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GBSTRACT 

The Wrmlpeg Dewbprmnt Agreement (WDA) which is a tri level govemment agreemmt, 

con& of ciiffirent proograias kluding "Program SC: Empbyment Equity". Program SC primarily 

focuses on designated groups (Aboriginal people, women, people with disabiiies, and visible 

minotities) as these groups bave been historically disadvanîaged and are der-represented in the City 

of W-'s wodcfbrce. In Septeniber, 1998, the development of a targeted evaluation fiamework 

for Program 5C was commkbned by tbe program manager. The ptimary objective of the practicum 

was to develop the evaluation fhmwork so that clear standards are established for evaluating 

Program SC. A related objective of the practicum was to gain on experience in designing, 

planning and implernenting a qualitative approach and related data gathering techniques. This 
6 

practicum report descnh the development of the evaiuation fhmework. The hmework was 

developed by reviewing the relevant literature d by using quajitative approaches such as focus 

groups and interviews with various stakehokkrs as feedback mchaaisms. The results h m  the 

practicum indicate that the evaluation m w o r k  will serve as an important document to guide the 

evaluaîion of Program SC. In the pn>cess of devebping tbe fbmework, 1 gained valuabIe experience 

in pkmim& gnPlemeidm& and ErJasimg f i , =  pups.  in addition, 1 learned to aaalyse and interpret 

results using qualitative approaches. The prafücum fiadings, conclusions, a d  recommendatioas 

indicate that whiîe Rogram SC bas made progres with some very positive resuits over the last year, 

the e f k t k m s  of Rogram 5C can only be determird through a comprehensive evaluation of the 

program The evaluation fhwvork developed during this practicum wili help in this edeavour. 
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1 .O OVERVIE W OF THE PRACTICUM 

Employment equïty anci diversity issues have been prevaient in Canadian o r g e t i o n s  for a 

long tirne but until recently the existence and sigdicance of these issues was rarely recognn+d by 

organbitions (Whn,  1996). ûemdy,  diversity encomp;rsss any idhidual differences that people 

may have and include aspects rekted to race, religion, sexual orientation, gender, ethnicity and 

disabüity (Thomas, 199 1 ; Whn, 1996). The important point is that people are dinerent in many 

ways and these differences should be respecteci. Employment Equity specificdy focuses on 

eliminatmg employment m e r s  that UIdividuals face m organizations. The barriers identifieci above 

rnay result fiom both overt discrimination and systemic discrimination Overt discrimination in 
a 

employment refers to an mtentional hostile or ot&nwiw biased practice on the part of the employer 

towards the person because of easüy identifiable charafterinics of that person such as theu gender, 

race, religion or skin colour (Miikovich, Glueck, Barth & McShane, 1988). An example of overt 

discrimination is where an organization refûses to promote womn mto management because the 

organization believes w o w n  are unabk to nianage. Systemic discrimination is not based on an 

intentional practice. Rather it is based on adverse effect of certain employmcnt sysiems such as 

policies and procedures (Milkovich, Giueck, Barth & M c S k ,  1988, p.272). For e-le, a 

Company may decide against innalliag ekvatoa in a muhi story building to Eave but this 

seermngly neutml fiscal policy may exclude UKf~duals connnad to wheelchh h m  king gainfully 

employed in that organization 

The changing demographics in the Caaadian workforce reflect the si@- of the issues 

just discussed. For example, it is esthteci that sk ty  percent of Canada's Labour force cari 

categorized into the so calied "target groups" or designated groups (Benimadhu & W@t, 1992). 
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Throughout the literahire, t k e  "designated gioup" munbers are defiœd as women and p p k  who 

identify themselves as abonginai people, visible minorities, and people with diddities (Benimsdhu 

& Wright, 1992; Human Raourccs Devebpment Canada, 1997; Jain & Hackett, 1989). However, 

despite the increased reptesentation of these groups in the labour fbrce, the* representation in 

organizations remains very limitai (Wilson, 1996)- 

The challaige for Canadian organizatiom is to manage and respond to these issues (Wi!on, 

1996). Traditioaally the disparities mdicated by the demographics have been addressed by many 

organizations through legislative prognuas such as AfnrmatÏve Action (AA), Empbymnt Equity 

(EE) and the appropriate sections of the Human Rights Code (Wilson, 1996). But the effèctiveness 

and generai approach of such programs bas beai qUeStiOIied, and so fiu tbe evaluation rrsuhs suggen 

thaî these programs are moderately eflfftive at best m ianeasiiig tbe numbers of groups who are lest 

represented in organilations (Wilson, 19%). 

Currently, there is a new concept to deal with these issues. It is cakd Mauagjng Dive*. 

Unlike legislative program such as EE, which focus primanly on comctbg past inequities tbrough 

legislation, the Managing Diversity phibsophy is based on the developmcni of a busieess case to 

ad- the issues of inequity (Wüson, 19%). The implication is that both business and governmnt 

should have policies to r e W  the of a diverse population. Business may profit by kreashg 

their custorner base h m  tbat population and government can Srnase its customr sat iskth by 

tailorhg its programs to tbat population. Accordmg to Wilson, a busines case for diversity that can 

be demonstrated to have a positive impact on tbe org anization Win be mûre readily accepted by the 

aniTationthanalegirlativepro~~ssdonit. Thisfundammtaldi&rrirc erg in pûilosophy WU 

be discussed in greater detaii in the iiterature review. 
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The C i  of Wtiniipg's (Tk City) wokfbrce deumgraphics also indicate that ceriain groups 

are under represented in its worHorce; tbat is, its workforce is aot rqmentative of the avaüabie 

labour force (The City of Wllznipeg, 1996a). Furthenmie, the City's erahiatioo of its previous 

Employmeot Eq* program indicated tbat the prognim was oniy moderately effective (The City of 

Whpeg, 1 996a). 

Unda considerable pressure h m  comnaniay groups advocating on behaifof the designated 

groups. fiom various individuals, and nom withia its own adnmiistration, the City of WSinipeg 

implemented an kuity and Diversity Initiative (EDO to address issues telated to designated groups. 

EDI adm&listers Program SC of the Wmnipeg Developnmt Agreement (WDA). The City's EDI 

combines both the employmcnt equity approach and the maaagiag diversity approach so it can take 

advaotage of traditionai ami contempotary approaches to address equity issues. The goal of Program 

SC is to provide enhimced empbyment opporhmitks with the City of Wtnnipeg to designateci groups 

which were identifid earlier (Wmnipcg Developmnt Agreement, 1995). It is mtded to initiate 

actions to ensure that recniiiment. çelection, retention and promtbn of currpnt and f h r e  employees 

is carried out m a non discnnnnat . - .  ory ~ ~ M H Z .  The program is also expected to correct past disparities 

by removing both physiail a d  systemic M e r s  and initiahg special masurrs. The emphasis is not 

only on hiring and reprrsemation buî also on eliminating or reducïng systemic barners. Exampks of 

these barriers irw:hde work scbedules that are mt flembk for single parents who may bave day a r e  

needs, physicai bamers that prevent with people with disabilitk in fully p a r t i c m  in all aspects 

of an organization, unfiür reward systems, career paths that inadverten@ disahbates a g h  

designated groups and corporate cuiture that does not value designaîed groups. 

It should be q h a s i p d  thaî EDI is a stand alone program with its own budget and has a 
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broader mandate than just empbyment equity. Its mandate includes the creathn of a respectfbi 

workplaw that maxhim jmtentiai of an empbyees R o p m  SC of tbe WDA deals specifically with 

employment equity. However, both of these programs are complernentary and support each other. 

The EDI, together with Program SC, are intended to create and sristsin a "WorkSotce for the Future" 

withm the City of wmnipeg (Wkipeg Devebpment Agreement, 1995). The focus of this practicum 

is to establish criteria for evaiuating Program SC. 

To achieve its goai, Rogram SC will anempt to comct past disprinties by rrmoving both 

physical and systemic barriers and initiating ~pocial masurrs such as hiring mtexns into existhg 

professional positions with the City. It will aise train youthi h m  the designated groups to obtain 

marketable skills m order to Iind employmcnt and other related masurrs. The program has a broad 

mandate to fùnd a range of projects tbat offer innovative approaches towards building and 

rnaintaining a more diwrse wotkforce within the City of W*. 'ïbmugbout this practicum report, 

the City of Wmnq>eg (The City) implies the City of W-g as an government o r g h t i o n  except 

in specific situations where it is us& m general temis. AppendOr A contains an organvational chart 

of the City of Winnipeg. 

Program SC is a five year program tbaî started in 1995 and finish m the year in 2000. Total 

h d h g  of $1.2 minion over these k yeers bas bem approved for the pro- d e r  the WDA 

The WDA encourages parinaship between public, private, and non pro& organbtio11~. The 

implication is that thesp key sbkeholders h u k i  work togther to address tbe issues k i n g  designated 

p u p s .  To tbis end, various organizatïmns, community p u p s  such as thc Social Plamimg Council 

aod the Centre for Aborigïd Hinnm Resourœ Devebpnwt, and otba iadividds thst are interesteci 

in helping designated groups tbtough EE and divrrsity h i h t k s  can acccss ninds h m  the WDA. 
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Geoemlly, conmnuiay and commmity groups unda the WDA a d  for the purposes of this practicum, 

may be broadly defined as any cornmunity agency, profit or m n  profit organVation, and designated 

group m e m b  theniselves that are conmiitted to heiping the designated groups by addressing som 

of the issues facing the designated groups. Otber leveis of governrnent and other City departments 

that are impiementing measures to address equity and diversity issues may a h  access Nndiug fiom 

under the WDA. 

More detailed information on the goals and objectives of the WDA and Program SC are 

outlined in Appendix B. Appendix B also includes the eügibility criteria, hd'mg arrangements and 

other pilot projects tbat may by be fùndeà through this initiative. ïhe application for obtaining grants 

fiom the program is contained in Appeadix C. Each project that O btains fiinding fiom this initiative 

must itseifbe evaluated by the agency that obtained the fundimg. 

An integral part of the fimding arrangements is an annual and a final evaluation of  the WDA. 

The program managers aiso have tht ckretion to commission targeted duations of their respective 

p=ograms. 

Under the spirit of the EDI and due to my personal interest both in the subject matter of 

diversity issues and program evaluation, tk coordinaîor of the EDI seconded me for a period of six 

months (60m September 1998 to Febniay 1999) to set up a gened evaiuation fkamework for 

Pro- SC. It sbdà be mted that tbroughout the prafticum report, the ternis 'bcoordinator"of the 

EDI and "program aiaaagei' of SC are used interchangeably b u s e  Program SC a d  EDI are very 

closely related and one individual nilfills botb of thex roks. Part of the secoidment was used to 

achieve the practicum objectives d related ta& in order to satisfL the requirement of complethg 

the M.S. W. program. Tbe practicum sttting is d e s c n i  in more detaü in Chapter 3. 
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use to evaluate Program 5C. This report wiii be used by the extemai consultant and the City 

coordinator to evaiuate Rogram 5C. 

Another sub objective of the practicum was to devebp an understaadmg of the pokies and 

decision making process regardmg evaluation at the senior kvel of govemmmt; in other words, to 

develop an understanding of the practid rpalities of evduahn. This was achieved by attending 

relevant meetings with key stakeholâers. 

The involvement of community agencies that are iuterestcd m helping the four designated 

groups is deemed to be extremely important in Rogram SC. The coordinator of the program is 

obligated politically to s p e d  much of the fuodiag in the c o m r n ~  (J. Halliburton, personal 

comrnunicafiOn, september* 1998). In orda to access funding h m  the program, community groups 

must put forth proposais for their projects a d  must convince the coordinator that the projects dl 

meet the overall goal of the program. Thus, th& input and perceptions were extmmly important 

in developing the evaluability criteria for the program. 

Other key stakeholders to consider in evahiab'i asessments are various govermirnt 

. . 
departments as well as potentiai empbyees. In addition, some of the admmistrative personael nom 

the City of Winnipeg and other key ~ m b e r s  of the organization were also recognizcd as key 

stakehokiers. These iadmduaL include but are m t  W e d  to the pro- v e r  of Program SC, 

. . 
individuais m the Human Resource Division and the Chief Admnilstrative Officer for the City. The 

&of tbe Equay & DmrJiiy Initiative (EDO of the Corporate Services (CSD) play an 

instnimental role both as key ttnden of thc overaii EDI and its o v d  evahiatioa -fore, th& 

views of the evaluation proass weze also vital. 

The perceptions of varbus stakeimldas on the evaiuation hmework was a s d  primarily 
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tivough qualitative metho& wah some supporting quantitative ciam Thus a major objective of the 

practicum was to develop an mdepth uudemadhg and to gain bands on ex@ence in designing, 

planning and implementgig a qualitative approach and relatecl data g- methods in prognun 

evaluatioa A rekted ta& during the precticum was be to conduct a literature reskw on these data 

gathering techniques. 

As a member of one of the designated groups and a City employee for eight yearq L aLo 

offered my experience in working for the City. Som of my own insights are incMed m the final 

cbapter of the pfa;CtiCum. In this chapter, 1 o&r suggestions as to wbat 1 think are important fktors 

in evahiating the program This may bave som impact on the evduation process because 1 have first 

hand experiexe and clm relate to n>me ofthe issues k i n g  people h m  tk designateci groups in the 

City. 

In this proces of wnductiog a9hiabiüty 1 also bped to gain som supervisory 

and management skills. 

in order to achieve the practicum objectives and sub objectives, a iiterature nview related 

to equity and divemîty issues and program evaluation was conducted and this wül be discussed in 

detail in Chapter 2. Literature on program evaiuafion was used to develop a theoretical framework 

for evaluating Rognun 5C. This iiterature was aiso used as a source in definhg spcific evahiation 

methods. In the proposeci evahiation iî is argwd tbat a formative e v a l h n  ushg qualitative 

methods is relevant in this case. The case for ushg focus groups and m-pason mt&ws as data 

collection methods is afso explored. Tbe stmtegy used for the evatuaaliiy apscssmnt or the 

iutervention phase ofthis is discussed in more detail m -ter 3. Chapter 4 dPscusses the 

acnÿilpraaicimipioasswhichkiudestbctypsofaanar~ 
. *  conduacd durhg the p mctkum as weil 



9 

as desrription of the focus groups. Chapter 5 inchdes the ev-tion of the intemention, evahiation 

of practicimi objeaiveJ and sub objectives, coachiaons and suggestions for miproviag Rogram SC. 

The final report submitted to the program manager of SC is coniawd m Appendix F. This 

reports contains the £inal evahmtion fhnework wbich was cieveloped as result of focus group 

consuh&ms. Some of tk intorrnition m Appeodix F is discussed elsewhere in the practïcum report, 

as it reflects some of the key outcomes h m  the practicum, 



ï h e  objectives of the literahve review are to explore the field of program evaluation auci to 

ident* how concepts in progracn evaluation may be used m evah&ng Program 5C of the WDA The 

literat&e review is divided into two major parts. Part I discusses the main issues and key concepts 

that comprise an evaluation Paat II fbcuses bow thae concepts rmy be applied in evaiuating Program 

SC. Because of the lack of fiterature and the specific evduation envknment of this program, the 

practicai application of these concepts is examined through "grey literature", and an interview with 

the coordinator of the program. Insight is also oflierd due to the writer's own involvement with the 

program as a member of a joint City and Canadian Union of Public Ernployees (CUPE) c o d t t e e  

on equity and diversity. 

2.1 Part One - Program Evaluation 

2.1.1 Salient Features 

There are severai definitions of program eduation, but for practical purposes they aii attempt 

to pass judgement on the process as weli as the fiaal impact of the programs in their own way. For 

instance, Kettner, Moroney and Martin (1990) d e k e  evaiuation as an "atternpt to assess 

systematicdy the impact of social programs on the pmblems they were designed to aiieviate or 

ameliorate" (p. 190). Rossi and Freeman (1993) define evaluation as the "systematic application of 

social research procedures for a s s s b g  the conceptualization, design, implementation, and utüity of 

social intervention programs" (p.5). 

These are broad dehitions tàat encompas the social mi political environment of program 

eduation as well as tbe tecbaical mcthodobgia rehted to evatuation research. S o m  authors clearly 

emphasize the political and social ensiroiuncnt of evaiuation as fiindamental to derstanding 



evaiuations a d  the emmus impact these factors am have on program evaluations (Berk & Rossi, 

1 990; Rossi & Free- 1 993). For inamce, Rossi and Fteeaian (1 993) state: 

In the broadest sense of poliiics, evaiuiatjon is a politicai actMty. The likelihood of 
evaluations behg used depenâs upon an evaluators' recognaion tbat the key detanmiaats 
of their utilization are the social d policifal conte- in which evaluations are usdertaken. 
Consequently, to conduct succe&d evaiuatioas, -ors aeed to continuaiiy assess the 
social ecology of the arena m which they work. (p.403) 

In addition, Berk and Rossi (1990) also emphasmc that the evabtor shouid be wncawd with the 

curent policy space a d  the rok of varbus stakehokiers in evaluations. Furtkrmore, these authors 

emphasize that the evahmtor shodd be concemed about prograrp eflkctivenes and the validity of 

evaluation research. 
* 

The mie of multiple stakeblders in evaiuation is cieariy empbasized in the Merature (Rossi 

& F m  1993).'Ihese authors specincally advocate the view that e a r k  evaiuation efforts fàüed 

to take into account the extensive influence of tbe consumers of evaiuaîion research. These 

consumers conskt of pokymakers, program piauners, and administrators. Their evaluation nndings 

and their perceptions of the worth of the evaiuation enterprise provide its subsistemce. Thus, once 

again, the political nature of evaluation and the involvemat of variou stakeholders in it, is 

Rossi and Freeman (1993) indicate that because many stakeholders are imrohred, at tmw 

there niay be som confikt a d  thcir MewJ may not k compati'ble- Wbae this occurs, some authors 

advocate giving special piace to stakehokiem most mvolwd in tht "decision malriag pmcess" 

( S W h ,  Cook, & Leviton, 1991). 

There are other key concepts that are prvamount in conducting usefbi evahmtions. For 

example, there are debates m the lite~atlue and m actual settings about the best way to approach 



evaluations. Specificalty, there are debata about qualitative versus quantitative approaches (Patton, 

1987; Rossi & Freeman, 1993) and about scientific evaluations requiring rigour and pragmatic or 

"good enough" evaluations (Rossi & Freeman, 1993. p.405). 

Further review of the literature indicates that there are many technical aspects of program 

evaiuations tbat are distixt and need p a l  aiteniop These technical &tors may be used to m e r  

dEerent eduation questions. For instance, evaluations may be utiiized to idenw ways to impruve 

program delivery, to develop clear standards for evaluation, to meet accountabity requirernents, or 

to provide information for planning and poiicy purposes to various stakeholders for the purpose of 

continuing or crir<ailment of a program (Berk & Rossi, 1990; Hennan, Morris & Fitz Gibbon, 1 987; 

Owen, 1993; Rossi & Freemn, 1993). There are two broad types of evaluations that deal with some 

of the issues outlined aôuve. These types of evaluations are known as formative evaluation and 

summative evaluation (Kettner, Moroney & Martin, 1990). Briefly, formative evaluation is prllnarily 

concemed with process objectives and program activities. It is conducted mostly d u ~ g  the actual 

operation of the prograa Sunmiative evaluation is concemed with the eventual outcome of the 

program and it is typically conducted at the end of the entire program, program component or cycle, 

such as the completion of a train@ unit. Wdhin these two broad categones, there are several specific 

types of evaluations that may be conducted. These d l  be discussed in more detail in the latter part 

of thk literature review. 

Fioally, evahiations may be conducteci wah regard to aew or innovatn* pro-, established 

programs, and fine tuning of established progranu. Depending on the type of program being 

evaluated, evaluations will deai with different questions. Evaiuations arc tailomi to meet needs 

depending upon the stage of the program (Rossi & Freeman, 1993). They rnay be conducted for the 
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purpose of: a) analyses related to the conceptuabtion and design of interventions, b) monitoring 

of program implementation, and c) assessment of impact and efficiency (Rossi & Freeman, 1993)- 

There are two additionai issues that are important in program evaiuatious. FSst, Berk and 

Rossi (1 990) state that m order for an evaluation to occur, goals and objectives of the program m u t  

be clearly d e k d  at the begmning of tbe prognuh Second, program effitivenea is always measured 

against some benchmark, or compared to somethiag. For instance, the same prognun rnay be 

compared at digerent times (marginal effectiveness), or the program may be compared to other 

programs (relative effectivenes). 

Where the program is not defined in measurable ternis, evaluab'ity assessments may be 

utilized in order to de& the program goais and objectives m measurable t e m .  In k t ,  some authors 

view evaiuability assessments as an end in themselves (Rossi & Freeman, 1993; Wholey, 1994). 

Throughout the litemture, t is strongly emphasized that program evaluation is not an exact 

science in practice, and decisiow will have to be made where a compromise is reached between the 

ideal and the prac tical. Authors seldom offer prescriptive remedies or solid principks in conduct h g  

evaluations. Instead, only guidelines are offered. Thus, the miportance of using cornmon sense in 

program evaiuation is cleariy emphasized as each evaluation situation will be unique (Berk & Rossi 

1990; Herman, Morris & Fitz-Gibbon, 1987; Rossi & Freeman, 1993). 

2.1.2 Evalua tion of New Venus Established Programs 

Programs in theù developmntal stages are basicdy ciassified into two categories: new or 

innovative programs and established programs. Owen (1993) refers to this as the state of the 

program. As previousiy mntiomd, each stage or state poses key questions to be adàressed in 

evaluatiom (Bek & Rossi, 1990, p. 33). These authors also recoanaend that evaluations proceed 
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spec5c stages. For example, in new programs? it is important to fkt identa poücy issues and then 

design a program to deal with those issues. The key questions to be answered in new programs may 

include how wide a social problem is and whether any program can be enacted that wiU ameliorate 

the pr6blem It should be emphasized that this chronological sequence is ideal. In practice however, 

the evaluations have considerable overlap and may w t  address ali questions or stages. 

While the evaluation of new progranis is an important activity in the field, the majo~ty of 

evaluations and resources are geared toward evahiatuig alrrady existing programî (Rossi & Freeman, 

1993). In evaluating already existing programs, the key questions di&r fiom those addressed in 

evaluating new programs. For instance. once the program is enacted, one of the main questions is . 
whether the program is fiinctioning properly. That is, attention is directed toward whether the 

program is operating day to day as planned. 

The questions may be posed m the fobwing chronologid order: 1s the program reaching the 

appropriate beneficiaries? 1s the program king properly delivered? Are the funds king properly 

used? Can effectiveness be estimated? And M y ,  did the program work? 

2.1.3 Types of Evaluatioas 

Previous discussion foc& on why evaiuations may be undertaken. These may be interpreted 

as the what and why questions of evaiuation Once the object of the evaiuation is detemillied, the next 

logical question may be how to approach an evaluation. As already discussed, the= are two basic 

types of evaluations: formative and sunanative (Cbamkrs, 1994; Heniran, Morris & Fitz-Gibbon. 

1987; Kettner? Moroney & MartÏn, 1990 ). Ho-, under these broad categories, there are specinc 

types of evaiuations that rnay be conducted. These may indude evaiuabiiity arsssments. effort 

evaiuations, adequacy of performance evaluation and cost-efficiency/cost effectiveness evaluations. 



~ ~ p e s  of Formative Evaluations 

Essentidy aii evaluations serve two purposes. First, tàe dative success of the program as 

it relates to its stated goals and objectives is measured. Second, the evaluation may identify 

iniprovernents that are &ed in the current operation of the program (Kettner, Momney & Martin, 

1 990). 

Formative evaluation is mainly concemed with process objectives and program activities. 

Formative evaluations shape and fom program because they respond to periodic examination of the 

r e d .  In nirrnnary, fonnative evakiatiow provide regular ongoing information regarding the extent 

to which programs a c k v e  their objectives (Velasquez, Kuecbier & White, 1986, pp. 66-67). 

Technicdy the formative evaluation modek answer such fùndamental questions as: How 

many clients are served by the program and what are their characterinics? What services do they 

need? What outcome does the program intend to accomplish? What resuits are actually achieved? 

The response to these questions may focus the evaluation on providing descriptive. 

qualitative, or quantitative information The answers to some of these questions also determine the 

exact research design and methodologies to coilect and analyse data during the evaluatioa 

Furthemore, by answerkg some of the fiuiâamental questions, the purpose of the evaluation system 

rnay be detemiiaed This may be to establish accountability, or to improve program perfomiance by 

providing information on strengths and weaknesses to those who manage the program Formative 

evaluation can also infonn the decision makers about the hding  arrangements. 

The formative evaluation system is comprised of components such as pro- goals, the 

target population, the types of srvices provided by the program and how these services to mw~ers 

some of the questions posed previously (Velasquez Kuechler Br White, 1986). 
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The first example of a forniative evaiuation is evaiuab'ity assessments. It was indicated at the 

outset that in order for an evaiuation to occur, go* and objectives of the program must be clearly 

defineci at the beginntig of the program Second, program effectiveness is aiways measured against 

some k c h k  or cornparrd to something (Berk & Rossi, 1990). However, at times the program, 

even though R is in operation, is not fully specined and objectives are not defhed in clear, concise, 

measurable t e m .  Thus, there is a need to define the ïogic and the underlying structure of the 

pr0gra.m- 

To aid in the process of determining measwable iterrri m evaiuations, some authors deveioped 

the idea of pre-evaluatioas or evaluability assessments (Owen, 1993; Rossi & Freernan, 1993; 

Rutman, 1 980). Evaluability assessments or pre-evaluations are processes for clarifying program 

designs, exploring program reality, and possiby redesigning programs so they are amenable to 

evaluation (Rossi & Freeman, 1993). Owen (1993) fiutfier states that while evaluability assessments 

are preliminary evaluations, they are regarded as an evaluation fomi in their own right. 

Rossi and Freeman (1 993) also suggest that evaluability assesswnts may be conducted in 

specific log ical stages. For example, the program needs to be descnbed ia detail at the beginning 

including its various components and then key stakeholders need to be k t e ~ e w e d .  The evduator 

rnay have to "scout" the program by visiting various sites to check its social reality. 

Evaluability assessments may indicate that the pro- needs improvement, fine tuning, or 

that fùrther evaluations are not needed because the= are few meanuable objectives. Thus. these 

evaluations may save the stakeholders valuable time and resources. 

A second example of a formative evaiuation is process evaluation Process evaluation is 

denned as the use of "data to assess the deiivery of progtams" (Scheïrer, 1994, p. 40). Specifically, 
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process evaiuation addrrsff the m p r  questions: (1) What is the program intended to be? (2) What 

is delivered in actual practice? (3) Are there any gaps between program plaos and program 

implementation? Simply put, process evaluation masures what the pmgram is and whether or not 

it is delivered as designed to the target population ai the intended "dosage". 

In conducting a process evaluation, the importance of discussing each compownt of the 

program in detail is emphasized (King, Morris & Fîtz-Gibboc 1987; Scheuer, 1994). Components 

of the program m y  mvolve the description oE a) mtended recipients; b) Uitended conte*; c) intended 

delivery; and d) intended scope. Specific masures may include background characteristics such as 

age, mcome level, ethnicity and gender, how recipients access the program. types of agencies that will 

deliver the program sta6ng requirements , resources, the information tracking system, and the total 

number of intended recipients. 

The key in process evaluation is to develop specific criteria to measue components. 

