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Executive Summary

The Hamilton Training Advisory Board commissioned this research to better understand how Hamilton-area
employers interact with community-based employment service providers (also referred to as “educational
institutions and community organizations”in this research) around workforce issues (“employer
engagement”). The Industry Education Council, Mohawk College, and the City of Hamilton Planning and
Economic Development Department served as advisory partners in this project.

The objectives of this research are:

(1) toidentify barriers preventing employer engagement with educational institutions and
community organizations;

(2) to collect suggestions regarding how educational institutions and community organizations
can better promote local workforce development supports and find placements for their
clients; and

(3) to develop a vision for what a coordinated system might look like as well as recommendations
for an engagement strategy for Hamilton.

Significance of research

It has become common knowledge that Canada’s demography is characterized by an aging population and a
declining population growth rate. These demographic trends have profound implications. They are already
being felt in Canada’s labour force needs, notably in skills shortages that are emerging in certain sectors of the
economy and regions of the country as well as across the skills spectrum. All of this translates into lost
productivity for the Canadian economy.

Labour force integration is a crucial issue in Hamilton. Hamilton's share of the provincial population and of
economic growth has declined over past decades. However, the Conference Board of Canada expects the local
economy to rebound in 2008. A by-product of such a rebound could be a major skills shortage in the region.
In an HTAB survey of a small sample of Hamilton employers conducted in the fall of 2006 for its TOP Report,
80% of respondents anticipated having difficulty in finding skilled employees over the next three years. It is
imperative that employers in this city be able to connect with qualified individuals who can help them meet
their labour force needs.

The role that community agencies play in brokering those connections can be an important one. However,
most employers do not use third party recruiters and look for tangible benefits when they do so. Recent
research conducted by the Industry Education Council of Hamilton on the needs of SME owner/managers
found that employers are most interested in working with community partners when they believe they are
filling a business need. US research found that employers like to hear testimonials from other employers who
are similar in size and type. Employers prefer that brochures and written materials be kept short, and that
written materials offer business benefits, statistics, and general information as well as information on how the
placement process works and detailed next steps.
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Findings from Educational Institutions and Community Organizations

Local employment service providers and other types of organizations that arrange work placements for
students or clients were invited to participate in a focus group and to complete a short questionnaire. Sixteen
representatives of educational institutions and community organizations identified challenges to building
positive relationships with employers, including: (1) reluctance by employers who had negative experiences
with clients to use an organization’s services again, or who may be put off by negative stereotypes of some of
the client base; (2) the lack of a coordinated approach can result in intense competition for the same
placements and for entry level positions; (3) the lack of time to build relationships with employers; (4) need to
do a better job presenting the business case to employers; and (5) employers being put off by the amount of
paperwork required to participate in some programs.

Regarding ideas for improving relations between employers and various community-based employment
service providers, most stemmed directly from the challenges identified. Ideas included: (1) building better
relationships with employers, including by learning something about the employer before making contact; (2)
engaging in more information sharing, including referring employers and clients to other organizations that
might better meet their needs; and (3) joining together more formally through a network. It was also stated
that government should work to change the competitive nature of relationships among educational
institutions and community organizations by rethinking the way funding is allocated.

According to feedback from the questionnaires, community-based employment service providers differ
significantly in terms of their numbers of employer contacts, but rely on very similar methods of initiating and
maintaining contact with employers. Telephone and face-to-face meetings continue to be the most
frequently used methods. They also rely on a range of incentives to entice employers to hire their clients.
Lastly, respondents stated overwhelmingly that there were not enough suitable local employment
opportunities for most of their clients.

Findings from Employers

Local employers’ perspectives were gathered via a focus group of employers and a web-based survey. In
terms of experiences with placements and employment-related services, the general consensus among focus
group participants was threefold. Their main challenges in working with educational institutions and
community organizations were (1) that they were not contacted by them consistently or often enough; (2)
that the organizations lacked knowledge of the employers’ workplace culture, including the need to limit
demands on their time; and (3) that clients sent by organizations were sometimes not a good fit for the
position. A final point of discussion was the importance of consistency and communication within an
organization, and the importance of personal connections.

Focus group participants recommended that educational institutions and community organizations improve
relations with employers by creating a directory of all the community-based employment service providers;
creating a website where employers could obtain information on various human resource questions; and
creating a central, local database that profiles both job-seekers and employment openings.

The web-based survey provided hard data about the use of employment services from a non-random sample

of Hamilton-area employers. The employers received a variety of types of requests for workplace learning and
employment experience from a wide range of organizations. The majority of employers reported that they
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received requests from educational institutions and community organizations fewer than ten times per year,
calling into question the assertion that employers are “fatigued” by the high volume of requests they receive.
However, larger employers (50 or more employees) were more likely than smaller companies to receive
requests to participate in co-op programs, permanent employment/hiring, and job fairs. Larger companies
were also more likely than smaller companies to receive more requests from the larger organizations, such as
Mohawk College, the local school boards, and Ontario Works (City of Hamilton).

Seventy percent reported that they use the Internet as a recruiting tool, especially Workopolis and Service
Canada electronic Job Bank. Just over 7 in 10 of employer respondents reported having difficulties recruiting
workers. The problem is more acute in terms of recruiting skilled workers (42.6% of respondents) than it is for
recruiting into entry-level positions (27.9%).

Feedback from Key Informants

Interviews with persons from government, educational institutions, and the business community in Hamilton
generated many of the same points raised by community organizations and employers. In addition, they
noted that it appears to employers that there are dozens of very similar employment agencies. Differences
among agencies, and how they can help employers, should be made more explicit. Many employers do not
have a good understanding of the types of supports that are out there to assist them with various workforce
needs. Key informants disagreed about the extent to which “employer fatigue” from the volume of requests
received from community agencies is real. Among other suggestions, informants called for a more
coordinated, even unified approach by educational institutions and community organizations.

Findings from Case Studies

In the Niagara Peninsula, the Job Match Program of the Employment Help Centre program allows employers
to post job openings to a website and then receive responses from clients of the Employment Help Centre,
with Centre staff acting as liaisons between employers and clients. This service differs from what is offered by
most employment agencies in the extent of its transparency and direct matching.

In Hamilton, the Best Start Network exemplifies a coordinated approach to services in the field of early
childhood development (ECD). Service providers in this area have created one central point of access for
health care professionals and families. The access point consists of a phone line staffed by a part-time
coordinator who acts as a broker for families seeking various types of ECD information. Lessons learned from
this effort to improve coordination include designing tools that fit into the culture of the group being
targeted. In this case, service provider organizations produced a flowchart to be used by health care
professionals. Also, persons wishing to obtain information about accessing services prefer a live connection to
an automated response.

Recommendations

Findings gathered from a review of the literature, focus groups with and questionnaires completed by
representatives of educational institutions, community organizations and employers, and interviews with
other key stakeholders point to logical “next steps”for improving connections between employers and
community-based employment service providers (educational institutions and community organizations);
among community-based employment service providers; and between these steps and needed policy
changes.
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Recommendation 1: Educational institutions and community organizations should articulate the
business case for working with them and their clients, including developing concise, clear materials
that profile successful experiences of employers using their services.

Recommendation 2: Educational institutions and community organizations should familiarize
themselves with various employers through site visits and meeting with staff members at different
levels of hierarchy within a firm.

Recommendation 3. Educational institutions and community organizations should provide
realistic expectations and assistance to employers regarding the paperwork required to work with
them and with various government programs.

Recommendation 4: Educational institutions and community organizations should create a
comprehensive directory of all the community-based employment service providers, and make it
available to employers.

Recommendation 5: Educational institutions and community organizations should create a website
where employers can get information on various community agencies, training centres, and Human
Resources issues.

Recommendation 6: Educational institutions and community organizations should come together
to form a local employment initiative.

Recommendation 7: Educational institutions and community organizations should work together
to create a single point of access to information about local employment opportunities and services.

Recommendation 8: Educational institutions and community organizations should create a central,
local database that profiles both job-seekers and employment openings, with names removed to
ensure privacy.

Recommendation 9: Federal and provincial funding formulas should be amended to include
incentives for educational institutions and community organizations to work together.

Recommendation 10: Federal and provincial employment policy should increase the focus on
skills development and decrease the emphasis on employment outcomes.
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2.0 Findings from Community
Organizations and
Educational Institutions

2.1 Focus Group Findings

The objective of the session was to generate ideas and identify solutions regarding how educational
institutions and community organizations with an employment focus could improve relationships with
employers in Hamilton.

Personal invitations to participate in a focus group as well as to complete a short questionnaire were sent to
employment service providers and other types of organizations that arrange work placements for students or
clients. The invitations targeted job developers and other persons involved in work placement.

The focus group was held on July 10,2007 at the Hamilton Training Advisory Board. Representatives of 16
organizations that seek employment-related placements attended. Organizations included not for profit
community organizations that provide employment services, school boards, one private adult educational
institution, and one private employment agency.

The focus group was an open-ended discussion addressing the following questions:

» Challenges: What challenges does your organization have building relationships with
employers?

+ Resources: What would help you to better promote clients and various workforce supports to
employers?

+ Solutions: What ideas do you have for improving relations between community agencies and
employers?

