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Forward to the English Edition

La Reléveis a unique piece of work resulting from over a
decade of labor force efforts within the province of
Quebec focused on the non-profit sector. Unfortunately,
until now, much of the work has not been appreciated
by the rest of Canada as this document has not been
available in English. The Institute for Nonprofit Studies at
Mount Royal College is focused on bringing new ideas
and information forward for discussion and consideration
by Canada’s non-profit sector. In making the translation of
La Reléve possible, the Institute for Nonprofit Studies is
helping to bring ideas and processes that are well estab-
lished in Quebec to the rest of the country.

In both the community and social economy sectors in
Quebec, there is increasing awareness about issues
related to paid employment, including succession and
succession planning. This is in large part due to the work
of the Comité sectoriel de main-d'ceuvre Economie sociale
et Action communautaire (CSMO-ESAC), a non-profit
organization that has been in existence for ten years with
a mandate to address issues of paid employment in both
community-based organizations and enterprises of the
social economy.

Commissioned by the CSMO-ESAC, the original French
document, La Reléve, is a combination discussion paper
and workbook, aimed at raising awareness about labour
market and workforce demographics both in Quebec
generally and more specifically in the province’s community
sector. The target audiences for this document are
community-based organizations in Quebec. While the
majority of the statistics found in the document are specific
to Quebec, many of the issues and concepts about
succession in the community sector have broad and
universal applications for the voluntary and non-profit
sector in provinces and territories outside Quebec.

The history and culture of Quebec have had a marked
influence on social and economic policies, programs and
practices that affect both the community and social econo-
my sectors. Such an analysis is beyond the scope of these
few pages. Nevertheless, there are a few contextual differ-
ences between Quebec and the rest of Canada that are
important to understand when reading this document.

In Canada, putting a single name or label to this sector
remains an elusive task: at various times and in various
locations it has been called the voluntary sector, the non-
profit sector, the third sector, the community sector and
the social sector. In Quebec, they generally reference two
separate sectors: the social economy sector and the

community sector. There is in fact a government policy on
the community sector in Quebec (see below). And while
the social economy sector in Quebec is not the target
audience for this particular document, it should be noted
that the 2006 Quebec Social Economy Summit paid partic-
ular attention to issues of paid employment in social
enterprises and that the CSMO-ESAC works closely and
collaboratively with that sector as well.

Quebec’s Governmental Policy
on Community Action

The government's general objectives reflected in this
policy are:

» Acknowledging, promoting, and supporting
community action in the broad sense.

» Acknowledging, promoting, and consolidating
independent community action, more specifically
rights advocacy organizations.

Ensuring the sustainability of community action
through general operations and broad national
guidelines that apply to all government depart-
ments and agencies.

Recognizing and supporting volunteering as
practised in community organizations.

Through the policy, the government places community
organizations at the very heart of Québec’s social
practices and recognizes their role in Québec's social
and economic development while allowing them to
maintain their independence and freedom of action.
The policy also harmonizes the various funding mecha-
nisms used by government departments and agencies.

In reading this document, you will see that many of the
characteristics of the labour force in Quebec resemble
those of other provinces and territories. For example,
Quebec has an aging workforce, a relatively low overall
unemployment rate and a need for more skilled workers. It
is also drawing more and more on immigrants as a source
of supply for its labour force. The characteristics of the
community sector’s workforce in Quebec also bear many
similarities to those in other provinces. Most of the
employees are women, many have college or university
degrees, and the age demographics are not dissimilar to
the voluntary sector as a whole in Canada.
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Unlike many of its counterparts, Quebec continues to
have more net out-migration to other provinces. And
while Quebec shares jurisdiction with the federal govern-
ment on immigration matters, it of course recruits and
attracts more French-speaking newcomers than do other
provinces. There also continues to be a steady flow of
workers moving from some of the regions to the larger
urban centres.

This document recognizes that different regions of Quebec
face different economic and labour force realities. It calls
on readers to consider succession planning in the context
of their own regions and their respective organizations.

The province of Québec is divided into 17
administrative regions. This territorial division
serves as a framework for the economic,
cultural and social activities of the different
governmental ministries and organizations.
Each administrative region differs from the
others with regards to its geography, natural
resources, habitable land, economic activities
and resulting industries. Education, social and
health care services, sports and leisure
activities as well as transportation fall under
the jurisdiction of the different levels of govern-
ment in the region. (Government of Quebec).

Another notable difference in the community sector in
Quebec is the existence of a wide range of formal networks
and provincial associations, some of which are funded at
least in part by the provincial government. They are gener-
ally organized by sub-sector or by issue and their mandates
often include convening relevant stakeholders to deliberate
on matters and take action as needed. Because of the
existence of these networks, provincial organizations like
the CSMO-ESAC are able to identify and bring together
established sub-sectoral organizations, facilitating the
identification of issues related to paid employment, dis-
cussions on collective actions to be taken, and collaboration
to achieve defined results or outcomes. By and large,
there are few established and sustainable networks of
voluntary organizations at the provincial or regional level
outside of Quebec, which at times makes collaboration
and the development of joint strategies more challenging.

In the Quebec context, the term ‘concertation’ is often
used and it has no true equivalentin the English language.
‘La concertation’ can best be described as the action of
convening key stakeholders over a period of time with the
express purpose of listening to, and understanding their
concerns and perspectives on an issue, and if possible, to
develop an integrated strategy with shared objectives that
reflects and takes into account all expressed concerns
and perspectives. It involves extensive dialogue but when
‘concertation’ is possible, the actors are joined together
in a common bond that generally has more strength
than coalitions.

English readers being able to access La Reléve for the
first time through this translation will encounter thinking
that ignited discussion and dialogue both within and
across organizations in many regions of Quebec. The
issue of succession and succession planning transcends
boundaries, and the concepts and approaches herewith
described will likely resonate with stakeholders in the vol-
untary and non-profit sector outside of Quebec.
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PREFACE

FOR WHOM AND WHY HAS THIS STUDY
PAPER ON SUCCESSION IN THE
COMMUNITY SECTOR BEEN PREPARED?

In preparing this paper, the CSMO-ESAC aimed to:

1) Encourage reflection on the main issues involved
in succession

2) Determine the characteristics of the community
sector in regard to succession

3) Consider the question of succession in view
of the anticipated labour shortage

4) ldentify possible means of action

Designed for managers and members of boards of directors,
this discussion paper does not pretend to have answers to
every question, or “recipes” that will help community
organizations meet the challenge of succession. It should
also be noted that it does not seek to explain the state of
the labour force and labour market in Quebec.

When studying the issue of succession, it was difficult to
ignore the labour shortage predicted for the next few
years. This issue is of significant concern for human
resources managers in both the private and public sectors.

It is also difficult to predict the consequences of this
labour shortage on community organizations. Although
unsettling, this issue has not been raised as an alarm. We
have preferred to suggest certain possibilities that could
be studied and to address a series of questions to the persons
in charge of community organizations.

In other words, although present throughout the document,
the labour shortage issue is not the only angle from which
the question of succession has been — or should be —
considered.

Now, it is up to you!
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INTRODUCTION

What do we mean by “succession?”

We need to answer this question in order to frame the
discussion throughout the document.

Today, succession planning is an issue for all organiza-
tions in Quebec and Canada, whether private, public or
non-profit (NPO). Authors, researchers and organizations
have started to consider the challenges underlying this
issue, particularly in regard to attracting and retaining
employees and transferring acquired knowledge and
know-how. In the community sector, the issue of the
succession can be approached in several ways:

» Bringing in young people or new individuals with
various levels of experience

» Recruiting new members

» Replacing volunteers on boards of directors, commit-
tees or volunteer teams

Why talk about succession in the community sector? Why
talk about it today, when 10 years ago, it was not even a
consideration? In the next ten years, there will likely be a
labour shortage in Quebec — a situation that will affect the
entire western world. In short, the employers’ market
from 1980 to 2000 has now become an employees’ market.

So, we should not be surprised if, in this context, succes-
sion also becomes a major concern in the community
sector, perhaps even as important as in large public and
private organizations. In the community sector, as in other
sectors of activity, employees are aging and many will
soon be retiring.

This concern raises a number of questions:

What parallels can we make between the general
labour market and the situation facing community
organizations?