Consequently, actÏvities shuld be specified as behavion that can be observed rather than as general 

goals or objectives. Each component should be separate and distinguished &om other components 

in order to measure each component separately. In addition, links should be established for each 

component to its underlying theories, justifjkg its credible inclusion in the program Carefbi 

attention is paid to both the quaiity and the quantity of activity that takes place within a pro- 

The importance of conducting implementation studies is clearly empbasized in the fiterature. Some 

authon argue that few evaiuation nudies pay enough attention to descniing the processes of a 

program that helped participants achieve its outcom (King, Morris & Fitz-Gibbon, 1987, p.9). 

Essentiaiiy, to consider oniy the question of program outcome rnay limit the usefiikiess of an 

evaluation. For example, a study may Micate that the program worked but neglect to mention the 
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specific aspects of it that made it work. Were s o n  factors more iduential in the outcom than 

others? 

A third example of a formative evaluation is what are Lnown as theory based evaluations. 

~ h e n k m d u c t i n ~  irnplemematioo studies, an evaiuator may &O evaluate the theory that underlies 

the program King, Morris, and Fitz-Gibbon (1987) suggest that every program is based on some 

theoretical notion of cause and e&t. Theories that the pro- are based on niay be irnplicit, 

explicit, intuitive, formai, specific or generd S o m  programs evolve their own infiormai theones 

combining common sense and practice (King, Morris & Fitz-Gibbon, 1987). Theory based 

evaiuations in this case may refe to analyPng the assumptions or specific processes the program uses 

to stimulate the intended changes (Schierer, 1994). 

Summative Evaluatioa 

As previously mentioned, summative evahiation is u s d y  conducted at the end of the 

pro- or a pmg~am component (Kettner, Moroney & Martin, 1 990). It provides an assessment of 

the extent to whkh a program has been successful. It should also indicate arengths and weaknesses, 

and make recommendations for improvemnt. Summative evaluation should also identm any 

unintended consequences of the pro- both positive and negative. 

Examples of summative evaluations rnay include outcome (impact evaluations), cost 

e ffect iveness, and performance measurement. 

As the WDA program will end in the year 2000, the focus of this üterature review and the 

practicum was on conducting a formative duation Summative evaiuation wili be of concern to the 

progmm manager as part of the overail evabiation because it is recognizcd h t  some projects funded 

under Program SC wiii be compkted over the next year. The assessment of tbeir effkctiveness will 
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require a surnmative evaluation. Therefore, the final evaluation wiU be compriseci of both formative 

and summative evaluations. 

Outcorne evaluation is denned as the extent to which a change has occurred in the client state 

as a r&me to the program (Kettner, Moroney & Martin, 1990). In other words, it deals with the 

extent to which the program achieved its overaii objective. The ernphasis is on the degree of change 

because the faihire or success of the program is often not detmed in a dichotomous sense but rather 

as a continuum fiom start of the program to its conclusion. 

Cost effectiveness evaluation is also a part of summative.evaluation. It is used to define the 

cost of program per unit of successful outcome (Kettner, Moroney & Martin, 1990; Rossi & 

Freeman, 1993). In other words, the ratio of effort to outcome is measured. Cost effectiveness 

rneasures oniy costs associated with cases thai are positively ïnfiuenced by the program whereas con 

efficiency measures the cost of providing the unit of service irrespective of outcome. Therefore, the 

measurement of cost eeiciency is part of the evaluation of effort, and c o s  effectiveneu is related to 

outcome evaluation. Rossi and Freeman (1 993) state that in an atmosphere of accountabüity in the 

human services, cost bene& and cost effectiveness anaiysis may be becoming more prominent. 

Performance meanirement is defined as the regular collection and reponing of Uiformation 

on the efficiency , quaiity and efktiveness of goverment programs (Martin & Kettner, 1997). These 

authors suggest that perfom~ure rneasurement diers  nom traditionai approaches to accountabitity 

in t hree fhdamentai ways. Fkt,  performance masurement combines the major contemporary 

perspectives on govemmwt accountab'ity (i.e., efficiency, quality, and effectiveness) into one 

comprehensive approach Second, perfomrance meamremnt makes "programs" its unit of analysis 

as opposed to either clients or agencies. Third, performance measurement is becoming increasingly 



pop& with ali levels of govemment. 

W e  the above definitions are usenil in conceptuaking evaluations, the distinction between 

formative and summative evaluation is less clear ti practice (Chambers, 1994; Herman, Mofi & 

~i t z -~ i fmn ,  1987). The rnajority of evaluations use both formative and nimmative evaluations in a 

complementary and supplementary manner. Heman, Morris and Fia-Gibbon (1 987) indicate that 

in time of scarce resources, a single evaiuation may serve a multiplicity of purposes. 

2.1.4 Evaluation Research Desigas 

To this point the discussion of program evaluation has focused on generai approaches to 

evaluation However, technid reçearch rnethods are also an integrai part of designing good research 

evaluations. As with other approaches, research methods must address the specific purpose of the 

evaluation, the types of questions askeà, the stage of the proogram, and the information needs of the 

various stakeholders (Patton, 1987). Furthemore, research design is dependent upon whether the 

evaluation is to be of a formative or a summative nature (Herxnan, Monis & Fitz-Gibbon, 1987; 

Owen, 1993; Rossi & Freeman, 1993). 

The two most coomon research approachcs to evaluations inciude qualitative and quantitative 

types (Herman, Monk & Fitz-Gibbon, 1987; Owen, 1993; Patton, 1987; Rossi & Freeman, L993). 

In theory, these two appmaches are ofken dichotomized as separate entities. But in practice, the two 

are often used in conjunction (Herman, Morris & Fitz-Gibbon, 1987; Patton, 1987). Nevertheless, 

there is stiU considerable detmte m the literahm regardhg thes approaches. Proponents of qualitative 

research decry the dehuma&@ tedencies of numerical representations, claiming that a better 

understandhg of c a d  processes can be obtained nom intimate acquaintance with people and their 

problems, based on qualitative research (Rossi & Freeman, 1993). The advocates of quantitative 



methods argue that qualitative data is expensive to gather on an extensive basis, is highly nibject to 

misinterpretation, anci usualiy contains mfarmation that is not unifody coiiected across aii cases and 

situations (Rossi & Freernan, 1 993, p.254). Historicaiiy, quantitative approaches have k e n  most 

pvaiem, especially in evaluation studies that measure program effécts (He- Morris & Fitz - 
Gibbon, 1987; Patton, 1987). However, in recent studies qualitative designs are becoming more 

prominent (Mason, 1996; Patton, 1987). 

The fimdamental Merences between the two approaches, and the recent emergence and 

impact of qualitative designs require that they be explored in more detail. 

Quantitative Appmacbes 

Quantitative appmaches often utibe experimental or quasi experimental designs and control 

groups to give credibihy to hdings. This approach is prhar3y concemed with measuring a finite 

number of pre-specifïed outcornes, and then generalizing these h d h s  firom sarnples to the 

population as a whole (Herman, Morris & Fitz-Gibbon, 1987). Throughout the process, the 

researcher attempts to remain neutrai and removed nom the process (Caudle, 1994). 

The major strength of the quantitative approach is that it can m e m e  the reactions of many 

people to a biteci and standard set of questions, which rnay facilitate comparing vast agpgates of 

data (Patton, t 987). 

There are also som weakmses in using pureiy quantitative data For instance, numben often 

give a false sense of accuracy even ifthe methodobgy imolved in aniving at these nranka Û wrong. 

In addition, Patton (1 987) argues that quantitative approaches are no more synonymous with 

objectivity than quaüiative approaches are with subjectivay. In pariicular, tbis author stresses that the 

way in which tests and questionnaim are designed is no less open to the intrusion of an evaiuator's 
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b k  ihao niaking observations in the field, or asking questions in interviews and interprcting their 

results. 

As previously stated, quantitative masures are the responsibility of the extetnal consultant 

and the focus of this practicum is on cxploring qualitative approaches. Thus, qualitative approaches 

wiU be discussed in more detail, 

Qualitative Approacbes 

Patton ( 1987), describes the use of the qualitative approach in considerable detail. He 

highlights sorne of its d e n t  feanues as weii as several advantages and disadvantages. 

First, qualitative mthods are naturalistic. This means tbat the evaluator does not manipulate 

the program or its participants for evaluation purposes as is the case in classical experiments. Rather, 

the evaluator studies naturally occurring activities and processes. Second, it invo lves inductive 

analysis. This means that the evaiuator attempts to make s e w  of the situation without using pre- 

existing ideas or models. The deductive anaiysis in the quantitative approach requires a specinc 

hypo thesis and predefkd variables before data collection begins. Instead of hypo theses qualitative 

analysis is guided by open ended questions resulting in information which indicates kues and 

patterns. 

Third, the evaluator bas direct contact with the program. This means that the evaluator 

actuaiiy goes into the field and gets close to people and situations so they cm be understood. 

Fourth, qualitative methods often require a holistic perspective which assumes that the 

"whole" of the program is pater than the "sum" of its parts. In other words, the program is studied 

in its entire political and social context. Interdependencies, complexities and idiosyncrasies are 

highlighted. It a h  requires a dynaMc and developmntal perspective. ?bis means payhg attention 
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t o  how the program evolves and changes in subtk ways anci is constantly in a state of flux. 

Understanding the dynamics of a program is important. 

Finally, the m&r enphasis is on depth and detaii, often of a fèw case studies, which serve a 

particular evaluation pwpose. Because a few cases are often studied in depth and detaii, making 

broad generalizations with regard to other sihiatiom is pmblematic. However, these few studies offer 

nchness and depth as it relates to these few cases. Therefore, qquaütative approaches are very 

appropriate for s m d  studies. 

In terms of designing qualitative evaluations, som of the basic conceptual and broad 

fiamework issues are the same as in other evaluaiions. For iostance, the design murt addms such 

questions as the putpose of the evaluation, its users, resources and political ramifications. 

Consequentiy issues pertainiq to methods of inquiry, primary units of d y s i s ,  and the sampling are 

relevant. Patton (1 987) emphasizes tbat there is no perfsa design Thus, each design m u t  be adapted 

to the particular evaluation king  undertaken. 

Furthemiore, tradeofi mus& be made between breadth and depth. Again, this depends on the 

evaiuation situation. For exampie, ifa spcific pmblem quires rigorous examination of a few factors 

in great depth, then O ther factors may be ignored. On the other band, collecting broad information 

on large variety of issues may not reveal sufEcient information for action. 

In field obsenation and interview techniques, Patton (1987) emphasizes the use of one's skii i  

and artisûy because qualitative mthoâs involve both art and science. However, some guidelines are 

offered. For iasiance, m kid obseivation, the evaluator must be properly rraiaed in what to observe, 

as weli as pay aîtention to what is not occurring. Somtimes the evaluaîor may have to resort to 

covert observations especiaiiy where direct observation is iikely to affect a participant's true 
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behavioa When covert observations are made, they must be made ethicdy. That is, the privacy of 

the subjects must be respected. 

In the case of interviews, Patton (1987) recommends using truly open ended singular 

questions so the participant is fke to respond without king ovewheimed. In addition, the evaluator 

rnay ask experience or behavior questions, thinking or belief questions, feelllig questions, or 

knowledge questions. Any question should be asked with sensitMty so as not to offend the 

interviewee. 

In te- of andyzkg and mterpreting qualitative data, analysis shouid bring order to the data 

w hereas interpretation irnplies giving maning to the analysis. Fundamentally, in the qualitative 
1 

approach, there should be ample description of the program and experiences of the people in the 

program Anaiysis is based on content and the context of the cases. The data is organized based on 

coherent categories, patterns and themes. This may be done by coding the data with appropriate 

labels. Both the words in the content as weU as the context under which specific words were used are 

important to derive the meanhg h m  the data Direct qwtations fkom the participants are also helpful 

in capturing their experiences. 

After organiaag the data into appropriate categories, patterns may be analyzed to develop 

causes, correlations, coasequences, and relationships among dinerent categories. When analysis of 

the data implies causal linkages in qualitative studies, the evduator mut clearly quaüfy and specify 

the conditions under wbich certain conclusion are reached (Patton, 1987). 

To further give c r e d i i i  to research findingo in qualitative studies, findingo may also be 

validated by e>caniinisg rival explanations. Rival expienations corn h m  rhioking about other logical 

possibilities and then detennining if- possibilitics can be supporteci by the data Data analysis may 



also be strengthened by coiiecting dierent kiads of data on the same question. For instance, using 

dEerent field workers and interviewers to avoid biaw, using multiple metho& to study a program 

and using dzerent perspectives to interpret a M of data. This is refemd to as trimgdation (Patton, 

1987): Triangulation addmses the issue of vaiidity and reliabüity in a qualitative approach. 

1 t is important to consider the characteristics of the people in the program In particular, close 

attention should be paid to the language peopIe use in the program- In some cases the phcipants 

may behave in a ce& way but not have a typical word or phrase to descni that behavior. In such 

cases, the evaluator c m  introduce the appropriate word or phrase. 

It should be emphasized that the qualitative approach does wt Uaply any lowering of 

standards for coliecting data In k t ,  Patton (1 987) States: 

The qualitative perspective in no way suggew that the researcher lacks the abüity to be 
scientifc whik coliecting data. On the contrary, it mrely specifïes that it is crucial for 
validity and consequently reliabüity to try to picture the empirical social world as it actually 
exists to those under investigation, rather than as the researcher imagines it to be. @. 20) 

There is a lot of controversy about the merits of qualitative approaches and for the most part 

it concerns issues of gene-n and O bjectivity. Again, Patton (1 987) argues that bdamentdy,  

qualitative approaches are designed to deal with a few cases or specific situations in detail-, thus, they 

are not meant for global generalizations. When used properly, that is when &y are relevant to the 

nudy, they are valid and reliable. Further, as previously mentioned, objectivîty is not always 

guaranteed with q u a d a t k  mcrrairrs because t h e  is ahvays value or subjective judgemnt involved 

in assigning empirical numbea to scales and the content of instruments and questions containeci in 

these BistBiments (Knieger, 1998). In other words, the numbers kcome a symbol of reality for the 

researcher but the respondents may misinterpm the question or the statement or they may feel that 

response choices are applicable in ody certain cases or in relation to unstated conditions. mus, the 
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reality of the respondents may be different h m  the reality of the researcher, 

Patton (1987) also notes that quaütative approaches are particulatly usefûi for fomtive 

evaluations, because they capture peopk's experietxes in detail. Furtbermore, pro- king 

developed may not yet bave clearly de- speciîicatiom that easiiy leid themseives to hypothesis, 

and do not lend themselves to quantitative inquiry. That is, enough tim may wt have evolved to 

measure outcomes a d  the shifting nature of the program niay requk  a more inductive and 

exploratory approach to evaluation consistent with qualitative methob. 

2.1.5 Scientific Rigour Venus Pmgmitic Approachcs 

There is a related debate in the literatute about whether evaluations shouid be scientificaliy 

ngorous or more pragnrttic (Rossi & Freeiiaq 1993; Shadish, Cook & M o n ,  1991). As previously 

discussed, the scientific paradgm piaces a heavy emphasis on experimental and quasi experimental 

methods. It advocates the use of stamiardized data and the collection fiom large samples to provide 

scienti6caUy reliable and generalizable data. The pragmatic approach is different fkom the scientific 

approach with respect to the purpose and the intent of the evaluatioa This approach recognkes the 

need for conducting. "good enough" evaluations given the avaüable m o r n t e s ,  political amiosphere, 

or other program constraints. 

Once again Rosi ami Freeman (1993) position themselves somewkre in the middle of these 

two paradigms. They suggest that evaluations can be nmurimally useful to decision makm a d  also 

meet the requirements of the scYnific mvestigator. 

2.1.6 Interna1 Venus Externrl Evalwationr 

Evaluations may be conducted internaiiy by the staff of the progrsm or by an extemai 

evaluator. There are pros and cons to each mtbod but in practicp, of€en the two approaches aie 
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combined and trade of& are made depending on the airn of the evaluation (Patton, 1982; Shadish, 

Cook & Leviton, 199 1). Internai evaiuations, where people in the program may coilect and anaiyze 

the data are typicaily less expensive than evaluations conducted by an externai evaiuator. However, 

externai evaiuations may have more credi'brlity than m t e d  evaiuations. In practice, to address the 

issue of credibilty in an intenial evaluation, often the data and the analysis conducted by internal 

evaluators are given to externai evaiuators for an u n b i i  opinion and o h  it is the e x t e d  

evaiuators who write the nnal report (Sidi&, Cook & Leviton, 1991). 

2.1.7 Summary of Literature Review on Program Evaluation 

The salient features of program evaiuation are summarLed in the foilowing paragraphs. 

First. evaluation may be considered an art as much as a science. The art* compels an 

evaluator to exercise constant decision making judgement depending on the unique situation of the 

evaiuatioa However, using good judgement requkes that the evaiuator is knowledgeable about the 

tec hnical aspects of evaluation. 

Second, the techniques discussed above should be conceived as a system and, depending on 

the srniafios these techniques may be used, and O f€en are used, in conjunction with each o h .  The 

type of informaiion required for the evaluation as dictated by design andor various stakeholders 

should be the chief determuiuig factor in deciding which method is to be utilized. 

There is a requirement thaî, regardles of the approach or rnethodolog#s use4 the hdings 

should be valid, reliable, credl'bie, useful and relevant. h short, the nadings of an evaluation should 

be something that people care about and shouid be meaningful. 

Also evaiuations sbould be conducted in an ethical maaner respectbg the rights a d  bekf s  

of ail the people involved and the organktion 
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Finaily, the best advice given by Berk and Rossi (1990) is to keep evaluations simple, as it is 

already a difncuh pmcess, ami adcihg umewsuy compiications or statinical sophistication may not 

be beneficcial However, high standards should not be sacrificd for simplicity. Quality should temain 

pararno unt. 

2.2 Part Two - Equity and Divemity 

2.2.1 ~Managing Divenity - Background & Key Coacepts 

It is estimated that 60 % of Canada's labour force can be categorized into the so cded "target 

groups" or designated groups (Benimadhu & Wright, 1992). Throughout the üterature, these 

"designateci group" rnembers are d e f a  as women and people who identify themselves as abonginal 

people, visible minorities, and people with difabilities (Beninwihu & Wright, 1992; Human Resources 

Development Canada, 1997; Jain & Hackett, 1989). Between 1986 and 1991, individuals who 

identified theu ongins as "Aboriginal onif' increased by 65 per cent in the City of Wùuiipeg . lt is 

estirnated that aborigmal people will comprise 16 per cent of the total population of Winnipeg by the 

year 20 16 (The City of Winnipeg* 1998). Sbdariy king immigration patterns, the hcreasing labour 

force participation of wown, and more people living with disabilities, have led to bdamental 

changes in the labour force. The proportion of the designated group membefs in the labour force is 

expected to increase beyond the year 2 0 0  (Benimadhu & Wright, 1992). It is also widely 

acknowledged that t&s groups have traditiody been discrimiriateci against and were not an integral 

part of the employment system in Canada, both in govenunent and the pnvate sector (Milkonch, 

Glueck, Barth & McShane, 1988). 

Thes  eiltrants in the labour market constitute a vital resource, and their full particiption in 

the workpiace wi!l be frmlamental to an oqpidon's  a b i i  to understand and mpond to the needs 
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of  a rapidly changing sockty and marketplace (Benimadhu & Wright, 1992). In tict some see this 

as an absolute necessity fbr buJmss with potentid co~ise~uemcs for business's bottom lim (Jackson, 

LaFatso, Schultz & Kelly, 1993)- 

These demographî changes aiso have signifiant 

designated groups are also constituents in the poiitical 

implications for governments because the 

system. In order to address sorne of the 

changes in the kbour force, gommments and busïïsses started impiementmg certain prograns sucb 

as aExmtive action and empbyment equity (Miikovich, Glueck, Barth & McShane, 1988; Thomas, 

199 1). In Canada employmmt equity programs focused on increasing the repremtation of four 

designated groups. These designated groups included womn, people with disabilities, visible 

minodies and aboriginal peopk. Despite the implementation of these programs, the representation 

of these designated goup wmbers re& low when compared with avaihble workforce labour 

poo 1. For instance, firom 1 984 to 1 99 1 the representation of women and racial minorities increased 

by ody  3 percent in Canadian o r g h t i o n s .  The percentage of aboriginals and pemns with 

disab'ies employed represented less than 4 percent of the work force dukg  the same tirne period 

(Wion, 1996). 

Wilson (1996) also documents other concens related to EE programS. For example, there 

is a growing debate m the iiterature regadhg the appropriateness of numerifal representation as the 

primary detemiinant of succes. Many organizatioas cornplaineci that most of the resources were 

king used to admmeter t h  system to generate numbers instead of pursuhg long terni genuine equity 

goals, such as building a supportive work environment in which people nom the desimted groups 

would feel welcomed, respected and cornfortable. There was aiso growing critickm of thex 

initiatives because these iaitatives were perceivecl to lead to reverse discrimination aad tokenisrn by 
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ignoring the merit principle. Cleariy thea programJ were not ha* the desired effect and a new 

approach was needed. 

Despite the ckims of niany empbymnt equity critics that it creates reverse discrimination and 

is deGroying the ment principle, statistical evidence strongly suggests these programs show little 

evidence of having advanced to the point of creating reverse discrimination (Falkenberg & Boland. 

1997). There seem to be a general comemrrs m the iïterature that employment equity programs have 

had at best, marginal success. In k t ,  some proponents of employment equity advocate that the 

Canadian governent should introduce quotas given the reaiïty of these programs. In cases where 

EE program are successfùi in facilitating designated group membea' entry to jobs, credit is oeen 

attributed only to the program m k  tàan the abities of the individuals hired (Faikenberg & Bo land, 

1997). The implication or the perception is that the designated group membea are given preferential 

treatment through the program when cornpethg for jobs and they do not possess the necessary 

qiialifications. 

Today, many of these programs are aiso known as "Managing Diversity" programs, although 

other labels such as "Vahihg Di&ences" or "Valuing Diversiw' are also used (So~enfeld & Ellis, 

1994; Thomas, 1991). The distinction ktween EE and diversity programs is that while EE focuses 

primarily on eliminating emplo yment barcien facing designated groups, diversity pro- expand 

on this focus by vaiuing, seeking out and capitaliPng on employee differences. These measures may 

inchde developing plicies such as reasonabk accommodation, alternative work arrangements and 

general educational program on diversity to create a more respecthl workplace. 

Designateci gruups are also d b n t  and fàce specific problerns in the workplace. Examples 

of specific issues reiated to eadi desigriated group ce~pectiveiy are provided nea. Miikovich, Glueck, 



Barth and McShane (1988) indiwte that the issws king 

working, their occupational mgregatioa m the clerical 

3 1 

women are child c m  issues wMe they are 

field, and sakry discriminatioa. The major 

pro blem facing aboriginal peopk is participation in the work force. For example, aboriginal people 

experience mice the level of unemployment and receive oniy 60 percent of the incorn received by 

non-native people m the same occupation (Milkovich, Glueck, Barth & McShane, 1988). According 

to more ment statistics, aboriginal peopk still oniy comprise les than 2 % of the labour force with 

rnost of them employed m clerical and manuai work (Human Resources Development Canada, 1 997). 

The same report also iadicated that average salary eamed by a b o m  m n  was only 85.6 % of what 

au men in the workforce eamed. The major issue for visible minorities h raciai prejudice as weli as 

occupational barners built into employment practks. For imterre, m one study conducted in Ontario 

white subjects were offered three times as rnany jobs as black applicants even though both group of 

subjects had similar work and educational experience. People with disabiities are concerned with 

issues of rasonable acconmiodatioas on the job (Milkovich, Glueck, Barth & McShane, 1988). For 

example, some older buildings are not easily accessible to people with wheelchairs because they do 

not have ramps or elevators. 

Before examining the concept of managing diversity and some of its more salient features, it 

is irnperative to define the t e m  Employment Equity (EE) and Mamghg Diversity. EE is d e W  as 

a comprehensive pro-active planning process by an employet to identifL and remove discrimlliation 

in employment policies and p t i c e s  (Jan & Hackett, 1989). In addition, the program tries to remedy 

the effects of past discrnniriation through the active recruîtment, selection and training of designated 

group members. These pro- aiso eonae appropriate repicscntation of designated groups 

throughout the organization thmugh numricai time tables. Numerical tirnetables are related to 
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representation in that numerical t h e  tables set a reaüstic timc liir in which to increase the 

representation of designateci group. It is extremely importaat to emphasize that these nuIlkencal time 

tables do rot in any way imply "regulatory quotas". Numericd representation refen to comparative 

industÏy standards that the o r g d t i o n  works towards. 'Rze underiying principle is that the 

proportion of designated group employets should refiect theu proportion in the general population 

(Falkenberg & Bolanci, 1997). 

Managing Divenity is defhed as a "comprehensive znanagerial process" for developing an 

environment that works for all employees (Thomas, 1 99 1, p. 1 0.). Defîning "managiug diversity as 

a process highlights its evolutionary nature and aiiows corporations to develop steps for generating 

a ''natumi" capability to tap the potential of al1 employees hcluding white d e s .  The inclusion of 

white males in managing divers* is seen as vitai because tradihnally this group has held most senior 

and management positions. This group could serve as nienton for new staff in senior positions, some 

of d o  may be h m  the designated groups wtio would cleariy need direction in theu new roles. The 

essence of "rnanaging diversity" is to change the "roots" of the orgarhtion so a culture is created 

where individuai differences are ceiebrated in contrast to emphasis on assimilation. 

Wilson (1996) strongiy argues for building a business case for diversity. Even in the case of 

government, a business caçe for mamghg àiversity can be linked to the diverse population and how 

the govermnent of the &y h u l d  service such divm constituents (Wilson, 19%). In k t ,  the Chief 

Administrative Otncer for t& City wants to ensure that any p o k y  rekted to Employment Equity or 

Diversity fits into the overall business plan for the orgaoUation (J. H a l h i o n ,  petrond 

communication, September, 1998). The business plan would also include policies relating to humm 

relations. 
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In eval- the success of mnaghg d k d y  programs, Wüson (1996) suggests using both 

qualitative and quantitative methods. He suggests that simply concentrathg on numbers has not 

proved successful in the past and the low numbers should k used only as an "oil tight" indicating a 

potent& problem To assess the problem, he advocates using qualitative mesures such as attitude 

sweys, focus groups or sarnple environment sans of the organhtion By using such methods, an 

organization can get a good idea of how its prograins are perceived by its emptoyees, leaders and 

other key stakebldexs m its environment. After audying the results, the organization can implement 

appropriate policies or progreras. 

2.2.2 Research Problems Reiated to Designated Croups 

At this point, it may be helpful to consider some gened research issues associated with 

designated groups. Monette, Suliivan, and Dejong (1990) highlïght some of these issues. 

The fust issues deals with ethics in research and the k t  that designated groups may be 

particularly vuinerable as research sub* These authors argue that a practice should be developed 

whereby ethical guidelines are fobwed when conduchg research. For example, the researcher must 

assure informed consent, confidentiality and privacy to participants in M e r  researcb The authors 

provide the examples of Iewish pople as coerced subjects of experiments during the holocaust, and 

the experience of black people during the 1930's in research that was highly immoral. 