Below, a summary of the discussion around these questions is presented. Answers to the second and third
guestions have been blended due to considerable overlap in content.

Challenges to building positive relationships with employers

Several themes emerged in response to this question. The first concerns negative experiences and
stereotypes. Participants said that some employers who have had negative experiences with clients may be
reluctant to use an agency’s services again. It may even prejudice employers against all organizations that
seek placements for students or clients. Employers are also put off by negative stereotypes of some of the
constituencies that form the client base of community organizations, e.g., young persons, persons with
disabilities, newcomers, and persons on social assistance. Some employers may feel that if they hire one
person from these groups, they have filled their “quota”and do not need to employ any more of them. This
limits an organization’s ability to get placements for clients.
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Participants stated that employers were sometimes justifiably disappointed by the clients sent to them. They
acknowledged that some clients were not really prepared to work or were not “job ready.” However, service
providers are under pressure to place clients, and their work is hampered by insufficient funds for training
clients or assessing their skills. Organizations do not always have an appropriate client for an employer, but it
is more rational for them to send an unqualified client than to redirect the employer elsewhere to another
agency.

Second, participants noted the lack of a coordinated approach by community agencies, and how this can
result in intense competition for the same placements and for entry level positions. Participants expressed the
views that “too many of us bang on the same employers’ doors”and that “Employers see us and go ‘Oh, no!
Not another one’.”

Participants noted that competition among themselves was the result of broader systemic issues, including
the way they are funded, increased competition from temporary agencies, and their perception that Hamilton
has a weak economy.

Third, building relationships with employers is a time consuming process that is highly dependent on personal
connections. Years spent building a relationship between an employer and an educational institution or
community organization can be lost when a staff person leaves the agency. Sometimes job developers
change agencies and by doing so take relationships with them. Building relationships with employersis a
challenge in a work climate that sees high turnover among job developers.

Fourth, participants noted that they could do a better job presenting the business case to employers. They are
often more concerned with client placement than with educating employers about the various benefits
associated with hiring their clients. Employers are more concerned about business issues such as retention
than social issues per se. As such, community organizations should incorporate these concerns into their own
approach. This would include recognizing that different size businesses have different perspectives: large
firms with HR Departments would like to see data and facts whereas small businesses may respond to a more
personal touch.

Fifth, employers may be put off by the amount of paperwork required to participate in some programs.
Participants felt that some employers would rather forego wage subsidy programs, for example, than master
the paperwork involved. Other factors such as training time of prospective hires may be of greater concern to
employers than actual wages.

Ideas for improving relations between employers and educational and community

organizations
Many ideas were presented in this portion of the focus group, most of which stem directly from the
challenges identified. Ideas include:

Don't try to sell something every time you meet an employer. Instead, educate them about their options
and the services community organizations provide. Promote each others’ services, and leave the
employer better educated. Next time you meet the employer, he or she may be more responsive. Work
on building relationships rather than thinking that certain agencies “own” certain employers. Also, job
developers should do some research on the employer before making contact.
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Educational institutions and community organizations should engage in more information sharing, including
referring employers and clients to other organizations that might better meet their needs. In order for this to
happen, organizations would have to have confidence in each other. They would also have to think about how
to cooperate while at the same time retaining their own mission, vision, and values. One incentive to
promoting this change would be to have outcomes (placement targets) aggregated across the City of
Hamilton as opposed to the current practice of each organization having its own outcomes. Job developers
would also have to know about a variety of funding sources and other resources for employers.

Educational institutions and community organizations should join together more formally through a network,
perhaps along the model of Youth Employment Network that is sustained by annual membership fees. This
would entail reconceptualizing the employment services sector from one of agencies competing against each
other to one in which organizations recognize that they have more in common with each other,and that they
must work together to offer a viable and visible alternative to private temp agencies. The objective would be
for community organizations to get to know one another better, to build trust,and then to establish a brand
and a presence in the City of Hamilton. For example, the network could engage in a joint marketing strategy
and promotion of services. It could partner with a media agency to achieve this, e.g., by promoting employer-
client success stories and testimonials. It might also hire a joint staff person to engage in outreach to
employers — this position would have to be filled by a person rather than a website, the latter should be
reserved for research only. It would not be a service provider but a strategic marketing entity. Concerns about
neutrality as well as ensuring accessibility and inclusivity would have to be addressed. For example, how
would the concerns of small organizations that may not have time or funds to be a part of general network be
included?

Some participants expressed the view that change is needed from the top down. They stated that
government needs to take a leading role in changing the competitive nature of relationships among
community organizations. The competition essentially stems from the way funding is allocated.

Other ideas espoused by members of the focus group included the following:

? Create a directory of employment-related community service providers. Efforts must be made to
ensure that no service providers are omitted.

? Educational institutions and community organizations could approach Chambers of Commerce,
service organizations such as Rotary, and union heads rather than individual employers only.

? Develop a web-based database of clients with their names removed to ensure privacy. OW is
developing something like this for employer needs, and SISO has skillsadvantage.com. With a
comprehensive website, employers could conduct searches and receive the name of potential
employee along with their service agency.

? Take an inventory of the many skills of staff working in the employment divisions of educational
institutions and community organizations. Utilizing this “skills bank”would be instrumental to the
success of any coordination or network.
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2.2 Survey Findings

Each of the organizations invited to participate in the focus group was asked to complete a questionnaire
prior to attending the focus group. Only one survey per organization was allowed. The purpose of the
guestionnaire was twofold: first, to collect some hard data on how agencies engage with employers and,
second, to get participants thinking about issues of employer engagement prior to arriving at the focus group.

Sixteen surveys were completed, and the findings are presented here. The text of the survey is found in
Appendix D.

As shown in Figure 2A below, organizations contacted a wide-ranging number of employers each year. Seven

contacted between 501 and 1000 employers annually, while four agencies contacted 50 or fewer employers
each year.

Figure 2A. Number of Employer Contacts (annual)
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How organizations communicate with employers

Organizations use a variety of means to contact employers. The survey asked respondents to list all the
methods used for contacting employers. The methods used for initiating contact and promoting services to
employers are shown in Figure 2B. The methods used for maintaining contact with employers is shown Figure
2C. The survey responses reveal that most organizations have multiple ways of initiating and maintaining
contact with employers. Every organization relies on personal visits to promote their services to employers,
and all but one rely on making contacts at networking or fundraising events. Fourteen of the 16 organizations
rely on cold calls, brochures, and referrals or “word-of-mouth” connections.

Despite the rise of electronic communication, the telephone remains the most utilized method of
communication with employers, either in the form of cold calls or scheduled telephone appointments. The
least common method of communication and promotion of services to employers is through newsletters or
electronic bulletins.

Figure 2B. Initiating Contact with Employers

Number of organizations using method
5 10 15

Personal visits
Networking Events
Cold calls (phone)

Referrals
Brochures
Presentations
Email
Sponsorship
Direct mail
Publications
Fee-based service
Other
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Figure 2C. Maintaining Contact with Employers

Number of organizations using method
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Employment service provider organizations seek various types of employment assistance and opportunities
for their clients (shown in Figure 2D). The most common opportunity sought (reported by 13 of 16
respondents) is unpaid work placement, followed closely by permanent employment/hiring (12 of 16) and
paid work placement (10 of 16).

Figure 2D. Employment Opportunities Sought
for Clients
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0 4 6 8 10

Unpaid work placement

Permanent

Paid work placement
Job shadowing
Mock interviews
Apprenticeship

Job trials

Co-op program
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Enticements used to attract Employers

Employment service provider organizations rely on a variety of incentives and government-sponsored
benefits to get employers to offer placements or to hire their job-seeking clients. In the survey, respondents
were asked to check all the ones they used, and to list any that were not on the list provided. The results are
shown in Figure 2D. The one result in the “other” category referred to “participant stipends”in which
participants were on the employment agency’s payroll but worked for an external employer.

Figure 2E. Incentives and Benefits used by
Service Provider Organizations

Number of organizations
3 4 5 6

Targeted-wage subsidies
Job Connect

Skills Development Training Fund
Tax Credits
Employment Start-Up Benefits from OW
Payments made directly to employers
None

Other

When educational institutions and community organizations promote the incentives and benefits listed
above to employers, they find that employers have a limited awareness of these programs.

Overall assessment of employment opportunities for clients

The final question on the survey asked respondents to choose the statement that best corresponded to their

current situation. As shown in Figure 2F, almost every respondent stated that there are not enough suitable
local employment opportunities for most of their agency’s clients.
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Figure 2F. Statement best describing current
situation. "There are..."
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2.3 Summary

Representatives of educational institutions and community organizations made a number of key points in the
focus group discussion. Regarding challenges to building positive relationships with employers, several
themes were identified. First, participants said that some employers who had negative experiences with
clients may be reluctant to use an agency’s services again. Employers may also be put off by negative
stereotypes of some of the constituencies that form the client base of community agencies, while other
employers may feel that if they hire one person from these groups, they have filled their“quota”and do not
need to employ any more of them. Second, participants noted the lack of a coordinated approach by
community agencies, and how this can result in intense competition for the same placements and for entry
level positions. Third, building relationships with employers is a time consuming process that is highly
dependent on personal connections. Fourth, participants noted that they could do a better job presenting the
business case to employers. Fifth,employers may be put off by the amount of paperwork required to
participate in some programs.