In terms of succession, will the community sector
encounter difficulties similar to those observed in
other sectors of activity? Is there reason for concern?

Will the labour shortage affect the community sector
slightly, a great deal, or tremendously?

Will there be comparable challenges ahead in
attracting and retaining employees in community
organizations?

Should we fear that the maintenance and develop-
ment of organizations in the community sector will
be threatened?

What will this mean for each sub-sector? Will they
also be affected?

What are the most appropriate solutions?

Does the community sector have advantages or
special characteristics compared to other employ-
ment sectors which, used wisely, could become
important assets?



While we cannot answer all of these questions, just asking
them nevertheless demonstrates how vast the issue of
succession is. The primary objective of this study paper
on succession in community organizations is to provide
the players involved with a series of tools that will allow
them to:

» Startto reflect on the major issues related to succession

» Identify the characteristics of the community sector
in regard to succession

» Position the issue of succession in context of the
anticipated labour shortage

» Identify avenues for action

Now it's up to you to consider this issue.

INTRODUCTION




PART 1

NEW ISSUE, NEW CONCEPTS

A new issue is generally accompanied by myriad con-
cepts. This is certainly true for succession and its related
issues. The following is a brief lexicon to serve as a guide.

ENVIRONMENTAL SCAN

The goal of an environmental scan is to find out, as pre-
cisely as possible, the context in which organizations will
be developing over the next few years. It involves identi-
fying the factors that will influence the organization,
evaluating the impacts on the workforce and deciding on
measures to be taken to reduce the organization’s vulner-
ability. These factors are twofold:

» The external environment: unemployment rate, labour
market, education, political and legislative environ-
ment, emigration, immigration, etc.

» Internal environment: working conditions, composition
of the workforce (gender, age, employment status, etc.),
personnel movements (departures, long-term leaves),
vulnerable positions, organizational structure, etc.

An environmental scan is the basis for all workforce plan-
ning, which will lead to a succession plan.

ATTRACTING AND RETAINING EMPLOYEES

Faced with increasing competition and a significant
shortage of experienced workers, organizations are
questioning what working conditions they need to intro-
duce in order to attract and retain the most qualified
people at all employment categories and levels.

The ability to attract depends on the organization's repu-
tation, its workplace, specialized job titles, employment
conditions, corporate culture, mission, management
philosophy, ethics, etc. In order to put its recruitment
methods into practice, an organization must identify the
strengths it can count on to attract employees.

Retaining employees refers to the organization’s ability to
introduce measures that reduce the temptation of going
to work for another employer. Qualified employees are a
precious commodity. To increase employee retention, we
need to learn how to get to know our employees well in
addition to knowing what motivates them.

Retention strategies are evaluated according to the mis-
sion, organizational culture, the organization’s resources
and its position in the labour market. We can adopt overall
strategies for all organizations and their employees and
personalized strategies to retain certain individuals, for
example, by offering training programs.

SUCCESSION CANDIDATE /
HIGH-PROFILE CANDIDATE

A succession candidate is an individual who, due to his or
her qualifications, knowledge and personal qualities can
take on a more senior position in the organization.

A high-profile candidate is an individual who, due to his or
her qualifications, knowledge and personal qualities
offers a sure advantage for the organization and who,
simply through his or her presence, makes a difference to
the organization.

LABOUR SHORTAGE

A labour shortage can be quantitative, qualitative or
organizational.

A guantitative shortage means there is a significant
imbalance between the number of employees required
and the number of individuals available to fill the vacant
positions.



A gualitative shortage refers to an individual’s skills and
qualifications. A qualitative shortage occurs when the
number of workers is more or less sufficient to fill the
demand, but their qualifications do not correspond to the
needs of the organization or the labour market.

An organizational shortage refers to an organization’s
ability to attract and retain compared to the overall labour
market. Several elements can be considered, including
working conditions, management approaches, salaries
and the status of the job.

WORKFORCE PLANNING

Workforce planning is a meticulous and structured exer-
cise where a quantitative and qualitative portrait of an
organization’s employees is prepared. Its purpose is to
increase the organization’s knowledge of foreseeable
personnel movements, vulnerable positions and key indi-
viduals in the organization. The employer will then have
the necessary information on the current and future situ-
ation of the organization's human resources...and can
begin to prepare an effective succession plan.

NEW ISSUE, NEW CONCEPTS

PLANNING AND MANAGING THE SUCCESSION
(SUCCESSION PLAN)

A succession plan encompasses all of the strategies and
activities, based on an analysis of the internal and external
environment and a workforce plan, that are designed to
identify, analyse, predict and take action in regard to an
organization’s human resources needs. A succession
plan will ensure that the organization has the right number
of qualified employees at the right time.




PART 2

DISCUSSING SUCCESSION
TAKING SHIFTS IN THE LABOUR MARKET

INTO CONSIDERATION

A brief review of the past demonstrates that the position
and role of succession in any organization is closely related
to the overall labour and employment market.

1960-1980:
AN ABUNDANT WORKFORCE

Between 1960 and 1980, there was an explosion of activity
in several sectors of our society, with the world in growth
mode and the first baby-boomers entering the job market.
This period was also marked by the introduction of a
number of social programs such as Employment
Insurance, universal old-age pension at age 65, the
Guaranteed Income Supplement, public car insurance,
public health insurance, and the Régie des rentes du
Québec. The coffers were full and there was an abundant
supply of employees.

1980-2000:
AN EMPLOYER'S MARKET

During the 1980s, which began with a major economic reces-
sion, the emergence of increased automation,
communications and information technologies and even
computerization of work stations caused a great deal of
upheaval. This period was also marked by economic and
market globalization, two phenomena often used as a pretext
for an unprecedented wave of reorganization and mergers,
the consequence of which was massive downsizing.

Something new: massive layoffs not caused by financial
difficulties. Rationalization became a management strategy.
It affected blue-collar workers, managers and production
employees. At the same time, hierarchical levels were
also being streamlined.

These massive and blind rationalizations had, and are still
having, devastating effects on labour. Working conditions
deteriorated significantly. Staffing was considerably
reduced, with a dramatic increase in the number and
length of long-term sick leaves caused by burnouts.
These management practices also resulted in an impor-
tant decline in organizational loyalty, while the supply of
employees remained abundant.

YEAR 2000 AND BEYOND
AN EMPLOYEE'S MARKET

The years after 2000 stand out clearly from previous
periods. At the turn of the century, the situation changed,
as recruitment problems arose in many sectors of activity,
particularly health and social services.

If, for the past five years, strategic human resources
planning and workforce planning as well as succession
planning have become a hot topic, it is first and foremost
because we are passing from an abundance of available
employees to a significant and unparalleled labour shortage.

Recent years have therefore been marked by the transition
from an employer’s market to an employee’s market. In
fact, the demographic shock, combined with the
increased qualifications of the labour pool, are becoming
growing concerns.

THE TRANSITION FROM AN INDUSTRIAL SOCIETY
TO A KNOWLEDGE-BASED SOCIETY

The transition from an industrial society to a knowledge-
based society has direct implications for the labour
market and significant psychological impact on the work-
force. Globalization, cost reduction, performance and
flexibility are terms commonly used to describe the
contemporary reality of organizations.



The knowledge-based society imposes new trends
(performance, speed, competitiveness) and dictates new
skills (data processing, working under pressure, interna-
tional knowledge). Not only are qualifications more
specialized and advanced, but once acquired, they very
quickly become outdated. We are witnessing a marked

DISCUSSING THE SUCCESSION

TAKING SHIFTS IN THE LABOUR MARKET

INTO CONSIDERATION

employment. In this regard, according to a study by the
Institut de la statistique du Québec, the proportion of
Quebecers who obtained an undergraduate degree rose
from 14.9% in 1976 to 25.7% in 2006', while the number of
persons who obtain a master’s degree has constantly
increased since the 1990s.?

increase in academic requirements for many types of

FACTS AND FIGURES ON THE AGING
OF THE WORKFORCE IN QUEBEC

/

In an article® on aging of the population, the author offers the following facts:

\

The phenomenon of aging of the population in Quebec, as elsewhere, is nothing new. The baby-boomers, who are the result
of a demographic explosion in the 1950s, and the falling birthrate of the past three decades are systematically cited as an
explanation. But what is the actual situation?