The problem of extemal vaiidity is also directly related to the limited popuktion size of 

designated groups. It is argued that results nom a study involving such smd groups M y  

exüemeiy hard to generalize. Nevertheles, many coomm>n t&mcs and experienccs across studies can 

be highlighted. Similar problems occur due to omission of gender in many *dies. For instance, in 

past studies, overail conclusions are presented as though thent were no gender differences in 
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designated groups. While tirme are limitations to small studies as indicateâ, the biggest advantage of 

srnail studies involving target groups is that the study ad& richness and depth by undentandhg a 

groups' life experiences. 

The implications of ihe issues just discussed are directly relevant to the subject of equity and 

divers*. For irisiaace, it is important to design rrscarch studies that an wt otfensive but at the same 

time O btain people's genuine feelings about the piogram 

2.2.3 Rationale and Coatext for Impkmenting Equity and Divenity Initiative 

ïhere are Wcely s e v d  reasons for the City to implement EDI. They may be politicai, as this 

initiative had unanirnous support fiom city counciliors, or social, as the City wants to be perceiveci 

as "a good corporate" citizen (The City of WiMpeg, l996a). h addition, the City recognizes that 

designated groups are der-represented in the civic workforce (The City of Wnipeg, 1996a). 

Furthemore, the city was under pressure fiom several community organizations and 

individual rnembers of the designated groups for not achieving the desired results in increasing the 

representation of designated group wmbers in the CMC workforce during the implementation of an 

Employment Equity Program for the last 15 yean (Ombudsman's Report, 1996). In hstration, the 

Social Planning Council (WC) of W i p e g  , a comrnunity organization advocating on behalf O f the 

designated group nembers ami an hdividua,i, fiied a officiai cornplaint with the Ombudsman's Office 

(Ombudsman's Report, 1996).T'he Ombudsman a p d  with the aliegations and recommended that 

the City adopt certain masures to rectify the problem. Thus it shouid be clear that there are various 

stakeholders that have influence on Program SC. 

As a result of growing pressurr h m  many organhtions repmeating designated groups and 

as a response to this pressure, the CQ conducted an audit of its Employmnt Equity Progran Some 
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of the findings of this Audit Report are outlined below (The City of W-peg, 1996a). 

Overall, the report concluded that whüe some positive clianges have occumd due to the 

City's efforts. the EE program has had "ümited" success. For instance, representatioa statistics 

indicated that despite the program's existence for the laa 15 years, the desigmted groups (women, 

visible minonties, abonginai people, and disabled people) remained significantly der-represented 

in the City's workforce. The City's 1994 workforce s w e y  Ïndicated that womn comprired 21 % 

of the permanent civic workforce as compared to 47.5 % of the City's labour market; aboriginai 

people comprised 3.3 % as opposed to 5.0 % in the labour market; statûtics for visible minorities 

were 3.0% and 10.3 % respectively, and people with disabilities comprised 3.9 % of the workforce 

and were 7.6% of the labour force (The City of W&peg, 1996a). There was improvement in aii 

areas fiom 1995 to 1996 at the entry level positions but professional, management and other senior 

positions with in the City were ail under-reprexnted. 

ïhe report also hiehliphted shPagths and weebiesses of the program and inciuded supportmg 

data. It also identified a strategic direction for the program as weli as strategies for moving the 

program fonvard in the organization. Strengths included the City's efforts in specinc initiatives, 

education, communication and harassrnent policies as strengths. Amas with siificani weaknesses 

included measurement, accountabüity, strategic pianning and resources. Yet these are e-emely 

important indicators of equity and diversity success (The City of wipeg, 1996a). 

In order to iniprove on the wealmessff, the recommended strategies included integratlig the 

concepts of equity and divcnay throughout the organization. Several short and bng tenn go& were 

recommended. Short temi goais Prhded imasmg the repmsentation of designated group members 

through data collection, goals and timtables, and targeted masures. In addition, the w r t  also 
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w a k d  to ensure systens are equitable (fair), Lrluding human resource systems and services. Long 

tem goals inchided creaillig an organi;riltionai c h  tliat vaiues equity and seeks out and capitalizes 

on workforce diversity. 

It should be emphariæd tliat these areas are hterrehted and changes in one area will impact 

on the other two. Furthermore, it was recommended that the focus be on continuous improvement 

and engaghg as rnany people as pos'bie becaus~ the whok concept of diversïty emphasizes d i r e n t  

view points (The City of Wuinipeg, 1996a, p.6). 

The report also highlights very specific measures in order to achieve the strategy outlined 

above. This specifïcity of factors would d e  them especkdiy amenable to evaluation. For instance, 

in the area of commisment iLd leadership, the report ncornmends that nippon of equity and diversity 

initiatives requires a fimi comrnitment fkom the organization's leaders. In addition, several other key 

recomrnendations are made. Some of these are: 

- Development of an initiai equity and diversay plan within 12 months after the release of the 

report and conthuous revisitation of  the plan thereafter. 

In tenns of accountab'ity, tbat: 

- Organizationai and departmental quamitative and qualitative goals and thtables be set and 

performance m e m e s  be identified with respect to representation, system and culture. 

- The goals and tirnetable should be reaiistic and measurable. 

- Quantitative goals rnay address internai and external b u r  force data, turnover rates, new 

hires, occupational disuiIbution, salaries, job natus, proorno tions, exits h m  the 

organization, Vaining, and devebopment. 

- Qualitative goals may inclucie goals regardhg system changes, outre& education and 
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work environment or organizationai culture. Employee attitudes, workfom pro* eom 

a variety of perspectives, awareness and satisfaction fan also k measured qualitatively. 

- Another recommndation is a targeted formative evaluation of EE program ( SC) to assess 

its goals and impact m order to impmve and enhaaa the program on an ongoing b i s  (The 

City of Wuinpeg, 1996% p. 62 ). 

In the area of idsomiation and perfiomiance masuremnt systems, it is ircomrrmded that the 

organization adopt a comprehensive human resource information system in order to collect and 

compare sorne of the data mentioned above. This should also facilitate reporthg and monitoring and 

should result in continuous improvernent (The City of W i p e g ,  l996a). 

In the area of special initiatives within the program, it is recommended that priority be given 

to initiatives that would improve the representation of the designated groups, areas in which there 

appear to be opportunities within the next three to five years, initiatives that have the potentiai to 

leverage sustainable organization-wide system changes and initiatives in which there is potential to 

part ner resources. 

In the area of communication, it is recommended that a process be established that would 

facilitate s b a M g  of mfomtion and the involvement of various stakeholden to create awareness of 

equity and diversity issues and promote ïnclusivity. These could k intemal cornmittees, unions and 

associations, and external agencies. 

In the area of the centraliaxi initiative, an muai review of both human and finamial resources 

is recornmended so tbat any gaps between what should be realisticaliy efcomplisbed and what is not 

king accomplished can be addressed. 

Mer reviewing the audit report, the City devebped a kisiness plan for creating an Equity and 
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Diversity uiitiative. The business plan ako highlighted some cnticd succes factors for the program. 

The main goal of Program SC is to incrementally enhance existing and ongoing initiatives to 

build and maintain a diverse and a highiy productive work force withm the City of WLuupeg. 

Key activities within the prognun include m e d g  proceses that promote innovation and 

challenge conventionai rnethods of adchsing k e s  of employment equity. The program emphasizes 

pursuing partne&@ and supportive relationships with existiag cornmunity xrvice providers in the 

fieid of training and empbyment, and coordinating activities with other intergovemmental, quasi- 

public &or private sector initiatives. 

Critical success facon include commitment fiom both elected and appointed officiais to the 

principles of equity and diversity, and the administrative capacity to plan, organite and deliver 

appropriate programs. It M e r  emphasizes a system for accountabii for resdts as weii as the 

capacity of the community and other levels of govemment to partner successfUUy in programming 

areas. 

To achieve a more diverse woMorce, several sub progmms are recommended under Program 

SC. These uiclude: 

1 ) Pilot Action Projects: These include special masures developed as innovative projects to 

inc r ease O ppo rtunities for ce presentatives of the designated group members and result h g  in the 

realization of waningful employment within the City of W11INpeg organization. Exarnples may 

inc lude t argeted recmitment strategies, job specific skiils and internship, or apprent iceship 

opportunities. Pmjects may k undertaken within all levels of the workforce fiom entry level jobs to 

managerial positions. 

2) Systern Support ani Assesanent Activities wlihm this category provide support to current 



39 

h& resource lysteros to identify physical and systemic barriers, and promote additional 

opportunhies. Examples may include data base designs to identify sM1 shortages, employee s w e y  

instruments, and praftices that may Lmiit the effêctiveness of the program. 

3) Workforce Support and Enhancement: In this category, the corporate culture and 

environment that is necessary for designated group members to succeed is studied and altered as 

required. Examples may include workshops dealiag with equity and diversity and individual career 

exploration and counseling. 

4) Coordination and Deîivery: This element involves foc.using efforts on program delivery. 

This m y  be done intenially or through extemal consultants and term or c d  employees. Emphasis 
I 

is also placed on developing Mages  with other extemal agencies in the community as weil as the 

active invo lvement of collective bargainhg agents. 

The report also hîghlights eligibility criteria for fhding projeas as weii as appropriate 

approving authorities. 

It should be noted that some of the critical success factors such as accountab'rlity, numerical 

goals and tirnetables, aad ongohg monitoring are also considerrd important in other studies (lain Br 

Hackett, 1 989). These authors also stress that when collecting data, both "stock" and "flow" data 

should be considered. Stock data gives a srapsbot of the workforce by comparing minorities and non 

minorities. The flow data on the other hand refers to the movement of minonties through the 

organization, including number of applicants, hires, promotions and terminatioas. Thus flow data 

pro bably requires qualitative masurement techniques especiaüy if idormat ion is gathead 60m 

inte~ewing people and tapphg into tbek experieoas. 

Io particular, the ratio& behind evaluating Program SC includes the fact that the Audit 
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~ e p o r t  (1996) c a b  for a formative targeted evaluation of EE masures with a clear emphasis on 

qualitative measures. The coordinator for the program also wants to ensure that a f k  securing 

significant funding, the program is a success and has what is needed to make R a success (J. 

~ a l l i  &non., personal communication, September, 1 998). Furthemore, an evaluation may be 

cornrnissioned by the program mnager on as needed basis under the fUndig arrangerrrent, and there 

is a speci£ic budget to conduct an evaluatiorr, 

2.3 Integration of Literature Review and the Practicum 

In summary, the literature review indicates the rationale and some underlying factors in 

evaluating Program SC. Specifically the rat iode for evaluating this program includes the following: 

- the fàct that the City has been nmggliog with diversity issues for a long tirne; 

- the City acknowledges that its workforce is under represented in aLi areas; 

- that previous attempts in dealing with diversity issues have been marginally successfiil; 

. . - the City is undet pressure h m  politicai and social advocates and its own adminisuation to address 

the issues O C equity and dive*. 

- the influx of new fiuiding ($ 1.2 million) for the program. 

In Part 1 of the iïterature review, some fundamental concepts of program evaluation were 

introduced. Specificaiiy, the role of multiple stakeholdea, formative evaluations, pragmatic 

evaluations and qualitative rpsarch methods were discusscd. In part II of the literature review, sorne 

specific issues reiated to equity and diversity as well as the impetus for the evaluation Program SC 

were discussed. The concepts discussed in Part 1 and Part II of the literature review provided both 

contextual and tec hnical ùackgrouad needed for an evaluability assesment. 

The City has chosen to impkmnt the Equity and Diversity Initiative and Program SC as a 
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vehicle to address the needs of the designated group members in order to maintain a diverse and 

highhl productive workforce (The City of Wbpeg,  1996b). The underlyhg assumption behind the 

program is that with some innovative interventions, the designated groups wüi be able to increase 

their kpresentation at the City of Whpeg . The concept behind the program is mt based on pure 

theory as such but, as discussed in part I of the iiterature review regarding theory based evaluations, 

some program involve very infocmal and implicit bories.  This is the case with Program 5C. 

The City often operates in a very political environment whm pressure due to t h  coonraints 

is the n o m  The emphasis is on conducting work in a tirnely fàshion due to political pressure. 

Therefore, a practical approach to evaluation was needed. An experimental design with a control 

. .  group was not only umeahx in this context but &O inappropriate. Therefore, the emphasis was on 

conducting a "good enough" evaluation using a design that took into account the political realities 

and t ime constraints. 

The involvemeat of various stakeholders in the program is a very important factor, and, as 

an interna1 evaluator it was important to pay attention to the needs and prionties of those m~st 

directiy involved with the program The issues of havhg multiple stakeholders in the evaluation and 

the need for pragmatic Mew of evaluation was also dixusseci in the literature review. 

The need for a formative evaluation was a h  evident fiom the fiterature review. The audit 

report specincally calIs for a "formative" evaluation of the program on ongohg basis. The program 

is still evolving and this is one more reason to condua a formative evaluation. in this mgard the 

reiated section of the Iiterature review on evaluab'ity assessments and process evaiuations proved 

very helpfûi . 

In Part iI of the Literaîure review, the audit report and thc business report hiwghted some 
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critical factors for success of the program but exactly how to m a n v e  these criticai success fàcton 

or the standards for evahiation of these success factors were not discuswd in detaii in these reports. 

Thus, there was a need to begin by conducting an evaluability assesment. 

Wilson (1996) argues that pure emphasis on just increasing numbers through EE has not 

worked in the past and numbas sbould be used ody as mdicatoa or an "oil iight" of problems related 

to the designated group members in the workplace. The implication is that these low numbers do not 

indiate the exact problem in the workplace. To obtain a clearer picture of why the numbers are so 

low and what can be done about the problem requires a discussion of the issues fiicing designated 

groups with the relevant key stakeholders and designated group rnembers to capture their 

experiences. The foiiowing key questions may be considered when discussing these issues. For 

example, do organizations lack supportive work environments? Ifço how do they plan to change their 

work environment? Do they have systemic barriers? I f  so, what are these barriers and what policies 

or procedures led to them? How do people in the organization perceive members of the designated 

groups? What are the feelings of the designated group members in the organizatioas? 

1 felt that to capture the true feelings of people in Program SC, evaiuability assessrnent should 

focus on qualitative methods. SpecScaliy, developing standards for measuring the success of a 

pro gram requires various perspectives h m  dinerent groups and individu&. Wilson ( 1 996) 

specificaiiy proposed qualitative methods such as interviews and focus groups to cap- the true 

feelings of people involved in equity issues. The audit report also indicated a Nang preference for 

using qualitative mesures. Therefore, the focus of the evaiuability assessments was on qualitative 

mesures. 

Finally, the commmity involvement in Program SC is paramount. But how is this process 
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worklig? 1s the program king implemnted in a nishion origuially thought? How do community 

memben feel about this process? Again some of the literature on process evaiuations was also 

directiy relevant. It is a repuirement that the coordinator of the EDI spend much of the â 1 -2 m o n  

budget in the cornmmity. Thur, th& input into developlig st&& by which the success of the 

program will be measured was also given priority. 
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3.0 INTERVENTION PLANNING 

Although the development of an evaluation h w o r k  was comMssioned by the program 

manager of 5C and the need for an evaluation was clear fiom the literature review, the ne* logical 

question was how and wtÿa mabods should be u d  to conduct tbe evaluabiiity assesment proposed 

in the practicum, 

It rnay be helpful to identirj. an o v e d  intemention p h  and then to disfuss it in more detd. 

The intervention consisted of developing an evaluability assesment to establish clear standards for 

evaiuating Program 5C of the WDk More specincally* an evaiuation hmework was developed for 

Porgram SC. An understandimg of critical success factors in evaluating Program 5C was o btahed 
I 

fiom various stakeholders through focus group consultations and inte~ews.  The focus groups and 

interviews were used to elicit feedback on the evaluation fiamework. The focus group consultations 

and interviews also ensured the various stakeholders were consulted in the process. These key 

stakeholders were comprised of community groups as defined eariier, City managers* other 

govemment departments, designated group members themselves, and potential employees and 

participants involved in various pilot projects These stakeholders were included for focus group 

consultations because they have a vested interest in working with designated groups to address theu 

needs. 

Because 1 completed a practicum, a fïrst and necessary step in developing an evaluation 

hune work is to give a detailed description of the practicum setting. This will assist in putting the 

evaluation and my role hto perspective. 

3.1 Practicum Setting 

The practicm was supported by the Equity and Divasiry Initiative. This is a special initiative 



45 

of the Corporate Services Department at the City of Wunipeg a d  is iocated at City Hd in the 

Administration Building. Tk major objective of the initiative is to hcrease the reptesentation of the 

four designated groups in the organization (Equity) and to support a culture where differences in 

individu& are celebrated and respected (Diveaity). The location of the initiative at the corporate 

level is a symbolic gesture emplxaizhg its importance in the organhtion and the commitment of the 

City's political and administration leaders to the initiative. The current initiative received 5 1.2 million 

furding under the W e  Dewlopment Agreement for fïve years ( h m  1995 to 2000). At the time 

of the practicum, the Eiitiative was staffed by two fuii time positions. One of the positions was Ued 

by an Equity and Diversity Coordinator. It is the responsibility of the coordinator to manage the 

program The other aafFmmber provides admmwa 
* - 

tive support to the coordinator. 1 was seconded 

to the initiative for six months to set up an evaluation hmework for Program SC of the WDA. 

There is another critical factor which is very important to mention and it has a direct impact 

on the practicurn The EDI coordinator, under the WDA, is obliged to allocate much of the financiai 

resources in the cornmunity. Thus an outside consultant was to be hired to conduct the actual 

evaluation using the evaluation bmework as a guideline. 

The coordinator had agreed to be extremely flexible in order to d o w  me to complete the 

practicum as there was considerable overlap between the practicum and my regular work activities. 

Thus, the time spent on direct practicum activities during the secondment were weii in excess of the 

t h e  requirement outlined for a practicum by the Facdty of Social Work. 

3.2 Practicum Objectives Revised 

The praticum objectives wiU be reviewcd k e  briefly to put the intervention into perspective. 

The primary objective of the pmcticum was to learn about the evaluation of Program SC and to 
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conduct an evaluabiiity assessrnent through a consultation process involving key stakeholders. 

Another objective of the practicum was to develop an in-depth understanding and to gain hamis on 

experience in designing, pplaraùig and implemanirig a qualitative approach and related data gathering 

methods in program evaluation. It was also proposed that it would k mteresting to examine how 

comUNîy groups and other stakeholders viewed my role as an internal evaluator. 

An understanding of my role as an internal evaiuator was to be deveioped through targeted 

readings on this subject during the practicum as well as by keeping a log of activities conducted 

during the practicum and reflecting on the experience. 

A specifk sutwbjective of the practicum related to evaluability assessments -was to develop 

an evaluation Mework so clear standards are established for evaluating the Program 5C. î h e  

evaluation fhmework was the product of the evaluation assesment. Another sub objective of the 

practicum related to evaluation in general was to develop an understanding of the policies and 

decision making process regarding evduation at the senior levei of govemment; in other words, to 

develop an understanding of the practical realities of evaluation. This was achieved by attending 

relevant meetings with the key stakeholders. 

3.3 Focus Groups and Interviews 

There are numerous nakeholders involved with Program SC, and because of this there is a 

need for an efScient W k k  channel linking thse stakeholders to the manager of Program SC. One 

such technique is brrowed from the market research field and is laiown as focus group discussions 

(Dean, 1994). This techique has p v e n  succes& in other settiags that require feedback fiom large 

number of participants m an efkient niamur. It is prticuhriy relevant in the City's case and therefore 

is d i s c d  in more detail hcre. Similar mihods have pmved successfbi in other equity and diveaity 



related evduations @oyie, 1993). 

A focus group is an infoimal, d group discussion designed to obtah S e p t h  qualitative 

information @ean, 1994). LdMduals a& specifidy eMted to participate in the discussion and these 

participants &y have something in comma. In the City's case, the specific issue îs employrnent 

equity and diversity. The City and the WDA encourage various stakeholders such as cornmunity 

groups, program managers, designated group members and other govenunent depa~ments to work 

together to address issues related designated groups. In the audit and the business report, there was 

direct and clear reference to obtaining qualitative measures about the o v e d i  success of these 

programs as well as theu processes. 

The dirussion group is usuaiiy kept miall sa detailed mformation about a specinc subject can 

be shared amongst group members. The small site encourages c d i d  interaction between group 

members. As previously discussed, some of the traditional data gathering methods, such as sweys, 

do no t ail0 w for candid sharing of views especially in research reiated to target groups (Monette. 

Sullivan, & Dejong, 1990). The 6Redom of the participants m the group allows the researcher to elicit 

no t only what participants think about a topic but how they approach it and why they arrive at the 

conclusions they hold. 

Focus groups may be especialiy wful in the exploratory stages of research, or when an 

admhktrator wants to develop a deeper understanding of a program or senice (Dean, 1994). Thus, 

focus groups may be particularly suited to collecting data for an evahiability assessment. 

There are several reasons for conducting focus groups, but two ceasons are particularly 

important in this case. First, focus groups are efficient in that feedback nom large number of peopk 

can be coiiected m a relatively short period of time. Second, they provide a way of meaningfully 
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invo lvhg vario us stake ho ldea in the evaluation process. WMe O ther qualitative rnethods suc h as 

interviews may also involve key stakeholders in the evaiuation process, focus groups aiiow these 

stakeholden to exchange ideas in the saw setting. 

There rnay be some disadvantages of using focus groups in this setting. Some of the 

designateci group rnembers may w t  feei cornfortable in a group discussiom. Their concems may be 

language barriers, king negatively iabeled, or they rnay feel &table by bemg the focus of  

discussions. In such cases, individual in te~ews  may be used as an alternative to gather additionai or 

confïrming data Furthemore, it is a real possibility that various stakeholders may not be able to 

attend the focus groups or there rnay be exîremely low tumout. In this case, i n t e ~ e w s  are also a 

good backup plan. 

There are also other limitations to using focus groups (Patton, 1987). Since the amount of 

response time to any given question is k r e a d  coruiderably by havuig a number of people respond, 

the number of questions that can be asked in the group is ümited. Focus groups also require a good 

understandmg of group dynamks. It is important to manage the interview accordingly. For example, 

the dirussion may be dominateci by one or two penons and not give ample speaklig opportunity to 

other members of the group. This may result in group conflict. In addition, guaranteeing 

CO nfïdentiality in such a group may also prove difficult. AU these issues are important to consider 

when conducting focus groups. 

It is important to carefùily phn the actual implementation of the focus groups including 

specific questions to be asked during the sessions and to consider a strategy for analyzhg the data- 

This was one of the key tasks performed during the practicum. 

Before analysis of the data collected dutiag the focus group discussioas can begk key 
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questions to be asked during the sessions are developed. Questions are the raw material of the focus 

group andysis (Knieger, 1998). These questions are reviewed with the key stakeholders to ensure 

the questions are relevant to the shdy and wiii provide answers that interest the various stakeholders. 

The sequencing of the questions asked du* the focus group sessions is also very important. 

Typically, introductory and transition questions are asked prior to key questions which adckess the 

major issues in the study. Questions are ofien open ended. 'Ihu dows the participants to offer 

maximum insight and reflect on their experiences about the topic at haed (Knieger, 1998; Patton, 

1987). 

It is critical to consider and p h  data analysis issues early in the study (Krueger, 1 998). This 

helps in focusuig the fimi resuits. Some issues related to analyzing the information obtained through 

focus groups require fiirther discussion as t is the analysis of the &ta that will give rneaning to the 

nnal evaiuation results. Analysis of focus group discussions must be systematic. S ystematic analysis 

foffows a prescribed and sequential process. Systernatic analysis procedures help ensure that the 

resukts wiU be as authentic as possible (KNeger, 1998). In other words, systematic procedures ennire 

the r e h  fiom the adysis of focus group discussions are reliable and vaiid. The issue of reliability 

and validity related to qualitative methods was discussed in detail ui Chapter 2. 

To aid Li the analysis phase, the fwus group discussions are often electronicaliy recorded and 

the data is coded by attaching labels to cornnion îhemes. A cornputer may be used to code the 

transcnpts. When analysing the data nom the focus group sessions, it is important to consider the 

words, the context, fiequency of cornments, extensivemss of the comments, the iotensity of the 

comments as weil as the specincity of the comments. It is also important to consider non-vetw 

communication of the participants during the sessions by obacrving certain khaviours. 



information can be reassembled in several differmt ways to analyse the data fiom dinerent view 

points Examinhg the data h m  dEBmnt perspectives should develop a deeper understandhg of the 

program- Fùiay., the data is verified by asking finai questions so the responses of the respondents are 

clearly-undemood. This ensures the Întent of tbc participants is weU undemood. A debriefing session 

between the research team also helps in c w g  or verifying the data. This is usually held 

immediateiy after the focus groups. =ici notes taken during the focus p u p  sessions and some fom 

of electronic recordkg of the focus group sessions can a h  ensure that the data used in the analysis 

and the results are verinable. The main object of the analysis should be to provide enlightenment to 

lift the level of understanding to a new plateau. 

This systematic nature of analysing the focus group sessions and how it relates to the 

practicum process w i .  be discussed in more detail in the next chapter. 

3.4 Sumrnary of the Intervention 

The overail time fiame to compiete the entire array of practicum actinties was six months 

(fkom Septernber, 1998 to Febniary, 1999). This included, but was no< limited to, designing, p l h g  

and implementing focus groups and interviews as weU as analyzing the data Deveiophg the 

evaluation k w o r k  was also a major undertaking during this tw. Writing a report for the program 

manager and writing the final practicum report took an additionai two months. 

The next chapter highîights the description of specific activities conducted duhg  the 

practicum leading up to the practical impkmntation of focus groups as a fèedback mechanûm on 

the evaluaton h w o r k .  These actrvities 
. .. wae rrcorQd m an ongokg fàshion in a personal log kept 

for this purpose. It must be empbasized that the focus groups were only part of the p d c u m  As the 

next chapter will demonstrate, there wen rnany activities conducted durhg the prscticum that 



contniuted the objectives of the practicum and the developmnt of the evaluation fkamework. 
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managers and noted that the major focus of Program SC was to help build and maintain a 

representative and equitabk worKorce specifically for the City of Wepeg as an employer. The 

senior managers stated they would try to clarifl the eiigibility criteria with the counciiiors. 

This was an interesthg leaming experiellce as sometimes realities of administration priorities 

often collide with fealities of poiitical ïeaders. For example, the coordinator and the senior managers 

acknowledged that because an election was Eist approachhg, sorne of the councüloa may have 

wanted to approve programs regardles of where the fùnding was coming fiom It was a h  the 

perception of the coordinator and the senior mangers that whik some counciilon wanted to approve 

programs near the election time other counciliors wanted to delay key decisions until d e r  the 

election, especially any programs that were perceived to be controversial. 

This meeting had powerful ramifications for evaluation of the program. Specincdy, the time 

fiame to get programs approved by Council was mDwnced by the political process and other chic 

governrnent priorities. For instance , during the chic election, priority was given to issues that had 

polit ical ramifications. Therefore, projects under Program SC that needed Council approd, were 

oflen not considered until the poiiticians and senior management dealt with issues that were deemed 

to have political pnority. This indicated that specific questions had to be built into the evaiuation 

hmework to elicit feedbaek about political influence on Program SC. Some of the questions in the 

fiamework related to the proposal process werp designed to evoke fcedback on the intluence of 

politics and political process on the evaluation of Program SC. 

1 also had the opportunity to accompany the coordinator of Program SC to an I d o d  

Executive Po ticy Co& (IEPC) meeting for approval of two major projects under Program SC; 

Clericd Beyond 2000 and the Intemhip Program Under the civic structure at the time of the 
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practicum, important poücy and budget issues had to be discussed mformaliy with the Executive 

Poky Conmhtee (EPC). This gave the counciliors on the EPC a chance to discuss and chri@ issues 

before making a decision or a formai cornmitment. 