Regarding ideas for improving relations between community agencies and employers, most of the ones
discussed stemmed directly from the challenges identified. Ideas include:

« Don't try to sell something every time you meet an employer. Rather, work on building

relationships with them. This should include job developers learning something about the
employer before making contact.
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+ Educational institutions and community organizations should engage in more information
sharing, including referring employers and clients to other agencies that might better meet their
needs. One incentive to promoting this change would be to have outcomes (placement targets)
aggregated across the City of Hamilton as opposed to the current practice of each agency having
its own outcomes.

+ Educational institutions and community organizations should join together more formally
through a network, perhaps along the model of the Youth Employment Network that is sustained
by annual membership fees. This would entail reconceptualizing the employment services sector
from one of agencies competing against each other to one in which participants recognize that
they have more in common with each other.

« Some participants expressed the view that change is needed from the top down. They stated that
government needs to take a leading role in changing the competitive nature of relationships
among employment programs run by educational institutions and community organizations. The
competition essentially stems from the way funding is allocated.

The organizations invited to participate in the focus group were also asked to complete a questionnaire that
focused on the ways in which they already worked with employers. The sixteen completed surveys indicate
that organizations use a variety of methods to initiate and maintain contact with employers. Telephone and
face-to-face meetings continue to be the most frequently used methods by respondents. Seven of the
organizations contacted between 501 and 1000 employers each year, while four organizations contacted 50 or
fewer employers each year.

The organizations surveyed seek a variety of employment opportunities for their clients. Most commonly, they
seek unpaid work placements, permanent employment, and paid work placements. Mentor ships, internships
and co-op programs are the least commonly sought. To entice employers to assist them, organizations rely on
different incentives and government-sponsored benefits. Survey respondents stated that employers are
generally not aware of most of these programs. Lastly, respondents stated overwhelmingly that there are not
enough suitable local employment opportunities for most of their clients.

The above findings indicate that employment-oriented service provider organizations in Hamilton differ
significantly in terms of their numbers of employer contacts, but that they rely on very similar methods of
initiating and maintaining contact with employers. They also rely on a range of incentives to entice employers
to hire their clients. The focus group discussion revealed that, for the most part, organizations act
independently of each other in pursuing relationships with employers.
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3.0 Findings
from Employers

In this research, local employers' perspectives were gathered using two research methods: a focus group of
employers and an electronic survey. Each of these is described in detail in this section.

3.1 Focus Group Findings

A focus group for employers was held on Wednesday, July 11,2007. The focus group consisted of 10 persons
representing 8 Hamilton-area employers. Private firms and publicly-funded institutions were represented in
the focus group. (See Appendix B.)

The objective of the session was to provide an opportunity for various employers to (1) discuss their own
experiences with placements and employment-related services offered by educational institutions and
community organizations and (2) generate ideas and identify solutions regarding how relationships between
employers and service providers could be improved.

To this end, the following questions were asked to participants:

+ Challenges: Many educational institutions and community organizations in Hamilton have
clients who seek various types of workplace learning and employment experiences, and they
make requests to employers to assist them. As employers, do you have any difficulties or
problems with these requests, either in terms of their content (what they are asking of you) or
their format (how they are asking, when they are asking)?

+ Recommendations: If you could give some advice to educational institutions and community
organizations who contact employers to find placements for their clients and/or educate
employers about various supports, what would it be?

A summary of the discussion around these questions is presented below.

Challenges in working with community agencies

The general consensus among focus group participants was threefold. Their main challenges in working with
educational institutions and community organizations are (1) that the organizations do not contact them
consistently or often enough; (2) that the organizations lack knowledge of the employers’ workplace culture,
including the need to limit demands on their time; and (3) that clients sent by organizations are sometimes
not a good fit for the position. A final point of discussion was the importance of consistency and
communication within an organization, and the importance of personal connections. Each of these is
discussed in more detail below.
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Employers participating in the focus group felt that educational institutions and community organizations
either did not contact them enough or did not contact them consistently. Some employers said that they
found employment organizations to be reactive, actually having to be sought out rather than reaching out to
employers themselves. One participant noted that her firm recently hired a co-op student, but that the
placement came about because the firm approached an agency rather than vice-versa. Participants also said
that the organizations were not very visible and that it was difficult to find them. One noted that his firm has
ongoing, well-paying job opportunities but that the employment organizations do not seem interested. This
employer had occasion to hire more than 100 persons recently, none of whom were referred from community
organizations. Another employer had recently moved from the Niagara region where the organizations are
more proactive. In Hamilton, this person found it more difficult to make contact with the employment
organizations, and observed that the organizations do not seem as interested in engaging with employers. Yet
another noted that organizations often phone only once and never call back later to see if openings have
arisen.

This led to some discussion in which participants speculated that job developers focus too much on large,
highly visible employers, even if they do not offer much in the way of entry-level positions, rather than trying
to find entry-level positions for their clients in less obvious places.

A second point of agreement was that job developers do not really understand the work culture and time
frames of employers. Comments included “They don't spend time understanding our business” and “Agencies
don’t step out of the box.” Participants felt that some job developers focus more on following the doctrine of
their organizations than on serving the needs of employers.

An important thread of this discussion centred on time demands made on employers by job developers.
Some participants said that job developers request a short meeting but then stay much longer. They felt this
to be a deceptive practice that was frustrating for employers. Some organizations are more forthright about
wanting several hours of time. One participant recounted an incident in which a job developer from a
community organization came to his firm and delivered a two-hour presentation, only in the end to say that
the agency had no suitable clients for the employer.

Discussion also focused on the time required to work with organizations once the relationship has been
established. It was said that educational institutions and community organizations have lots of questions, lots
of paperwork, and generally cannot deliver job ready clients in the timely manner desired by the employer.
One employer stated: “We need the job filled immediately, and their procedures are time consuming. We find
it easier to recruit from time-effective and less costly places.”

A third point of agreement among those had experience with placements was that clients are sometimes not
a good fit for the placement. It was felt that employment organizations should be honest about the
capabilities of their clients as well as whether they are a good fit for the placement.

A final point of discussion was the importance of consistency and communication within an agency, and the
importance of personal connections. Some participants have been frustrated by having to start from scratch
with an agency each time there is a new job developer. Agencies should keep files on employers so that
information can be passed along. Another participant noted the presence of inconsistencies within same
agency. She was called by a job developer from an agency she was already working with, yet that job
developer did not know anything about her firm or its workforce needs.
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Recommendations for finding client placements and connecting with employers

Focus group participants had numerous recommendations for educational institutions and community
organizations. Some recommendations focused on how they could improve relations with employers:

Create a central directory of all the community-based employment service providers, and make it
available to employers.

Create a website where employers can get information on various HR questions, e.g., contact list of
local organizations, training centres, etc. A website is open even when the offices are closed. Having
a central website with links to different educational institutions and community organizations
would be the most convenient and time saving, especially if designed along the lines of the HRDC
site.

Create a central, local database that profiles both job-seekers and employment openings. An
existing model of one local database exists in St Catharines.

Create a newsletter to profile various clients who are job ready and to educate employers about
other issues. Available Talent is one such local newsletter.

Forward a client’s resume to employers prior to sending the client in person. This would allow
employers to better assess the quality of the fit between the client and the placement.

Guide employers through the paperwork that comes with working with community agencies.

Educate employers about their options in terms of targeted wage subsidies and other placement
opportunities.

Educate yourselves about employers. Knowing something about an employer makes a great
impression.

Focus more on outreach to SME's.

Better market clients who can speak multiple languages. Hamilton is diverse and opportunities exist
for bilingual workers in various fields.

Some recommendations offered suggestions regarding how educational institutions and community
organizations might better assist clients to find placements:
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Give clients realistic expectations about suitable employment opportunities given their skill sets,
including about wages.

Tell clients that volunteering can add to their resume, provide good work experience, and even lead
to permanent positions in their field of interest.

Do not encourage all resumes to look alike. Resumes have become too formulaic.

Encourage clients to carry proof of WYMIS, ServeSmart, and other types of certification in their
wallets to show potential employers.
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3.2 Survey Findings

A survey designed for employers in the Hamilton area was distributed through the employer contact lists of
Mohawk College, the Hamilton Training Advisory Board, and Industry Education Council. It was also
distributed via the two local school boards to employers who have a work experience relationship with the
boards. Because the employer contacts of the school boards were primarily employers who participate in
high school co-op programs, this sampling may contain an overrepresentation of employers whose contacts
are with schools and co-op programs. The text of the survey is included in this report as Appendix E.

In total, 81 companies/organizations responded to the survey. Most of these were small: 23.7% had 10 or
fewer employees, and 58% had 50 or fewer employees (see Figure 3A).
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Figure 3A: Number of Employees at Company/Organization

As shown in Figure 3B, the single largest sector represented in the sample was Manufacturing (22.2%),

followed by Health Care and Social Assistance. A significant percentage indicated ‘Other’, which includes not-

for-profits, janitorial, and call centres.