The average age in Quebec increased from approximately 30 in 1971 to a little over 38 in 2001. The average age of Canadians
is now a little less than 38 years. This means that aging is occurring more rapidly in Quebec than in the rest of the country.
Within seven years, it is estimated that labour force growth will end and begin to decline rapidly.

Situation by sector
Without exception, all sectors of activity seem to be affected by an aging workforce.

In 2002, in the primary sector, 39% of the workers were 45 years of age or over. The percentage was 35% for the secondary
and tertiary sectors.

In the secondary sector, 50% of public service workers were 45 years of age and over, with 40% in construction and 33%
in manufacturing. Manufacturing includes several industries particularly affected by a large proportion of workers aged
45 years and over. This is the case for textiles (49%), paper (46%), primary metals (44%), electrical supplies (39%) and
clothing (38%).

In the tertiary sector, transport and teaching (46% of workers were 45 years and over), public administration (45%) and health
(40%) are facing imminent challenges.

Multiple impacts
This rapid aging of the population, particularly the workforce, naturally has an impact on business and public and
para-public organizations.

The equation is simple. The anticipated decline in Quebec’s population beginning in 2026, added to the decline in the
population of the 15 to 64 year-olds by 2011 and the fact that half the population now retires before the age of 60 — this
percentage was 14% in 1976 — means a labour shortage is feared. This is an accepted fact.

-




PART 3

PLANNING FOR SUCCESSION
TAKING MANY FACTORS INTO ACCOUNT

Succession planning, first and foremost, requires consid-
ering a group of factors which can have an impact on the
availability of employees. Succession planning also
requires dealing with the issue of the labour shortage in
many workplaces, including the community sector. In
short, to understand succession we must consider:

»

»

The socio-economic context, or the external environ-
ment. What are the general factors that must be
considered in order to have a grasp of how the labour
market is developing and what the future holds? What
impact will these factors have on succession, consid-
ering that a labour shortage is anticipated? What
are the links between this anticipated shortage
and succession in the community action arena?

Each organization’s operating method, or the internal
environment. In taking into account the organizational
context, parameters related to succession will be
different from one organization to another and from
one field of activity to another. We therefore need to
know our organization well: what is its management
philosophy, its organizational structure, the composi-
tion of its workforce and its values? What personnel
movements are involved and what is the turnover
rate? These elements will allow managers to identify
possible solutions in planning their workforce adapted
to the specific needs of their organization.

Together, this forms the ENVIRONMENTAL SCAN, which
constitutes the foundation for workforce planning, the
first stage in succession plan development.

So what are the factors involved in the environmental
scan? In the following pages we will present some of them.



QUEBEC WORKFORCE ANAYLSIS TRUE OR FALSE ?

BEFORE LEARNING MORE ABOUT ENVIRONMENTAL FACTORS, WHY NOT TAKE THIS SHORT QUEBEC
WORKFORCE ANALYSIS QUIZ? ANSWER TRUE OR FALSE TO THE FOLLOWING QUESTIONS:

—_
b |

1. There is a correlation between aging of the population and the labour shortage.

2. Most people who work in community organizations are between the ages of
25 and 34 years.

3. Throughout the community sector, women represent approximately 80% of the workforce.

4. From 1991 to 2001, immigrants accounted for 61% of labour force growth in Quebec.

5. More than one out of two people worked full time in the community sector in 2005.

6. The workforce in the community sector is less educated than the general population.

7. 80% of employees in the community sector earn less than $20 per hour.

8. Adjusting for inflation, young Canadian men (15-24) earn approximately 75% of the
amount today that men in the same age group earned in the mid 1970s.

O 000000 Oa0
O 000000 Oa0

9. In 2004, nearly two-thirds of Quebec’s labour force was over 45 years of age.

ANSWERS TO THIS QUIZ CAN BE FOUND ON PAGE 47.




PLANNING FOR SUCCESSION
TAKING MANY FACTORS INTO ACCOUNT

WHAT IS THE SITUATION

IN YOUR REGION? IN YOUR ORGANIZATION?

THE MALE/FEMALE RATIO

FEMINIZATION OF QUEBEC'S WORKFORCE

Since World War Il women have carved out a place in the
labour market. Since then, we have seen a continuous
increase in the participation of women in the workplace,
whether they are wage earners or self-employed. From
1976 to 2003, “the percentage of women who held a job
rose from 37.4% to 54.6%, while the rate for men
decreased from 70.4% to 65.6%"*. The employment rate
(see note no. 6) for women in Quebec (55.5%) remained
lower than the rate for men (65.3%)°.

Another important fact: the labour force participation of
women 45 years of age or older® is constantly increasing
while the rate for men of the same age is decreasing,
thereby contributing to the feminization of the aging work-
force’. It should be noted that the proportion of women
aged 45 to 64 years who have a part-time job is three
times greater than for men®. We also know that on average,
women earn less than men. In 2004, the average hourly
wage for women still represented the same proportion as
in 1998, being 83.4% of the men’s average wage.’

A MAINLY FEMALE WORKFORCE IN THE
COMMUNITY SECTOR

According to a survey carried out by the Centre de formation
populaire et Relais-femmes, 80% of the jobs in community
organizations are held by women, and only 2% of commu-
nity organizations reported that they employed no women,
while 44% reported that they employ no men."

WAGES

LESS COMPETITIVE WAGES,
DELAYED RETIREMENT...

A recent Canadian Labour Congress study revealed that
young Canadian men (15-24 years) earned only approxi-
mately 75% of their counterparts in the same age group in
the mid 1970s in “real” or “indexed” hourly earnings."

In 2003, in Quebec, the average hourly wage (men +
women) was $19.99 for unionized workers, compared to
$15.56 for non-unionized workers, a difference of 28%."
Remember that in 2004, the average hourly wage for
women in Quebec was 83.4% of the wage paid to men.
This difference is even greater in terms of average annual
income: in 2002 women earned only 65.2% of their male
counterparts’ salaries being $25,300 for women and
$38,900 for men.™

This discrepancy can have a significant impact on the
availability of workers, particularly when we combine the
factors of gender and age. For example, if an organization
employs several women over the age of 55, retirements
will probably extend over a longer period since they have
often accumulated fewer years of service at a lower average
wage than that of men. This situation can have a direct
impact on the date of retirement. This being said, on the
average, women in Quebec retire earlier than men."



...A VERY CONCRETE REALITY IN
COMMUNITY ORGANIZATIONS

Over 80% of the employees of 1354 organizations who
participated in a survey carried out by the Centre de
formation populaire et Relais-femmes earned less than
$20 per hour. One-quarter earned less than $10 per hour
and more than one-third earned between $10 and $15 per
hour. The average hourly wage in the community organi-
zations that were surveyed was slightly more than $15.
Table 1 offers additional information concerning wages in
community organizations.

A survey of workers in women'’s groups revealed that 56%
of the respondents would accept a position in an institu-

PLANNING FOR SUCCESSION
TAKING MANY FACTORS INTO ACCOUNT

WHAT IS THE SITUATION

IN YOUR REGION? IN YOUR ORGANIZATION?

tional environment if it was offered and 53% would accept
a job in the private sector.”” One of the main reasons given
was insufficient income (63.2% earned less than $25,000
per year').

Added to these low salaries is the fact that few community
organizations (9.7%)" have a retirement plan. They are,
however, more numerous (35.5%)'" in offering a group
insurance plan.

In the light of this data, a conclusion can be drawn: many
women working in community organizations will probably
have to remain in the labour market for longer in order to
be able to afford to retire.

TABLE 1 Hourly wages by gender

<$10 $10to $15 $15 to $20 $20 to $25 $25 to $30 $30 and +
Women 24% 34% 27% 9% 3% 3%
Men 26 % 31% 26 % 8% 4% 5%
Total 25% 32.5% 26.5% 8.5% 3.5% 4%

Source: Centre de formation populaire et Relais femmes (October 2005) Pour que travailler ne rime plus avec misére — Enquéte sur les avantages sociaux dans les

organismes communautaires. P.A1.

[

o Will the wage issue have an imPact on succession in communit9 organizations?

. if 50, do communitg organizations have the tools necessary to measure and
counteract this imPact?

. Could late retirements have an imPac’c on the workforce? For examPle, could it be

considered a barrier for 3outh interested in their advancement?