The process also allowed senior admrnistra 
. . 

tors and the coordinator of Program SC to make 

the nece~~ary changes to kir proposais to get them f o d y  approved. This saved valuable time for 

both the pofiticians and the ad- . . tors. It also may have abwed EPC membets to 'WiW their 

decisions and obtain support fiom the rem* City couacillors on an "as weded basis". 

On one of the proposais, one particular counciiior questioned why chic departmena must be 

given extra mowtary incentives under Rograrn SC to hire designated group mernôers when it is 

already a City policy to be an equal opportunity employer. The ensuhg discussion hinhlin)ited that 

while a policy exists, it is wt ektive in recruiting designated group members. The coordinator of 

Program SC suggested that eduation of  the prognun will highlight the barriers and reasons why 

designated group members are d e r  represented. 

The issues and questions arisiug nom this meeting were buiit hto the evaluation îhmework- 

Specincally, an examination of the proposal process was kluded as a mabr component of the 

evaluation fiamework. 

One of the mst interesthg metings during the practicum was a meeting with the Assistant 

Fie  Chief for the City to discuss a news r e b  in the media concemiiig the perception of  lowering 

hiriog standards for the desipmi gioups, particulariy womea For one of the physical tests required 

to becorne a hfighter, ail participants must gmsp a iadder set at a pre-detemhed height. Some of 

the participants, m a  of w b h  were wonrm, were &en a second cheace to pass this test. The issue 

arose because the senior managenmt of the Fire Ikqmtment lowered the height of the ladder whkh 
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the department felt was incorrectly set at a higher level. For confidentiality reasons, this meeting 

cannot be discussed in detail as it involved highfy sensitive personnel and organizational rnatters. 

The union representing the Fire Fighters was especially concemed as it felt that the ladder 

heighi was lowered just to accommodate more women into the department. They also felt such a 

practice may jeopardize the safety of the public because in real fke situations, lifting ladders fiom a 

correct height is conçidzred an important part of the job. 

The fue department responded by arguing that improvements in new technologies such as 

hydraulic Ming systems made the previous test irrelevant. 

The coordinator and 1 listened to the description of the selection criteria for the Fire 

Department in detail. Mer reviewing the process, both the coordiitor and 1 felt the Fire Department 

had followed the correct procedure. 

During the last week of September and first week of October. 1998, there was continued 

controversy and news stories on the issue. 

This meeting and issues arising nom it had very significant implications for evaluation of 

Employrnent Equity (EE) programs. The perception that the designated groups were getting "specifl 

treatment imply that this factor should be built into the evaluation of EE proCLLraMS. Specincally. 

questions could be designed to study workplace attitudes towards employrnent equity. Certain 

questions in the Output section of the evaluation fhmework were intended to measure suc h attitudes. 

b) Meeting with the City Ombudsman 

As an important initial player involved in Ïnvestigating cornplaints aga& the City's EE 

program. I felt it would be very useful to consult the Ombudsman to discuss the issues identined in 

her investigation report in more detail. It was hypothesized that the issues identined in this meeting 
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may be relevant to the evaiuation of Program 5C. 

The Ombudsman had som suggestions which should be considered for evaiuating Program 

5C. These include the foliowing: 

1) The establishment of a Pefso~ei  Management idormation System (PMIS) by the City. 

This system would help keep track of different designated group rnembers' expenences 

in the organization. Information obtamed h m  such a system may be Quantitative or 

qualitative. 

2) An evaluation of the roies of unions and professional associations on designated groups. 

Specific referme was made to seniority clauses in the collective agreements. For 

instance, are these SefljOrity clauses a hiadrance in hiring and promothg designated group 

members? The O- d e  it clear that she felt unions and professionai associations 

play an important role in the ciMc government but some of their practices should be 

examined witbin the broder context of an employment systems review and possibly 

. . .  systemic discrimination. 

3) Promotion of designami groups into seaior managemnt positions wahm the city was also 

identified as a problem. Perhaps this is the remit of the senionty clauses. 

4) Perception of reverse dirimination veisus actual fàcts was also an area of concem. She 

recommended developing strategies to deal with some of these issues. 

5) Retention of s o m  of the designated groups in the chic workforce also desenes 

examination. 

6)  Extremiy b w  rrpcscntation of persons wah dicahility m the civic worHorce, to the point 

where there was mthing to report was identified as another area of concem. 
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7) Developing "Bridging Programs" where target group members could get involved in 

increashg responsibiiities in the organization 

c) Developing a Request for Proposal 

In Iate October, l998,I developed an initiai Request for Proposais (RFP's) document for 

eventual evaluation of Program SC. I had the prirnery respoasibility for developing guidellies and 

procedwes to hire an extenial consultant ta undertake evaluation of Program SC wah the City 

coordinator acting as a support penon. 

Developing the RFP required detailed and cornprehensive knowledge of Program SC, the 

expectat ions of the program manager and how the evaluation of Program 5C contributes to the 

overaii evaiuation of the WDA. The experience gained in this process was extremely valuable as the 

project required pkrming and conceptualizing the eventual evaiuation fiom the start to the end of the 

project in the year 2000. Both official and unofficiai documents were reviewed to gain an in-depth 

kmwledge o f  Program SC. It was only through revkwing ali the literature related to program SC as 

.. . . 
weil as f-g myseif with all the projects fbded under the program, that 1 was able to 

conceptuaiize the content of the evaluation. For example, I wanted the consultant to address bath 

qualitative and quantitative masuies as weli as the political context of the program 1 also wanted 

to ensure the consultant would carry out both a formative a d  a sumative evaluation of the 

program. A iist of qualifications for the consultant to carry out the evaluation was a h  developed. 

For instance, 1 wanted to ensure that the consuitant had a good understanding of the employment 

equity field as  wek Sample RFP's were also reviewed to develop op RFP. 1 also g a k d  valuable 

knowledge of the technical issues in developing an RFP includhg preparing a bMf RFP to be 

advertised in the newspaper and a detailed mpporting document. A detailed supporting dot-t 
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was important beuuise pote& codtants may want to r e d  the full RFP prior to submating their 

bids so they have a clear understanding of their rrsponsibilities and the scope of the work. This 

included the organkaîbn, layout of the d o m  devebping clcar roks for various players involved, 

and budget issues. Some of the coomponents such as the contractual agreement of the RFP had legal 

rdcations.  This was delegated to the Legal Services Division at the City for theK input. 

d) Meeting with the Consuitants Hired to Evaluatc tbc WDA 

During Decernber, 1998, there was also an evaiuation meeting of the WDA fàcilitaîed by Pro 

Active Inc., the coosuhaBtî hired to evahiae the WDA owtall. The program managers and executive 

directon h m  aii three ieveIs of government were present at this meeting. M y  role was to determine 

if any usefiil information could be coiiected fkom this meeting for the evaluation hmework of 

Program SC. 

The purpose of the meeting was to discuss the overall evaluation of the WDA. In evaluating 

the overall effectiveness of  WDA, the eventual goal of the evaiuation will be to detemine ifa) the 

agreements' overaU objectives have been met, and b) if the overd principles of the agreement have 

been met. In determining ifthe goals of the WDA were king met, the consuhants WU use qualaative 

measures such as mtefviews with various program managers as well as quantitative measures such 

as demographic uifomiation and budget information. The final evaiuation wiii be conducted in 

October, 1999. They stRssed tbat overail evaiuathn was wt to be confused with targeted evaiuation 

of individuai prograns such as evahiaiion of Program X. Wbile the consultants were mt conducting 

targeted evaluations, they admitted that some information wül overiap between the targeted 

evaluations of individuai programs and the overall evaluation. 

The condtauts provideci sorip very usefhi infomistion such as operational dennition of some 
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of the w o r a  in the agreermn. Ali thee ieveb cf govnmnmi have their own structures, procedures 

and interpretations, therefore clear operational definitions on which ali levels of govenimnt agree 

would help in the evaluation. These operational definitions helped in developing the evaiuation 

fi-amework and could be used in the targeted evaluation of Program SC. 

The consultants emphasized that evaiuation is an extremly complex proceu and ongoing 

coordination of evatuation activities among aii three levels of govemments are partidariy 

challenging. For example, the number of staff changes in thex large organizatiom requires king 

constantly vigilant in tenrrs of communication. 

My general feeling was that there was mt enough specific information pmvided at the meeting 

in terms of evaluation 1 also felt that evaluation was poorly understood by most peopk present at 

the meeting. 

I arranged a m e r  individual meeting with Pro Active Ltd. to discuss the evaluation 

fiamework outline which 1 had developed. It was a very usefiil meeting because this Company 

speciaiizes in evaiuation. Some suggestions by the consuitant included developing or c l a ï ï g  the 

k w o r k  so it would be easily presented to the focus groups for feedback. One of the partnea in 

the fh suggested th& 1 solicit feedkk h m  the fwus groups to det& the priority of evaluation 

questions and categories. consultant also suggestcd that the focus should be on evaluating 

Program 5C a n d m  the City's o v e d  approach to Employment Equity. This would set some 

practical parameters a r o d  the e&tion hmwork and e n m  the evaiuation would be achievable 

in a reasonable m u n t  of t h .  Ihe maaihant also recommnded developing six to eight edluaion 

questions under the headings of context, process and outcornes. ûther recommendatioas included 

coilecting budget information to determine ifemugh resources were devoted to Program SC. Using 
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other cities as a benchmark to compare the City of WU1ILipegYs r e d t  nom Program SC was not 

recommended as economic and politicai factors are different in each city. 

e) Otber Activities 

D u ~ g  January and eariy Febniary of 1999, 1 served on the evaluation committee of the 

Social Planning Council (SPC) to help them with an evaluation for one of their programs that was 

h d e d  under Program SC. Under t k i i  Intemship Program, ten to twelve designated group memben 

were to be hired by the City into exkting City jobs at the professionai and manageriai level. The 

program would also place five people fiom abonginai backgromd with other community agencies 

in similar positions. This portion of the program was funded by the Federal Govemment under the . 
Winnipeg Development Agreement (WDA). 

The Intemhip Program was a joint venture between the SPC and the Centre for Abonginal 

H u m  Resource Development Inc. (CARHD). Both of these agencies were cesponsibie for providing 

qualified candidates for the Internsbip Program to the City and the cummunity agencies. 

The evaluation goals and objectives of this pro- were very similar to the goals and 

objectives of my practicum. Thus experience gained through serving on this committee was notably 

valuabie in ternis of gaining practical knowledge of issues rehted to evaluation. W e  the agency was 

going to hire an extemai consuitant to conduct the acnisl evaluation, the committee was responsible 

for developing ternis of reference, initial evaluation criteria, determuiing qualifications of the 

consultant to be himi, and deveioping Request for Proposais. 

A benencial k t o r  of servi- on thir comrnittee was that it invohed two evaiuation "experts". 

One of these experts had considerabk experienee in evaluating progranis for a mjor hospital in 

WIN2ipeg. The other hacl oonduEted evahiations of various prognuns for the Social PLanning Councii 



of Wmnipeg. Specifically, these theseuais taught me to develop tenns of references and to consider 

the political context of evaiuations. For instance, thes  individuais emphasized develo ping programs 

that can be cleariy evaluated to demomeate their effitiveneu in order to secure fiindmg and other 

çuppok 60m po liticians. However, these inâividuals also ernphaîled that evaiuations of pmgrams 

should be non partisan to the -est extent possiiie so the program can have crediibüity with wider 

audiences or the key siakeholders. The interaction and knowledge gained nom these individuah was 

beneficial in developing an evaluation fhxwork for Program SC. The agency was also greatly 

interested in my practicum and hoped to use my final report in evaiuating the Inteniship Program 

January was a very busy month. Specific activities included developing the evaluation 

fiarnework for presentation to the focus groups for their feedback. Numetous meetings were held 

between myselç the program manager and the practicum advisor. The main focus of these meetings 

was to ensure the production of a good quality evaiuation fkimework for Program SC. The next 

section outlines this fiamework in detaiL The fhmework was modified and improved where necessary 

as a result of these meetings. Further modifications to the evaluation hmework were made after the 

focus group discussions and thek feedback. 

The main activity during Febniaiy, 1999, hcluded preparation for the focus groups which 

were held on Febniaiy 12,1999. Invitations were sent to aii the focus group participants along with 

the evaiuation fiamework and all the evaluation and focus group questions. The next section 

highlights the preluninary evaiuation k w o r k  that was developed and preesented to the focris 

groups for feedback. 

Representatives h m  two agencies tbaî were not suaessful m oôtahbg grants wder Program 

SC were a h  interviewed. The analysis of the focus group feedback sessions and the aaalysis of the 
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interviews conducted wah the two rasuccessftl agencies will be discussed in the section 4.3. Further 

input was mvited fÏom other prominent community members experienced ia the area of employmnt 

equity. 

Mer the focus group sessions, 1 amdy& the resuhs and started to prepare the final practicum 

report as weil as a report for the coordinator of Program SC. 

4.2 Evaluatioa Framework Preseated to Focus Croups for Feedback 

The following evaiuation fnunework was part of îhe package d e d  to focus group 

participants. Other components of this package are discussed in the plan* phase of the focus 

groups in section 4.3. Essentially this firamework was a mode1 for the final hmework. Some of the 

information such as background and contextual mforrnation was discussed only briefiy during the 

actual presentation to d o w  the participants more time to comment on the questions in the 

fkunework. The presentathn is fùrther discussed in the iniplementation pbase of the focus groups in 

section 4.3. 

a) Background: 

In 1995, The Wrmiipeg Developmem Agreement (WDA), a tri level agreement, commhed 

$75.00 million over five years to ùicrease ecommîc developrnent ami employment opportunities 

throughout the city of Wuinipcg. It is an agreement between the governments of Canada, Manitoba 

and Winnipeg. 

The agament consists of difièrent program inciuding cbProgram SC: Employment Equay". 

The program is discussed in more detail in the "Context" section of the evaiuation W w o r k .  The 

agreement explicitly outliaes the need to evaluate the overali agmmnt as wefl as targeted 

evaluaiions of each pro- on as d e d  bis. 
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In September 1998 the devebpmmt of a targeted evaiuation framPwork for Program SC was 

commissioned by the program manager. Thc principal author of this docwnent was secoaded for six 

months (iÏom September, 1998 to February, 1999) to devebp this evaiuation fhnework. The 

secondment o p p o d t y  is unique in that it served as seîting for the principal author to complete a 

practicum m the area of evaiuation as part of the MS-W. p g r a m  in the Faculty of Social Work at 

The University ofManitoba This evaiu&n fxamework serve as a backgromxi to the evaiuation 

of Program SC, which will be conducted by an independent consuitant. 

The evaluation fkmework is divided into fïve parts- Part 1 consists of context which provides 

some historical background and factuai idionnation, Part II consists of process or irnplementation 

evaluation designed to assess whether the program is operating as originally designed or intendeà. 

Part IIi of the evahiation tianxwork, the output section, is designed to assess the immediate resuits 

of Program SC. Part IV outliws the specific data collection methods to m e r  the evaluation 

questions. Part V recognks that the parameter of this evaluation fiamework is the evaluation of 

Program SC, however the City's overaii appoach to equity and diversity and Program SC are inter- 

related and so are their evhtions. 

b) Part 1 - Coatext 

In July 1997, City C o u d  approved the Program Authorization Eor Program SC: Employment 

Equity of the WDA. Tbis program allocat+d $1.2 miliion (origkdy $1.5 S o n )  to provide enhanceci 

employment oppomaiitiPs within the City of WfMipeg Otganization to buüd and maintain a divene 

workforce that is more representative of the available lebour force in the city. The pro- focuses 

on current and fimae eapbyees and primerify deggiiaied groups (Abo- people, w o m  peopk 

with disabilities and visible minorities) as these groups have bcen histo- W ~ i 1 1 1 t a g e d  Hi 
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accessbg meanirigful é~llpioyment oppomimiff in Canada as weli as at the City of Winnipeg and are 

under-represented in the City of Wmnipeg's workforce. 

The program is mtended to initiate actions to ensure that recniitment, selection, a d  

. . .  promotion of curent and fiiture employees is Cameci out in a non discnmiaatory marmer. The 

program is also expected to correct past disparities by removiag both physid and systemic barriers 

and initiating speciai measures. 

Program SC is conducted d e r  the auspices of City's Equity d Diversïîy Init ive  which 

has taken a broader rriandate to create a more respectfid and diverse worHorce that m a x i m k s  the 

potential of ail employees by creating a busimss case for equity. The business case for equity states 

that the City adopt an equitable workforce because this wül make buskss sense in addition to 

achieving equity for social and moral reasons. As a large o r g ~ t i o n ,  the City serves diverse 

cormnunities and people. Thus accordhg to the busksi case, it would only make sense to reflet the 

workforce and services provided by the City to meet the needs of its diverse popuiatioa By doing 

this the City could retain or attract more customm. However, the ratiode for program 5C 

originates fiom the recognition that some groups have been historically disadvantaged m obtaiomg 

meaningful employaent with the City of Wmnipg and therefore program SC places strong emphasis 

on employment equlty- 

Prior to Program SC, several comrnunity groups such as The Social Planning Councii of 

W ï p e g  representing designated groups have expressed disappointment with the City's progress 

on E~iq,foyment Equity (EE). They expresseci doubts the City was committed to the concept of EE 

as there was m c h  detiiration of accouidability. Specifically thes comunity groups were not sure 

who at the City was respom'ble to emiac thst equity was being p d  and that progres was king 



the City's Ombudsman's Office agamst the EE program on its slow progress in addressing 

emplo yment equity issues. 

The City's Ombudsman's Investigation Report (Febniary, 1996) and The City's own Audit 

report (Juiy, 1996) also mdicated that despite having an EE program for last twelve years. the City 

had made limited progress in increasing the tepresentation of designated groups in the Civic 

workforce . 

C) Part II - Procdmplementation 

The major emphasis of the evaluabiiity assess~lkent is on process and implemntation as the 

program is in the eariy stages of devebpumî and the evahiation fhmwork is designed to reflect this 

emphasis. The process and implementation phase is cihideci hto three components: 1) The 

relationship between WDA and Program SC; 2) the proposal process; and 3) the administrative 

cornponent. These three components are desiped to address the major issues expected to arise h the 

evaluation of program SC. 

1.- between W D m  Pro- SC 

The WDA and Program Autborizations mdicate that programs d e r  the WDA must be 

innovaîhe, in line with the overall agrremen~ amsi'bk to the entire population of the City, properly 

coordinated to prevent program duplication, and have community in volve^. To addtess these 

issues, the foliowhg eduation questions are recornmended. 

1) To what extent doa SC meet the goalslobjectives of the WDA in tennr of innovation, 

accessibïdity, coordiiistion and parmaships? 
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2) What features &es SC unique or innovative as de- by operationai definitions 

developed by a comuitmt to evakiate the WDA overall? (see Appeadix D for operational 

definitions). 

3a) How is the program king coordiited with other pm$ramî under the WDA to 

prevent duplication of services? 

b) What is the perception of commmity groups regadhg tbir relatiomhip and experiences 

with the three levels of govemment? 

2. Pngmalprocess br ~fundinngamLSC . . 

The evaluation of the proposal process was also detennined to be an important component 

of the evaluation framework To answer some of the evaluation questions on the proposal proces, 

the foliowing questions are suggested. 

4) 1s the program fuactioning as o n g w  designed or intended? 

5a) What is the program manager's general perception of the proposal process for giWig 

grants to community groups and mdividuals? 

b) Are the proposal received fiom various agencies developed ac«>rding to the efigi'biiity 

criteria developed for the program? 

6a) What is the perception of successf'ul applicants regardhg the eügibility criteria? 

b) Were hnds disbursed on a thmly bais? 

c) What are their recommendations for improviag the proces if it needs miptovemnt? 

7)What is the perception of un suc ce^ applicants on the proposai proceos? 

To aïmver some of the evahiation questions related to political and admmisrra 
. . 

tive issues, the 
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foilowing questions would be usefiil 

8) What is the perception of the program manager regarding the adequacy of fiscal and 

human resources for the program? 

. . 9) Does the program have CO -nt nom ci* politicians and senior arimulistration? 

d) Part III - Output (Immediate results to September 30,2001) 

The WDA and the program authorization explicitiy hiphlighted providing enhanced 

employment opportunhies to the designated group mmbers and elimirrating phyncal and systernic 

barriers so the recruitment, selection and retention of cumnt and fbture ernployees is carrieci out in 

a non discriminatory fàshion. The evaluation questions pertaining to t h  part are outlined below. 

10) What number and types of pmjects were W e d  d e r  the program? 

1 la) What types of projects addresscd the issue of increasing representation aad retention of 

the designaîed group membea in the civic workforce and how? 

b) Did the representation at the City mcrease as a result of SC? If so what types of 

occupations or job categones were & i e d  by the program? 

c) How do the managemm and tbe unions feel about representation and specid measures 

in relation to adequacy and philosophy or approah? 

d) What have the unions and management actually done to nic*tate or negate the go& 

and objectives of Employment Equ* et the City? 

12) What types of projects addressed the h u e  of eliminating phpical and w e m i c  

bartiers and how? 

13a) How was the City of Wionipcg as an erg-tion affècted as a result of SC? 

b) What are the attitudes of non designated p u p s  towards Emplo-t Equity? 
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c) What are the attitudes of designated groups towards Employment Equity? 

d) What types of educationai prognuas support Einploymnt Equity at the City and are 

these progranrs successfid? 

e)  Have there been any other effits as a result of this program? 

14a) How bas SC contriiuted to the business case for equity and diversity at the City? 

b) Has SC resuhed in the City b e i q  a more socially respomi employer? 

e) Part IV - Proposed Design and Data Collection Methods 

The followïng design and data collection methods could be used to coUect the necessary 

information required m the evahiation ofProgam SC. It is recomamded tbat data collection methods 

use: 

- Bo th qualitative and quantitative measUres of success to address major subject areas of 

evduat ion 

- Methods that are user fiiendiy and give meaningfid information in a tirnely fàshion. 

- Snapshot data that show the numbm as weii as occupational status of W w h o  belong to the 

designated groups and their proportion in relation to tbe total staff at the City. 

- Flow data that shows the îhquency of empioymnt transactions such as hiring, promotioiis, and 

terminations for members of each designated group withh the City of Whpeg organhtion and 

for departments. 

Some of the &ta are easily accessibk. For exampk, the City's 1994 census and the 19% 

WoMorce Pronle. Otûer daîa wllection mthods will have to be designed and tailorrd to Rom 

SC. This wili inchde devebping relevant foms to emsure the data collection mthods are appropriate 

by involving the relevant stakeholders. 
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Sorne of the methodologies relating to the three components of the fkmework are o&d 

bel0 W. 

1. R e m  between W.D.A. 

Qualitative masures will include interviews with the program manager and other key 

stakeholders as weli as a literature review related to the program. This will consist of official 

documentation regardiag the program and "gr* literahire such as o h  m m o m  and other 

intemal documents. 

2. Pro- Drocess & -ve 
- .  

Qualitative measures will include mterviews andlor holding focus groups of successful 

applicants to determine the perception of indMduals/community groups/stafWadmmsûa . . 
tive and 

political leadership on obtaining/giving gants, contracts and services. 

InteMews with tmwcedd appli*tnis and other comrnunity members tbat are iikeiy to appiy 

for funding in the fhne will also be helpftl in assuring the success of simüar agreements or projects. 

It is proposed that quantitative measures include studyhg the number and types of projects 

king h d e d  how budget and resources are king utilized, and analysis of the time requirement to 

give/o btain fbnding . 

In response to question 5b (number and types of organhations W e d ) ,  it is recomxnended 

that quantitative information khde determiniag the nrimba and types of commimity groups hvolved 

a weii as demographic and statisticai information on criteria such as gender, ethnicity, geographic 

are% age and other related variables. 

Other quantitative measmes may Inchide analysis of the extent of complementary 

fkom other sources such as other bels of  govemmnt, private and non pro& sectors. A m t k  
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m k e  of success will be to document the numbet of penons wbo obtamd empbyment with the 

City, the type of employment, whether it was permanent or temporaiy and whether it was part time 

or full tirne. Other relevant questions are: Were t k e  any other benefits as 

e r n p l o h t  opportunities? For example, did youth develop leadership sMls that 

the comrnunity? 

u u 2 ! &  

a result of these 

they can ut ilLe in 

The proposai qualitative mzwws include i n t e ~ e w s  with various stakeholders to reflect on 

their experiences over the span of the project h m  1997 to 2000. Other quaiitative meastues mongly 

recommended include reviewing employment systems to ensure they are fa8 and equitable and 

examining whether or not physical and systemif barriers stiU exist and how they can be eüminated. 

Proposed quantitative meiwres klude anatys'nig representation data and retention strategies 

by specific job categories, salary, and gender. It will be important to ascertain whether Program SC 

has contn'buted to any change? The City's 1994 ceaniî data and data in the Civic Workforce Profiie 

can be used as a baseliae although using a more up to date data is recommended. 

() Part V - Relationship Between SC and City's OveriIl Appmach to Empbyment Equity 

Similar qualitative and quantitative measures as those outlined above may be used to study 

the effectiveness of the City's overail approach to equity and divenity. Measures of success may 

include analysis of numerical tirne tables ami goais, educational components, the effect of collective 

agreements on EE, especially the seniority clauses, a culturai audit to detennk the attitudes of the 

CMC worldorce on EE, and integration of equity and dMRay issues mto departmentai business plans. 

The evaluation of Program SC and the the City's overali approach sbould provide answen 

to the a~cormtability issue and hi impact of the Equity and Divenity Initiative. It is suggested that 
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study to evahiate the final impact begin eariy and colrhde by tbt year 2005. The City's Audit Report 

of 1996 should be used as a baseline to deteimuie the effectiveaess of the Equity and Diversity 

Initiative o v e d  and to assess whether a r e  have been any impmvements since 1996. 

Literahne on focus groups iodicated that they are systemtic. Section 4.3 dirusses the focus 

groups im more detail as they were used m this practicum. Different phases are outlimd to 

demonstrate the exact process tbat was foUowed to plan and inipkment the focus p u p s .  The 

analpis phase d e s c r i s  how the data fiam the focus groups sessions was analysed and how the 

resuits were intrepreted. 

4.3 The Focus Croup Phase 

Two 1.5 hour group sessions were held to obtain fedback on the evaluaîion b w o r k .  

Morgan (1998) suggests that deciding on the number of group depends on the nature of the 

evaluation study, the complexity of the problem, and the diversity of responses expected nom the 

group participants. There is no bard and $st nile about how many focus groups are emugh although 

the typicai number of groups is three to five. However, the author suggests holding ody one group 

is ofien risky because it niay lead to premature conclusions. 1 decided to hoid two focus groups d e r  

c o d t i n g  the practicum advisor and the program manager. 1 felt the huo focus groups would be 

sufficierst to provide the infoxmation mded to achieve tbe practicum objectives. Che group consisteci 

of succesSf.uL orgarhtiodmdividuals fùded under Rogram SC. The other focus group comisted 

of people who were knowledgeabie of and practising in the ares of Employnient Equity (EE). The 

latter group of people belonged to t& Manitoba Employmenî Equity R a c t i o ~ s  Association 

(MEEPA) and represented govermma, private, aod not for profit sectors addressing a wide range 
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of equity and diversity issues. 