23 @



Improving Employer Engagement—

Figure 3B: Sector of Company/Organization
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Requests for Assistance/Placement

Respondents were asked to indicate the type of requests for workplace learning and employment experiences
they received. The responses are shown in Figure 3C. Requests for co-op placements and permanent
employment are the most common type of requests, with over half of the organizations receiving these types
of requests. Not far behind are requests to attend job fairs and to provide paid and unpaid placements.
Requests for apprenticeships, job shadowing, and internships (which are similar types of placements) are also
popular requests.

As shown in Figure 3D, most of the requests are for workplace learning and employment experiences
originated from traditional educational institutions, namely Mohawk College and both local school boards.
(McMaster University and Redeemer University College were not frequently listed as sources of requests.)
Other organizations that are important sources for requests included SISO, Ontario Works, and Amity-
Goodwill.
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Figure 3C: Types of Requests for Workplace Learning and Employment Experience
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Figure 3D: Agencies Requesting for Workplace Learning and Employment Experience:
Most Frequently Mentioned
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The survey indicates that most companies receive relatively few requests, with the single largest response
being between 1 to 9 requests per year (from all organizations). However, a significant percent receive more
requests, with just over one-third receiving between 10 and 24 requests per year. Please refer to Figure 3E.

Figure 3E: Frequency of Requests per Year
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Regarding the timing of these requests, over half of respondents (58.1%) indicate that there are no seasonal
differences as to when such requests are received, but almost one-third note that most requests are received
in the Fall. Most respondents (almost 60%) indicate that the seasonality of requests do not pose problems for
their organization. On the other hand, for roughly 40% of respondents, the timing of the requests received
from service provider organizations is problematic.

Worker Recruitment
Post-secondary institutions (and Mohawk College in particular) appear to be the key sources for recruitment
of workers, followed by the local school board co-op programs. (See Figure 3F)

More than 70% of employer respondents indicated that they regularly use the Internet as a resource for
recruiting workers. Of those that use the Internet for recruitment, Workopolis is their first choice (76%),
followed by Service Canada’s electronic job bank (66%),“other” (29%), and Monster.ca (12%). Those who
described “Other” most frequently listed Charity Village and their own company websites.
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Figure 3F: Primary Sources of Worker Recruitment
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Figure 3G: Current Human Resource Situation

o
S
©
=
(/2]
)
c
[}
(8]
|
()
o

We are We are We are All of the above None of the
experiencing experiencing experiencing above
difficulties difficulties difficulties in
recruiting entry recruiting highly recruiting
level positions skilled staff apprentices

As shown in Figure 3K, just over 7 in 10 of employer respondents report having difficulties recruiting workers.
The problem is more acute in terms of recruiting skilled workers (42.6% of respondents) than it is for recruiting
into entry-level positions (27.9%). Only 3 respondents noted that they had difficulty recruiting apprentices. In
fact,one employer reported that it typically receives many more requests for apprenticeships than it can fill.
Just fewer than 25% of respondents stated that they have no difficulties recruiting workers.

Variations by Sector and Size

Size of Companies/Organizations

The size of the company making requests has an impact on some of the types of requests. To test the effect of
size,companies were grouped into small (50 or fewer employees) and large (51+ employees). The key
differences in terms of types of requests were in the following areas: co-op programs, permanent
employment/hiring, and attending job fairs. Larger companies are more likely than smaller companies to
receive these types of requests — see Table 3-1.
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Table 3-1: Nature of Requests by Company/Organization Size (% receiving type of
request for workplace learning and employment experience)

1-50 51+
Co-op program 48.9 80.6
Permanent employment/hiring 53.3 61.3
Attend job fair 40.0 71.0

Larger companies are also more likely than smaller companies to receive more requests from the larger
organizations, such as Mohawk College, the local school boards, and Ontario Works (City of Hamilton).

As shown in Table 3-2, there are also differences in terms of where respondents turned when they needed to
recruit workers. Larger companies are more likely than small companies to approach postsecondary
institutions.

Table 3-2: Source for Recruiting Workers by Company/Organization Size (% indicating
they have used organization as source for recruitment)

1-50 51+
Postsecondary institutions 54.2 68.2
Secondary/Co-op 50.0 45.5
Mohawk Co-op 54.2 59.1
McMaster Co-op 29.2 36.4
HWDSB Co-op 20.8 31.8
HWCDSB Co-op 16.7 31.8
Mohawk - Job Connect 25.0 27.3
Redeemer University College Co-op 8.3 4.5
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Smaller companies were slightly more likely than larger companies to report that there were no seasonal
differences in terms of when the requests were made (61.1% vs. 53.8%). While the most common number of
requests for workplace learning and employment experience is relatively low (i.e.less than 10 times per year),
this is more the case for smaller companies than it is for larger companies. For example, 72.2% of small
companies receive fewer than 10 requests, while only 42.3% of large firms do. Only 11.1% of small firms
receive more than 20 requests per year, while 42.3% of large firms do — shown in Figure 3H.

Figure 3H: Number of Requests for Assistance by Size of Company
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The impact of the sector of the company is done by examining five respondent groups — the four largest
sectors (manufacturing, health care/social assistance, educational services, construction), and all other sectors
being grouped together.

Table 3-3 displays the most requested types of workplace learning and employment experiences by sector
(with the percentage of companies within each sector receiving these types of requests). While Co-op
program is the clear choice of the four identifiable sectors, there are some differences. For example (and as
would be expected), Apprenticeships only appears in the top four in the construction sector. Requests for Paid
work placement only appear in the top four lists for Manufacturing and Construction.
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Table 3-3: Types of Requests by Sector of Respondent (4 most requested types of
workplace learning and employment experience)

Sector

Manufacturing

Health Care/Social Assistance

Educational services

Construction

Other

4 most requested types (with % of companies
within each sector receiving these types of requests)

Co-op program (58.8)

Permanent employment/hiring (52.9)
Attend job fair (41.2)

Paid work placement (39.3)

Co-op program (80)

Unpaid work placement (80)
Permanent employment/hiring (70)
Attend job fair (70)

Co-op program (71.4)
Attend job fair (42.9)
Job shadowing (42.9)
Unpaid work placement (42.9)

Co-op program (66.7)
Apprenticeship (66.7)
Attend job fair (50)

Paid work placement (50)
Unpaid work placement (50)

Permanent employment/hiring (66.7)
Attend job fair (55.6)

Co-op program (55.6)

Unpaid work placement (52.8)

There are also some differences in terms of the source of requests made to employers. The key differences are:

+ the largest source of requests for the manufacturing sector come from the various Mohawk College

programs;

+ the health care/social assistance sector tends to receive more requests from Goodwill-Amity and SISO

than do the other sectors; and

+ roughly three-quarters of the requests for the construction sector come from Ontario Youth

Apprenticeship Program (OYAP).
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In terms of when employers receive requests, Fall is the busiest time of year for companies and organizations
in the health care/social assistance and education sectors (who indicated that roughly 60% of their requests
come during this time). For the manufacturing sector a clear majority (73.3%) indicated that there is no
seasonal difference. For the construction sector, Winter and Spring are the busiest.

As Figure 3l shows, there is no real difference in terms of the number of requests received by sector. As was

shown earlier, most companies typically receive fewer than 10 requests per year. If anything, for the health
care/social assistance sector (and to a lesser extent, the construction sector) companies receive either few

requests or many.

Figure 3I: Frequency of Requests per Year by Sector
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Qualitative input
The final question of the online survey asked respondents the following: Do you have any interest in or
additional comments about working with community organizations and/or educational institutions to

support work experience?

Of the 24 comments written in response to this question, most echoed points also made in the employer focus
group described above. Several described very positive relationships with employment-related community

® 32



—( —Improving Employer Engagement

organizations. Some complained that they were rarely if ever contacted by community organizations.
Another noted: “the paperwork involved with doing placements can be time consuming. We have a two
person HR department and a lot of paperwork is not something that we can take on with 600 current
employees.” Yet other respondents wrote of conflicting mandates facing employers and community agencies,
with comments such as:

I'm sure they mean well and are trying to place their workers, however, it seems from our perspective
that they don't listen to our needs as an employer.

We have often been disappointed when agencies haven't really appeared to listen to our requirements
and send us people who are not qualified. This wastes our time and is discouraging to applicants.

The following suggestions were made (quoted verbatim from responses):

There should be a portal -- one single point of contact for a 'worker rep' who can listen to the
requirements and then tell you what agencies are your best opportunity for finding those types of
candidates.

I think there would be a benefit with posting one list with all agencies/organizations because many
employers and new HR graduates are not aware of all the resources available within the city.

In brief, the qualitative feedback given in the employer survey raised many of the same points that
were made in the employer focus group.

3.3 Summary

In this research, local employers’ perspectives were gathered using two research methods: (1) a focus group of
employers, including private firms and publicly-funded institutions and (2) a web-based survey in which an
invitation to participate was distributed to the employer contact lists of Mohawk College, the Hamilton
Training Advisory Board, Industry Education Council, and two local school boards.

The objective of the focus group session was to provide an opportunity for various employers to (1) discuss
their own experiences with placements and employment-related services offered by educational institutions
and community organizations and (2) generate ideas and identify solutions regarding how relationships
between educational institutions and community organizations and employers could be improved.