),

f
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WHAT IS THE SITUATION

IN YOUR REGION? IN YOUR ORGANIZATION?

EMPLOYMENT STATUS

IN QUEBEC, MOST PART-TIME WORKERS
ARE WOMEN...

According to a survey carried out by the Institut de la
statistique du Québec, “the proportion of part-time workers
is much lower among those aged 25-64 years than among
youth from 15 to 24 years. In fact, in Quebec, in 2003,
13.2% of those aged 25-64 years worked part-time com-
pared to 45.0% among youth. The proportion is fairly stable
among the 25-54 year-old group and increases at the age
of b5 years, a practice that is probably most often desired
with a view to a final retirement from the labour market.” ™

More men work full-time than women in Quebec (54.5%
and 45.5% respectively)®. According to a study by the
Comité aviseur femmes en développement de la main-
d’ceuvre, women are over-represented in part-time jobs®
and this situation has remained stable since 1991 (67.5%
in 1991 and 67.8% in 2003).

A look at the distribution by employment status allows
a better understanding of the distribution between
permanent and contractual personnel. It should be noted
that, contrary to what we have been led to believe,
employees do not necessarily prefer occasional employ-
ment. Being able to rely on work-family reconciliation
measures and flexible hours does not mean that employees
want a contractual status.

...THIS IS SOMEWHAT DIFFERENT IN
COMMUNITY ORGANIZATIONS

According to a survey carried out by the Centre de formation
populaire et Relais-femmes (see Table 2 on page 19),
“69% of the jobs in the community sector are permanent,
26.1% are temporary and 5.3% are contractual (independent
worker).”? Women and men share the full-time positions
more or less equally, but women are more numerous in
the part-time positions.

According to research carried out by the Université de
Sherbrooke®, most workers (55.7%) have a contract of an
undetermined length (which can be associated with a
form of permanence), while 18.5% have contracts for less
than one year. This being said, “contracts for less than six
months [are] four times more frequent among workers
under the age of 24 years than among those over the age
of 45."%

This information is important, particularly when considering
attracting and retaining employees.



PLANNING FOR SUCCESSION
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WHAT IS THE SITUATION
IN YOUR REGION? IN YOUR ORGANIZATION?

TABLE 2 Distribution of women and men in community organizations,
by employment status
Permanent Permanent Temporary Temporary | Independent
Full-time Part-time Full-time Part-time Worker
Women 50.8 % 18.9% 12.4% 13.2% 4.7%
Men 52.6 % 11.7% 16.5% 11.8% 8.5%
Total 51.1% 15.5% 13.2% 12.9% 5.3%

Source: Centre de formation populaire et Relais femmes (October 2005) Pour que travailler ne rime plus avec misére — Enquéte sur les
avantages sociaux dans les organismes communautaires. P.37.
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WHAT IS THE SITUATION

IN YOUR REGION? IN YOUR ORGANIZATION?

EMPLOYEE EDUCATION

A WORKFORCE THAT NEEDS MORE AND MORE
EDUCATION...

The qualifications required for jobs have changed radically.
Jobs are increasingly more specialized. The profile of the
new workforce has changed. An eloquent example: during
the 1990s, “almost all labour force growth in Montreal
corresponded to a strong demand for qualified workers.
Over 80% of the increase came from university-level
professions and one-third of these professionals were in
the information technology sector.”” In 2003, 57.4% of
the jobs in Quebec were held by employees with a post-
secondary diploma or university degree®. Technological
change require workers to be flexible, able to adapt and
to acquire new skills throughout their professional life.

It should be noted that for the past few years, women
have made up the majority in all educational institutions
from secondary school to undergraduate programs.?

In this context, unspecialized workers or those with little
education risk experiencing increasing difficulty in finding
employment. The knowledge-based economy poses many
challenges, one of the most important concerns being an
incumbent’s qualifications. Demands for both managers
and non-management employees have changed as never
before, considerably altering the skill profiles sought
by businesses.

...THIS IS ALREADY A REALITY IN COMMUNITY
ORGANIZATIONS

This fact is fairly obvious: workers in the community
sector have higher levels of education than those in other
employment sectors. Compared to the Quebec labour
force aged between 25 and 34, more employees in the
community sector have a bachelor's degree (35.2% com-
pared to 21.9% ), and 84.3% of workers in the community
sector aged between 25 and 34 have a post-secondary
diploma or degree compared to 54.7% for Quebec’s labour
force overall.
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TABLE 3 Comparison of the level of education of community workers and the general population

Lessthan |25to 34 years 35 years
25 years and over
Community sector | Secondary school diploma or less 213 15.7 33.5
College diploma 43.8 4.2 28.5
B.A. 22.8 35.2 31.9
M.A. or Ph.D. 1.2 7.9 6.0
(Total: N = 4801) 100% 100% 100%
The entire Secondary school diploma 14.7 453 71.6
labour force College diploma 20.2 276 14.1
B.A. 4.8 219 10.1
M.A. or Ph.D. 0.3 5.2 4.2
(Total: N-6 429 660) 100% 100% 100%

Source: Table taken from: Deschenaux, Frédéric (2003). Choisir, subir, s‘ajuster : la place des milieux communautaires dans l'insertion professionnelle des
diplémées et diplomés du post-secondaire. Doctorate dissertation, Faculty of Education: Université de Sherbrooke, p.342. Data sources: Collective de
recherché sur les occupations. (2002). Résultats de la deuxieme phase du projet CRSH. Unpublished data. Sherbrooke: Université de Sherbrooke and

Statistics Canada (2003).
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« Could the cornmunit9 workers’ h1§1 level of education have an imPact on crcatinga succession?

* Since theg have more education, and often more exPerience, do community workers not
risk being courted 139 Public and Para~Public emplogers Fo”owing the retirement of the
babg-boomers?

+ Are these educated and exPerience& communitg workers not Iilcely to voluntarilg make

thejuml:) in large numbers to the Public and Para-l:)ublic sectors?
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WHAT IS THE SITUATION

IN YOUR REGION? IN YOUR ORGANIZATION?

AGE GROUPS?

THE AGING WORKFORCE

In Quebec, the age pyramid is in radical change and the
population is aging rapidly. In addition to aging of the
baby-boomers, the declining fertility rate and spectacular
increase in life expectancy explain this phenomenon.
From now on, not only will the number of those aged 65
and over and retired workers grow, but the so-called
aging labour force will also increase significantly.

In 2001, the average age of the labour force in Canada
was 39, compared to 37.1 in 1991.2 In 2004, 61.2% of the
Quebec labour force was over the age of 35 (compared to
43.1% in 1976); 35.4% were over 45 . It is estimated that
by 2008, there will be only four potential employees entering
the labour market for five potential departures.® If this
trend continues in the short and medium term, it will no
doubt result in numerous departures as workers retire.
The situation is of even more concern in rural areas.
Young people are increasingly leaving their regions for
the urban centres, thereby accelerating aging of the
rural population.”

Another sign of aging of the labour force: between 1984
and 2004, the share of jobs held by the 45 to 64 year-old
group increased from 23.5% to 36.1%, while the propor-
tion of jobs held by the 15 to 34 year-old group decreased
from 51.3% to 36.6% during the same period. * According
to certain demographic scenarios, having dropped from
40% to 24% between 1971 and 2001, the proportion of
youth in the total population will be no more than 19% in
2026 and 17% in 2051.”

We also know that a certain portion of retired workers are
employed today.* The effect of this new reality may not
slow down aging of the labour force, but could reduce the
negative impacts related to labour shortages over the
next few years.

...THIS IS ALSO THE CASE IN COMMUNITY
ORGANIZATIONS

The labour force, along with the general population, is
aging: This is evidently also the case in the community
sector. Many managers and professionals are 50 years of
age or over today. It should also be noted that a number
of them are also the founders of the organizations to
which they have devoted a good portion of their profes-
sional and activist life.

The statistics in Table 4 (see page 23) indicate that “even
though there is still a significant number of young employees
in these groups, their presence is tending to decling, giving
way to the relative aging of the workforce in this sector.” ®

This data allows us to estimate the risk of retirements,
take action to ensure the transfer of knowledge and plan
for succession. To do so, we must obviously take into
account the diversity of the organizations in the community
action sector.

