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My focus today...
✔ Wellness and balance are part of
a larger quality of work agenda.
✔ Why does the quality of work
matter for individuals, employers,
society?
✔ How can we create higher quality
work environments?
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A quality of work checklist
✔
✔
✔
✔
✔
✔
✔
✔

Decent living standard and economic security
Mutual trust among employers and workers
Participation in decision making
Culture of openness regarding information
Healthy and safe work environment
Work-life balance
Encourages initiative and creativity
Opportunities to use and develop skills
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Souce: G. Lowe, The Quality of Work: A People-Centred Agenda (Oxford University Press, 2000).

Six trends influencing the quality of work

• Global knowledge economy: skills, knowledge, creativity -‘human capital’ -- are the key ingredients for economic
prosperity
• Information & communication technology: payoffs from these
investments depend on work design and environments
• Education: Canada has the best educated labour force in the
world, so we need to ensure that this talent is used
• Life-long learning: what kinds of work contexts support this?
• Demographics: ageing workforce, baby-boom retirements
create workforce renewal challenges
• Values: this is what Canadians want
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Work time -- options and tradeoffs
• Control over work time is crucial for a
person’s quality of life
• Options for greater flexibility involve big
costs (e.g.: self-employment, part-time
work, horizontal career track)
• Canadians are working harder, however
you measure it
• What ever happened to the ‘leisure society’
and the ‘labour saving’ promises of
computers?
5

Work hours and schedules, all workers, Canada, 1999

64.3

Work each day, M-F, between 6am-6pm

39.7

Work flexible hours

13.6

Work outside 6am-6pm regularly

9.9

Any unpaid overtime

7.8

Reduced or compressed work week

4.6

Rotating shifts

0
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Percent of workers reporting
specific schedule or hours
Source: Statistics Canada, Labour Force Survey.
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Percent of persons working 50 hours or more per
week in their main job, by selected characteristics,
Canada, 1999
Total
Men
Women
Paid employees
Self-employed
Age 15 to 24
Age 25 to 44
Age 45+
0%
Source: Statistics Canada, Labour Force Survey.
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7

The rise in long work hours
Per cent of employed Canadians who work 50 or more hours per week,
1976 to 2000
25%

Both sexes
Men
Women
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19.6%

19.6%
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16.8%
15.7%
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12.0%
11.3%

13.7%

10.8%
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Long work hours: implications for quality of
life and productivity?
Per cent of Employees Working 50 or more Hours per Week,
(Top 10 Occupations), Canada 1999
Senior mgmt

38.4%
26.9%

Transport & Equip. Operators
24.1%

Contractors in Trades and Transport

23.6%

Jobs unique to primary indus

21.8%

Non-senior mgmt
Teachers & Professors

18.0%

Prof. in Business/Finance

11.5%

Social Science, Gov't Service & Religion

11.4%

Construction Trades

11.1%

Natural and Applied Sciences

10.9%
0%

5%

Source: Statistics Canada, Labour Force Survey.
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40%

45%

Percent of workers who ‘strongly agree’ that
“Your job allows you to balance your work and family or
personal life,” selected characteristics, Canada, 2000
Total
Men
Women
Paid employees
Self-employed
Age 15 to 24
Age 25 to 44
Age 45+
0%

5% 10% 15% 20% 25% 30% 35% 40% 45% 50%

Source: CPRN-Ekos Changing Employment Relationships Survey 2000 (n=2500).
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Percent of workers ‘strongly agreeing’ that their job allows them to
balance work and family or personal life, by occupation, Canada, 2000

25.5%

Occ in Bus/Fin/Adm in
Sales/Service

23.3%

Soc Sci, Govt,Educ, Relig

21.5%

Mgm t

21.0%
20.8%

Arts/Cult
Occ in Prim

19.7%

Trades,Trans,Equip

19.2%

Nat/Applied Sci

19.1%
17.3%

other
15.5%

Occ in Health
Occ in Proc/Manuf

14.6%
0%

5%

10%

Source: CPRN-Ekos Changing Employment Relationships Survey 2000 (n=2500).
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30%

Work hour preferences of paid employees, Canada,
1999
Fewer hours,
less pay
9%
More hours,
more pay
20%

Does this mean that most of
us can’t afford to work less?
Source: Statistics Canada, Workplace and Employee Survey.