In terms of experiences with placements and employment-related services, the general consensus among
focus group participants was threefold. Their main challenges in working with educational institutions and
community organizations were (1) that the organizations did not contact them consistently or often enough;
(2) that the organizations lacked knowledge of the employers’ workplace culture, including the need to limit
demands on their time; and (3) that clients sent by organizations were sometimes not a good fit for the
position. A final point of discussion was the importance of consistency and communication within an
organization, and the importance of personal connections.
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In terms of recommendations made by focus group participants, some focused on how community
organizations could improve relations with employers. These included creating a directory of all the
community-based employment service providers; creating a website where employers could obtain
information on various human resource questions; and creating a central, local database that profiles both job-
seekers and employment openings. Other recommendations consisted of suggestions regarding how
educational institutions and community organizations might better assist clients to find placements, including
by giving them realistic expectations about suitable employment opportunities given their skill sets and
encouraging the pursuit of volunteer work in one’s field of interest.

The web-based survey provided hard data about the use of employment services from a non-random sample
of Hamilton-area employers. The employers ranged in size from very small (almost 25% had 10 or fewer
employees) to more than 500 employees ((12% of respondents). They represented numerous sectors of the
economy, including manufacturing, health care/social assistance, and educational services. They receive a
variety of types of requests for workplace learning and employment experience from a wide range of
organizations, though in this survey respondents working with co-op programs were likely overrepresented.
The majority of employers reported that they receive employment-related requests from educational
institutions and community organizations fewer than ten times per year, and the majority also reported that
the timing of such requests (e.g., time of year) does not pose difficulties. This data that calls into question the
assertion that employers are “fatigued” by the high volume of requests they receive. Seventy percent reported
that they use the Internet as a recruiting tool, especially Workopolis and Service Canada electronic Job Bank.
Just over 7 in 10 of employer respondents reported having difficulties recruiting workers. The problem is more
acute in terms of recruiting skilled workers (42.6% of respondents) than it is for recruiting into entry-level
positions (27.9%).

Cross-tabulations of the survey data found that llarger employers (50 or more employees) are more likely than
smaller companies to receive requests to participate in co-op programs, permanent employment/hiring, and
job fairs. Larger companies are also more likely than smaller companies to receive more requests from the
larger organizations, such as Mohawk College, the local school boards, and Ontario Works (City of Hamilton).
Larger employers are also more likely recruit via postsecondary institutions. Some differences related to sector
were also found.

® 34

Improving Employer Engagement—{ —



—( —Improving Employer Engagement

4.0 Responses from Key
Informant Interviews

This portion of the research consisted of interviews with “key informants”who could provide a different,
generally broader, perspective on the challenges of employer engagement in the City of Hamilton. Seven
persons representing government, educational institutions, and the business community were interviewed.
(See Appendix C.) In two cases, informants were contacted because of a specific piece of research or project
the person had engaged in. In these cases, the interview format deviated from the standard format. In the rest
of the cases, the following template of four questions was used:

« Many community agencies in Hamilton have clients who seek various types of workplace learning
and employment experience. These include job shadowing, Job trials, work placements, internship,
Mentorship, Apprenticeship, Pre-apprenticeship, Co-op program and permanent employment/hiring.
In your view, what are the main challenges facing community agencies (job developers) in finding
placements for their clients?

+ What challenges do employers face in trying to meet their workforce needs?

+ Have you heard employers complain about being “fatigued” by the requests they receive from
community agencies?

+ What suggestions do you have to overcome employer fatigue/ improve connections between
employers and community agencies?

The synthesized answers to these questions comprise the focus of the rest of this chapter.

4. 1 Main challenges facing job developers in finding
placements for their clients

When asked about challenges community organizations face in finding placements for their clients, these
were the main points raised by key informants:

+ There is little awareness of community organizations by employers, much less an understanding of
their objectives. Employers lack an understanding of what community employment agencies do,
what their needs are, and what services they provide.

« Employers do not know how working with an organization might positively affect their business. In
general, they are not aware of any added value given by the organizations, or how working with
them might provide a good return on their investment of time and money.

35 @



Improving Employer Engagement—

Educational institutions and community organizations keep tapping into the same employers, and
those employers get tired. Many job developers network only with a small core of employers, rather
than really reaching out beyond their comfort zone. They need to be more strategic about which
businesses will meet their needs and how to build relationships with them. With 17,000 employers
in Hamilton, there should be enough for all the organizations.

There is a perception among employers that working with an educational institutions or community
organization entails a lot of forms and red tape. Expectations along these lines need to be clearly
communicated. Even if wage subsidies are offered, they may not appeal to employers if the program
entails a lot of paperwork. Agencies need to make it easier and more enticing for employers to work
with them. One informant noted:“Their calls play on my conscience, but engaging with them feels
like work.”

Organizations sometimes try to “shoehorn” clients into placements they may not be ready for. The
organization is interested in placing a client, but the employer is more concerned about finding a

good fit. There needs to be some consistency about what essential skills are required for different
placements.

It appears to employers that there are dozens of very similar employment-oriented programs in
Hamilton. It seems that there are many organizations trying to do similar things and that there is
service duplication. This is confusing for employers. If something does differentiate the
organizations and programs from each other, this should be made more explicit.

The overall economic situation of the City of Hamilton also poses challenges. The local economy is
very dependent on the public sector and manufacturing, and there is not much extra money in
these fields to provide salaried placements or for salaried staff to organize placements. The number
of people looking for work in Hamilton, including the chronically underemployed and unemployed
has grown much more rapidly than has the local economy.

4.2 Challenges employers face trying to meet their

workforce needs

When asked about challenges employers face trying to meet their workforce needs, the key informants
presented the following perspectives:
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+ Many employers do not have a good understanding of the types of supports that are out there to

assist them with various needs.

+ For small and medium enterprises without a full Human Resources function, they are not even

thinking about hiring and retention until they are hit with it directly. For the most part, they have no
capacity to think long term, and no capacity to engage in training. Their main challenge is to fill
positions as soon as they become open. They would love to fill out a form with a request and then
find a suitable employee right away. Educational institutions and community organizations,
however, are generally not able to respond this quickly.
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« Similarly, for small and medium enterprises, time is a huge factor. These employers do not have a lot
of time to plan, sort through applications, and to interview. Their time is spent trying to survive in
business. Taking on other tasks can be seen as impediment. Time is actually more important than
money in some ways. In recent years, Hamilton has shifted very dramatically from large employers
to SME's.

+ In view of time constraints and other factors, the personal relationships that employers sometimes
have with job developers and front line staff can be very beneficial. For many, just having someone
there who understands the problem is pretty critical -- from a customer care point of view, need to
show them that you understand if you cannot help right away. They may have 3-4 key community
touch points in the community where they receive customer care. In sum, they need someone to

listen, to understand, to help solve problem.

+ Some employers face particular constraints on hiring, for example, the credentialing process for

regulated occupations. In unionized workplaces, some collective agreements stipulate that most full

time jobs go to internal applicants. These impact an employer’s ability to work with educational
institutions and community organizations.

4.3 Employer “fatigue” from requests by community

agencies

Key informants disagreed about the extent to which employer fatigue is real. A minority of those interviewed
said that they had heard other employers complain of being fatigued by the volume of requests received from

educational institutions and community organizations. Others had never heard this kind of complaint and

thought it might be a kind of “urban myth.” Several said that that employers were more confused than

fatigued, in part because employers may not really differentiate between private temp agencies, educational
institutions and community organizations, and other firms focusing on employment placement and training.

Employers may prefer to just ignore all of these requests rather than try to decipher the different requests

they receive. One informant felt that certain employers become known for doing more than their fair share,

and that this attracts more attention from agencies. It is easier for the agencies to contact these “known

guantities” than to cultivate new relationships.

Another informant suggested that employers may feel frustration at the requests from educational

institutions and community organizations because as employers they are unable to fill the demand. The

informant suggested that agencies use their clout to build access to employers at the higher levels rather than
contacting Human Resources only. Getting buy-in at the executive level would make it easier for placements

to be created.
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4.4 Suggestions for improving connections between
employers and community agencies

All informants responded to this question by calling for a more coordinated, even unified approach by
educational institutions and community organizations. What follows is a compilation of their suggestions.

Coordinate resources and services

Hamilton needs a central clearinghouse that would provide streamlined access to information as well as
coordinate outreach to employers so that the same employers are not approached repeatedly. Employers
should be able to call or meet someone in person who is like a customer service representative, talking them
through the process, providing a menu of solutions, and filling out paperwork with them. This person could
tailor solutions according to the needs of individual businesses.

Just as charities created pooled fundraising within the umbrella of the United Way, something similar could be
done for employment. The centralized model should not be reactive only, but also proactive -- just as the
United Way does not just wait for people to make donations, but actively reaches out in the community in a
variety of ways. It would not work if agencies only waited around for incoming calls; they would end up like
the Maytag repairman.

Any centralized system should be promoted via community access points such as myhamilton.ca or a hotlink
from the Chamber of Commerce website. Information about it should be disseminated through existing
business networks, e.g., Chambers of Commerce, Human Resources Professionals Association of Ontario, and
the Hamilton Construction Association. We need to know more about how businesses get their information
so that we can better reach out to them.