Since wages are generally lower in community organiza-
tions than, for example, in the public sector, people
who make their career in the community sector cannot
usually plan an early retirement from the working world —
particularly since we know that few organizations offer a
retirement plan.®

Activism will also have an impact on the age structure.
People who champion a cause are less interested in leaving
the organization, and tend to age with it.
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TABLE 4 Distribution of employees of community groups by gender and age category

Less than 25 years 25-34 years | 3b-49 years | 50-64 years 65 years and over

Women 16.2% 26.0% 39.9% 17.2% 0.8%

Men 17.1% 25.0% 38.0% 19.0% 1.0%

Source: Centre de formation populaire et Relais-femmes (October 2005). Pour que travailler ne rime plus avec misére — Enquéte sur les avantages sociaux dans les
organismes communautaires. P.36.
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Is the communitg sector going to face succession difficulties similar to those observed

in other sectors of activitg?
° Is aging of the workers a greater threat to communitg organizations than to other sectors?

 Are communit9 organizations “competitive” in terms of the general conditions of the

labour market?

« Does the communitg sector have advantages, distinct characteristics which, skilmcullg
used, could become imPortant assets comPared to the rest of the labour market?
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WHAT DO YOU THINK?

Due to a certain division between generations, new values and attitudes emerge in the working world and influence
human resources management approaches. WHAT DO YOU THINK?

Generation Date of birth Values in the workplace
Children of the millennium 1996 to 2010 Familiar with Information and

Communication Technologies (ITCs)
Generation “I” (Internet) 1980 to 1995 Quality of life

Independence and autonomy
Seeks new challenges

More demanding and better informed
Immediacy

Scepticism

Tolerance and social openness
Generation “Y" 1967 to 1979 Facility with ITCs

Respects authority if competent
Generation “X" 1961 to 1966 Quality of life

Independence, autonomy

Seeks new challenges
Immediacy

Demanding and well informed
Scepticism regarding employers

Baby-boomers “BB” 1946 to 1960 Reticence concerning ITCs
Loyalty to the organization
War babies “WB" 1940 to 1945 Respects authority
Quality of life

Seniority and job security
Seeks professional success

Seniors 1919 to 1939 Work

Aware of the value of money
Respects authority

Organizational loyalty

Optimistic about the future

Moral obligations and sense of duty
Strongly moulded by the system

This survey was carried out according to the classification and profile of generations by five researchers specializing in the field and more particularly based on
groupings presented by David Foot. Foot, David (with Daniel Stoffman) (1996). Entre le Boom et I'Echo: Comment mettre a profit la réalité démographique, Montreal,
Les Editions du Boréal. Foot, David (with Daniel Stoffman) (1999) Entre le Boom et I'Echo 2000 : Comment mettre & profit la réalité démographique a I'aube du
prochain millénaire, Montreal, Les Editions du Boréal.




YEARS OF SERVICE?

THE IMPORTANCE OF BEING ABLE TO COUNT
ON EXPERIENCED EMPLOYEES...

A combination of an employee’s age and the number of
years of service has an influence on the amount of knowl-
edge he or she has accumulated over the years. This is
what we mean by “experienced” employees. When an
experienced employee leaves, transferring knowledge
becomes a priority, if not a major strategic issue.

Most resignations of employees who have more than 15
years of service send a different message than if they
were new employees. In the latter case, it may be appro-
priate to review employee orientation and integration
structures. When it comes more tenured individuals, we
could see it as an indication that the workplace no longer
meets their expectations.

PLANNING FOR SUCCESSION
TAKING MANY FACTORS INTO ACCOUNT

WHAT IS THE SITUATION

IN YOUR REGION? IN YOUR ORGANIZATION?

... ACOMMON REALITY IN THE
COMMUNITY SECTOR

The data in Table 5 reveals that “community sector
employees generally have fewer years of experience in
the same organization.” In fact, “more than one-quarter
(27.9%) have less than one year of seniority.” * Close to
one-quarter have more than five years of experience.

When we combine this data with the results of the work
of other researchers, it is clear that there is a relatively
high rate of turnover in community organizations (a rate
which however remains to be compared with other sectors).
For example, in 2002, in women'’s centres in Montreal,
close to two-thirds of the workers had less than five years
of experience in the organization.® According to a survey
carried out in 2000 among organizations in the health and
social service sector, 57.2% of the workers had less than
three years of seniority. ®

TABLE 5 Distribution of women and men in community organizations,
by the number of years of seniority
- 1vyear + 1vyear + 2 years +Hyears + 10 years + 15 years
Women 26.9% 25.9% 23.5% 13.23% 5.9% 4.6%
Men 31.7% 25.2% 21.7% 11.2% 5.7% 4.5%
Total 27.9% 25.8% 23.1% 12.8% 5.9% 4.6%

Source: Centre de formation populatire et Relais-femmes (October 2005). Pour que travailler ne rime plus avec misére — Enquéte sur les avantages sociaux dans

les organismes communautaires, p.40.
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IN REGARDS TO YOUR REGION,

HAVE YOU EVER WONDERED ABOUT...

GEOGRAPHIC MOBILITY AND ITS IMPACT
ON THE AVAILABLE LABOUR POOL

Inter-provincial migration

The migratory situation between provinces is alarming.
Since 1972, Quebec has clearly lost residents to other
provinces. Census data for 2001 confirm this trend* which
results in a gradual loss of a portion of the labour force
and, naturally, reduces the recruitment pool.

Inter-regional migration and unemployment rates
Migration between regions in Quebec varies depending on
the economic situation in the regions, job possibilities and
the individual’s career choice. We note a direct relation
between migration and high unemployment rates.

From 1996 to 2003, the unemployment rate in Quebec
dropped from 12.1% to 9.2%* (it was 8.6% in 2006 43). The
unemployment rate can vary a great deal from one region
to another. For example, in 2004, it was 6.4% in Chaudiére-
Appalaches and 19.5% in the Gaspé and Magdelen
Islands. Among the seven administrative regions in Quebec
which, in 2004, had an unemployment rate higher than the
provincial average (8.5%), six also had negative migration
rates (the sole exception was the Montreal area)*.

A POSSIBLE DEMOGRAPHIC DEFICIT

Population growth is distributed in an unequal manner
depending on the region studied. It is generally agreed
that remote regions lose their population to urban
areas and their periphery. In the data consulted, this
trend seems to be confirmed. From 1991 to 2004, the
following regions experienced an increase in their
general population: Outaouais (+16.2%), Laval (+13.3%),
Lanaudiére (+20.3%), Laurentians (27.7%). On the other
hand, during the same period, the populations of Abitibi-
Témiscamingue, the North Shore and Gaspé—Magdelen
Islands decreased by -6.5%, -8.3% and -10.4% respectively®.
If this trend continues, it is estimated that by 2026, the six
following regions will have experienced 25 years of
demographic decline: Gaspé—Magdelen Islands, North
Shore, Abitibi-Rémiscamingue, Saguenay—Lac-Saint-Jean,
Lower St. Lawrence, Mauricie®.

UNEMPLOYMENT AND JOB RATES AND THEIR
CONSEQUENCES ON THE AVAILABILITY OF LABOUR

Quebec’s labour market conditions have changed since
the beginning of the new millennium. The unemployment
rate, which remained above 10% during the 1980s and
1990s, dropped below 10% at the beginning of 2000 and
has remained fairly stable since. From 2003 to 2008, an
average rate of job growth of 1.4% per year is predicted
for Quebec. Employment in the tertiary sector (1.6%) is,
nevertheless expected to increase as much as twice as
rapidly as the secondary sector (0.7%).*

The unemployment rate is an important indicator in
estimating the availability of labour. However, even if the
unemployment rate is 9%, there could still be a shortage,
particularly in terms of qualified workers.

The employment rate® has experienced solid growth,
particularly among so-called “older” workers (another
sign of aging of the active population). From 1984 to 2004,
the employment rate for the 45 to 54 year-old group
increased from 61.3% to 78.3% (+17%), while this difference
was only +10.8% for persons aged 35 to 44 years (70.1% in
1984 and 80.9% in 2004)%. From 1999 to 2004, the employ-
ment rate increased in all regions of Quebec. It was,
however, generally higher in urban areas than in the
so-called marginal areas.”