Invitations were sent to 10 individualr in each group. A typical focus group consists of six to 

ten participants aithough a smaller or iarger group may be used dependhg on the circimstances 

(Morgan, f 998). 

The focus groups were held at The City of Wmnipeg on February 12, 1999. T w o  weeks 

before the focus groups, participants receiveà a package con<aining: 

1 ) The evaluation Framework document including the questions that were discussed in the 

group; 

2) ï h e  WDA pamphkt to provide backgromci on the WDA; and 

3) The hogram Authorization containing eligiiiiay criteria for fundmg d e r  Pro- 5C. 

1 proposed that an experienced hLcilitator anci a recorder not involved with Program SC 

document the mfomration received in the focus group sessions to ensure impartiaiity. 1 also feh that 

1 would be able to leam the practical skilis in planninpy Unplementing, anci fàcilitating focus groups 

fiom the experienced kilitetor. 1 would aisa be present to answer any general questions and provide 

ciarification One week prior to the focus groups, meetings were held between myself, the fàcilitator 

and the recorder to cimi@ our roles and to develop a strategy for the focus p u p s .  

In order to discuss and obtain feedback on the evaiuation fkmework fiom the group 

participants, the participants were to consider some of the questions outlined below. The 

questions are related to each of the major components m the fkmwork. These questions were 

deveioped as a muk of consultations with the aumen>us stdcebolders mvolved with Program SC as 

well as consultations with the facilkator. The impor&ance of brainstorming to develop quaüty focus 

group questions is emphasaed in the merature (Kniegery 1998). The litemture suggests tbat one 
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ind~dual developing questions a l o ~  is almost ahmys at an disadvantage because tbat individuai anci 

the target audience may have significant laaguage di&enceses 'The sequence of questions, the 

language used in questions and the numba of questions asked during the focus p u p s  are extremely 

irnporknt &tors to consider when developing questions (Knreger, 1998). Using open ended, clear 

and brief questions m a "questionhg routeT' versus a "topic guide" bas som advantages becawe the 

questionhg route addresses t o p k  preckiy as intended (Knieger, 1998). The questioning route also 

aids in quality and efficient &sis because it minimizes subtle differences in questions that could 

alter the intent (Knieger, 1998). Tii constraint is another important k t o r  that iduences the 

number of questions that could be asked during a focw group session AU these factors were taken 

into accoiau when the foIiowing questions were developed. These questions were developed to get 

the participants thinking about specific topics and questions that woufd be asked during the actual 

sessions. In other words, participants were asked to put on theu caps". This would 

hopehUy d o w  for an honest excbange of ideas. 

Questions for the Focus Gmups Discussion 

1) Questions related to Procdmplementation: 

1. Relat ionship between WDA and Program SC: 

a) What is unclear? 

b) What questions are of limited importance, ifany? 

c) What questions are necessary? 

2.Proposai Process for obtaining hding under the program: 

a) What is unclear? 

b) What questions are of limited importance, if any? 



c) What questions are necessary? 

3 .Admuiistrati 
. . ve: 

a) What is unclear? 

b) What questions are of M e d  importance, if any? 

c) What questions are necessary? 

II) Output: 

a) What is unclear? 

b) What questions are of limited importance, if any? 

c)  What questions are necessary? 

iII) Questions pertainiag to the adequacy of frimework (compnents and questions): 

a) What is missing? 

b) Are the questions/subjects organized in such a way as to provide vaiuable information? 

C) Wbat do you think are hportant issues/questious to be addressed in evaluating Program 

SC? 

d) How wouid you priorize these issues/questions? 

IV) Questions reiateà to O v e d i  Opinion: 

a) What is you. generai o p e n  on the evaluation fhmework? 

b) 1s the content m the hmework reflective of the issues/queStiom that are expected in 

evaluating Program SC? 

c) What suggestions do you have for additioddekiion to the hmework? 

d) TO what extent do you bekve the evaiuation hmework is mipertial d provides both 

positive and negative feedback on program SC? 



V) Questions rehted to design/methodology: 

a) Ho w appropriate is the design of the mehdology? 

b) Are data coliection methods adequate to provide the necessary information? 

Durhg the actuai session, tbese questions were sumnwkd &O iive main questions. The f i e  

questions were detemined m codtation with the experience fafiütator. The Iiterature on focus 

groups indicates that the mrmber of questions asked during a two hour session sbouki range h m  

eight to twehre questions to dow for a focused discussion (Knieger, 1998). Time allocated to the 

sessions is another practical factor to take into consideration yhen considering the number of 

questions to be asked during the session. 

The five questions that were asked during the session were: 

1. What was unclear? ( What didn't work weii? ) 

2. What was missing? 

3. What did you like? ( What worked well? ) 

4. How could this k w o r k  be improved? ( What suggestions do you have for improvement? ) 

5. Are there any hnal comments and recoinmendations? 

In addition to the focus gray sessions, interviews were held with two agencies that had 

appiieù for fuoding utxîer Program SC but were mt successfuL Othn prominent commrmity rnembers 

were also c o d e d  for their input on the evaluaîion ~ w o r k .  

At the beginning of the groups the kiiitator mtroduced the evaluation team (the facilitator, 

the recorder and myself) and brie* exptemed the mason for holding the focus groups. Specificslly, 

the participants were reminded that the aim of the sessions was to obtain their feedback on the 
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evaluation fiamework. They were also assulcd that they would get a chance to comment on the 

actual evaluation of Program SC once the evaluation is under way. Both of the focus groups were 

audio taped wiîh the permission of the participants and they were d that the information 

received would be conbidentiai. The participants in both of sessions were aot concemeci about tape 

recording their rpsponses. An attendance sheet was distriiuted m tbe session to determine which of 

the organizatiodtndividuais mvited wac present. For the s u c c ~  organizations, a title and a very 

bnef description of theù projccts was highüghtad 

For each group, the fâcilitator had the group participants -duce themse1ves and asked 

about their involvement in Program SC. Mer  the initial mtroduction, I provideci brief background 

information and clarified the goals and objectives of the session using Figure 1. The possible goals 

and objectives of-the actual evaluation were also discused usbg Figiae 2. 



FIGüRE 1: Goab and Objectives of the Session 
- - 

Outline of Goals and Objectives of the Focus Croup Session 

Goals: To develop guidelines for the consultant to evaluate Program SC. 

To detennine the effectiveness of the evaluation fhmework as a tooi to evaluate 

Program SC. 

Objectives: 

4 Idente specific criteria and establish benchmarks to measue the success of the 

Program- 

4 Discuss bo th qualitative and quantitative rnethods to evaluate the program 

To d i s c w  the use of both Formative @rocess/implementation) and Outcome 

(immediate results) evaluations. 

Ident iS. data collection methods that are user fiiendly- 



FIGURE 2: Poteatirl Evaluation of Progrrm SC 

Potential Goals and Objectives of the Evaluation of Program SC 

The fo llowing is an out lk of the possibk goal and the objectives to be achieved in the 

evaluation of pmgram SC under the WDA using thir evaluation fhmework as a background 

document. 

Goal: To determine the effectiveness of Program SC o f  the WDA. 

Objectives: 

Select specific criteria and establish benchmarks aga& which the success of the 

program can be measured. 

Cornprehensive targeted evaluation of Program SC ushg both qualitative and 

quantitative m u r e s  of success. 

Formative @rocess/'bplernentation) and Outcome (imwdiate results to the year 2001) 

evduations are to be used to determine the success of program SC. 

The evaiuation use data collection methods that are user fiiendly and provide 

meaningful info mat ion on a timely fashion. 

T h e  fiame for the evaluation: nom Febniary, 1999 - September 30,2001 as the WDA 

States that no program under the agreement shall be approved beyond Septemk 30, 

200 1. 
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The facilitatm was responsible for conductiag the morning focus group and keeping the 

discussion focused on evaiuating the feasibiiity of the fkamework. However, the group session was 

relatively unstnicnired to allow for spontaneous responses h m  the participants. I repeated this 

procedure for the afternoon session wbich 1 tëciiitated 

The mom@ group consisted of the niccessfiil organaatiom that were W e d  under Program 

5C. Eleven individuais f?om s u  different organizations were invited- As previously stated, because 

there were ody six agencies fùnded under tbe program, invitations were sent to more than oae person 

in the same organization to ensure a larger group and to account for absenteekm The iiterature on 

focus groups suggests havhg six to eight peopk in a focus group although focus groups can be 

conducted with fewer participants. 

Of the eleven people invited, four individuais representing four o f  the six agencies were 

present at the focus group session. The orgaaizations that were represented at the session included 

The Soc* Planning Council of Wnippeg, The institute of Banier Free Design, Access Advisory 

Committee, and the Joint CityICUPE Cornmittee on Equity and Dive* (Management). 

The organizatiom that were mvited but did not have repierentation at the focus group session 

included the Joint CityKUPE Cornmittee on Equity and Diversity (Union), Centre for Abongw 

. - 
Huoian Resource Development (CAHRD). and the Chief Admirustnitive Office Secretariat (CAO), 

Business Liaison and Intergovernmental Afîàûs Department (BLIGA) fiom the City. It should be 

noted that one day prior to the session, eight of the eleven participants had indicated their 

confirmation to attend the session. The exact reason for hem not attcnding the focus groups &et 

their conformation is m t  known although 1 klieve the hectic scheduie of  rnost of these mdiGduals 

was a major factor. 
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For the dernoon session, ten individuais nom MEEPA, representhg aine different 

organuations were mMted to the focus group session. Seven indivîduals representing sven dinerent 

organizations attendeci the focus group. Tbose in attedance inchdeci representatives fÎom The Royal 

Bank, cargill Ltd., Reachhg Equality Emplo-t Services, The University of Manitoba, Mediation 

Services, International Centre of  Wmnipeg, and Human Resource Development Canada. 

Those that did not attend kluded one member each h m  The RoyaI Bank, Manitoba Hydro, 

and The University of W ~ p e g .  

DuMg both focus group sessions, the participants responded to the five major questions 

related to the each of the components of the evaluation hmework. These questions were identi6:ed . 
earlier. 

Towards the end of each focus group, 1 s-d the evaluation framework using the 

overhead "Summary of  the Framework" (se  Table 1). Thank you letters were mailed to ail the 

participants d e r  the group thankmg them for their contribution Follow-up questions were given to 

the participants for their feedbgck on the focus group k i f  (see Appendix E for foUow-up 

questionnaire). The participants were required to mail back the questionnaire in a self addressed 

envelope. The foilow-up questionnaire did not require participants to identify themselves so tky 

could k i y  comment on then respective fwus group session ïhey were assured that their responses 

would be kept confidenthi. 



TABLE 1 

SüMMARY OF THE FRAMEWORK 

I Relationship bctwœn 
WDA & 5C 

Representation 

Barriers 

OVERALL APPROACH & 

.itcrature teview, interview with 
takeholden 

ntem'cw with stakehoidm, k u s  
;roups- 

n-depth study of projccts funded by 
wqram incfuding n u m k  & types- 

nliecting &ta on dcmographics, 
iumbcr & types of cummunity 
xganizations smred. 

.nt&ew program manager, senior 
rdministration staff & political 
caden. 

Budget analysis & time fiame 
malysis to obtain funds 

Analysis of civic worlcfbrce by age, 
gcndcr, ethnicity, and job 
classification using 1994 cmsus and 
civic woddbce profile as a badine. 

Interview stakeholdm on thtir 
pcrctption on rcprcsentation and 
special measures. 

Ernployment Systems Rcvicw - 
policies and proccdurcs on 
rrcniitmmt, seldon, promotion. 
training and mention. 

Rtview compensation packages. 

Use similar qualitative & 
quantitative measuns as above. 
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The Anaiysis Pbase 

The analysis of the data cokted during the focus group sessions is very miportam to the 

qualitative approach because it is through analysio tbat manings and resuks are deriveci. The anaiysis 

phase will be reviewed k to explain what shouid consthte a tme qualitative approach to anaiysis 

and how the d y s i s  was actuaüy conducted in this practicum. Some of the issues pertainiog to the 

analy sis of quahtïve appmaches such as focus groupo bave ban pvious ly  diocussed. Specific 

mechanics of focus p u p  analyns and the process of domg the actual -sis were also introduced. 

The use of open ended questbus as wel as the order of the questions are very important to give order 

to the data. In particular it was bighlighted ihat the anaiysis mut be systematic (Knieger, 1998; 

Patton, 1987). It was eqhasized that the mis is based on the both the content as weli as the 

context of the cases. It is the imerprietatjon that givcs the manhg to the &ta (Patton, 1987). Another 

salient point in analysing the &ta nom a qualirative approach is the labels are attached to the data 

(coding) where c o m n  themes anci patterns emerge (Krueger, 1998; Patton, 1987). It was also 

highlighted that the data should be anaiysed usin$ difilèrent perspectives to explore alternative 

explanations for the data (Patton, 1987). This should give the data more credibility and also deals 

with issues of validity and reliability. 

The nafure of this study prevented fobwing the exact process identined above. For example, 

labeis were not attacbed to reflect common themes and patterns in the data. Perhaps such a strategy 

is better suited to an exploratory study and tbis was not an expbratory study. ki this B, most of 

the categories and themes related to employment equity have aiready been weii documented in the 

literature. The organbtion and contents of the e v a l d n  h w o r k  also r e M  som of the 

major themes and categories reiated to employment equity and the evahiat'mn of Program SC. The 
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focus groups in tbis study were wd in a limited capacity as a conniltations to specsc queaioas 

developed about the hmework. The participants provided feedback on the evaluation fhmework. 

The questions became the categories and the responses were examineci as to how they informed the 

fiamework. There was no need to do detailed coding of the meaning units. Knieger (1 994) suggests 

thaî focus groups can be changed or modined depeaduig on the nanue of  the study. These changes 

c m  be beneficial ifthey are d e l i e  aad frtored inîo the analysû of the resuits. However it shouId 

be noted that the evaluation âamework was developed in consultation with numerous stakeholders 

that had several diôerent points of Mew. It was also be changed to reflect the input nom the focus 

groups with respect to the content and the organization This is consistent with a qualitative approach 

to analysis. The participants were advised thai the purpose of the focus groups was not to reach a 

consensus but rather to ooiiect data on theu perceptions and feeiings about the evaluation fnuaework. 

Again this is consistent with the qualitative approach that requires focus groups k used for the 

purposes of research to collect and analyse data. 

Several other methods were also used to analyse the data which are congruent with the 

qualitative approach. For example, the sessions were audio taped and notes were also taken. These 

were referred to extensive& to interpret tbe data Quotations were used to capture the feelings of the 

focus group participants. ûpen ended questions were used to aibw participants to express theu views 

k l y .  The type or manner of responsc were not pre-determined. The participants were encouraged 

to state what was ou ther rninds. The content and the context of the words were also very carewy 

considered to inteipret their manings. For example, participants in both focus groups were adamant 

that the City should not focus exclusively on the "business case" for achieving employmcnt equity. 

They felt the City should give quai weight to "social" ancl "moral" masons to achitve employment 
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equity. Krueger (1994) a b  suggests tbat ma verbai aspects of the focus group discussions also need 

to be considered m the malysk. For ktance, eoergy Ievel or enthusiasm withùi the gmup on various 

topics may suggest that the group feels strongly about that subject or topic. Thk was especially true 

with the groups' comxnents on stressing social and aorai reasons to achieve equity and diversity 

withùi the City. Furthemore, them were two different focus groups responding to the same 

questions. This also ensured that the analysis was systematic and the results were as authentic as 

possible. In addition, the faccilitator for the moming session and the recorder did not have direct 

involvement with Program SC. Once again, having neutrai individuals such as these help ensure the 

data recorded is unbiased. In other words, the content of the data recorded is not duenced  by 

someone's biases WfK> may be Litimatety invohed with the program. The verification of data through 

triangulation and the hvohrewm of neutral individualsi help to ensure the data and the results based 

on this data are valid and reliable. 

Knieger (1998) also recommnds keeping the adysis simple especially for beginwrs. As this 

was my fust time conductïng and focus groups, 1 have kept the analysû as simple as possible but 

without sacrïfïcing quaiity. 

Resuits of the Focus G r o u  

Even though the moming group was very srnail, the input nom the people preJent was very 

valuable and of high quality. This is reflected the clmges made to the evaluation fhmework base!d 

on this group's input. The literature indicates that a focus group can k co&sed of as few as three 

to four participants, but the participants did indicate their "disappointment" in not h d g  other 

organizations preseid at the session Tbcy feh tk p u p  was quite small. However, the "interaction", 

and "exchanges in a group setting" were perceived to be the most positive outcoms of the session. 
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The p u p  kit tbat some "key" mfoinration may have ken  missed by mt having al1 the orgaNzations 

present. They mggesteci fobw up i M a v i w  with those orga-tions that did not attend to capture 

their views. 

Generally, people in both focus group sessions felt the evaiuation fhnework was 

cbcomprehensive". However, both of thew groups expressed that some changes were necessary to 

Unprove the fhmework These changes rangeci h m  rninor to signi6caat. These are discussed in mre 

detail in the ensuing paragraphs. The changes were considered begînning fiom a generai perspective 

and then mowig to a more detailed perspective, and were incorporated into the fioal evaluation 

hmework. 
t 

Both groups felt tbat Program SC was not very weii advertised. In fact one participant in the 

morning d o n  indicated that tbesc fwus group sessions "should have been held a year ago and may 

be the whok process would have went more nmothif. Peopie in the aftezmon session also indicated 

that even though they practice in the area of employment equity, they were "not familiar with the 

prograrn in M c i e n t  detaii". It was pointed out tbat the City did hold community consultations 

regarding Program SC in September of 1995 at the start of the program but most participants were 

not aware of this. In addition, both groups fouad the relatioaship and bding arrangements between 

Program SC and the WDA "oonfusing". 'Ihe reconmiendation for the nnal evaluation ~ w o r k  was 

to complete "more work up hnt" to clarify the relationship bawan Program SC and the WDA. This 

was especially highlighted in the afkemoon session where the participants were not familiar with the 

Pro- 

In the evaiuation ftamwork presented to the focus group sessions, some of the bwkground 

information on Program SC and the WDA was provided in the fonn of pamphlets which were 



attached at the end of the h w o r k .  Essentially, the participants were going "badc and forth" 

several times to make sense of this material. In the nnal evaluation h w o r k ,  this background 

material was included at the beginning of the document to make it easier to follow. 

Furthenmire, some membm in both groups said they were not clear if they were to comment 

on the evduation of Program SC or the evaluation b w o r k .  In the 6aal evaluation firamework, 

goals and objectives of the eduation hnework were developed more cleariy to address some of 

these concem. 

In the evaluation W w o r k  presented at the focus groups, the proposed design and data 

coiiection methods seaion was treated as a separate section nom other evaiuation components. The 

recommendation nom the focus group session was that the proposed design and data collection 

methods should be reiated k t i y  to the appropriate components in the evaiuation hmework under 

their respective sub headings. 

Another significant comment eorn both groups was that the City should not overemphasize 

the "business case" for achieving employment equity because as a major pubk employer, the City 

bas a moral and social responsibüity to its citkns. The participants felt the City and other major 

employers in Wnuiipeg should bave 'hiorai and social" reasons for achieving employment equity. The 

group feit the City and other govemments should take these social and moral O biigations senously- 

The participants specifidy asked why was it ody the City h d e d  employment equity under the 

WDA when designated groups were under represented in all t h e  levels of govenunent? nie 

implication was tbat designated groups are an integral part of the political process as voters and 

such the govenunent bas a social and moral tespo~l~l'biiity to them. In ter- of evaiuation of Pro- 

5C, the particÏpants felt that a nindamntal app-h to EE emp- the social and moral reasos 
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as weii as business reasons will form an important part of the context of the program. 

So far the analysis has ken based on bmader and more generai cornments reiated to the 

evaluation h e w o r k .  The anaiysis Nrmnarized in the foliowing paragrapbs will focus on more 

detailed and specific co-nts related to the âamwork. 

In the context section of the evaluation h w o r k  presented to the focus groups, the 

Ianguage impiies that the business reasons shouid supercede the social and moral rww>ns to attain 

employment equity. The ianguage m the nML evduation hmework was changed to reflect the views 

of the focus group participants. Other minor changes to this section Ulclude the hct that the Social 

Planning Councii of Winnipeg does not "represent" designated groups but rather it "works with" 

designated groups to address some of their concerns. 

Most participants in both sessions also felt some of the evaluation questions needed 

clarification and additions. The participants suggested that question 6a " What is the perception of 

successful applicants regarding the eligibiility criteria?" in the original fhmework was too "gened". 

Consequently, more specinc categories were added to this question. 

Question 9 "Does the program have cornmitment nom CMC politicians and senior 

administration?" was a h  perceived to be too general and needed to be "crispier" and amenable 10 

evaluation. These changes were reflected in the new e w o r k .  

The participants felt question 1 1 c "How do the management and the unions feel abo ut 

represenbtion and special masures in relation to adequacy and philosophy or approach" needed an 

addition subcategory to reflect what management and unions have actually "done" to facilitate 

employment equity goals and objectives in the orgarbtion, 

T b  were additional sub categories added to question 13 "How was the City of Winnipeg 



88 

as an organization affected as a result of SC?". These sub categories are designed to obtain feedback 

that is more results oriented. For example, what are the attinides o f  non designated groups towards 

employment equity? This was added to the finai evaluation fiamework- 

Question 14 " How has 5C contributed to the business case for equity and diversity at the 

City?" was changed to include "social resp0nsibiütf'- 

Other suggestions h m  the focus p u p s  Ïncluded examinmg the mie of various cornnattees 

of City Councl and their efktbenea. The issues addressed by these cormittees often complement 

equity anci divers* &es reflected in Program 5C. Examples of such coumittees include the Race 

Relations C o d t t e e  and Access Advisory Committee. 

The focus groups ovenvheimingly supported the idea of a comprehensive employment 

systems review to ensure the City's formal employment, train@, and promotional systems are fair 

and equitabIe. The issues to be examined in these reviews couid include retention and training 

strategies for designated group members, the impact of collective agreements, especially senior@ 

clauses on designated p u p s ,  the issue of people with disabiiities not behg provideci reasonable 

accommodations, and the issue of recognition of fore@ crrdaitials for those people whose academic 

and work experience were gained in foreign coutries but now want to work for the City The 

r e c o m m e e n  was not ody to examine fornial empbyment structures but also informal structures. 

Both groups also strongiy exnphasized the creation of a workpiace where deUgriated groups feel 

respecteci and vaiuable. Thc implication is îbat issues are not just about hnmg but also about workiiig 

in a supportive environment. 

There were o k  issues discussed at the focus groups that are ~ k e d  to the issues in Program 

SC but may be beyond the scope of the program. For example, it was pointed out that when people 
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with a disab'ility start worltng, they may lose eügibüity for other beneMs such as long term disability 

pension and thus in the end are econ~mically no further ahead. 

The only recommenQtMius with regards to the design and data colleaion methods were that 

t hey be included under the major evaluation categories of the evaluation hmework. In addition, it 

was niggested tbat data shouid contain bath "snapshot data" tbat shows the numkrs and proportions 

of designated groups m the organization in rehtion to the totai stancomplimnt in various positions 

as well as "flow data" that shows the fkquency of employrnent transactions such as hiring, 

promotions, and terminations for members of  each designated group within the City of W i p e g  

O rganizat ion as well as for individual departments. 

In the evaiuation hmework presented to the focus groups, it was suggested that the City's 

1994 census and 1996 workforce profile be used to provide baseline data to compare changes in 

representation statistics h m  1994 to the year 2001. However, the participants in both sessions noted 

that t here have k e n  significant changes in the City's workforce. since 1 994 and 1996. Therefore, 

more up to date data shouid be accessed to provide more accurate uiformation. The City 

fûndarnentaily reorganized its organgatod structure m 1997, eliminating a large number of jobs and 

job categories, especially at the management Ievel. As a result there were significant changes in the 

C w s  worlâorce. For example, niaay people retired and other people were redeployed. Funhemre, 

as of April 1, 1999, the entire Social Services Department and sorne Public Health staff of the 

Community Services Department were no longer City employees as the Province of Manitoba 

assumed responsibility for Social SeMces, and the Wuuipeg Community and Long Tenn Care 

Authority assumed responsibüity for Public He& M. This wiii have a major impact on the 

City's representation data. What the ~ l i ca t iom of this on designated poups? Thk question 



needs f i h e r  study. 

Peisonal Interviews 

In addition to the focus group sessions, personal interviews were held with various 

stakeholders that have a vested interest m the area of empbyment equity as weU as with four agencies 

that were unsuccessful in obtainïng grants under Program SC. The comments received through this 

process on the evaluation hmework were not remarkably diffcrent than those in the fwus group 

sessions. Comments on the evaluation h e w o r k  ranged fiom "excellent job and comprehensive" 

to "more than adequate". 

Some general comments fiom these stakeholders indicated that even m n g  the four 
l 

designated groups, people with disabilities and particularly mental disabilifes seem to face more 

barries than the other groups. Thus there seems to be a "hierarchy" among designated p o u p .  The 

stakehoIders felt this issue needs to exarnined in more detail. 

4.4 The Evalurtion Framework Develaped as a Result of the Focus Groups 

The evaluation fiamewodc is divided into four parts. Part 1 consists of context which provides 

some historical background and fàctuai information. Part II consists of process o r  hplementation 

evaluation designed to assfss whether the program is operating as originally designed or intended. 

Part DI of the evaiuation, the output section, is designed to assess the immediate resdts of Program 

5C. Part IV reco- that t& p-ter of this evaiuation bmework is the evaluation of Program 

5C, however the City's overall approach to equity and diveaity and Program SC are inter-related 

and so are their evaluations. 

The proposed design and data coiiection mdhods are related to each of the major components 

highlighted in the evaluation W w o r k  and are discussed within each evaiuation component. It is 



recommended that data collection methods use: 

- Bo th qualitative and quantitative measures of succes to address major subjaa areas of 

evaluatio a- 

- Methods that are user fkndly and give meaningfid infomation in a t k i y  fashion 

- Snapshot data that show the numkrs as weU as occupational status of staffwho belong to the 

designated groups and th& proportion in relation to the total staEat the City. 

- Flow data that shows the fiequency of employment transactions nich as hiring, promotions, and 

teminations for members of each desigoated group wahin the City of Wionipeg organization and 

for departments. 

Some of the data are easiiy accessible. For example, the City's 1994 ceanis and the 1996 

Worldorce Profile. Other data collection methods WU have to be designed and taiiored to Program 

SC. This wili iriflude dewbping relevant fonm to eirnirr the data coiiection methods are appropriate 

b y invo h g  the relevant stakeholders. 

It shouid be noted that thc City bas dergone major fe~trtlcturing since 1996. This kludes 

the merging of departnmts a d  the elinrination of many management positïoos. Therefore, while the 

1994 census and the 1996 Woridorce Pm& is reconanended to be used as b a s e h  data, uçb more 

up to date data wouid be desirable but the City may not have compiIed such recent data 

Part 1 - Context 

In JI.@ 1997, City C o d  approved the Program Autbri;tatiOn fbr Rogrrtm SC: Empbymnt 

Equity of the WDA This program alhateci S 1.2 niillion (orginally S 1 .S nrillion) to provide enbanad 

empbyment oppomina*s withm the City of Wepeg Organization to buüd and &tain a diverse 

worldorce that is more representative of the aV8ilZible labour force in the city. The pmgram f-s 
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oncurrent and fUtUR employees a d  p r b d y  designatecl groups (Aboriginal peopb. women, people 

with disabilities and visible minorities) as these groups have been historicaiiy dkadvantaged in 

accessing meaningful empbyrnent oppomuiaics m Canada as well as at the City of W&peg and are 

under-represented in the City of WIlltlipeg9s workfbrce. 