Same hours,
same pay
71%
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More signs that low-quality work is a
problem
Percent of Canadian workers reporting that ....
Job is hectic (strongly
agree)

Job is very stressful
(strongly agree)

Often/very often have
difficulty keeping up
with workload
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15%
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25%

30%

35%

40%

45%

Work pace, job demands and workload are strong influences
on the quality of life.
Source: CPRN-Ekos Changing Employment Relationships Survey 2000 (n=2500).
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50%

What workers consider “very important” in a job,
Canada, 2000
Treated with respect
Interesting
Good communication among coworkers
Gives a feeling of accomplishment
Balance work-family
Develop your skills and abilities
Friendly and helpful coworkers
Freedom to do job
Pays well
Good job security

Economic
rewards

Receive training to do job effectively
Good benefits
Receive recognition for work well done
Career advancement opportunities
Choose own schedule
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80%

90% 100%
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Source: CPRN-Ekos Changing Employment Relationships Survey 2000 (n=2500).

What men and women consider "very important"
in a job, Canada 2000
Work is interesting
Pays well
Good benefits

Men

Chances for career
advancement are good

Women

People you work for treat
you with respect
Good communication
among co-workers
Allows balance of work
and family
People are friendly and
helpful
Receive training to do job
effectively
Receive recognition for
work well done
0%
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80%
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90%

100%

What younger and older workers consider
"very important" in a job, Canada 2000
People you work for treat you with respect
Work is interesting
Good communication among co-workers
Allows balance of work and family
People are friendly and helpful
45 or older

Pays well

Less than 30

Receive training to do job effectively

Gives a feeling of accomplishment
You feel strong commitment to employer
Job security is good
Chances for career advancement are good
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80%
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The generations converge on job quality goals
• Job quality problems first seriously raised when baby boomers
entering job market in 1970s
– Needs urgent attention in an era when human resource development and ‘lifelong learning’ and ‘knowledge’ really matter
– The same basic management and organizational barriers exist today as in 1970s

• KEY IMPLICATION: Work rewards and working conditions that will
attract and retain youth also desired by older workers
– In this respect, there is continuity across the generations
– However, there’s always been age differences in job expectations and
satisfaction, because workers adapt to their changing circumstances and
diminishing choices over time as they move through the life course (e.g., youth
are more ‘critical’)
– This approach avoids the internal inequities created by emphasizing the needs of
one age group over another

DON’T FORGET THE WORK AND LIFE NEEDS OF 35, 45 AND 55 YEAR OLDS!
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The ‘Job Quality Deficit’
• Developed for CPRN’s new Quality of Employment Indicators
web site
• CPRN-Ekos Changing Employment Relationships Survey, 2000
(n=2500)
• Respondents were asked how strongly they agreed or
disagreed (5-point Likert scale) that each statement described
their current job
• Also asked to indicate how important (5-point ‘not at all
important - very important’ Likert scale) each aspect would be if
they were looking for a new job today
• Subtracting the “importance” scale from the “description” scale
provides a discrepancy score -- the Job Quality Deficit
• This is the gap between what workers want and what they have
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Per cent of employees with a large 'job quality deficit' (discrepancy
between their actual and desired job characteristics), Canada 2000
Chances for career advancem ent are good

33.4%

Can choose your ow n schedule

32.1%
28.5%

Benefits are good
Pay is good

24.9%

Em ployer has strong com m itm ent to you

22.9%
21.6%

Job security is good
Allow s balance of w ork & fam ily

20.4%

Allow s freedom to do job

19.1%
18.7%

Receive training to do job effectively
Receive recognition

17.1%

People treat you w ith respect

14.8%

Good com m unication am ong co-w orke rs

14.4%

Lets you de velop skills & abilities

14.0%

Work is interesting

12.9%

Gives a feeling of accom plishm ent

12.5%

People are helpful & friendly

5.4%
0%

5%

10%

15%

20%
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35%

% w ith discrepancy of 2 points or m ore

Note that flexibility and balance have large gaps.
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40%