It should also be noted that from 2003 to 2008, 60% of job
growth will be created by “replacing persons who are
leaving the labour market”, a trend “which will only intensify
over the next few years due to aging of the population.”®



THE CONTRIBUTION OF NEW ARRRIVALS IN THE
LABOUR MARKET

In comparison to the total population of Quebec, the per-
centage of immigrants rose from 5.6% in 1951 to 9.9% in
2001.% In Quebec, from 1991 to 2001, immigrants accounted
for 61% of growth of the active population, compared to
97% in Ontario.* One reason for this is the fact that
Ontario has been the first choice of immigrants for the
past 30 years: 55.6% of all immigrants have settled there,
comparedto 13% in Quebec and 19% in British Columbia.®
It should be noted that 45.4% of immigrants to Quebec
between 1993 and 2002 had over 14 years of education
(20.2% of whom had over 17 years).® In spite of this level
of education, their integration on the labour market is nev-
ertheless difficult. In 2001, the unemployment rate of the
immigrant population in Montreal was 12%, practically
double that of the non-immigrant population (6.2%).”

PLANNING FOR SUCCESSION
TAKING MANY FACTORS INTO ACCOUNT

IN REGARDS TO YOUR REGION,

HAVE YOU EVER WONDERED ABOUT...

THE POLITICAL AND LEGISLATIVE ENVIRONMENT

Changes in government can be accompanied by changes
on the political, strategic and legislative levels. Government
orientations change depending on the economic and
social situation. This can lead to new priorities, new
policies, new laws. All these factors have an impact on
organizations and at different levels.
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« Is there a decline in the Population of the region where your organization is located?
+ Has it had an imPact on your hiring Practices and Preparing for succession?
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IN YOUR ORGANIZATION,

HAVE YOU EVER WONDERED ABOUT...

THE MOBILITY OF CERTAIN WORKERS

In this case, we are referring to employees who are under
the age of 35 years and who change their job every three
or four years. This data indicates the efforts that must be
made to retain these workers, particularly if they are iden-
tified as “succession” candidates.

THE “VULNERABILITY"” OF CERTAIN POSITIONS

The vulnerability of positions in an organization can be
identified using the following criteria:

* Very specific skills are required: the difficulty in filling
a position may be directly proportional to the qualifica-
tions required. Some organizations have individuals in
their ranks who acquire specialized skills that are not
common in the labour market. In this case we are
referring to skills that go beyond the diploma usually
related to a job title.

e A long apprenticeship: we often forget that certain
positions require a period of learning and integration
that is much longer than is generally reflected in the
job title.

¢ Difficulties related to recruitment: in a highly compet-
itive environment (as is the case now), it is not unusual
for organizations to recruit the employees they
need from other organizations. And the better these
organizations’ reputation is, the more likely they are to
be solicited.

Adding the variable “employee status” also has an impact
on the vulnerability of the position. For example, if key
positions are occupied by individuals who have an occa-
sional employee status, the situation is more critical than
if employees are permanent.

STRATEGIC PLANNING

The strategic plan is a valuable reference document for
any organization that is considering implementing a
succession plan. It allows the organization to clarify its
orientations so as to evaluate the impacts on the compo-
sition of the workforce and on the qualifications required.
This document also contains the main features of the
environmental scan.

THE BEST MANAGEMENT MODEL

The management model includes all the organization's
activities: organization of work, financial resources,
relations with partners, material resources, etc. It also
includes the manner (rules and values) in which the
organization coordinates all its activities in order to fulfill
its mission.

The management model must reflect the organization's
action principles. In the case of community action and
social economy, these principles can be summarized
as follows:

» To improve the living conditions of the population
through services, products, support of all types or
actions to recognize and defend rights in order to
create a better society;

» To facilitate empowerment by permitting communities
of individuals to choose, decide and act on their living
environment;

» To work for the broader public benefit (including
social justice, solidarity, etc.).

At this level, community organizations have a head start
compared to other sectors of employment. This could be
a strength in attracting employees.
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o Will the Positions identified as being vulnerable still be so in three 3ears? an?
Are there other Positions that migi'it also become vulnerable?

e Do you aireaci nave em lo ees WhO have the otcntiai to occu tnese vulnerabic
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Positions? Are these persons interested in these Positions?

« What factors should be considered in eva|uating the vuinerabilitg of Positions
and the individuals who make up your organization?

* Insmall organizations, there are often “unique” Positions. Iif this is the case,
have you aircadg identified a rcpiacement or these Positions?

+ Has the person occupginga uniquc Position been targeteci as beinga succession
candidate for the organization?

« Canthe organization ci‘nange the structure of this “unique” Position to ensure
the candidate is retained?

\s J

>>> What are the VULNERABLE positions in my organization?
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IN YOUR ORGANIZATION,
HAVE YOU EVER WONDERED ABOUT...

EMPLOYEE TURNOVER Departures may be due to a number of reasons: retirement,

protective reassignment, internal mobility (in the case of
Employee turnover includes departures and long-term the community world, we can extend the concept of internal
leaves. In both cases, the organization must plan to mobility to a new position in the same sector of activity, but
replace the employee, an additional element to consider in another organization), and resignations. As for leave,
when considering succession during a period when long-term or not, it may be due to the birth of a child (mater-
labour is scarce. nity or paternity leave), illness, studies, a sabbatical, etc.
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o Which functions, which oPerations do the antiCiPatecl dePartures affect?

o Are there Positions where the emPlogee (having resignecl, taken a leave, etc.) will not be
replacecl? Are certain Positions at greater risk than others?

e How many years ot services does the coordinator lﬂave? it l’ue/ sl'xe is close to retirement,
w"]at has t)een Planne& for his/her eventual deParture’?

e To what extent can a resource trom outside the communit9 worl& be integrated successtu“g?
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IN YOUR ORGANIZATION,
HAVE YOU EVER WONDERED ABOUT...

> What has been planned to maintain continuity in my organization and the services it offers?
How can knowledge be transferred?




MULTIGENERATIONAL WORKPLACES

For the past few years, managers have been particularly
concerned by “age management” in their organizations,
or what others also call managing inter-generational
workplaces. After a long period of “hiring freeze”, organ-
izations are recruiting again with the effect that the average
age of the workforce is being rejuvenated. This means
that the age/employee ratio hecomes particularly significant.

THE SO-CALLED “AGING” WORKFORCE
(50 years and +)

Statistics Canada and the Institut de la statistique du
Québec still define the aging workforce as being between
“45 and 65 years”. According to this logic, we are “old
young” and will remain “old for a long time”! In fact, it
would be more accurate to refer to the “experienced
workforce”. This being said, prejudice toward this aging
workforce is tenacious: slower therefore less productive;
unable to adapt to new technology; less capable of learn-
ing; often ahsent; etc.

“When older workers leave the labour market, they take
with them a considerable sum of knowledge and valuable
experience, which, in large part, is essential to the effective
operation of their organization.”®

THE “"SANDWICH” GENERATION (35-49 YEARS)

Employees in the 35-49 year-old group are often the most
numerous in our organizations. This group also has the
greatest potential to take over tomorrow; however, it is
also this age group, and particularly the women in it, that
have the highest rate of long-term disability leave due to
burn-outs.

This age group is referred to as the “sandwich” generation,
the one that has to combine professional life and caring
for children and aging parents.

RECONCILIATION OF WORK-FAMILY,
AN ASSET FOR THE COMMUNITY SECTOR

The challenge of reconciling work and family is open to
innovation: organizing hours of work, leave, day-care in
the workplace, career paths adapted to family demands,
etc. Personalized management takes on a special signifi-
cance; each situation is different.

Certainly, there has been some progress over the past
few years, but it must be noted that work / family recon-
ciliation could have made more advances than it actually
has today.

Reconciling work and family is an objective pursued by
most community organizations. In fact, it is one of the
aspects of the quality of life at work that they defend
most ardently.



In the face of an increasingly competitive labour market
and significant shortage of experienced personnel,
organizations are looking for conditions they can introduce
to attract and retain the most qualified human resources
in all levels and categories of employment.

Certainly, the employees’ motivation and satisfaction of is
one of the factors to be considered. However, to under-
stand all the ins and outs, we need far more than a few
theories or models loaned from organizations here and
there. Several factors must be considered depending on
the environment in which the organization operates: the
organizational ambience, working conditions, strategies
to mobilize the human resources, etc. There are tens, if
not hundreds of possible solutions.