In the City's Audit Report on the Employment Equity Program, Employment Equity is 

dehed as ail the orgmkational policies, practices and initiatives coIiectiveIy aimed at increasing the 

representation of designated groups across the organkttioo. The prognun is mtended to initiate 

actions to ensure that recniimien, skction, a d  promtion of current and future employees is carried 

out in a non discriminatory mariner. The program is also expected to comct past disparities by 

removing both physical and systemic barriers and initiating special measures. 

Program SC is conducted under the auspices of City's Equity and Diversity Initiative which 

has taken a broader mandate to create a more respectful and diverse worlaorce that maximizes the 

potential of al employees by creating a business case for equity. The business case for equity states 

that the City adopt an equitable workforce k c a w  this will make business sense in addition to 

achieving equity for social and moral reasons. As a large organization, the City serves diverse 

communÏties and people. ïhus according to the bu- case, it wodd ody make sense to reflect the 

workforce and services provided by the City to meet the needs of its diverse population By dohg 

this the City could retain or attraft more customers. However, the rationale for Program SC 

originates fiom the recognition that Jome groups have been historicaily divantaged in obtaihg 

meanlligful employment with tbc City of Wmaipcg and therefbre Program 5C places strong empha~is 

on emplo yment equity. 

Prior to Program SC. several community groups such as The Social PLanning Council of 
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Winnipeg who work with designated groups to address som of their concerns, expressed 

disappointment with the City's progress on Empbymenic Equity (EE). 'Ibey exprrssed douas the City 

was committed to the concept of EE as tbere was no ckar evidence of accountabiiity- Spefifically 

these community groups were not sure who at the City was responsib1e to ensure that equity was 

king pursued and that progress was behg achieved. Consequentiy in 1995, The Social Pl- 

Councii and an individuai nled a comphmt with the City's Ombudsman's Otoce againrt the EE 

program on its slow progress in addressing employment equity issues. 

The City's Ombudsmin's Investigation Report (1996) and The City's own Audit Report 

(1 996) also indicated that despite having an EE program for last twelve years, the City had made 

Lùnited progress in increasing the representation of designated groups in the Civic workfiorce. 

Part II - Process/Impkmentation 

The major empbaas of the evaiuation should be on process ard implementation as the 

program is m the eariy stages of àevebprnent and tbe evahiation fkmework is designed to reflect this 

emphasis. The proceu and implementation phase is divided into three components: 1) The 

. - 
relationship between WDA and Program SC; 2) the proposal process; aad 3) the sdmuristrative 

component. These three components are designed to address the major process issues expected to 

arise in the evaluation of program SC. 

By the end of the praainmS akmst one year will have been passed and thus the program will 

no longer be at its early stages. Some of the pro@ts W e d  d e r  Program SC WU bave been 

compieted. Therefore, there wiii be a need to conduct a summative evaiuation of these projem. 

1. Reiationshii, between WD- 

The WDA and Program Authorizations mdicate ttiat prograinî d e r  the WDA must be 
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innovative, in line with the o d  agreement, accessii to the entire population of the City, properly 

coordinated to prevent program duplication, and have community involvement. To address these 

issues, the fo 110 wing evaluat ion questions are recommended. 

1 ) To what extent does SC meet the goaWobjectives of  the WDA in ternis of innovation 

accessbility, training, coordination and partnerships? 

2) What features makes 5C unique or innovative as defined by operational definitions 

developed by a conniltant to evaluate the WDA overaii? (see Appendk D for operational 

de finitions) , 

3a) How is the program king coordinated with other programs under the WDA to 

prevent duplication of services? 

b) What is the perception of community groups regarding their relationship and experiences 

with the three levels of goverment? 

Desim and Data Collection Methods 

Qualitative measures wiii include inteniews with the program manager and other key 

stakeholders as well as  a literature review related to the program This will consist of official 

documentation regarding the program and "grey0- literature such as office memorandurns and other 

internai documents. 

2. Proposal Process for obtainim fùndhg under Proeram 5Ç 

The evaluation of the proposal process was ako deterrnined to be an Unportant component 

of the evaluation hmework. To answer some of the evaiuation questions on the proposal process. 

the foiiowing questions are suggested. 

4) 1s the program functioning as originaiiy designed or intended? 
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Sa) Wbat is the program manager's general perception o f  the proposal process for gMog 

grants to cornmunity groups and individuais? 

b) Are the proposais received fiom various agencies developed accordmg to the e l i g E i  

criteria developed for the pmgram? 

c) Does the program manager feel these CO- agaries realize the complex operational 

. . 
environment of the pmgram whicb mvobes political and adnnnistrative considerations? 

d) What types and number of community groups/organiîatiO11~ are king W e d  unda 

the program? 

6a) What is the perception of successfid applicants regardiog the eligibiiity criteria? Was it 

clear and consistent? 

b) Were h d s  disbursed on a timely basis? 

c) Did the appücams receive guidelines in interpreting the eligibiiity criteria? 

d) What are their recommendations for improving the process ifit needs improvanent? 

7a) What is the perception of  unsuccessnil appücants on the p m p d  process? 

b) Was the e l i g i i  criteria clear and consistent? 

C) Did the ageocies receive help in developing their propos&? 

d) Were these agencies provided with accurate information as to why tbey were 

unsuccessfbI? 

e) Was this information provided on a timly b i s ?  

3* w - .  

. . 
To answer somc of tbc wduatkn questions relatai to politieal a d  admmistrasive issues, the 

foilowing questions would be useW 
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8) What is the perception of the program manager regarding the adequacy of fiscal and 

human resources for the program? 

. . 9a) Does the program have cornmitment fiom CMC politicians anci senior admmstmtion? 

b) What policies or practices has the City developed that demonstrates its commitment to 

Employment Equity? 

c)  Ifthe City has such policies or practices, what criteria is used to measu~ their succes? 

d) How are these policies or practices implemented? 

e) The City bas dergone major restnrtiaiiig since 19%- how has this impacted designated 

groups? 
* 

Qualitative measures will include interviews &or holding focus groups of successfùl 

. . 
applicants to determine the perception of individuals/community groupdstafVadministtative and 

political leadership on obtabhglgiving grants, contracts aad services. 

Interviews with urwicfessnil applicanu and otha commmity membeis that are likely to apply 

for findmg m the fidiire will also be heipfbl in assuring the success of simiiar agreements or projeets. 

It is propowd tbat quantitative mesures include studykg the number and types of projects 

being fundeci, how budget and rPsources are being utilued, and *is of the the quiremnt to 

give/o btain fùnding. 

In response to question Sb (number and types of organktions Wed), 5 is recommded 

uaniitative mfommhn irrhde detaniining the nnmiba and types of commUnay groups mvolved 

a well as demographic a d  statistical information on criteria such as g d a ,  ethnkity, geopphic 

area, age and other related e l e s .  
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Other quantitative meaourrs may indude analysis of the extent of compleznentary fiiading 

fiorn other sources such as other kveis of govemmemt, private and non profit sectors. Amther 

meanire of success wiU be to documnt the nu&r of persans who obtamod empbyment with the 

City, the type of eqbyrna*, whether it was permanent or temporary and whether it was part t h e  

or full t h e .  Another relevant questions is: Were thexe any other b e n e  as a r d  of these 

employment oppomuuties? For example, did youth develop leadership skills that they can utiluc in 

the community? 

Part ï I I  - Output (Immediate resuhs to September 30,2001) - 
The WDA and the program authorization explicitiy highlighted providiag enbanceci 

a 

ernployment oppominities to the designated group membns anci eüminatinp physical and systemic 

baniers so the recruitment, selection and retention of current and futrire empbyees is carried out in 

a non discriminatory fishion. The evalution questions pertainuig to this part are outhed below. 

10) What number and types of projects were W e d  under the program? 

I la) What types of projects addresseci the issue of increasing representation and retention of 

the designated group members in the civic workfiorce and how? 

b) Did the representation at the City increase as a resuh of 5C? Lf ço what typcs of 

occupations or job categories were &ected by the program? 

C )  How do the mmagenmt and the mbm fèel abut reptesentation and specid masiues 

in relation to adequacy and philosophy or approach? 

d) What have the unions and management actdly done to fàcilitste or negate the goals 

and objectives of Ebybynmt Equity at the City? 
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12) What types of projects addressed the issue of eliminating physid and systemic 

bamers and how? 

13a) How was the City of Wùinipeg as an orgaxbtion affecteai as a result of SC? 

b) What are the attitudes of non designated groups to wards Empb yment Equity? 

c) What are the attitudes of designated groups towards Employment Equity? 

d) What types of educationai programs support Employment Equity at the City and are 

these programs successfùi? 

e) Have there been any other effects as a result of this program? 

14a) How has SC contniuted to the business case for equity and diversity at the City? 

b) Has SC resulted in the City king a more socially responsïbie employer? 

The proposeci qualitative masures wiil mclude m t a v i w  with various stakeholden to reflect 

on thei experiences over the span of the project h m  1997 to 2 0 .  Other qualitative meanrres 

strongiy recommended include reviewing employment systems to ensure they are f& and equitable 

and examining whether or not physical and systemic barriers aiil ex& and how they can be 

eliminated. 

Propo sed quantitative measms wiU include analysiag representation data and retention 

strategies by specific job categories, sakry, and gender. It wiU be important to wertain whether 

Program 5C has contnied to any change? The City's 1994 census data and data in the Civic 

Workforce Profile can k used as a baseiine although using a more up to date data is recomniended 

There are s o m  projects appmved under the program that are not just about hiring. For 

instance, the program is also muw to d u c e  or eliminate systemic barriers. Quantitative masures 
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of these projects m y  include studying the nurnber systemic M e r  reduced or eliminatd 

Part IV - Relationship between SC and City's overrll approach to Empkymcat Equity 

Similar qualitative and quantitative measues to those outlined above may k used to study 

the effectiveness of the City's overall approach to equity and diversity. Measures of success rnay 

include anatysis of numerid time tables and goals, educational components, the effect of collective 

agreements on EE, especially the senionty clauses, a niltiwl audit to  detmnim the attitudes of the 

civic workforce on EE, and integration of equity and diieFsity issues into departmental busuiess plans. 

The evaluation of Program SC and the the City's overall approach should provide answers 

to the accountabilïty issue and hi impact of the Equity and Diveaity Initiative. It is suggested that 

study in evaluating the final impact begin early and should conclude by the year 2005. The City's 

Audit report of 1 996 should be used as a baseiine to determine the effectiveness of the Equity and 

Diversity Initiative overall and to assess whether there have k e n  any improvements since 1 996. 
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5.0 PRACTICUM EVALUATION AND CONCLUSIONS 

This chapter descnÏ the evaiuiition of the praducm and a summry of the p r e h n h y  

hdings. The evaiuation of the pmcticum encompasses two parts. The fht  is spocincally related to 

evaluating the efktiveness of the evaluation fkmework to guide the full evaluation of Program SC 

and evaluating the pmcess by which it was developed. The second is the evaluation of the other 

practicum objectives outlined in Chapter 1. This includes learning about the kld of evaiuation and 

the qualitative approach. Evaluation of rny role as a îàcilitator m conductiag a focus group session 

is &O highlighted in this cbapter. 

The fokwing sections will comment on the specific methods used to evaiuate the activities 

during the practicum but brie@ rny activities were supervised by the practicum advisor and the 

program manager of SC. Frequent meetings were held with these mdividuals to seek feedback 

thughout  the practicum process. Severai 0 t h  Mlividuaîs such as the focus group participants also 

commented on my performance as weli as on the evaluation hmework In addition, relevant 

iiterature was used at MMus Stages either to deveiop the fkmwork or fbr Ieaming objectives. I also 

offer my personai opinions on evaiuathg the practicum. 

5.1 Feedback on the Evaluatioa Fmmework and the Focus Group 

Rossi and Freemau (1993) state that in order for evaluations to occür, goals and objectives 

of the program must be clearly defincd at the beginneig of the program. h addition, pro- 

effèctiveness is also always m e a d  against some beachtmrk. OIE of the ways evaiuations are 1iLely 

to be utilized are to develop ckar standards for evahiations ( j k k  & Rossi, 1990). S p i f i e  

evahiabïüty asesapids or pre-evahiations are used for th& purpose (- 1993; Riitmea, 1980). 

Berk and Rossi (1 990) also suggest tbat e v ~ ~  are coaducted in specifif stages. For 
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exampie, the program needs to be descnid in detail including its various components, and then key 

stakeholders need to be intervieweci. The evaluator may bave to "scout" the program to check its 

social ceailty- In any evaluation study, it is highly recommnded that both the politicai and the social 

conteG of the program be considered (Roui & Freeman, 1993). 

As previously stated, 1 hed the pimiary responsi'b'i in developing the evaluation fhmework. 

I was able to accomplish this through numefous meetbgs with various stakeholden, corxiucting focus 

group sessions and inteniews. The interaction with ail these players contniuted to a very broad as 

weii as detailed understanding of the evaluation field. Th development and the content of the 

evaluation h m w o r k  reflects the level of understanding I was able to achieve during the practicum 

For exarnple, in developing the hrmwork, comprehensive knowledge of Program 5C was required 

to ensure the h e w o r k  was relevant and would produce high quality information This was 

accomplished through reviewnig b t h  the "grey'' arid the oflkiai literature on the program. Numerous 

meetings were also held between myself and the program manger to clarîfy various aspects of the 

program In the developing the evaiuation fhmwork, background information on the program was 

provided The context in wtiich the program operates was also highlighted. Other activiries included 

organizing the Eamework so that key questions of the evaluation such as process questions wiU be 

answered, ensuring the data collecteci during the evaluation wiU be diable and valid, and that the 

evaiuation will produce both qualitative and quantitative information regarding the succeu of the 

program Indeed aiany people at the focus group discussions indicatd the evaiuation fiamework was 

"comprehemive" and "required a very hi& kvel of tMchg". The Social Piiuming Council used this 

evaluation hmework as a mode1 to evaluate thk own project under Pro- SC. The Coordinator 

of the EDI felt the evaiuation fhmework was an "exceiient" document which wiil aid in the 
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evduation of Program SC. 

Feedback on the fonis gtoup session itseifwas obtaimd through a questionnaire in Appendix 

D of the eduation fiamework which was disebuted to the participants at the end of the focus group 

sessiok. Al1 the participants piesent at the sessions responded to the questionnaire. The majocity of 

the responses were very positive. The participants fklt the focus group session was an "ideal" and 

"the k t "  way ta coiiect i n f o d o n  in this context. They felt a focus group was more suitable than 

individual interviews and swey  questionnaire as this type of setting albws for exchange of ideas. 

This exchange dows various stakehokiers to learn 6om each o h r .  The majority of the participants 

also felt the 

The 

participants 

h w o r k  provided unbiased quaiity information. 

only negative feedback was that the room was too mail for the groups- Some 

also indicated the time aliocated for the sessions was too shon. 

5.2 Evaluation of Other Practicum Objectives 

The subject of program evaiuation in generai and its application to Program SC seemed very 

logical and easily comprehensible at the initial stages of the practicum. However, the practk of 

evaluation and developing the evaluation framework was anything but simple. Nevertheless, it was 

an extremely interesthg personal experience. Some of thex experiences are surmaarUed klow. In 

this section, 1 also rrflect back on my experience and examiae the extent to which 1 was able to 

achieve O ther practicum objectives. 

One of the major practicum objectives was to develop an in-depth understanding of the 

evaluation process and advance my bwledge of tbe evaluation &Id through the practicum I beiieve 

1 was able to achrvr this objeaive as the practinim setting aud the type of activities delegated to me 

in that setting exceeded my expeaations. The program manager of SC delegated aU decisiom related 
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to evaluation to me. An example was developing a Request for Proposais to evaluate Prognun SC. 

This was discussed in detail in Chapter 4.1 was a h  required to respond to any inquiries rekted to 

the evaluation issue. The City is a very complex organization with varying politicai viewupoints, a 

CO mp (ex adminûuation structure, various coiiective bargaining units, and as always coastrained 

budgets. Another related factor, probably as a r e d t  of budget constraints, is the trend for the City 

to downsize in recent years. Alt these fâctors wiû undoubtedty have an Impact on the evaiuation of 

Pro- 5C. But it is exactiy the complexity of these factors that provided the real challenge and an 

opportunïty to practice my evaluation skiils in a stirnuiathg environment. 

The political enviro~nent of program evahiation is an extremely important factor to take into 

account in any evaiuation study (Pal&, 1987). Palumbo (1 987) suggests that evaluations by their 

nature are inhereatly political. Programs are products of a very complex political process and they 

are influenced by political decisions and vice versa This was readîiy apparent in Program SC. 1 

quickly learned that because the WDA was a tri-kvel govemment agreement, the decisions of the 

program manager of SC were routinely inDueaced by this environment. ihis included evaluation 

decisions. An example of this was the diversion of $300,000 nom SC into another WDA program 

shortly before civic elections. Such decisions have signifïcant implications for the evaluation of a 

program as weli as prograrn delivery. For instance, the program manager had to delay hiriog a 

consultant to conduct the evaluation. 

I also leamed the impact of haWig multiple stakeholders in the evaluation process and the 

political realities associateci with this process. In this setting, the program manger of SC was often 

requid to mediate between the cornmunity groups and the administration and the poiitical kaders 

of the City because at times dinerent stakeholders had theü own agendas and interests. 
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The occasions to accompany the program manger of SC to formal and informal meetings of 

the Executive Poiicy Conmiittee of Council were also highiights of the practicum. There were 

numerous opportunities to midy and analyse how decisions at thic most senior level impacted on 

progr& 5C. Again some of these experkms are re&ected in the types of a c t ~ t i e s  conducted during 

the practicum 

Another objective of the practicurn was to gain ha.& on experience in conceptualizuig, 

planning, irriplementing, facilitating and analyzing focus groups. The üterature on focus groups was 

used extenskely to achieve this objective. The mrîts of using qualitative approaches in evaiuations 

have also k e n  previously discussed. An experienced facilitator fàcilicated the moming group and 1 

facilitated the aftemoon group. Evaluation of my role as a hcilitator was also obtained through 

responses to the feedback questionnaire in Appendix E of the evaluation W w o r k  as weiI as 

supervision by the e x p x h d  facilitator. Mer the focus groups were held, it was pointed out by the 

practicum advisor that questions in Appendix E of the evaluation h w o r k  did not specifically ask 

for feedback on my role as a fàcüitator. Therefore, the participants of the focus groups were again 

contacted by telephone to comment specificdly on my role as a facüitator. Seven participants were 

contacted by telephone and four o h  were asked to commnt on rny performance at other informai 

gatherings. 

I Ieamed a great deal about aii aspects of focus groups. S pecincally, 1 leamed to dErentiate 

between distinct phases of focus groups. For example, there is a distinction betwcen the analysis 

phase and deriving results fiom the anaiysh. The analysis involves giving order to the data whereas 

the results give rneaning to that order (Knieger, 1998). The iitcrature a h  suggests that program 

evduation is not an exact science in practice and defisions are &en reachcd between the pnctical 
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and the ideal (Berk & Rosi, 1990; Rossi & Freeman, 1993). In addition, the pragmatic approach to 

evaluôtion recognirPs the lypd to conduct "good enough" eduatiom @en the availabie resources, 

political atmosphere, or o t k  program coasaaims (Rossi & Freeman, 1993). Normally, the &ta 

emerging h m  focus groups wouid be b l e d  to reflect common themes. In this set*, I chose not 

to foliow this strategy because it was not appropriate. The reasons fbr this were aiso discussed m 

Chapter 4. The point is thar I Iearned to d e  corrsçious chokes and tu give reasons for making ùlese 

c ho ices. 

The experkmd îàciütator tek 1 did a "good job". AU the participants contacted indicated that 

they were very "Unpred'.  Personaiiy, I felt the moming session led by the experienced fàcilitator 

was much more methodicd Sometimes, I struggled with the probig questions in the aftermon 

session indicating the d for me to acquire more experience in fàciiitating groups. 

At times, king a sndent presented some problems. For instance, som of  the agencies would 

only ded with the program manager even if her involvernent was mt necessary. However, the 

program manager was very persistent with the agencies that 1 had the capability to deal with m ~ s t  

situations. 

Another important arp* 1 laimed during th: practicum was the importance of using c o r n  

granxnar and good vocabulary. The meanhg a d  the context of words have a powerful Hiflueme in 

an evaluation study, especidy in a very politicai environment. A good writing and presenting style 

build a very positive image of an evaluator and evaluation study. 

Ahhough 1 feit 1 was abie to a c k  niost of the practicum objectives and sub objectives, the 

experknce would have been better ifa consuitant was hired at the initial stages of the practicum to 

prode some guidame. Udortinia;teiy, tk program manager was w t  abk to hire the consultant due 
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to kafEng and &al constraints. However, a consuitant wili be himi to evaiuate Program SC. 

Ovedl the practicirm advaaced my biowiedge base of the evaiuation LM. 1 was able to gain 

bo th theoretical and practical experimce in field of evaluation. 

5.3 suggestions for Improviag Program X 

In developing the evahiation fkmwo& it was recognbd that it would have some important 

implications for Program SC. Some of thes issues are discussed bebw. It sho& be emphasized that 

these are preliminary findings only. They are discussed here because evaluability assessrnents are 

forms of formative evaluations. Therefore, 1 feel it is appropriate to comment on some of these 

issues. Naturatly, the impact of Program SC cm only be assessed once a full evaluation has k e n  

completed. 

The following paragraphs summarize the prelimioary Mmgs  which were a mult of the 

various activities conducted during the practicum kluding the anaiysis of the focus group 

codtations and the interviews held with various stakeholders. In addition, 1 offer my obsewations 

on Program SC having been intimatety mvolved with the program over the last year. Suggestions are 

also made on how to improve the program where necessary. Reasons for the suggestions are also 

provided. 

After the suggestions are h@iighted, some of the successes of the program will be ~ ~ S C U S S Z ~  

to give a balanced perspective of the program. 

S uggestioas: 

1) That Program SC should be more aggressively marketcd and advert id both to the 

community and to other civic departments, 

Some of the agencies tbat were mt succesfi in obtainhg gmts d e r  the program hdicated 
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that the "average person on the street hap never heard of Program SC". 

In 1995, the City did hold community focus groups on the program but it was a general 

consensus among various stakeholders that few consultations have been held since then. 

2) ~ h i t  Prugrnm SC bave nom support and cornmitment from top poütical and administrative 

personnel in the organization. 

According to many of the participaon m the f w  groups, Program 5C stül k k s  politicai and 

adminimative suppon and accountability, which bas been the major critickm of employrnent equity 

programs at the City over the Yeats. This lack of support for the. program was particularly evident 

when representatives nom ail fBeen civic department were invited to an information session on the 
1 

Social Planning Council's Intemship Program under Program 5C and ody h e e  came to the session- 

The impact of the political process on getting projects approved was again demonstrated 

when another research project called "Clencal Beyond 2000: The Role of Women in the Civic 

Workforce" was presented to EPC for approvai. The aim of this project was to examine the chaoging 

face of the clencal field in the City of Whpeg. It is widely recog-d tbat the clerical field wül be 

faced with signiscant reductions in the hture due to mipovemnts m technology. This field is m~stly 

domuiated by wornen and the reduction number of jobs will have a sigilincant impact on this 

population. One of the counciilors remarked that if the recommendation nom this project were to 

indicate t bat women need additional training to explore alternative careers with the organhtioq 

there is sirnply no money for training. The councUor asked whether such a recommendation would 

obligate the City to spend more money than it has. Oace again budget issues seemd to bc the 

underlyhg ktor for consideration rather than equity and divers@ issues. The program manager for 

Program SC expiaiued tbat t h  pmject niay &O higldight altemate sources of W i n g  the City coukl 
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explore if the recommendation was that womcn needed h r h r  training. 

It should be noted that the City has identified the need to address accountabiiity. This 

accountability fiamework wiU allow senior administration to ho id individuai department managers 

respokible for achieving employment equity goals in t k i r  respective departments. ï h e  senior 

management and chic political leaders would in turn be held accouatable by various stakeholders 

previously discussed. This shodd alIow Program SC to demonstrate concrete resuits. 

In addition, the Cornmunity SeMces Department wiii d e  equity and divenity trainhg 

mandatory for al of t s  managers. The director of this department wants equity and diversity issues 

to be considered in di operational aspects of the department. 

3) That the City develop and maiataii an up to date Human Resoum Infonnation System 

that wiil allow it-to to reflect accurate data on its worMorce. 

ï h e  EDI coordinator îs c m e d y  working m conjunction with the Human Resource Services 

Division on this issue. She wants to be able to keep statistics on the number and types ofjobs held 

by aU employees in the organbatbn as well as movement acros job categories. An applicant trackiw 

systems was introduce in January, 1997. This should provide som of the up to date data that will be 

required for some of the evaluation questions. 

There has been a problem in the past with employees completkg voluntw seifdeclaration 

forrns. These foms contain vay usefiù statWd infionnation such as gender and, ethnic background, 

as well as other Liformatioa They are & for statistical purposes only. Although they are often 

completed when a person ntst appües for a City job, they niay be completed at any tirne. The EDI 

coordinator feels thai the City has considerably more people wiih disabilities then the w o r b e  

statistics indicate. Some people develop a disability afker they have been a City employee for =me 
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t& but fid to notify their department about the change in their status. Perhaps the consuitant hired 

by the City to evaluate Program SC can explore in detail why self declaration is a problem. Accurate 

fiiing of these voluntary declaration forms wiU ensure accurate information on ali of the civic 

lvo r kfo rce, no t only designated groups. 

4) That the Empbyment Systems Review be a major part of Program X to ensure the City's 

empfoyment systems are fair and equitabk. The Employment Systems Revkw shoald be 

condueted ns soon as possible. In particuiar, seniority clauses in colkctive agreements sbould 

be examined. 

There a~ several msom for c o d u c ~  a .  employment systems review. Most of these were 

dkussed earlier. Most of the stakehokiers involved with Program SC feel that seniority clauses pose 

a systemic barriet to the designatecl groups The priraary system for filling jobs and promotions under 

senio* clauses is the length of service provided the candidates meet the minimum qiialifications for 

the job. Often people m designated groups have the 1- seniority and thus have ditnculty accessing 

jobs and promotional oppomaities even if their education and e e e n c e  is above t h o s  of the more 

senior candidates. This is especespeciany true ofjobs under Cauadian Union of Public Employees (CUPE). 

The seniority issues are not supposed to be a factor in xmmagem~~~t positiom but in practice, it is very 

much a factor. For example, peopk at the entry level supervisory positions are ofien proaoted 

according to years of service if other candidates possess the sam quaucations. 

It should be noted that the seniority clauses are not inherently negative. Some memkrs of 

CUPE argue that the alternative of leaviag the hiring and promotional decisions e n k l y  to 

management is very subjective and may have even more adverse efiècts on desigiiated groups. 

Nevertheles, the issue needs to be examined. 
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S o m  of the stakehoiders fèel that tbe whik management anci the unions argue ovet the issue, 

ail designated groups continue to d e r .  

5) That the evaluation of Pmgnm X should commence as soon u possible whik the program 

is still-at its eariy stages. 

This will d o w  the evaluator to comment on the ïmrnediate operations of the program and 

give the program manager a chance to make improvements wfiere necessary. 