One local model that has worked well is Training Edge initiative of the Industry Education Council of Hamilton,
although it was focused on education and training only. It could be expanded to include other type of
employment service providers who can follow up with employers. This model could be the voice of all of the
service providers, so that when they sit down with the business, they come up with menu of opportunities.
Models like this might be funded if agencies band together and make a proposal to the province or federal
government. If the funding agency could then use the model in other jurisdictions, it would provide a*“value-
added”for the funder as well.

Another example is the Ottawa Centre for Research and Innovation (OCRI), a non-profit member-based
economic development corporation that operates in partnership with the City of Ottawa. OCRI provides a
single source for employment-related education and resources. Thanks to good branding and interesting
program offerings, organizations and firms are eager to be members of OCRI.

Articulate the business case and recognize champions

In addition to a more coordinated approach, informants said that educational institutions and community
organizations should make the business case to employers. The business case would be not necessarily in
terms of their own immediate needs only but in terms of creating a stronger labour pool and encouraging
economic growth in Hamilton. Rather than promoting use of services as doing “charity” for the community,
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organizations should speak the language of corporate social responsibility, pointing out the benefits of
creating competitive advantages and encouraging people to move here. As such, their engagement brings a
“value added” for the community. Educate them about the value of engagement, and encourage them to see
their role within the larger picture.

One component of this is figuring out how government can reward companies that do champion
engagement and other progressive practices. Recognition for engagement is important,and champions
should be held up as examples. This would encourage other employers to follow. Some thinking needs to be
done about what form this recognition would take. The Conference Board of Canada put together a gold seal
program for organizational performance excellence, but it lacked the backing needed to get off the ground.
One idea is to expand the existing Minister's Apprenticeship Employer Awards of the Ontario Ministry of
Training, Colleges and Universities. Another possibility is that champion employers would be brought into
various decision-making circles when choices are being made about the future of the community.

Simplify the process

A third point of agreement among informants was that educational institutions and community organizations
must make it simple and easy for employers to work with them, and allow them to be engaged without
hindering their core business in any way. If agencies could market their services as ones that will leave
employers with more time on their hands, that would be a big selling factor. Many employers are well-
meaning, but reality is that organizations are competing for their time and attention with many other actors.
Understand and get to know employers

It was also said that educational institutions and community organizations should familiarize themselves with
various employers through site visits and meeting with staff members at different levels of hierarchy within a
firm. Job developers need to better understand the employers they contact. There has to be a rapport, so that
people want to work together.

Send quality candidates

Lastly, educational institutions and community organizations should impress employers by sending high
quality candidates. This is what will convince employers to contact them again. Similarly, organizations
should follow up with persons placed to see how they are faring in their new work environment.

39 @



Improving Employer Engagement—

5.0 Case Studies of
Organizational Change

In this chapter, two case studies are profiled. These are included to provide ideas to employment-oriented
community organizations in Hamilton that are looking to modify their own practices and relationships. In the
Niagara Peninsula, the Job Match Program of the Employment Help Centre serves an example of an
employment centre working as a broker between employers and job-seekers in such a way that both
transparency and privacy are achieved. In Hamilton, the Best Start Network exemplifies a coordinated
approach to services in the field of early childhood development.

5.1 Job Match Program, Employment Help Centre

The Employment Help Centre is a non-profit organization dedicated to helping individuals and groups in its
communities to identify and achieve their employment goals. It offers a wide range of programs and services
for employers and job-seekers, with most of its funding coming from MTCU for the Job Connect program. Its
main location is in St. Catharines, with smaller centres located in Grimsby, Welland, and Smithville.

The Job Match program allows employers to post job openings to a website and then receive responses from
clients of the Employment Help Centre, with Centre staff acting as liaisons between employers and clients. Job
Match has operated since 2000. What started as a small, informal program has grown into a successful and
unique service, placing approximately 360-380 clients each year. The in-house creation of an electronic
database that allows a wide range of search options has been instrumental to the program’s success.

The program works as follows. Employers phone or email a job description to the Employment Help Centre,
which is then entered into the central database according to a certain formula. Next, a staff member searches
the client files to see if there are any matches by job title. Pre-screened clients have an updated resume and
references and have been asked to identify three job titles of interest. Clients identified as potential hires for
the posted position are then contacted and given a description of the position, though the name of the
employer remains confidential. If the client agrees, the staff person will send his or her resume to the employer
who may then request an interview.

This service differs from the HRDC Job Bank in that the community agency brings in a“personal touch”and
acts as intermediary between the employer and the job-seeker. The agency personnel provide various types
of assistance to job-seekers that enable them to be “job ready.” For employers, the value-added is that only
suitable clients are put forward for positions. This service differs from what is offered by most employment
agencies in the extent of its transparency and direct matching.
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Relationships with employers have solidified so that the three program staff now spend very little time
seeking out employers. Rather,employers are continually contacting them with job openings. The Centre
does attempt to have a job developer visit every employer site.

(Sources for this section were found at http://www.employmenthelp.org and via Pat Stewart, Placement
Officer at Employment Help Centre.)

5.2 Best Start Network -- Coordinated Access to Early
Childhood and Parenting Resources in the City of Hamilton

In Hamilton, there are over 60 programs focusing on some aspect of early childhood development (ECD),
including Ontario Early Years Centres (OEYC), other parent-child programs, and programs specifically focused
on health-related issues. For some years, persons working in this field had been receiving feedback from
parents and professionals that accessing ECD programs was too complicated. In particular, parents who did
not use the Internet did not know how to find services, and health care professionals did not feel confident
about where exactly to refer persons seeking assistance.

In response, all agencies that delivered programming related to early childhood development decided to
coordinate joint planning and resource allocation among themselves. Their first step was to develop a
common list of service provider organizations related to ECD, with each organization retaining its own identity
and phone number. Subsequently, they reduced the number of phone numbers so that a single phone
number accessed multiple programs within a particular geographical area of the city. Even so, health care
providers still complained that it took too much time to negotiate the list. Then an expert panel set up by the
province recommended the use of a single phone number to access ECD resources. The panel suggested that
an ideal time for physicians to connect families with these resources was during the well-baby visits required
for all 18-month-olds.

As a result, service providers in Hamilton worked to create one central point of access for health care
professionals and families. Today, the access point consists of a phone line staffed by a part-time coordinator.
The coordinator acts as a broker for families seeking various types of ECD information.

The success of the system, in terms of working with family physicians, hinges on two key components. First,
the resource page distributed to physicians was designed with healthcare professionals in mind. It is written
in the format of a flowchart, a tool frequently used in healthcare circles, without a lot of text. This was a
departure from the original format of posters and tear-off sheets that are more common to ECD and social
service professionals. Second, the coordinator who assists callers has to ask the right questions as well as have
a good knowledge of the resources available. As such, the OEYC number is staffed by a person who possesses
an ECE diploma as well as a detailed knowledge of programs and resources available. The coordinator is thus
able to refer callers to a centre that best matches their needs, e.g., directing newcomer families to facilities
where multiple languages are likely to be spoken.
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According to one of the organizers of the new system, the goal was to provide “warm connections,” that is, to
give a high level of customer service with a real person, and even to make direct transfers of calls to other
organizations without having to hang up. Because there is only one part-time staff person, callers sometimes
have to leave a message. However, they seem to prefer this system to drilling down through automated
options to find a pre-programmed response to their questions.

The ECD professionals who worked on this coordinated approach felt that it would be easier for doctors to
hand out a phone number than a URL for a website. The OEYC’s do have a common website as well, and
callers are sometimes referred to that resource.

Anecdotally, the coordinated approach is working very well and has raised the confidence of the primary
healthcare community. Professionals in this area are now working to further their coordination efforts. For
example, they have worked with Community Information Service (CIS) to have all the Early Years services in
Hamilton categorized together rather than listed individually by name.

The City of Hamilton provided the original resources for the coordinating function (both coordinating services
as well as access). Now that funding flows to the City through the province’s Best Start Initiative (the Ontario
umbrella for early learning and childcare), and the coordinated approach has been built into the new funding
model for OEYC. Indeed, this approach has now become the norm for Best Start around the province. This
system has not reduced the budget for any of the participating organizations.

Hamilton’s Best Start Network also created an“integrating committee” comprised of childcare, public health,
OEYC, teachers, hospital children’s programs, and the like. Representatives represent the vast majority of
programs and services with a focus on ages 0 to 6. The goal of the committee is to continually review how
programs are working together. This group meets monthly and liaises with Poverty Roundtable and reports to
the Best Start Network. They have worked to realign boundaries for service care in the city, which led to the
creation of service teams working in common geographical barriers. They have also engaged in some joint
professional development.

Lessons learned from this effort to improve coordination include:

1. The tools must fit into the culture of the group being targeted. In this case, service provider
organizations produced a flowchart to be used by health care professionals. There must be a
certain level of comfort and familiarity with using the tools provided.