PART 4

MANAGING SUCCESSION

CONSIDERING THE YOUNG...
AND THE LESS YOUNG

In this last section, you will find several POSSIBLE IDEAS
for alternatives available to organizations in terms of their
succession.
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ORGANIZATIONAL SHORTAGES IN THE COMMUNITY SECTOR

In the light of the preceding information, it appears that
community organizations will, first and foremost, have to
deal with an organizational shortage. In other words, how
can they attract and retain quality employees when
human resources are rare and the competition is lively.

Elements such as compensation, working conditions, the
possibilities for mobility and advancement, job security,
balance between work and family, training possibilities,
job satisfaction and employee valorization can influence
an organization’s ability to attract and maintain employees
and inspire them to stay.

In contrast to private enterprise and certain public organ-
izations, it is not so much the values and management
philosophy that are in question, but rather compensation
and job security in community organizations.

Under-funding of community organizations (with the
corresponding low salaries and high rates of employee
turnover) and job security have preoccupied the sector
for over 20 years. So, why are we particularly concerned
today?

Simply because the working world has literally been
transformed from an “employers’ market” to an “employees’
market”. In the 1980s and 1990s, for a certain category
of workers, community-based organizations offered a
foundation from which they could begin to carve out a
place for themselves in the labour market. Tomorrow, the
reality may be quite different.

At the least, this is one of the main conclusions of a study
carried out by the Canadian Policy Research Networks.
Noting the strong presence of women in Canadian non-
profit organizations, the authors of this study state that:

Available surveys reveal that many of them
[female employees in NPOs] have a great
deal of experience [...]. Employers in the
para-public and public sectors tend to
employ people who have the same charac-
teristics. Accordingly, in the years to come,
employers in the non-profit sector will probably
have to compete with employers in the public
and para-public sectors to recruit personnel
from the same labour pool. *

We must not exclude possible quantitative and/or qualitative
shortages in community-based organizations; however
the risk is more severe in remote regions than in the main
urban centres.



Community organizations seem to be able to offer jobs
that meet the expectations and values expressed hy
young people today: stimulating work, diverse duties, an
environment that promotes creativity and innovation,
flexible schedules, diversity in the work team, work-family
reconciliation.® What is more, these young people seem
to be attracted by the principles of democratic life and the
more flexible management approaches that are generally
associated with community organizations.

This issue of the intrinsic values of community-based
organizations was also revealed in a survey of young
community workers. The young employees who were
interviewed considered that it was:

Important to be able to see the impact of the
tasks they accomplish, [...] the result is a
satisfying and long-lasting impression. Young
people also appreciate having the opportunity
to work with people from diverse cultures and
identities. The most important aspects of their
ideal job (in no particular order): stimulating
work, diverse duties, environment that pro-
motes creativity and innovation, recognition
[...], flexibility (working conditions, hours),
possibility of advancement and coaching,
consistency between organizational and
personal values, the presence of people from
different backgrounds, good salary (this point
was not mentioned first), good retirement
plan and fringe benefits, job security, possibility
of reconciling personal and professional life.”

MANAGING SUCCESSION

CONSIDERING THE YOUNG...AND THE LESS YOUNG

CREATING A SUCCESSION...WITH YOUNG EMPLOYEES

In terms of succession, it is also important to note that,
according to Deschenaux’ qualitative analyses, “the way
in which workers have entered community-based organi-
zations becomes the cornerstone of understanding the
position occupied by these environments in the profes-
sional integration of graduates.”® In other words, persons
who make their “career” in community-based organizations
do not all do so for the same reasons. Deschenaux identified
six types of community workers which correspond to as
many reasons for being drawn to, remaining in... or leaving
a community organization.

Activists; 2) Drop outs; 3) Experienced workers: Presence
in community organizations is chosen and planned.

4) The converted: Presence in community organizations is
chosen, but not necessarily planned;

5) The compelled: the professional path is chosen but
working in the community is not the person’s first choice;

6) Surfers: community work is not chosen or planned; the
person simply finds events lead him/her there.
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Are the relative lack of hierarchg and the Possibi‘it9 of carrging out arange of duties
in communitg organizations sufficient factors to attract and retain emplogees?

Could the communitg sector be considered arite o1c Passage where young People can
acquirc a solid work experience “in the field”? If 50, can this role be maintained?

With the announced shortage in the Public and Para—[:)ubhc sector, will young Pcople not
be tempted to avoid this passage in community organizations? Or, will it siml:)lg be shorter,
since the community is known for its strength asa P|ace of lcarning?

What do you thing of Deschenaux’ tgpologg? Canwe pose the hgpo‘c]ﬁesis that emplogees
who found themselves comPe”ed tojoin a communitg organization and surfers will be the
first to leave? What about the activists, clroP~outs and exPcrienccd workers? Will theg be
able to ensure effective succession? How can we attract them? How can we retain them?

What Place could immigrants Plag in the succession?
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>>> SUCCESSION in my organization




COMMUNITY ORGANIZATIONS

Does your organization correspond to the following statements?

DOES YOUR ORGANIZATION...

Consider employees as the most important resource and recognize
its collective qualifications and contribution?

=
w

-
o

Place a value on the knowledge, ideas and achievements of each employee
and encourage upgrading training?

Promote team work, cooperation between the employees
and show confidence in the staff?

Promote a policy of job equity?

Encourage open and direct communications?

Welcome ideas and suggestions from employees and others
(trainees, instructors and guest researchers)?

Ensure the physical and psychological integrity of its employees and partners?

Promote participative management and encourage creativity?

Provide the personnel with the tools they need to carry out their duties?

Seek to manage all its resources in the best possible manner?

Introduce a support mechanism to implement and carry out
the management philosophy?

OooooOoo0ooo o, o d
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Source: CHSLD Le Trifluvien, adaptation of the document Philosophie de gestion




QUESTIONS FOR

(Cont.)

COMMUNITY ORGANIZATIONS
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if most of your answers were “yes”, does this helP your organization attract and retain

cmPlogecs’? Is it CﬂOUgI"I meet succession I’lCCdS?

Do these statements corresl:)oncl to assets sPechCic to community organizations? Iif so,
are theg sugicien‘clg communicated to persons who could ensure effective succession?

what weight does the issue of Funding communitg organizations have in succession?
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What factors ATTRACT and RETAIN employees to my organization?




Retirement has always depended on the needs of the job
market, a social phenomenon that adapts to the socio-
economic environment. Since this environment has
changed considerably over the past few years, we now
place a value on retaining employees, while during a
recession, early retirements are encouraged.

In other words, it appears to be time to introduce measures
to retain the aging workforce. According to two university
researchers®, this requires certain conditions. We must:

» Offer flexibility in terms of retirement

» Develop personalized agreements reconciling the
employees’ expectations in regard to the end of their
career and organizational needs

» Recall retired employees

» Plan for succession according to qualifications and
not job titles (thereby setting the age factor aside)

It should be noted
that gradual retirement
approaches are gaining
popularity and, contrary to
what might be expected,
this measure has appeared
in several collective agree-
ments since the early 1990s.
It has become an interest-
ing option for organizations
as we deal with labour
shortages and aging of the
labour force. It allows us to
keep employees who would have retired early on the job
(even part-time) and, thereby, allows the transfer of
knowledge before the official departure.

Over 300 000
Canadians who are
65 years or over
work on a daily
basis and 17% of
them are aged
between 75 and
80 years.*

MANAGING SUCCESSION

CONSIDERING THE YOUNG...AND THE LESS YOUNG

CREATING A SUCCESSION...WITH THE LESS YOUNG

Recalling retired employees and reintegrating experi-
enced employees must be considered according to the
increase in the number of retired employees, their age
and their life expectancy. Thus, during the 1970s, the
length of a retirement stood around seven years, from
65 to 72 years. Today, people hope to retire at 55 and life
expectancy is approximately 82 years (at least for
women)® Accordingly, many people may be retired for
27 years. It should also be noted that the number of retired
employees increased significantly between 1979-1983
and 1999-20003.%

In this context, can we
consider recalling these
retired workers — particu-
larly those from the public
health and social service
network —to meet succes-
sion needs? A question
which bears considering,
particularly in order to
ensure that this target
group has skill profiles
that are suitable for com-
munity-based organizations.