Job Quality Deficits cost employers
# of Job Items on Which Respondent Reported a Large Job Quality Deficit

None
3 or 4

None
3 or 4

1 or 2
5 or more

1 or 2
5 or more

8
7
6
5
4
3
2
1
0

60
50
40
30
20
10
0
% agree/strongly agree
workplace morale is low

Average # days absent
for illness/injury last yr.
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Reducing the job quality deficit
• High quality work must provide decent
benefits and pay
• But also crucial, ‘intrinsic’ job rewards that
provide personal fulfillment are most
important to Canadians
• Human resource management policies and
practices must address both sets of needs
• A comprehensive HR strategy is required -a few new ‘programs’ is not enough
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Four dimensions of
employment relationships
• CPRN’s Changing Employment Relationships Project
identifies four underlying dimensions of employment
relationships:
✔ trust
✔ commitment
✔ communication
✔ influence
• the social and psychological underpinnings of work
• expands our understanding of what defines a ‘good job’

See: G. Lowe and G. Schellenberg, What’s A Good Job? The Importance of
Employment Relationships. CPRN Research Report, May 2001. www.cprn.org
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Major influences on employment
relationships among employees
• Demographic characteristics or location in the labour market
(e.g., standard or non-standard work) do not account for
variations in employment relationships.
• Strong employment relationships depend on :
– a healthy and supportive work environment
– interesting work
– receiving the needed training
– having the tools and resources to do the job
– job security
• Organizational change also affects employment relationships.
– downsizing reduces commitment and trust
– ‘restructuring’ negatively affects communication
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Strong employment relationships
contribute to high job satisfaction
• Employment relationships matter for
individuals
• Job satisfaction is a good indicator of the
overall quality of work life
• Employment relationships and job
satisfaction are closely linked
• Individuals with ‘strong’ employment
relationships report significantly higher
levels of job satisfaction (net of other factors)
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Employment relationships impact employers
• Growing concerns about recruitment and retention
• So we examined the impact of employment
relationships on turnover
• Employees in weak employment relationships were
significantly more likely to have looked for another
job than individuals with moderate or strong
relationships (net of other factors)
• Similar pattern for absenteeism, after taking into
account employee health status and a range of other
characteristics known to influence absenteeism.
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How employment relationships matter: selected
outcomes by strength of employment relationships
Weak employment relationships
Moderate employment relationships
Strong employment relationships

Percent

70
60
50
40
30
20
10
0

58
40

39

35
24

20
13

26
19

20

19
10

Morale in workplace Looked for another Overqualified for job Can develop skills &
low
job last year
abilities
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Many factors influence the quality of work

•
•
•
•
•
•
•
•

employment relationships
work environment
organizational structures and processes
job design
management practices and supervision
overall business strategy
organizational culture
worker attitudes and behaviour
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Improving quality through workplace innovation
The high performance workplace model is
also called ‘high-trust - high-skills’, ‘high
involvement’, ‘flexible’:
•
•
•
•
•
•
•
•

flat organization
team-based work
flexible job design
commitment to training and learning
employee participation
sharing of rewards and information
promote health, well-being, work-family balance
supportive supervisors
Research suggests that ‘bundles’ of these factors are linked to
improved quality of work life and productivity.
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Moving from insights to action
WE NEED TO...
✔ Document the benefits of high quality jobs for
workers, employers and society
✔ Build work quality goals into HRM strategies and
practices
✔ Identify changes in a workplace that would most
improve the quality of work
✔ Define clear roles and responsibilities for
governments, employers and other stakeholders
(unions, professional associations, sector councils)
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For additional information:
www.cprn.org
e-mail: work@cprn.org
Join our weekly news service:
e-network
(see web site for details)