2. Persons wishing to obtain information about accessing services prefer a live connection to an

automated response. They want to connect with a person who is knowledgeable enough to help
them.
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6.0 Key Findings and
Recommendations

The author of this report employed various research methods -- a review of relevant literature, focus groups,
guestionnaires, and interviews — and sought input from employers, job developers working in educational
institutions and community organizations,and other key stakeholders in Hamilton. The research findings
outlined in this report point to logical “next steps” for improving connections (1) between employers and job
developers working in educational institutions and community organizations; (2) among the various
educational institutions and community organizations offering employment programs; and (3) between these
steps and needed policy changes.

6.1 Relations between Employers and Job Developers

Key finding: Employers are most likely to engage in programs with evident benefits to their firm or
organization.

Employers want to learn about the tangible benefits to their firm or organization that would come from
working with an educational institution or community organization. The bottom line is very important to any
employer. However, the business case can also be presented in a broader way, e.g., by using the language of
corporate social responsibility and highlighting the benefits of creating a strong labour pool in this city. They
need to see that engagement brings a“value added” for the community as well as for the employer, for
example, hiring workers who speak multiple languages can help the employer reach new local and
international markets.

Similarly, employers are generally not well-informed of their options in terms of targeted wage subsidies and
other placement opportunities. This provides an opportunity for educational institutions and community
organizations offering employment services to differentiate their services from those offered by private
employment agencies.

® Recommendation 1: Educational institutions and community organizations should articulate the business

case for working with them and their clients, including developing concise, clear materials that profile
successful experiences of employers using their services.
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Key finding: Job developers at community agencies often lack knowledge about the employers they seek to
work with, including their workforce needs and their workplace cultures.

Job developers would benefit from better understanding the employers they contact. Knowing something
about an employer makes a great impression. If a rapport is able to develop between the job developer and
the employer, then a will to work together will emerge. The ability to develop strong relationships is hindered
by requirements placed on job developers to meet placement outcomes each month as well as by high
turnover rates among persons in this field.

® Recommendation 2: Educational institutions and community organizations should familiarize themselves
with various employers through site visits and meeting with staff members at different levels of hierarchy
within a firm.

Key finding: Working with an educational institution or community organization may be accompanied by
paperwork requirements that are beyond what an employer is willing to tolerate.

Job developers and their organizations must make it simple and easy for employers to work with them, and
allow them to be engaged without hindering their core business in any way. If they could market their
services as ones that will leave employers with more time on their hands, that would be a big selling factor.
Many employers are well-meaning, but agencies are competing for their time and attention with many other
actors.

® Recommendation 3: Educational institutions and community organizations should provide realistic
expectations and assistance to employers regarding the paperwork required to work with them and with
various government programs.

6.2 Relations among Educational Institutions and
Community Organizations offering Employment Services___

Key finding: Educational institutions and community organizations offering employment services generally
act independently of each other in building relationships with employers. They view themselves as being in
competition with each other to place their clients.

Community agencies seek to find various types of placements for their clients. Due to the incentives imposed
by their funding structures, they are hesitant to share information with other agencies.

One by-product of the lack of a coordinated approach is that employers are sometimes confused by the

differences among agencies and what they have to offer. Because of this,employers may choose to ignore
community agencies altogether.
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This research generated numerous ideas for encouraging more cooperation among community agencies,
particularly in terms of how they interact with employers. The following recommendations are presented in
increasing order of intensity in terms of cooperation among institutions and organizations.

@® Recommendation 4: Educational institutions and community organizations should create a
comprehensive directory of all the community-based employment service providers, and make it available to
employers.

The directory should contain include the various services offered by individual agencies. A more ambitious
version could profile successful placements and examples of successful partnerships with employers. Efforts
must be made to ensure that no service providers are omitted.

@ Recommendation 5: Educational institutions and community organizations should create a website where
employers can get information on various community agencies, training centres, and Human Resources
issues.

A website is open even when the agencies are closed. Having a central website with links to different agencies
would be the most convenient and time saving, especially if designed along the lines of the HRDC site. The
website could contain a blog or newsletter that would educate employers about various issues and profile
clients who are job ready.

@ Recommendation 6: Educational institutions and community organizations should come together to form
a local employment initiative.

This could be organized along the lines of two newly-organized local initiatives: the Hamilton Immigrant
Workforce Integration Network (HIWIN) for internationally trained persons and The Hiring Edge for persons
with disabilities.

This would entail reconceptualizing the employment services sector from one of agencies competing against
each other to one in which educational institutions and community organizations recognize that they have
more in common with each other,and that they must work in concert to offer visible alternatives to private
temp agencies. The objective would be to get to know one another better, to build trust, and then to establish
a brand and a presence in the City of Hamilton.

The network could engage in a joint marketing strategy and promotion of services. It could partner with a
media agency to achieve this, e.g., by promoting employer-client success stories and testimonials. It might
also hire a joint staff person to engage in outreach to employers. This position would have to be filled by a
person rather than a website. It would not be a service provider but a strategic marketing entity. Concerns
about neutrality as well as ensuring accessibility and inclusivity would have to be addressed.

A coordinated approach would facilitate engagement with Chambers of Commerce, service organizations
such as Rotary, union heads and the like rather than individual employers only.

Employers who champion engagement and other progressive practices should be recognized and held up as
examples.
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® Recommendation 7: Educational institutions and community organizations should work together to
create a single point of access to information about local employment opportunities and services.

This streamlined access to information would see employers able to call or meet someone in person who is
like a customer service representative or broker, talking them through the process, providing a menu of
solutions, and filling out paperwork with them. This broker could tailor solutions according to the needs of
individual businesses. The broker might have an electronic search tool that would allow him or her to search
key terms such as“co-op” or “targeted wage subsidy” within a made-for-Hamilton database of employment
programs and service providers.

This single point of access would be both reactive and proactive: it would provide information and referral in
response to inquiries as well as engage in outreach.

@® Recommendation 8: Educational institutions and community organizations should create a central, local
database that profiles both job-seekers and employment openings, with names removed to ensure privacy.

In a comprehensive website, employers could conduct searches and receive the name of a job developer or
organization that has a client who fits the profile sought. (See the case study of the Job Match program in
Section 5.1.) Ontario Works is developing something like this for employer needs, and SISO has
skillsadvantage.com for internationally-trained individuals. The recommended database would include all job
seekers utilizing programs offered by educational institutions and community organizations.

6.3 Policy recommendations

Key finding: The existing lack of coordination and cooperation among community employment agencies is
largely a by-product of the way funding is allocated to these agencies.

Employment services should move away from an outcomes-based model in which individual agencies are
credited only for placing clients into employment positions. Agencies should also be given credits for working
with other agencies to find the best possible outcomes for clients. For example, an agency that refers a client
to another agency that is better able to help that job-seeker should receive a half-credit for their work.

® Recommendation 9: Federal and provincial funding formulas should be amended to include incentives for
educational institutions and community organizations to work together.
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Key finding: Seven of 10 employers surveyed have difficulty recruiting workers. At the same time, those
working for community agencies overwhelmingly state that there are not enough suitable jobs in Hamilton
for their clients.

If these disparate views are merely the result of a communications breakdown, then the recommendations
above will help to improve the situation. It may be, however, that there exists a skills mismatch in this city, in
which the skills needed to fill vacancies are not the skills held by job-seekers. This issue calls for further
research, and the following recommendation.

@ Recommendation 10: Federal and provincial employment policy should increase the focus on skills
development and decrease the emphasis on employment outcomes.

As a result,employers would be more willing to hire job-seekers referred by community agencies, and
retention levels may increase as well.

6.4 Conclusion

Various education and employment partners in Hamilton have concerns about employer engagement in this
city. This research provides a foundation for better understanding the challenges of employer engagement,
and this report documents numerous ideas for moving forward culled from employers, educational
institutions, community organizations that provide employment services, and interested individuals. The next
step in this process will involve convening a broad array of key individuals who can discuss how they wish to
follow recommendations for improving employer engagement.
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8.0 Appendices

Appendix A.
List of Participants — Service Provider Focus Group

Rich Neufeld, Hamilton-Wentworth District School Board
Chris Hendrie, St. Charles/ Hamilton-Wentworth Catholic District School Board
Donna de Jong, Work Path

David Vajonivich, Work Path

Christine Pizzey, Tecnocation

Linda Dietsch, Community Living

Theresa Speer, Community Living

Lisa Schumph , Salvation Army- Lawson Ministries
David Levine, Salvation Army- Lawson Ministries

Una Gibbons, YMCA

Dan Campbell, City of Hamilton

Leo Paone, OYAP

Timothy Douglin, Marty Karl Centres

Julia Vanics, March of Dimes

Deborah Schwientek, SISO

Peter Lesser,  Skilled Trades Alliance

Chris McCarthy, Yoot Works

Leslie Waychison, AAT
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Appendix B.
List of Participants — Employer Focus Group

Fran Cheyne, Heritage Household Services

Brian Cato, spdata response management
Samantha Callender, spdata response management
Dee Paterson, Coppley Apparel

Sadaf Shan, Coppley Apparel

Janet Balfour, Hamilton Port Authority

Joanne Furlani, Hamilton International Airport
Kerry Jarvi, Pathway Care Services

DavidSumner, Ridgeview Long Term Care

Mercia Randall, Tires Direct
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Appendix C.