Most senior managers m tbe City fée1 evaluation implies demonstrating only the nnal resuits. 

The program manager of SC pointed out that process evaluation is extremely important and this can 

only be dom if the evaluation process begins early. Without process evaluation it wouid be difEcult 

to say why the program did or did not work weil. 

6) That the progmm manager of X shouhi be g i v e ~  more autonomy and more coatrol over 

fiscal and human resources devoted to the program. 

Innifncient resources were identined as a major problem for the City's Employment Equity 

Pro gram in the City's Audit Report in 1996 (now cailed the Equity aod Dîveaity Initiative). This 

continues to be a problem for the EDI. Originaiiy, there were th= professional staffand a nippori 

person assigneci to the EDI. As a resuit of the City's restructriring in 1997, only the program manager 

and a support person were full tjme employees of EDI. This has put enormous pressure on the 

program nianager to achieve goals and objectives related to Program SC. The program manager has 

had to continue to fiod innovative ways such as secondments and contract help to staff the pro- 

The program manager often works extendecl hours and it is hex sheer devotion to the program that 

keeps the program nrnning. 

Political and admhhative constraints on fiscal resources of the program was also a major 
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factor. For instance, in October, 1998, $300,000 was diverted fkom Prognm SC to another program 

under the WDA. This had a signifxant negative impact on the program as the program nianager was 

not able to conduct =me extremly important activities she had intended. 

Recentiy, the program manager was advised that there wouid be fùrther fiscal constraints on 

Program SC dollars availabk in 1999. This will limit the number of projects that can be carried out 

in 1 999. Some of the orgarhtioas aite~ewed indicated that they would iike more support from 

the program manager in developing their proposais for Prognun SC . They ako noticed the shonages 

in staff devoted to the progr;uhThe cornmitment of appropriate human and k a 1  resources to 

Program SC is needed if the program is to achieve any significant resuits. 

7) That Program SC continue to keep open and prompt communicatioa witb various 

stakeholders. 

Both the successful organizations and the unsuccess£bl organbations indicated that the 

response t h e  to hear back the resuits of their propos& was too lengthy. This somtirnes led to 

speculations as to what was happening with their proposais and if thne was a "hidden agenda". 

The program manager of SC continues to do her kst to keep the stakeholders abreast of what 

is happening with Program SC. This incfudes articles on equPty and dkrsity issues in each publication 

of the local CMC newspaper as weii as attending numemus meetings with various stakeholders. There 

are also annual reports produced on the operation of Program SC. 

The participants in the focus groups Udicated that it is important to share information whm 

the program su&. The implication is tbat ruccess of a project or activity niay have a "domino- 

efèct. 
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8) That the City sboukl continue to emphasiv social and moral reamns in addition to business 

reasons to acb ieve equity. The nasons for this were d i s c d  in the mis phase of the focus 

groups. 

9) ~ h a t  Progrnm SC should phcc 10 to 12 amdidita in City jobs througb the Social Planning 

Council's Intemship Pmgram as sooa as possibk. 

Under this program, ten to twelve people nom the designated groups were to be placed m 

existing City jobs at the professional and management level. Even though, the program bas k e n  

operational since October, 1998, only one candidate has ken placed through this program. This 

project is an opportun& for the City to increase the number of designated group members in q d t y  

jobs. 

It shouid be emphasized that Program SC has fùnded various projects over the past year that 

have had very positive effects. These include the hiring of aboriginal and visible minority youths to 

train as Youth Guards and Recreation Technicians. Such initiatives will empower the youths of these 

designateci p u p s  and wiU help thcm devebp leadership skiUs. It is anticipated that these youths will 

transfer their leadership abiiities to the wider community and act as role models for other youths. 

Other major activities include ongoirig educational workshops on equity and diversity issues 

throughout the City. These ducational workshops will hopefully develop positive attitudes towards 

designated groups and equity a d  divasity issues The airn is to buU a workplace environment where 

each employees is respected a d  tteated with digni(y. Som of the projects h d e d  under the program 

wdl benefit ail citizem of Wdpeg not just the designated groups. The Accessibïï Audit is one 

such example. This project was designcd to study how the City's services can k made more 

accessible. It will ennin the City's services are accessibfe by ail p p l e  in Wiiinipeg not j# p p l e  
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with disabilities. There are other positive developments on the horizon that may funher contribute 

to the success of Program SC such as the acknowledging the need to address accountabiiity. 

The practicum kdings, conclusions, and recommendations indicate that whik Program SC 

has made progress with scm very positive resuits owr the last year, the effectiveness of Program 

SC can only be determined thmugh a comprehensive evaiuation of the prcigram The evaluation 

h e w o r k  developed during this practicum wiU hefp in this endeavour. 
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1.0 General Infonnatioi of the Winnipeg Development Agreement 

The Winnipeg Developmnt Agreement is an agreement ktween the Govemmcnt of Canada, the 

Govemrnent of Manitoba and the City of Winnipeg. The Agrrement provides a mecbanirm whereby 

the thiee levels of govemment can work togeiher with business and the community to create long 

term nistamable economic devebpmnt for the City of Wuniipg through program measutes directed 

toward three fùnctional areas: economic sectors, labour force, and community development. 

The objectives of the Agreement are: 

1) to create long term employment; 

2)  to assist people in accessing job oppomuiities and; 

3) to create a d e ,  healthy, and enviionmentally sounà 

work, and do business. 

The seven principles that underlie the Agreement are: 

- coverage of the entire city of W ~ p e g ,  

- public codta t ion  and participation, 

- public-private and non profit partnerships, 

- innovation, 

- integration of programs and sub programs, 

- environmentaiiy sound and, 

- coordination with other intergovernmental initiatives. 

I 

communïty in which to Live, 

There are Meen programs under the Agrrnnent. The pro gram^ cross thm secton: 

Community Development and Security. Labour Forte Developmwt and Strategic and Sectorai 

Investments. 
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2.O~Evaluation of Sub Pmgrams 

Under the ternis of the Agreement, an evaiuation plan has been developed and approved by 

Po lic y Committee. The plan presents a two pronged approach to evaiuatioa. The tint prong b qq 

overali evaluation of the Agreement and its progranis. 

The second prong of evahiauon is Targeted Evaiuatioas. Targeted evaluations provide more 

indepth evahiations of particular progranis or sub pmgrams. Such eVahlZIfiOns may look at the iqpacr 
& 

of a program on a particuhr neighbourhood, community a d o r  target population or might focus pn 

a comprehensive evaluation of a particula. program considering such variables as achievements qf 

intended results, secondary impacts, appropriateness, acceptance by the target population, COS~S,. 

productivity etc. Targeted evaluations are identified and irnplemnted by each jurisdictioa 

PROGRAM SC: EMPLOYMENT EQULTY 

WHAT IS THE EMPLOYMENT EQWITY PROGRAM? 

The goal of Program SC - Employment Equity is to provide enhancd employment opportunïties 

within the City of Wumipeg organization in order to build and maintain an internal workforce that is 

more representative of the available labour force in the city. The program wül focus on the curreat 

and future employees and primarily designated groups (Aboriginal people, womn, people with 

disabilities and visible rninorities). 

WHO CAN APPLY? 

Co rnrnunity-based groups, non-pro fit and for profit organizations and municipal depariwnts are 

eiigible to apply. 

WHAT TYPES OF PROJECTS QUALIFY? 

Funding will be available for a range of projects that offer innovative approaches towards building 



124 

and maintahhg a more diverse workforce. Emphasis will k placed on pmjects that ensure 

recruitment, xlection, retention and promotion of cumnt and futine employœs is camed out in a 

. m .  

non-dirnmmatory manner. The program has identifieci four categories under which projects cm be 

deve lod  They are: pilot action projects; systeins nippa and assessmnt; workforce support and 

enhancement; and coordination and deiivery. Detailed descriptions of the four sub-programs are 

provided in the Program Authorkation. 

WHAT ARE THE FUNDING LIMITS? 

The program has 3 1.2 million over the tenn of the Agreement, untii March 200 1. 

WHAT ARE THE PROJECT CRITERIA? 

Projects will be considered for funding based on the foilowing criteria: 

the degree of alignment with and ability to support equity and diveaity initiatives within the 

City of W-peg organhtion; 

the capacity to create an organizational culture that values equity and seeks out and 

capitalizes on woricfiorce diversity; 

the capacity to identifil and reduce barriers to employment equity within the municipal 

workforce; 

CO irnnitmeot to identified, ninaniable ernploymnt withui the City of WLnnipeg orgadition; 

the capacity to Iever additionai resources to cornpiement program fbnd.s; 

signifiant irnpact on human resource systems and practia$ hiuding the scope of sustainable 

employment opportunîties, d o r  opportunities with a reaiistic expectation of career 

advancement, as well as the quality and nature of employment opprtunities; 

the abüity to mate ünkages with o t k  Winnipeg Development Agreement (WDA) pi~gnuns, 
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public, and private sector prognuns; 

> the capacity to impact and facilitate empioymnit equity within the City of Wipeg  

organization beyond the tenn of the Agreement. 

HOW TO APPLY? 

AU proposais wiU be received on a continuous basis by the Equity and Diversity Office, Corporate 

SeMces Department. 

Proposais should include: 

* A detailed project description iiifluding a needs assessnent statement, detailed costs, 

casMo w projections and c o ~ t i o n  of funding from other sources; 

b A description of the consultation which has occumd with government, private sector 

organizations, individuais andior othet stakeholders; 

* a staternent of ho w the project meets the goals and objectives of the WDA; 

* A statement outhhg how the project will become self-sufiicient beyond the term of the 

WDA, 

WHAT IS THE APPROVAL PROCESS? 

AU proposais wiU be reviewed by the Equity and Diversity Office with assistance fiom the 

City's Community and Race Relations cornmittee and the other levels of govemwnt. 

> The City o f  Wipeg's Executive Policy Cornmittee will be the approval body responsiae 

for projects up to $1 00,000. Projects m exces of $100,000 will be submitted to C* Council 

for approval. 

> Once a specifk project ïs appmved, a w m i n  agreement wili be developed that specifies 

the t e m  anà conditions under which W i n g  wili k provided- 



F O ~  FURTHER INFORMATION, PLEASE CONTACT: 

Jackie HaiE'burton Ph: 986-4603 

Equity and Diverse Coordinator Fax: 986-5966 

corPorate Services Department E-Mail: jhallibu@city.winnipeg.mb.ca 

City of Wuuipeg 

5th Floor, 5 1 O Main Street 

Wùuiipeg, MB R3B 1B9 



APPENDIX C 

Preparing A Detailed Proposal for Submkion Under the WDA 



Preparing a Detailed Propal  for Submission 

Winnipeg Development Agreement 
Program SC - Employrnent Equity 

This application bas four parts - please compkte al1 four sections and include in your 
application. 

Part One - Project Proposai 
Part Two - Supporting Documents 
Part Three - CompIeted Evaiuative Criteria 
Part Four - Completed Check List 

Part One: Project Pmposal 

Please address, in detail, the foliowing areas: 

Project Title 

Init iat ing Agency/Department 

Contact Name and Phone Number 

Identlfy the subprogram(s) within Program 5C that the proposed project fits. 

Bnefly descni the project concept and indicate anticipated time fiames for approvd, 
implementation and completion 

6. Please nate the goals aad objectives of the project. 

7. Briefly describe the existing support for this concept @axd upon c o d a t i o n  with other levels 
of govemment, private seçtor organizations, community groups, individu& andlor other 
stakeho lders). 

8. Please comment on the project and it's alignment with organizational objectives (provide 
comments related to Plan Wiinipeg alignment, alignment with other City of Winnipeg 
organizational directives, and the projects' contriiution to the goals of the Equity and Diveniv 
Initiative). 

9. Cornment on the pmject's ababüity to contnbute to an organizational culture that values equity and 
seeks to capitaiize on worlf6rce diversity. 

10. In what ways wül this project identify and d u c e  barries to employment equity withh the 
municipal workforce. 



1 1 ..Does this project have tbt p o t d  to create sustahabIe aiployment within the City of W&pg 
organization 

12. Comment on the long terni contriiutions of this project to the employment equity goals of the 
City of WlNZipeg organization. 

13. Comment on societal, empbymcnt a d  demographic trends in our community which support this 
project. 

1 4. Please outline, in detail, how the project will be implemented (hclude Somation on time fhmes, 
project leaders, project target groups, and other considerations) 

1 5 Ment@ potentiai partners for this project. Have these potential partne= ken  approachedl 
confirrned? Indicate type and degree of participation desired- 

1 6- Provide deiailed budget and cash fiow requkements for the entire term of  the project. 

17. Date of Submission 

Part Two: Supporting Documents 

P Iease provide the foUo wing documents in support of your organization's proposal: 

Articles of Incorporation 

a Statement of Purpose, Mission and Objectives of Organhtion 

Brief resurne of organizational exprience in implementing and supporthg projects nich as 
the proposed project 

O Two letten of support for the project 

Letters of h c i a l  commitment fiom project partnefs (if available). I f  not, copies of 
application fonm submitted and a statemnt regarding anticipated time fiames for decision 
m g .  

Part Three: Evalua tive C rittria 

Projects will be considerd for fundiag basd on the following criteria. 
Does your project demoastmtc the following: 

Support within the community for the project? 

Mgment with City of Wianipeg organizationai objectives?d YES 



Alignment with the goais of the Equity and Divenity 
Initiative at The City of  Winnpeg? D YES 

The ability to idente and reduce M e r s  to employment 
equity within the City of Wuinipeg workforce? O YES 

The potential to create sutainable employment within 
the City of Winnipeg organization? 0 YES 

The capacity to lever additional resources to cornpiement 
program fun&? t3 YES 

The capacity to create iinkages with other WDA pro-, O YES 
public and private sector programs? 

Commined or anticipated fbnding fiom other sources? O YES 

An impact on employment equity within the City of Winnipeg 
organization beyond the rope of the Agreement? 0 YES 

The provision o f  quality ernpbyment opportdies a d o r  
advancement potential withUi The City of W&peg 
organization that align with nmire workfom trends? b YES 

Part Four: Check List 

Have you inchded: 

Detailed Project Proposal ( m e r i n g  ali relevant questions) 

Articles of Incorporation 

Statement of Purpose, Mission and Objectives of Organization 

Two lettea o f  support for the projet 

Letten of financial commitment from projat partnefs 

Detailed Budget 

Cash Flow Projections 

DNO 



completed Evaluative Criteria Fom 

Cornpleted Check List Fonn 
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THE REVISED OPERATIONAL DEFINITIONS as a p p v e d  by WDA 
Coordinators (November f 998) 

Innovative Programming - refers to programs which are using new approaches; that is, using 
processes or structures that have not been used before in a given kat ion or by the 
impiementing levd of g0~emITlent Prognms that an using WDA funding to replace other 
govemment funding are- to be judged as being innovatnre. 

Program Integriation - WDA programs are integrated when two or more of them can be seen as 
distinct pieces of a larger enterprise or initiative (e.g. North Main Programs IN1 811 C Riverbank 
Develapment 12A Manitoba and Winnipeg), or when a project is joinUy funded by two or more 
programs or sub-programs within the WDA. 

Program Caorâination - WDA programs are coordinated with other government programs (both 
WDA and non-WDA) when they operate in the same area with similar purposes as these other 
programs, but take the other programs into account (through communication or specific 
knowledge) one another's mandate and activities in order to avoid overlap and duplication. 

Complementarity - refers to monies flowing to the prograrnsfprojects from govemment, but 
outside of the WDA (that is, govemment non-WDA contribution). 
Complementarity is one aspect of coordination. 

Levenged Money - refers to money fiowing to programlprojects from outside of government 
(e.g . contributions from proponents) 

lnkind Contributions - refers to goods or services dedicated to a particular programfproject that 
has an identifiable dollar value. 

Parbterships - result from the provision of money or in kind contributions to a program/projact by 
a private andlor non-proM organization or individual. The provider becomes a partner; that is, the 
result of leveraged money. or in-kind contributions is to be considered a partnetship. 

Safety - refers to initiatives addressing issues of personal safety, ranging from the promotion of 
physical well-being to crime prevention. 

Environmentally sound - refen to programs which meet applicable environmental laws, 
regulations and standards. 

City-wïde - refers to initiatives which are open to participants or proponents from al1 areas of the 
city. (The ovefall Agreement will be ~ S M S S ~ ~  in the light of how programs and sub- 
programs combine to make WDA city-wide.) 

Project commibii.nt - A cornmitment exirts when the nquired approval is in place to expend an 
identifiable sum of money on a projed. 



A feasibility study is considered i single project. 
A project renewaI is considered an extension of the original project cornmitment. 

Prouciive Information Services Inc. 



APPENDIX E 

Evaluation Feedback Form 



EV'ALUATION FEEDBACK FORM 

1. What did you find usefbi about today's session ? 

2. What did you iike least about toâay's session? 

3. Do you think this information could have been coliefted in a different way ? I f  yes, how ? 

4. In your opinion, is the hmework fair and unbiased ? 

5 Additional comroents 



The Evaluation Framework : A Repori Submitted to the Coordinator of the 

Equity and Divenity Initiative 



Targeted Evaluatioo Framework for Program X (Employment Equity) of the 

Winnipeg Development Agreement 

(Developed as a Result of Focus Groupa and Intemews ) 

A Report Submitted to tbe Coordinator of Equity and Diversity Initiative 

August 23/99 

Prepared by: Mohinder Bajwa 



1.0 INTRODUCTION 

In 1995, The W&peg Developmnt Agreement (WDA), a tri level agreement, committed 

$75.00 million over five years to krease economic developmnt and employment oppominities 

throughout the city of Winnipeg. It is an agreement between the g o v e m n t s  of Canada, Manitoba 

and Wbpeg.  

The agreement consists of ditkenî pmpms  kluding Program SC: Employment Equity. The 

details of this program are discussed in more detail in the "Context" section of the evaluation 

fkmework. The agreement explicitly outhes the n e d  to evaluate the agreement overd as weii as 

targeted evaluations of each program on an as needed basis. 

In September 1998 the devebpment of a targeted evduation fkmework for Program 5C was 

commissioned by the program manager. The principal author of this document was seconded for six 

months (hm SeptJ98 to Feb199) to develop this evaluation hmework. The secondment oppofiunity 

was unique in that it served as setting for the principal author to cornpiete a practicum in the area of 

evaluation as part of the M.S.W. program in the Faculty of Social Work at The Universi*. of 

Manitoba, 

This evaluation fkumwork wdl save as a background to the evaluation of Program SC, which 

wili be conducted by an independent codtant. 

Detailed background on the WDA and hogram SC is provided in section 2.0. An Ui depth 

understanding of the WDA and Program SC is necesary to gain a ktter understanding of the 

evaluation fhnework. 

The evaluation hnework was developed as a result of conducting an extensive literature 
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review, conducting inte~ews with various stakeholders, and holding focus groups with the 

stakeholders. This is a bnef interd report rather than an academic report. It is designed for the 

program manager of SC and other stakeholders for a quick reference to the evaluation b w o r k .  

References are provided at the end of the document. These w m  used to develop this hnework. 
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2.0 General Information of the Winnipeg Dtvelopment Agreement 

The M r h i p e g  Developmni Ageement is an agreement between the Govenunent of Canada, 

the Govement of Manitoba and the City of Wdpeg. The Agreement provides a mechanism 

whereby the three levels of  govmm~nt can work together with business and the community to mate 

long term sustainable ecowmk developmnt for the City of Wuinipeg thmugh proogram measures 

d k t e d  toward three fhctionai areas: economic sectors, labour force, and commu12ity develapment- 

The objectives of  the Agreement are: 

1 ) to create long term employment; 

2) to assist people in accessing job opportunities and; 

3) to create a d e ,  healthy, and environmenta& sound comrnuriity m which to live, work, 

and do business. 

The seven principles that underlie the Agreement are: 

- . coverage of the entire city of WUllljpeg, 

- public consultation and participation, 

- public-private and non profit partneahips, 

- innovation, 

- integration of  programs and sub progranis, 

- environmentally sound and, 

- coordination with other intergovemmental initiatives. 

There are meen pro- under the Agreement. The prograrns cross three secton: 

CommUnity Development and Security. Labour Force Development and Strategic and Sectord 

Investments. 



2.1 Evaluation of Sub Pmgrams 

Under the ternis of the Agreement, an evaluation pian has been developed and approved by 

Policy Cornmittee. The plan presents a two pronged approach to evaluatioa The firrt prong is an 

overd evaluation of the Agreemnt and its programs. 

The second prong of evahiation is Targctcd Evalua tioas. Targeted evaluations provide more 

in-depth evaluations of particuhr pgrams or sub programs. Such evduatiom niay look at the impact 

of a program on a partic& mighbourhood, community andlot target population or might focus on 

a co mprehensive evaluation of a particular program considering such variables as achievements of 

intended results, seconciary impacts, appropriatemss, acceptance by the target population, costs, 
t 

productivity etc. Targeted evaiuations are identined and implemnted by each jurisdiction. 

2.2 PROGRAM SC: EMPLOYMENT EQUITY 

WHAT IS THE EMPLOYMENT EQUITY PROCRAM? 

The goal of Program SC - Employment Equity is to provide enhanced employment 

op~ominities tvithm the City of Wmnipg organPation m order to build and maintain a workforce that 

is more representative of the a m b l e  labour force in the city. The program wül focus on the current 

and future employees and prjmariiy designated groups (Aboriginal people, women. people with 

d isabilit ies and visible minorities). 

WHO CAN APPLY? 

Community-baseci groups, non-profit and for profit organizations and municipal departments 

are eiigible to appiy. 

WHAT TYPES OF PROJECTS QUALIFY? 

Funding wili be available for a range of projects that offer innovative approacha towards 
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building and maintaining a more diverse workfiorce. Emphasis wiU be placed on projects that ensure 

recruitment, selection, retention and promotion of current and friture employees is c d e d  out in a 

non-discriminatory manner. The program has identified four categones under which projects can bê 

developed. They are: pilot action projects; systems support and assessment; workforce nippon and 

enhancement; and coordination and delivery. Detaïled descriptions of the four sub-progr- are 

provideci in the Program Authorization. 

WHAT ARE THE FUNDING LiMITS? 

The program has $1.2 mülion over the t em of the Agreement, until March 200 1. 

WHAT ARE THE PROJECT CRITERIA? 

Projects will be considered for fiindiag based on the following criteria: 

the degree of aügnment with and ability io support equity and diveaity initiatives within the 

City of Winnipeg organization; 

the capacity to mate an organuationai culrure tbat values equity and seeks out and capitaks 

on workforce diversiw, 

the capacity to identify and reduce barriers to employment equity within the municipal 

workforce; 

c o m m h m t  to identified, nistainable employment within the City of Wipeg  organization; 

the capacity to lever additional resources to complement pro- funds; 

si@cant impact on hinnui murce systems and practices, including the scope of sustainable 

ernployment oppominities, a d o r  opportunitics with a reaiistic expectation of c a m r  

advancement, as well as the quaüty and nature of employment opportunities; 
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the a b i i  to create linkages with otha Winnipeg Development Agreement (WDA) programs, 

public, and private sector programs; 

the capacity to impact and facilitate employment equity withh the City of Wmnpeg 

organization beyond the tenn of the Agreement. 

HOW TO APPLY? 

AU proposals will be received on a continuous basis by the Equity and Diversity Office, 

Corporate Services Department. 

Proposais should include: 

* A detailed project description inchidmg a needs assessrnent statemcni, detailed costs, cash flow 

projections and confirmation of £ûndiag fiom other sources; 

> A description of the consultation which has occumd with government, private sector 

organizations, individuals @or other stakeholders; 

a statement of how the project mets the goals and objectives of the WDA; 

A staternent outlinmg how the pmject will becom seIf-sufkient beyond the tenn of the WDA. 

WHAT IS THE Af PROVAL PROCESS? 

> All proposals will be reviewed by the Equity and Diversity Office with assistance nom the 

City's Cornmunity and Race Relations committee and the other levek of government. 

> The City of Wmnipeg's Executive Polry Cornmittee wüi k the approval body responsible for 

projects up to f 100,000. Pmjm m exeers of 31 00,000 will be submitted to City Council for 

approval. 

Once a specific project h approved, a conmiution agreement wül be developed that specifies 

the tenns and conditions under which funding will be provideci. 



FOR FURTHER INFORMATION, PLEASE CONTACT: 

Jackie Hah%urton Ph: 986-4603 
Equity and Diversity Coordinator Fax: 986-5966 
Corpo rate Services Department E-Mail: j~%u@city.winnipeg.mbsa 
City of W ï p e g  
Main Floor, 5 10 Main Street 
W' ïpeg ,  MB W B  lB9 



2.3 Preparing a Detaikd Proposal for Subahsion under Progrria SC 

This application Las four par* - piease eompkte al1 font sections and iaclude in yoir  
application. 

Part One - Project Proposai 
Part Two - Supportmg Documents 
Part Three - Compieted Evaiuative Criteria 
Part Four - Completed Check List 

Part One: Project Proposal 

Please address, in d e t a  the foilowing areas: 

1. Project Titte 

3. Contact Name and Phone Number 

4. Identa the sub-program(s) within Program SC tbat the proposed project fi&. 

5.  Bnefly descnk the project concept and indicate anticipated time hunes for approval, 
implementation and completion. 

6 .  Please state the goals and objectives of the project. 

7. Briefly d e s m i  the existiag support for this concept @esed upon consultation with 0th- levels 
of government, private sector organizations, community p u p s ,  individuals andor other 
stakeholders). 

8. Please cornment on tht project and it's aLignmnt with orgeoPational objectives (provide 
comments related to Plan Wmnipeg alignment, alignmnt with o t k  City of Wrrmipeg 
organizatiod dmciives, and the projects' contn'bution to the goals of the Equity d DiverSity 
Initiative). 

9. Conmi~n on the project's ability to contribute to an organhtional cuiture that values equity and 
seeks to capitaiize on world0rce diversity. 



10. In what ways wül this project identify and d u c e  barriers to empbyment equity within the 
municipal workfiorce. 

1 1. Does this projecî have the p o t a d  to -te sustainable employment within the City of Wiipeg 
organizatioa 

12. Comment on the long term conmiutions of this project to the employmnt equity go& of the 
City of WUULipeg organization. 

13. Comment on societai, empbyment and demographic trends in our conmiunity which ~ p p o n  this 
project. 

14. Please outline, in deta& how the pmject w4.i be implemented (hclude information on the WS, 
project leaders, project target groups, and otber considerations) 

15. Idente  potential partners for this project. Have these potential partners been approachedl 
confirmed? Indicate type and de- of participation deskd 

16. Provide detaiied budget and cash flow requireaients for the entire tenn of th( project. 

17. Date of Submission 

Part Two: Supporting Documents 

Please provide the following documents in support of your organization's proposal: 

a Articles of Incorporation 

a Statement of Purpose, Mission and Objectives of OrganUation 

Brief resume of organizational experience in implemnting and supportkg projects such as 
the proposed project 

a Two letters of support for the project 

Letters of financial c o d t m e n t  nom projeft partners (if adable). If not, copies of 
application fomrs submitted and a statemnt regarding anticipated time h s  for decision 
making. 



