Merritt
Report oot

September 20, 2022

File Number: 2510-20

To: Sean Smith, Chief Administrative Officer

From: Christine Carlson, Director of Human Resources

Date: September 16, 2022

Subject: City Hall trial of extended opening hours and compressed work week

RECOMMENDATION:

THAT Council adopt a one-year trial for City Hall to extend its opening hours from
8am - 5:45pm, with a compressed work week (Monday closure).

Executive Summary:

Staff believe that running a compressed work week pilot will lead to improved staff
morale and job satisfaction, while also maintaining or increasing public access to
services. This pilot is being brought to Council as it will result in service level changes

that must be approved by Council if they are to be implemented.

Background:

At a Closed Council meeting on May 26™, 2022, Council directed staff to investigate
compressed work week models in response to concerns regarding staff retention,

morale and attraction. This report is presented as a follow-up to that resolution.

Staff propose changing the hours of operation for City Hall in such a way that would
lead to City Hall being open for fewer days but with extended hours on those days it is

open.



Staff considered a 4-day work week model that extended hours, while remaining open
on Monday-Friday. While this would have drastically increased the number of hours
available if feasible, the City doesn’t have sufficient staff in customer facing roles to
maintain coverage through periods of vacation. As a result, FTE increases would be
required. Additionally, this would result in Mondays and Fridays both seeing significant
numbers of personnel who are off, which ultimately reduces the levels of service that we
can provide on those days, even if the doors are open. For staff, this model also makes
organizing meetings and collaboration difficult, due to the need to schedule meetings

during the three days when everyone is at work.

The proposed hours for City Hall to be open to the public are Tuesday to Friday, from
8:00 AM to 5:45 PM, where the current hours are from 8:30AM to 4:30 PM. Both
options result in 35 hours of service to the public when considering a lunch hour

closure.

This four-day extended work day/compressed work week schedule has potentially
significant benefits for the City of Merritt, staff, and residents, without high financial

costs.

Staff believe that moving to a compressed work week will have advantages in the

following notable areas:

1. Benefits for residents

City Hall would be open half an hour earlier and an hour and fifteen minutes later,
making services more accessible to residents before work and after typical business
hours. This would help residents who need to come to City Hall to conduct business, for
example paying their taxes or meeting with staff, but who themselves work Monday-

Friday in ordinary office hours.



2. Benefits for the City of Merritt and staff

a) Combating turnover

The City of Merritt (the “City”) has experienced significant turnover in the past. While
some turnover is healthy, too much turnover is extremely damaging for an organization,
particularly when losing highly productive employees and senior management!. Not only
does turnover create direct recruitment costs, it also carries high indirect costs for the

organization that can be significant. Those include:

Issue Implications for the City

Loss of organizational knowledge | Knowledge resides with employees; when they
leave the City, the organization loses experience
and knowledge?.

E.g. Systems are implemented by people who
leave. The City is left with little access or

knowledge to continue their effective use.

Lost dollars spent on training Learning curve for new hires: transferring
people (training dollars) knowledge and getting up to speed before new
staff become highly productive® #

Change Transitions causing change can impact staff,
mental health, further increasing turnover at all
levels and causing the City’s strategy execution

to fail® ©

b) Attracting and retaining talent

Turnover leaves the City searching to replace talented staff, which is costly. In addition,
hirings are not keeping pace with job openings, which puts further stress on remaining
employees’. Canada is facing an overall shortage of skilled workers due to the aging of
the Canadian workforce, a low birthrate and not enough people to fill jobs even with

increased immigration to increase population numbers8.



As a result, the City is competing for talent in a tight labour market where inflation is
high and salaries for skilled workers are increasing. In the City’s experience, we have
found:
e that job seekers (qualified and semi-qualified) request significantly higher salaries
than a year ago;
e There is often a shortage of skilled workers; we have had no qualified applicants

for some of our key jobs, leaving unfilled vacancies.

The City has maintained an in-office, in-person environment and does not currently offer
flexible remote work benefits. Current budget constraints make it cost-prohibitive for the
City to compete with larger and organizations that offer higher salaries or more

attractive benefits packages.

Strategically, if the City is unable to fill vacancies:

e It will not have the talent necessary to carry out its objectives

e The costs paid to contractors who can do the work will rise (and often the quality
is not as high as what a skilled, experienced employee would produce)

e Training costs will increase because the City will hire under-qualified people who
may not stay with the City (flight of training dollars)

e Vacancies may lead to closures of operations or reduction in services where staff
or contractors are not available or able to cover operational requirements (e.g.
lack of lifeguards, building officials, etc.)

e EXxisting employees may experience burnout as they attempt to support roles and

fill functions outside of their job scope and area of expertise

The most effective, low-cost tool at the City’s disposal is to use desired benefits to help
attract and retain talent in today's market®. The world of work is evolving, and job
seekers are looking for employers who offer work-life balance, flexibility, and remote
and/or hybrid work 4 16 17 Therefore, the City can improve its competitive advantage at
a low-cost 10 11 with practices that improve engagement. There is strong evidence

indicating that a 4-day work week can improve engagement by 30% with similar



increases in productivity'?. Further, offering benefits that are valued by staff is an
effective way for organizations to foster loyalty when employees may otherwise be

considering leaving 13 14,

Engaged employees lead to better business outcomes and workplace success?®. To
date, the City has focused on improving the culture through enhancing management
and leadership practices to foster a caring, respectful and inclusive culture for a better
employee experience 16 17 18 19 20 These attributes help engage employees and
recruit and retain talent making the City a great place to work, while improving
productivity, innovation, resilience and the City’s ability to weather organizational

change 21 22 23,

When the labour market is tight, and skilled workers are scarce, organizations that
provide benefits that are valued by employees help them retain talent and remain
productive?®. Management met with the employees at City Hall and following positive
initial feedback, gathered information by way of a survey.

All City staff were consulted and surveyed about piloting a four-day week with extended
days, and staff are investigating how this can be piloted in each location. Most of these
changes will be invisible to public and not result in any service level changes, and
therefore can be handled at a staff level, with appropriate engagement between

management, employees, and the union.

c) Workplace wellness

Health impacts people in and out of the workplace. For the second year in a row, the
Aon Health Survey, 2021 found that employers ranked mental health as the most critical
well-being issue 2°, impacting an employee's productivity levels and focus at work and

burnout 26 27,

The average Canadian spends about 60% of their waking day at work, which makes it
the ideal setting to support good health?8. Plus, workplace wellness can also help curb



absenteeism and loss of productivity, improve morale and productivity, and support a
healthy culture in which people feel valued. It creates a caring culture which helps
attract and retain the qualified people required to carry out the organization's

objectives?®.

We anticipate that an extended workday with a compressed workweek will improve

wellness among staff, leading to increased morale and productivity=.

Options / discussion:

1. Council can adopt a one-year pilot for City Hall to extend its opening hours with a
compressed work week.

2. Council can instruct staff to investigate alternative arrangements to improve
work/life balance among staff

3. Council can receive this report for information.

Others consulted:

All City Hall employees (as part of the wider consultation with all City staff)

Respectfully submitted,

Christine Carlson
Director of Human Resources
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