In a recent CROP
survey, we learned
that “72% of the
employees who
currently retire early
intend to continue to
work after their
retirement”.”

This being said, for an organization that needs to retain
jobs for older employees, one of its priorities must also
take into account the fact that, according to certain studies,
retirements will occur later in the years to come, mainly
due to insufficient retirement funds.®
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* Does ca”ing on PCFSOI’]S Wl"IOSC PrO‘FCSSiOﬂal Pat]"l mag bC relativelg 1Car From

communit9~baseci organizations not risk initiating a value shock?

e Inview of the fact that very few People sPencl all their Professional lives in communitg
action, could extending PrOiCessional life be considered for communitg organizations?

* In community action, could we consider measures to extend Jbrofessional life, knowin
that persons who have made their career in this field will find it difficult to retire before

the age of 65 years?
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“WAKE UP CALL"

POUR UN QUEBEC LUCIDE (for a competent Quebec)
AN ANLYSIS OF THE IMPACTS OF THE DECLINING POPULATION

By Martine Poulin

Doctorandus, politiques gouvernementales et marché du travail, Ecole de relations industrielles,

Université de Montréal
(Translation)

Le Devoir, Friday, October 28, 2005

n the manifesto, Pour un Québec lucide, the signatories
I brandish the spectre of the declining population. They

go as far as to say that our future is threatened by the
decreasing population, that its consequences will be a
substantial increase in expenses and reduction of rev-
enues for the State to the extent that Quebec’s economic
growth will be cut in half by the next decade. Faced with
this appeal for Quebecers to be more realistic, certain
clarifications must be made.

The population of Quebec continues to increase at the
moment and is expected to do so for the next 25 years,
according to the reference scenario of the Institut de la
statistique du Québec. Certainly the population is increasing
less rapidly than in the past, but there will, nonetheless,
be 700 000 more people in Quebec in 2031 than in 2001.

The decline in the population anticipated after 2031 is not
related to the fact that women today have fewer children
than before, but to the fact that between 1945 and 1965,
the baby-boom years, women had a relatively large number
of children. In fact, the decline in the population anticipated
after 2031 is basically related to the fact that the baby-
boomers will die: those born in 1945 will be 85 years old in
2031. Even in 2051, when practically all the baby-boomers
will have disappeared, the population of Quebec will still
be larger than it is today, that is 400 000 people more than
in 2001.

Around 2031, the relative proportion of persons from 20 to
64 years, or of “working age”, will obviously be lower than
it is today. However, itis quite incorrect to imply that there
will be more “dependent” people than today and fewer
persons who contribute to the public finances.

Who works?

During the next 25 years, the population of Quebec will
continue to increase. This means that when all cohorts of
the baby-boom have reached retirement age, there will be
almost as many “active” workers as today. In 2026, the
number of people between the ages of 20 and 64 years
will be 4 568 000, a decline of only 2% (or close to 100 000
people) compared to 2001.

At the moment, not everyone in this age group is
employed. In 2004, a large pool of over 1 250 000 people
were unemployed or not in the labour force. Many of these
individuals work when there is work. We forget that the
rate of unemployment in Quebec, which is still relatively
high (8.5% in 2004), is mainly explained by the lack of jobs
and not by structural problems in the labour market or a
labour shortage. For example, if all positions that have been
vacant for four months or more were filled, the unemploy-
ment rate in Quebec would drop by only a mere 0.5%.

To finance public expenditure, the important thing is not
that there will be as many persons between the ages of 20
and 64 years in 2026 as in 2001, but that there will be rela-
tively as many persons who are employed. It is mainly
through employment that the province collects income
and other taxes and social contributions.

(article continues on page 46)




LABOUR SHORTAGE
ANOTHER “WAKE UP CALL" (Cont.)

In 2001, 47% of the population of Quebec was employed. Inthe end, the question to be asked is perhaps the follow-
In order for this ratio to be maintained in 2026, 3 825 000 ing: what does such an alarmist scenario hide about the
people out of a population of some 8 100 000, or only 140000 declining population?

more people will have to be employed than in 2004 over a

20-year horizon. This is little when we consider that

300 000 people have joined the labour market over the

past four years.

In general, since the labour pool is sufficiently large and
is not employed at its full capacity, there is no reason to
justify the claim that on the retirement of the baby-
boomers, there will be relatively fewer people who work
and thereby contribute to the public finances, unless
companies themselves require fewer workers.




The first step for a community organization that wants to
deal with the issue of succession is to clearly identify the
environment in which it operates — and will operate - over
the next few years. In fact, it means identifying the factors
that will influence the organization, evaluating their
impacts on the labour force and deciding what measures
must be taken to reduce the organization’s vulnerability.
These factors are two-fold:

e The external environment, that is the general socio-
economic context: unemployment rate, labour market,
education, political and legislative environment, migra-
tion, immigration, etc.

e The internal environment, that is the way in which the
organization functions: working conditions, composition
of the staff (gender, age, status), personnel movements
(departures and long-term leaves), vulnerable posi-
tions, organizational structure, etc.

Certainly, this is a long-term process which will resultin a
myriad of sub-questions, all of which are equally pertinent.
For example, consider the wage issue: generally lower in
community organizations. Can this have an impact on suc-
cession? If so, do community organizations have the tools
required to measure this impact and counteract it? Is
there a relationship between staff turnover and low wages?
And what about the fact that these low wages are often
linked to jobs that are less secure, since part-time and
temporary contracts are common in community action?

While considering the region in which it is located, every
organization must also question the impact that geo-
graphic mobility may have on the availability of human

CONCLUSION

resources; fluctuations in the unemployment rate; and
levels of education now required on the labour market. In
this regard, being more educated and often more experi-
enced, do community workers not risk being solicited by
employers in the public and para-public sectors following
the retirement of the baby-boomers?

This overall portrait must lead each organization to ask
who, during a labour shortage, could fill positions that
are becoming vacant. Younger people? Older people?
Immigrants? This portrait could also shine light on the fact
that of the three types of shortage (qualitative, quantitative
and organizational), organizational shortages will possibly
be of most concern for community organizations (that is
the ability to attract and retain that each organization has
compared to the overall labour market).

Other questions remain. Could the relative absence of a
hierarchy and the possibility of carrying out multiple tasks
in a community organization be considered sufficient
factors to attract and retain workers? Often perceived as
a place of passage where young people can acquire solid
working experience “in the field”, will the community
sector be able to retain this role during a labour shortage?
With the shortage announced in public and para-public
sector jobs, will young people not simply tend to avoid this
passage in community organizations? Or, will this passage
simply become shorter, since the community sector is
recognized for its capacity to serve as a training ground?




CONCLUSION

In other words, in the current context, without examining
the issue more deeply, it is difficult to answer the question
of whether there will be a shortage of human resources in
community organizations with the resulting difficulty in
managing succession. Some indicators seem to suggest
that this will be the case. Others, including the consis-
tency between the values inherent in the community
sector and the professional aspirations of the upcoming
generation (initiative, flexibility, constant challenges,
etc.), suggest otherwise.

In short, identifying the “forces of attraction” of the
community sector has become necessary. The clearer
that the community organizations’ idea is of what they
can offer, the “easier” it will be to identify the most
appropriate “sources” for recruitment. It is up to each
organization to carry out this reflection depending on
their sector and location.

A CONTINUING PROCESS OF REFLECTION!




ANALYSE YOUR ENVIRONMENT TRUE OR FALSE

T F

1. There is a correlation between aging of the population and the labour shortage.
See pages 13 and 22.

2. Most community workers are between the ages of 25 and 34 years.
Answer: 35 to 49 years. See page 23.

3. In general, in the community action movement, women represent approximately 80%
of the workforce. See page 16.

4, In Quebec, from 1991 to 2001, immigrants accounted for 61% of the growth in the
labour force. See page 29.

5. In 2005, in the community sector, more than one person out of two worked full time.
See pages 18 and 19.

6. In community organizations, employees have less education than in the general
population. See page 20.

7. In community groups, over 80% of the workers earn less than $20/hour. See page 16.

8. Today young men in Canada (15-24 years), all proportions maintained, earn approximately
75% of what men in the same age group earned in the mid 1970s. See page 16.

9. In Quebec in 2005, close to two-thirds of the labour force was over 45 years of age.
Answer: 35 years. See page 22.
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