Part Three: Evaluative Criteria 

Projects will be considerrd for funding barcd on the folbwing criteria. 
Does your projeet demonstrate tbe folbwing: 

Support within the community for the pmject? b YES 

Alignment with City of W i p e g  organizational objectives? O YES 

Alignrnent with the goals of the Equity and Dive* 
Initiative at The City of Wbpeg? O YES 

The ability to idente and reduce barriers to employmnt 
equity within the City of WLNlj:peg workforce? b YES 

The potential to create sustainable employment within 
the City of Wiipeg organization? O YES 

The capacity to lever additional resourcps to complemnt 
program h d s ?  O YES 

The capacity to create linkages with other WDA programs, d YES 
pubiic and private sector programs? 

Cornrnitted or anticipated funding h m  otha sounxs? O YES 

An impact on employment equity within the City of W1I1)Jipeg 
O rganizat ion beyond the scope of the Agreement? O YES 

The provision of quality employment o p p o d t i e s  &or 
advancement potential withh The City of Wdpeg 
organization that align with fûture workforce trends? O YES 

Part Four: Check LWt 

Have you included: 

Detailed Project Proposal ( m e r i n g  all refevant questions) 

Articles of Incorporation 

S tatement of Purpose, MisJion and Objectives of Organkation 



Resume 

Two letters of support for the project 

Letters of fiaancial cornmitment h m  project paanen 

Detailed Budget 

Cash Flow Projections 

Completed Evaluative Criteria Form 

Completed Check List Fomi 



3.0 THE FOCUS GROUPS 

Two one and half hour group sessions were Md. These focus groups were used as 

consultations to obtain féedback on the rekvance of the evaluation h w o t k  to evaluate Program 

SC. One gmup consisteci of successful organizations/iidividuafS Wed under Program SC. The other 

focus group consisted of people who were knowledgeable and were practismg in the area of 

Employment E q u S  (EE). The h e r  group o f  people belonged to the Manitoba Employment Equity 

Practionen Association (MEEPA) and represmted governmnt, private, and not for profit sectors 

addresçing a wide range of equity and diversity issues. Invitations were sent to 10 individuais in each 

group. The focus groups were held at The City of Wdpeg on Febniary 12/99. 

The group session was relatively unstructwd to ailow for spontaneous responses fkom the 

participants. 

4.0 ANALYSIS AND RESULTS OF THE FOCUS CROUP DISCUSSIONS AND 

INTERVIEWS 

The data eom the focus groups and the interyiews was analysed using methodologies that are 

consistent with the qualitative appach to evduations. However, there were some exceptions to the 

methods used to analyse the data For example, the data was not coded to reflect cornmon themes, 

categories and patterns because the questions in the evaluation fhmework brram the categories. 

These categories were developbd tbrough relevant iiterature review and consultations with various 

stakeholders. The responses of the focus group participants were enamined as to how they infomd 

the hmework. Cowquentîy there was no need to do detailed codhg of the units. 

The resuits nom the focus groups inàicated that the evaiuaîion hmework was an Unporuuit 

document that would guide the comprehensive evaiuation of Program SC. 



5.0 THE EVALUATION FRAMEWORK 

The evaiuation fkmwork is àided bto fbur pims. Part 1 comists of context which provides 

some historical background and f i ic td idormation Part II consists of  process or implementation 

evaluation designed to assess whether the program is opaiing as onginally designed or intended. Part 

III of the evaluation, the output section, is desigrîed to assess the immeûiate results of Program SC. 

Part IV recognizes that the pararileter of this evaluation b w o r k  is the evaiuation of Program SC, 

however the City's overd approach to equity and diversity and Program SC are inter-related and so 

are their evaiuations. 

nie proposeci design and data coUection methods are related to each of the major components 

highlighted in the evaiuation hmework and are discussed within each evaluation compnent. It is 

recommended that data collection methods use: 

- Bo th qualitative and quantitative measurrs of success to address major subject areas of 

evaluatio n. 
CI 

- Methods that are user fiendly and give meaningfd information on a timely fashioa 

- Smpshot data that show the numbers as well as occupational statu of staffwho belong to the 

designated groups and their proportion in relation to the total staffat the City. 
4 

- Flow data that shows the kquency of employment transactions such as hiring, promotions, and 

terminations for members of each designated group within the City of  W d p g  o r g d t i o n  and 

for departrnents. 
A 

Some of the data are easiiy accessibie. For example, the City's 1994 census and the 1996 

Workforce Profiie. Other data collection mthods wiU have to be desigaed d tdored to Program 

5C. This wiU include devebpiog relevant fomis to ensure the data coiiection maho& are appmp~te  



by involving the relevant stakeholders. 

It should be noted that the City has undergone major rrstnicturing since 1996. This includes 

the mer& of departlnents and the elimination of many management positions. Therefore, whiie the 

1994 census and the 1996 Work6orce Profile is recommended to be used as baseLine data, using more 

up to date data wodd be desirable but the City may not have compiled such recent data 

Part 1 - Context 

In Jdy 1997, City Councl approved the Rogram Authorization for Program 5C: Employment 

Equity of the WDA This program allocated $1.2 niillion (originally S 1 .S d o n )  to provide enhanced 

employment opporiunities within the City of Wnnipeg ûrganization to build and &tain a diverse 

workforce that is more representative of the available labour force in the city. The program focuses 

on current and fuhlrr employees and primarily designated groups (Aboriginal people. womea, people 

with disabilities and visible minonties) as these groups have been historically disadvantaged in 

accessing meaningfiil empioyrnerit opportunities in Canada as weii as at the City of Wdpeg and are 

under-represented in the City of Winnipeg' s workforce. 

In the City's Audit Report on the Empbymest Equity Program, Employment Equity is defined 

as aii the organizational policies, practica and initiatives coiiectively aimd at increashg the 

rep resentat ion of designated gmups across the organization The program is intended to initiate 

actions to ensure that mniitmnit, selection, and promotion of current and friture employees is c e d  

out in a non discrinhatory manner. The program is also expected to correct past disparities by 

removing both physical and systemic barriers and initiate special masures. 

Program SC is conducted under the auspices of City's Equity and Diversity Initiative which 

has taken a broader mandate to create a more respectifid and diverse workforce that maximlles the 
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potentiai of aii employees by creating a business case for equity. The business case for equity states 

that the City adopt an quitable workforce because this wül make business seme in addition to 

achieving equity for social and moral reasons. As a large organilation, the City serves diverse 

communÏties and people. Thus according to the business case, it wouM ody make sense to reflect the 

worldorce and senices provideci by the City to meet the needs of its diverse population By dohg this 

the City could retain or attract more custorners. However, the ratiomie for Program 5C onginates 

ftom the recognition that sorne groups have been historically disadvantaged in obtaàiing meaniagful 

employment with the City of WlIltupeg and therefore Program SC places strong emphasis on 

employment equity. 

Prior to Program SC, several community groups such as The Social Planning Council of 

Winnipeg who w r k  with designated groups to address some of their concerns, expmsed 

disappointment with the City's progres on Empioyment Equity (EE). They expressed doubts the City 

was commined to the concept of EE as there was no clear evidence of accountability. SpecificaIly 

these cornmuniîy groups were not sure who at the City was responsible to nisurr that equity was bemg 

pursued and that progress was king achieved. Consequently in 1995, The Social Pl- Council 

and an individual filed a complaint with the City's Ombudsman's Office against the EE program on 

its slow progress in addressing employment equ@ issues. 

The City's Ombudsinan's Investigation Report (1996) and The City's own Audit Report 

(1 996) also indicated that despite having an EE program for k t  twelve years, the City had made 

fimited progres in increasing the representation of designated groups in the CMC workforce . 
Part II - P ~ ~ ~ d r n p k m e n t a t i a a  

The major empbasis of the evahl8tion should be on process ad 9nplementatiOn as the pro- 
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is in the earty stages of devebpmeni and the evahiatioa hmework is designed to r e m  this emphasis. 

The pmcess and implementation phase is divided hto three components: 1) The relatiomhip between 

WDA and Program SC; 2) the proposai process; and 3) the admuiistni . 
tÎve compcnent. These tliree 

components are designed to address the major pmcess issues expected to arise in the evaiuation of 

program 5C. 

By the end ofthe pracanmi, atmost one year wül have been passed and thus the program Win 

no longer be at its early stages. Sorne of the pmjects fiindeci under Program SC wül have been 

completed. Therefore, there will be a need to conduct a sunmistive evaluation of these projects. 

The WDA and Program Authorkations indicate that programs d e r  the WDA must be 

innovative, m line with the overall agreement, accessible to the entire population of the City, properly 

coordinated to prevent program duplication, and have community involvement. To address these 

issues, the foiiowing evaluation questions are recomrnended. 

1) To what extent does 5C meet the goaWobjectives of the WDA in terrns of innovation, 

accessibility, training, coordinetion and part~~rships? 

2) What featurrs makes SC unique or innovative as de- by operational definitions 

devebped by a consultant to evabte the WDA overail? (see Appendix D for operational 

definitions). 

3a) How is the program behg coordinated with other prograinr d e r  the WDA to 

prevent duplication of services? 

b) What is tbe perception of comunmity groups regadhg thea relationship and e w -  

with the three levels of govemment? 



Qualitative rneasiaps wiil inchde interviews with the program manager and other key 

stakeholders as weli as a literature review related to the program. This will consist of official 

documentation regarding the program d "grey" Literature such as o-e memorandums and otber 

interna1 documents. 

2. P r o p d  P r o c e 0  f o t o m  * .  

The evaluation of the proposal process was also deterrained to be an important component of 

the evahiation U w o r k .  To answer some of the evaiuation questions on the proposal process, the 

following questions are suggested. 

4) 1s the program functioning as originally designed or intended? 

Sa) What is the program manager's general perception of the proposal process for giving 

grants to community groups and iradMduais? 

b) Are the proposais received from various agencies developed accordhg to tbe eiigibility 

cnteria developed for the program? 

c) Does the pro- nianager f e l  these community agencïes r e a k  the conplex operational 

. . 
environment of the program which involves political and adnmustrative consideratioiis? 

d) What types and numbet of community groups/orgdtioas are being M e d  d e r  

the program? 

6a) What is the perception of successful applicants regardhg the eiigi'b'i  criteria? Was it 

clear and consistent? 

b) Were fun& disbursed on a timeiy bis? 

C) Did the applicauts meive guidelines m interpreting the elig'bility deria? 
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d) What are their recommendatiom for improving the process ifit needs improvement? 

7a) What is the perception of unsuccessfid applicants on the proposal process? 

b) Was the eligi'biiay d e r i a  clear a d  consistent? 

c) Did the agencies receive help m developing their proposais? 

d) Were these agencies provided with accurate information as to why they were 

unsuccessfùi? 

e) Was this information proMded on a timely basis? 

. . 3 . t i v e  

To answer sone of the evaluation question related to political and acbmtm 
. . the  issues, the 

foiiowing questions would be usefiil. 

8) What is the perception of the program manager regardhg the adequacy of fiseal and 

huma. resources for the program? 

9a) Does the program have cornmimient nom cMc politicians and senior adrmnistra 
. . tion? 

b) What poiicies or practices has the City developed that demonstrates its commitusnt to 

Employment Equity? 

c) I f  the City has such policies or practkes, what criteria U used to masure th«r succes? 

d) How are these policies or practices implemnted? 

e) The City bas undergorre major rrsmrhamg since 19%, how has this impacted designated 

groups? 

Qualitative meanucs wiü klude interviews d o r  bokling focus groups of successfùl 

applicants to detemine the perception of iadmdualslcomm~ groupslstafVndaimlatativ 
. . e and 
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poiitical leadership on obtaining/giving grants, contracts and services. 

Interviews with unsuccessful appiicants and other comrnunity members that are iikely to appiy 

for fùnding in the friture will also be helpfûl in assuring the success of sirnilar agreements or projects. 

1 t is proposed that quantitative measures include studying the number and types of projects 

being funded, how budget and resources are king utilized, and anaiysis of the time requirement to 

g ive10 btain fùnding. 

In response to question Sb (number and types of organizations fbnded), it is recommended that 

quantitative informat ion include determining the number and types of cornrnunity groups involved a 

well as demographic and statistical information on criteria such as gender, ethnicity, geographic area, 

age and other related variables. 

Other quantitative measures may include analysis of the extent of complementary fiinding from 

other sources such as other levels of govemment, private and non pro fit sectors. Another mesure of 

success will be to document the number of persons who obtained employment with the City, the type 

of emplo yment, whether it was permanent or temporary and whether it was part tirne or fùll tirne. 

Another relevant questions is: Were there any other benefits as a result of these employrnent 

opportunities? For e'rample, did youth develop leadership skills that they can utilize in the community? 

Part III - Output (Inmediate results to September 30,200 1) 

The WD A and the prograrn authorization explicit ly highlighted providing enhanced 

emplo yment op port unit ies to the designated group members and eliminating physical and systemic 

barriers so the recruitment, selection and retention of current and future employees is carried out in 

a non discriminatory fashion. The evaluation questions pertaining to this part are outlined below. 

10) C h t  nurnber and types of projects were h d e d  under the program? 



158 

1 la) What types of projects addressed the issue of kreashg representation and retention of 

the designated group membem m the CMC workforce and how? 

b) Did the representation at the City increase as a r e d  of SC? Ifso what types of 

occupations or job categories were affecteci by the program? 

c) How do the niaaagenient and the unions feel about representation and special measures 

in relation to adequacy and phifosophy or approach? 

d) What have the unions and management actuaiiy done to kicilitate or negate the goals 

and objectives of Employment Equity at the City? . 

12) What types of proMts addressed the issue of eliminating physical and systemic 
8 

barriers and how? 

13a) How was the City of Winnipeg as an orgarhtion a&cted as a result of SC? 

b) What are the attitudes of non designated groups towards Employment Equity? 

C) What are the attitudes of designated groups towards Employmnt Equity? 

d) What types of educational programs support Employment Equity at the City and are 

these programs s u c c e d ?  

e )  Have there been any other effects as a resdt of this program? 

14a) How has SC contributed to the business aise for equity and divers@ at the City? 

b) Has 5C resuited m the City behg a more socially rrsponsible empbyer? 

Co- 

The proposcd q- mtasuiff wili include mterviews with various stakeholders to reflect 

on their experiences over the span of the project h m  1997 to 2000. Ouia quahathe m u r e s  

strongly recommended include revie- empb- systems to ensure tbey are fkk quitable 



and examining w-hether or not physicai and systemic beir*rs stiii exist and how they can be eliminated. 

Proposed quantitative measures wiii include anaiysing representation data and retention 

strategies by specific job categories, salary, and gender. It wiil be important to ascertain whether 

Program SC has contniuted to any change? The City's 1994 census &ta and data in the Civic 

Workforce Profle cm be used as a baseline although using a more up to date data is recornmended 

There are some projects approved under the program that are not just about m g .  For 

instance, the program is also meant to reduce or eüminate systemic barriers. Quantitative masures 

of these projects may include studying the number systemic bama reduced or eliminated- 

Part IV - Relatioaship between SC and City's ovemll appmach to Employment Equity 

S i .  qualitative and quantitative maianes to those outlined above may be used to nudy the 

effectiveness of WCity's overall approach to equity and diversity. Measures of success may include 

analysis of numerical tirne tables and goals, educational components, the effect o f  collective 

agreements on EE, especially the seniority clauses, a cultural audit to detemine the attitudes of the 

civic workforce on EE, and integration of equity and diversity issues into departmental business plans. 

The evaIuation of Program SC and the t h  City's overali approach should provide answers to 

the acco untabüity issue and finai impact of the Equity anâ Diversity Initiative. It is suggeaed that 

midy in evaiuating the final impact begin eariy and should conchde by the year 2005. The Cm's Audit 

report of 1 996 shouid be used as a b a s e h  to determine the effectiveness of the Equity and Divemity 

Initiative overd and to asses whether there have beea any improvements since 1996. 



1 SUBJECTS 

PROCESS/ 
IMPLEMENTATION 
Reiatioiship bctween 
WDA & 5C 

Proposal P m s  

Administrative 

OUTCOME 

Reprcsentation 

Barri ers 

I RELATIONSHIP BETWEEN 
OVERALL APPROACH & SC 

TYPE OF DATA 

Litcraturr rcview, interview with 
scakcholdcts 

interview with stakcholderr, focur 
P P S .  

in depth study of projects tiindcd by 
program including number & types. 

collccting data on dernographics, 
number & typcs of communin- 
organizaticms servd 

interview program manager, senior 
administration staff& political 
leaders. 

Budget analysis & time h m e  analysis 
to obtain fiin& 

Anaiysis of avic workfonr by age, 
gendcr. ahnicity, and job classification 
using 1 994 œnsus and chic u'orldiorce 
profile as a baseline. 

InteMcw stakcholdus on their 
perception on rcpresmtation and 
mal mcasurcs- 

Employmcnt Syncms Review - 
policies and procedm on 
mitment .  seledon, promotion, 
training and mclitiori- 

Rcvitw compensation packages. 

Use similar qualitative & quantitative 
masures as above, 



6.0 Suggestions for Improving Pmgrirn SC 

In developing the evaiuation hmwork, it was recognized that it would have w>me important 

implications for Program SC. Som of these issues are discussed below. It should be emphasized that 

these are preliniinay f i m n g s  oniy. They are d i s c d  herr beauise evaluability assessments are forms 

of formative evaluations. Therefore, 1 feei t is appropriate to comment on som of these issues. 

Naturally, the impact of Program SC can only be assesed once a fidi evaiuation has been compkted. 

The following paragraphs ninimante the prelirninary findings which were a result of the 

various activities conducted during the practicum including the analpis of the focus group 

consultations and the interviews held with various stakeholders. In addition, 1 offer my obsewations 

on Program SC having been intiniateiy invoived with the program over the last year. Suggestions are 

also made on how to improve the program where necessary. Reasons for the suggestions are also 

provided. 

Mer the suggestions are higbiighted, some of the successes of the program will be discussed 

to give a baianced perspective of the program. 

Suggestions: 

1) That Program SC should be more aggrcssively marketcd and advertiscd both to the 

comm unity and to other civic departmeats. 

Some of the agencies that were mt succmful m obtaining grants d e r  the pro- indicated 

t hat the "average person on the Street has never heard of Program SC'. 

In 1 995, the City did hold community focus groups on the program but it was a gened 

consensus among various stakeholders that few consultations have ken heM since then 



2) That Progrim X have more support and commitmeat h m  top poütical and administrative 

personnel in the organizatioa. 

Accordii to maay of the partripamts . . m the focus groups, Program SC still iacks political and 

. . 
administrative support and accountability, which has been the major criticism of employment equity 

programs at the City over the years. This lack of support for the program was particulariy evident 

when representatives nom all meen civîc department were mvited to an information session on the 

Social P l a m  Council's Intemsbip Program under Program SC and oniy three came to the sessiox~ 

The impact of the political p o c e s  on getting projects approved was again demonstrateci when 

another research project called "Clerical Beyond 2000: The Role of Womn in the Civic Worlaorce" 

was presented to EPC for approval. The a h  of tbk project was to examine the changing fàce of the 

clencal field in the City of Whpeg. It is widely recognized that the clencal field d be fàced with 

signifïcant reductions m the fùture due to improvemmts in technology. This field is rmstly dorninated 

by women and the reduction number ofjobs wiU have a significant impact on this population. One of 

the councillors rernarked that ifthe recommendation fiom this project were to indicate that women 

need additional trainirig to explore alternative careerî with the organiation, there is simply no money 

for training. The councdior asked whether such a recommendation would obligate the City to spend 

more money than it has. ûace again budget issues smvd to be the underlying factor for consideration 

rather than equity and diversity hues. ïhe program manager for Program SC explaiied that the 

project may also highlight aitemate sources of fiinding the City could explore if the recommcndatio n 

was that women needed M e r  training. 

It should be noted that the City has ideritdicd the ne& to address accountability* This 

accountabii fiamework will allow senior admurutra . . tion to hold indMdual department managea  



responsible for achieving e m p l o p a t  equity goais m their 

management and civic political leaders would in tum be held 
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respective departments. The senior 

accountable by various stakeholders 

previously discussed. This should d o w  Program 5C to demonstrate concrete results. 

In addition, the Conmiunity Sedces Department will d e  equity and diversity training 

mandatory for ail of its managers. The director of this department wants equity and diversity issues 

to be considered in aii operationai aspects of the depanment. 

3) That the City devebp and maintain an up to date Humai Resource lnformatioa System that 

will allow it to to retlect accumte data oa its worMorce. 

The EDI coordinator is currentiy working in conjunction with the Human Resource Services 

Division on this issue. She wants to k able to keep statistics on the number and types ofjobs held by 

al1 employees in the organization as weli as movernent across job categories. An applicant tracking 

systems was introduce in January, 1997. This should provide some of the up to date data that will be 

required for some of the evaluation questions. 

There has been a problem in the past with employees complethg volmtary self dedaration 

forms. These foms contain very usenil statistical information such as gender and, ethnic background, 

as well as O ther information. They are used for statistical purposes only. Ahhough they are O fien 

completed when a person Grst applies for a City job, they may be compkted at any tirne. The EDI 

coordinator feels that the City has considerably more people with disabiüaies than the workforce 

statinics bâïcaîe. S o m  people develop a M i  after tbey have been a City employee for som time 

but fhii to no* thek del>aitmnt about the change in theii status. Perhaps the consultant hired by the 

City t O evaluate Pro- SC can explore in detail why self dedaration is a problem. Accurate Nùig 

of these volunmy declaration f o m  wdi ensure accurate infomiation on ali of the civic worldorce, not 
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oniy designated groups. 

4) That the Employment Systems Review bc a major part of Program SC to enrure the City's 

employment systems are fair and equitible. Tbe Employrneot Systems Review sbould be 

conducted as soon as possible. In partkuhr, seniority clauses io collective agreements sbould 

be examined. 

There are sewral msons for conducting an employment systems review. Most of these were 

discussed earlier. Most of the stakeholders involved with Prognvn SC feei that seniority clauses pose 

a systemic b h e r  to the designated groups. The primary system for fiiijng jobs and promotions under 

seniority clauses is the length of service provided the candidates meet the minimum qualifications for 

the job. OAen people in designated groups have the least seniority and thus bave dficulty accessing 

jobs and promotional oppominities even iftheir education and experience Û above those of the more 

senior candidates. This is especialiy tme of jobs under Canadian Union of Public Employees (CUPE). 

The seniority issues are not supposed to be a factor in management positions but in practice, it is very 

much a factor. For example, people at the entry level supervisory positions are often promoted 

according to years of service if otheï candidates possess the same qualifications. 

It should be noted that the seniority clauses are not inherently negative. Some members of 

CUPE argue that the alternative of leaving the hiring and promotional decisions entuely to 

management is very subjective and may have even more adverse effkcts on designated groups- 

Nevertheless, the issue needs to be examined, 

Some of the stakeholders k l  that the wlde management and the unions argue over the issue, 

all designated groups continue to s&k. 



5) That the evaluation of Program X should commence as m a  as poasibk whik the pmgmm 

is still at its early stages. 

This wïii dow the evaluator to comneat on the immediate operations of the program and give 

the program manager a chance to make improvemnts where necessary. 

Most senior managers m tbe City feel evaiuation i m p k  demonstrating ody the nnal results. 

The program manager of SC pointed out that process evaiuation is extremeIy important and tbis can 

only be done if the evaluation process begins early. Wthout process evaluation it would k difncult 

to say why the prograrn did or did not work weil. 

6) That the program manager of  SC should be given mort autonomy and more contml over 

fiscal and hurnan resources devoted to the program. 

Insufncient resources were identified as a major problem for the City's Employmnt Equity 

Program in the City's Audit Report in 1996 (now cded the Equity and Divenity Initiative). This 

continues to be a problem for the EDI. Originally, there were three professioML staff  and a support 

person assigned to the EDI. As a resuit of the City's restructurhg in 1997, only the program manager 

and a support person were fidl tirne ernployees of EDI. This bas put enonnous pressure on the 

program rnanager to achieve goals and objectives rekted to Program SC. The program manager bas 

had to continue to h d  innovative ways such as secondments and contract help to staff the pro- 

The program manager often works extended hours a d  it is her sheer devotion to the program that 

keeps the prograrn ninning. 

Political and admiIustra - .  
tive constraints on fiscal resources of the program was also a major 

fkctor. For imance, m October, 1998, $300,000 was diverted 60m Program SC to another pro- 

under the WDA. ïhk hiid a signincant negative impact on the pro- as the pro- m e r  was 



not able to conduct som extrrmly imporiant aciivities she had intended. 

Recentk, the program mmager was a d M  that there would k fbrther fiscal constraints on 

Program SC doiiars avaiiable in 1999. This wiU liniit the numkr of projects that can be carried out in 

1999. Sorne of the organizations intewiewed indicated that they would k e  more support fiom the 

program manager in developïng their proposals for Program SC . îhey also noticed the shoaages in 

naffdevoted to the programThe coianntmnt of appropriate hunian and fiscd rrsources to Program 

SC is needed if the program is to achieve any signiiïcant resuhs. 

7) Tbat Program SC continue to keep open and prompt communication witb various 

stakeholders. 

Both the successful organizations and the unsuccessnil organhtions indicated that the 

response time to hear back the results of theîr proposals was too lengthy. This sometimes led to 

speculations as to what was happening with their proposals and ifthm was a "hidden agenda". 

The program manager of 5C continues to do k kst to keep the stakeholders abreast of what 

is happening with Program SC. This i~~îudes articles on equity and diversity issues in each publication 

of the local CMC newspaper as well as attendhg numerous matings with various stakeholders. There 

are also annuai reports produced on the operation of Pro- 5C. 

The participants in the focus groups iadicated that it is important to share information when 

the pro gram succeeds. The implication is that succeu of a project or activity may have a "domino" 

effect . 

8) That the City should continue to empbuize social and moral reuoas in addition to business 

reasons to achieve equity. The w n s  for this were d i i d  in the analysis phase of the focus 

groups. 
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9) That Progmm SC shorld phcc 10 to 12 aadidatcr ia City jobs througb the Social Pbnaiag 

Council's Internship Progmm as soon as possibk. 

Under this program, ten to twelve people ikom the designated groups were to be placed in 

existing City jobs at the professional and management level. Even though, the program has been 

operational since October, 1998, only one candidate bas been placed through this program This 

project is an oppomuiity for the City to increase the number of detignated group mernbers in quality 

jobs. 

It should be emphasized that Program 5C has h d e d  various projects over the past year that 

have had very positive effects. These include the hiring of abriginal and visible minority youths to 

train as Youth Guards and Recreation Technicians. Such initiatives will empo wer the youths of these 

designated groups and will help them develop leadership skills. It is anticipated that thex youths will 

transfer their leadership abiIities to the wider comrnuaity and act as role models for other youths. ûther 

mjor activities include ongohg educational workshops on equity and diversity issues throughout the 

City. These educational workshops wiil hopenilly develop positive attitudes towards designated 

groups and equity and diveaity issues. The aim is to build a workplace environment where each 

employees is respected and treated with d i m .  S o w  of the projects fiuided under the program will 

benefit aii citizens of W i p e g  not jut the desigaated groups. The Accessibility Audit is one such 

example. This project was designeci to study how the City's services can be made more accessible. It  

wïll ensure the City's çavices are accesslile by au pople in W-g not just people with disabilities. 

There are other positive developmnts on the horizon that may M e r  contniute to the success of 

Program SC such as the acknowledging the need to address accountaboi. 

The practicum fimmgs wnciusions, a d  recomnieudations indicate that while Program SC has 
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made progress with sorrie very positive resub over the 1st year, t&e effèctiveness of Program 5C can 

only be d e t e d e d  through a comprehensive evaluatbn of the program. The evaluation hmework 

developed during this practicum will help in this eadeavour. 
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