List of Persons Interviewed (Key Informants)
John Dolbec, Chief Executive Officer, Hamilton Chamber of Commerce

Susan Goodman, Owner, Policy Planning Plus Inc.

Gayle Holmes, Asst Vice President Human Resources, Hamilton Health Sciences
Paul Johnson, Executive Director, Wesley Urban Ministries

Sylvia Renshaw, Business Development Consultant, City of Hamilton, Planning and Economic Development
Department

Dave Santi, Manager, Learning & Development, Dofasco

Jim Vanderveken, Director, Corporate and Community Training Solutions
Mohawk College
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Appendix D.
Service provider questionnaire

HTAB Employer Engagement Survey for Service Providers

This survey has been commissioned by the Hamilton Training Advisory Board to better understand how
Hamilton-area employers interact with community agencies around workforce issues (“employer engagement”).
Your responses will assist us in exploring an employer engagement strategy to improve the quality of interaction
between employers and community agencies. Your responses are confidential: the names of organizations and
respondents will be used for comparison purposes only.

One survey per service provider organization.

Surveys should be completed by job developers wherever possible. Otherwise, they should be completed by
Executive Directors.

Please bring your completed survey with you to the HTAB focus group. If you are unable to attend a focus group,
please complete the survey and email it to: info@htab.ca with “Service Provider Survey” as the title.

The survey should take 5 to 10 minutes to complete. Thank you for your assistance.

Name of organization:

Name of respondent:

1. How many employers does your organization have direct contact with each year?

1to 50

51 to 100

101 to 200

201 to 500

501 to 1000

more than 1000 (Please provide estimate:

U000 00
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2. How does your organization promote your services to employers? (Check all that apply.)

WDy Iy Ny Ny Ny Ny Ny By
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Cold calls

Electronic mail

Direct mail (Canada Post)

Brochures

Newsletters/Publications

Personal visits

Agency Presentation/Business Presentation to Employers
Networking/Fundraising Events
Sponsorship/Membership (Business)

Referrals and through word-of-mouth

Recruitment support and services offered by the Centre
Fee-based service based on employer requests/HR needs
Other — please specify:

Comments:

3. How does your organization communicate with employers? (Check all that apply.)

[ Iy Ny Iy Ny Ny By

Email bulletins

Cold calls (telephone)

Cold visits (in-person)

Regular email (one on one)
Regular/scheduled telephone contact
Regular/Scheduled in-person visits

Events (lunch and learn sessions, job fairs, etc) — please specify:

Other — please specify:

Comments:
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4. What types of employment assistance and opportunities does your organization seek for clients? (Check all
that apply.)

Job shadowing

Mock interviews

Unpaid work placement

Paid work placement
Internship

Mentorship

Co-op program

Job trials

Apprenticeship

Permanent employment/hiring

[Ny ey Iy Ny Ny Ny By BN

Other - please specify:

Comments:

5.Job developers may rely on a variety of incentives and government-sponsored benefits to get employers to
offer placements or to hire their job-seeking clients. Which of the following incentives and benefits do you rely
on? (Please check all that apply.)

Targeted-wage subsidies

Job Connect

Skills Development Training Fund

Tax Credits

ESUB (Employment Start-Up Benefits) from OW
Other monetary payments paid to employers directly
None

Iy oy N Ny Ay Iy

Other - please specify:
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6. With regard to the programs listed in Question 5, which of the following is most accurate in terms of the
employers you meet for the first time?

Employers are already aware of most of these programs.
Employers are already aware of some of these programs.
Employers are already aware of one or two of these programs.

[ I Iy Iy

Employers are not aware of these programs.

7. Which of the following statements best describes your current situation? (Choose one.)

a. There are no suitable local employment opportunities for most of my clients.
b. There are not enough suitable local employment opportunities for most of my clients.
c. There are enough suitable local employment opportunities for most of my clients.

I Iy Iy

d. There is a surplus of suitable local employment opportunities for most of my clients.

Comments:

8. What challenges does your organization have building relationships with employers?

Additional comments:
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Appendix E.
Employer questionnaire

Employer Engagement in Hamilton

Do you host co-op students? Have you ever worked with community agencies to provide job placements,
work experience or mentorship for their clients? Did you know that community agencies can support your
recruitment process by providing you with pre-screened job seekers?

The goal of this survey is to better understand how Hamilton-area employers interact with community
agencies and educational institutions to support workforce development in Hamilton (“employer
engagement”). Your responses will assist us in exploring an employer engagement strategy to improve the
quality of interaction between employers and community agencies.

Partners in this research are the Hamilton Training Advisory Board, the Industry Education Council of Hamilton,
Mohawk College and the City of Hamilton's Economic Development and Real Estate Division.

The survey should take less than five minutes to complete. We appreciate your assistance in completing this
survey. Your individual response is completely confidential and only aggregate data will be reported. The
profile information gathered in Section One will be used for comparison purposes only.

If you have any questions please contact the Hamilton Training Advisory Board at 905.521.5777 or
info@htab.ca.

Section 1

1. Name of organization or business (optional):

2. Name of respondent (optional):

3. How many people does your organization/business employ (full time equivalent)?
1to 10

11to0 20

21t0 50

51 to 100

101 to 200

201 to 500

more than 500

OO0 000O0
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4.In what sector is your organization/business based? (Please mark the one that best applies.)

NIy Uy Iy Iy Iy Ny N Dy Ny I
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Manufacturing

Retail Trade

Health Care/Social Assistance
Educational Services
Construction
Accommodation/Food Services
Transportation/Warehousing
Professional/Scientific/Technical
Other (please specify)

other

Section 2

1. Many community agencies in Hamilton have clients who seek various types of workplace learning and
employment experience such as those listed below. Which of the following describes the nature of the
requests that your organization receives? (Please check all that apply.)

Q

WDy Iy Iy Wy Ny Sy Ny Ny Ny

Attend job fair

Job shadowing

Job trials

Mock interviews

Unpaid work placement
Paid work placement
Internship

Mentorship
Apprenticeship
Pre-apprenticeship
Co-op program
Permanent employment/hiring
None of the above
Other (please specify)
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Section 3

1. Within the past year, which of the following agencies have contacted you requesting some type of
workplace learning and employment experience for their clients? Please check all that apply.

AAT School

apprenticesearch.com

Call Centre Training Program

Columbia International College

Community Living Hamilton

Employment Now

Goodwill - The Amity Group

Hamilton Wentworth Catholic District School Board
Hamilton Wentworth District School Board

March of Dimes

Marty Karl Centre

McMaster Co-op

McMaster Experiential Learning

Mohawk College - Job Connect

Mohawk College - Targeted Placement Service
Mohawk College Co-op

Mohawk College Pre-apprenticeship

Neighbour to Neighbour Centre

Ontario Works (City of Hamilton)

Ontario Youth Apprenticeship Program (OYAP)
Passport to Prosperity

PATH Employment Services

Redeemer University College

Settlement and Integration Service Organization (SISO)
Industry Education Council / Skilled Trades Alliance
St. Charles Adult Education Centres

St.Joseph Immigrant Women'’s Centre

Tecnocation

Threshold School of Building

Dy Iy Iy Iy Iy Iy Ny ey Ny ANy B Dy
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TRI-Rock/Living Rock

Wesley Urban Ministries

Work Path

YMCA

Youth Employment Centre/Yoot Works

OO0 00D

None of the above
Comments:

2. What is the total number of times per year your organization is contacted by all community agencies about
employment opportunities for their clients?

1to9

10to 19
20to 49

50 to 99
100 to 199
200 or more

I Ny Iy Iy Ny Iy I

Never
Comments:

3. Are certain times of year particularly busy in terms of these requests? Please check all that apply.
Fall

Winter

Spring

Summer

No difference

U000 D0D

Other (please specify)
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4. In terms of your ability to fill these requests, does this pose problems for your organization?
O Yes
4 No

Comments

5. When your organization or business offers work experience opportunities, from where do you recruit
workers? Please check all that apply.

Postsecondary institutions
Secondary/co-op

Mohawk Co-op

McMaster Co-op

HWDSB (public board) co-op
HWCDSB (Catholic board) co-op
Mohawk — Job Connect

Redeemer University College Co-op
Columbia International College Co-op

OO0 000000000

Community agency / other (please specify below)

6. Does your organization or business regularly use internet-based resources for recruiting?
O Yes
O No

7. If you answered yes to question 6, please identify. Please check all that apply.
U Service Canada electronic Job Bank

U Workopolis

U Monster.ca

U Other (please specify
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Section 4

1.Which of the following statements best describes your current human resource situation? (Choose one.)
O We are experiencing difficulties recruiting entry level positions.

U We are experiencing difficulties recruiting highly skilled staff.

O We are experiencing difficulties in recruiting apprentices.

U All of the above
a

None of the above. If you choose this option, please identify other challenges you face
(such as retention, learning and development, etc.)

Comments:

2.Do you have any interest in or additional comments about working with community agencies and/or
educational institutions to support work experience?

3.1f you are interested in receiving a copy of our research findings or would like to receive more information
about work experience programs in Hamilton, please provide your contact information below.

Thanks for taking the time to complete our survey.
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Notes
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