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Following up from the series of focus groups with campaign directors, a series of one on one interviews were conducted with campaign directors of the new payroll program in the federal public service. Although some CDs attended a focus group in Ottawa during the first wave of focus groups, many, especially those from larger departments, were unable to participate on that particular evening. It was determined that it would be worthwhile to survey CDs from some of the remaining departments, particularly the larger departments, about some of the key issues, in particular the idea of piloting the e-campaign in these departments next fall.  In total, nine one on one interviews were conducted with representatives from HRDC, Industry, DIAND, RCMP, CSC, Parks Canada, PWGSC, CBC, and Statistics Canada. At time of reporting, interviews had not been conduced with Finance.

The purpose of the one on one interviews groups were to gather input from campaign directors about: 

· The Payroll Savings Program and the most recent campaign

· The appeal of product and service channel innovations, in particular the e-campaign

A. The Program and the Fall Campaign 

1. Consistent with the public sector focus group, the one on one CD respondents felt that the fall campaign was widely felt to have been successful in the federal public service. Although many said that they did not have any quantification of total sales or participation they felt that participation was probably up from last year. Beyond a few relatively minor issues, most CDs reported a high level of satisfaction with the program. 
2. The improvement noted in the focus group last month was confirmed in the one on one interviews. As discussed previously, satisfaction levels were much higher this year, attributable to two factors:

· The new public sector sales representative. Once again, Pierre was singled out as key reason why the campaign went smoothly. 

· The information session held before the campaign began. More than half of the one on one respondents attended that session. The content of the session was useful, especially for those who were new to the program. 
3. Every organization in the public service runs a slightly different campaign, based on its unique characteristics. Virtually all report making contact with all employees each fall. Some use application forms, some put reminders in pay packets, most use their intranet and/or email, and in much of the public service, they have an organization of canvassers that go to each individual and ask whether they would be interested in signing up.  In the public sector, use of email as a communications vehicle seems to be higher than in most private sector companies. Most use a combination of channels. 

4. Even in the public sector, however, not everyone has email or internet access. Most report that more than 80% have access, but only one or two of these departments have 100% access. 

5. Most were satisfied with information that was provided to them last fall, as well as materials provided to employees. Consistent with previous research, respondents are also highly appreciative of the pens, pads, rulers, and other materials that reps provide each year. 

6. Consistent with the focus group, respondents were more likely to use the website for information. Those who used it were generally content with the information that was provided, and were able to find what they were looking for relatively easily. 

7. Among the large public sector departments, the change form is widely used. For them, a paper trail is seen as a necessary aspect of the program. Those that do not tend to be from smaller organizations, where individuals simply let their payroll/hr person know they would like to make a change. 

8. When asked about the change in workload from the old to the new program and overall satisfaction with the new program over the old, the one on one interview respondents universally claimed that the new program is far more effective, and far less of an administrative burden. 

B. Suggested Changes to the Program

There were relatively few spontaneously mentioned changes to the program raised in the interviews.  The ones that were most often raised included:

1. Frequency of sign up and changes. The split in opinion regarding sign up and changes was found again in the one on ones as it was in the groups. Some (usually from smaller organizations) want the ability to sign up employees anytime, and allow increases in contribution amounts anytime. Others from large departments, more in this case, voiced resistance to these kinds of changes. In virtually every case, the driver is perceived impact on their workload, or the workload of their technical/payroll staff. The large organizations see this as a potentially significant workload increase, and the smaller organizations do not. Among most, people looked for compromise positions, which included:

· Allowing new employees to sign up any time of year (most could accept this idea, a consensus could be achieved with two windows per year instead of one)

· Moving from one change per year to 2 changes per year (several organizations remained resistant even to this change). 

2. Concerns were again raised by several respondents about the PRI number on the application form. Public servants are highly reluctant to circulate that number within government – moreover, many question why it is necessary to include that number on the form.
3. About half raised the RRSP information issue (public sector participants don’t have the RRSP option). Most hoped that this could be eliminated from the materials in future. 

4. Some still say they receive too much paper (applications, change forms, etc.), and it came to them too late this part year. These people (HRDC, as well as RCMP and Parks) would like CI&S to consult them further about appropriate volumes for them as well as for regions.

5. Some suggested that it would be useful to provide them with information about how the campaign went, whether sales increased or decreased, and by how much. It was felt that this information could be a useful motivational tool, particularly for campaign canvassers. 

C. Innovation Ideas

CPB in Payroll

Consistent with the public sector focus group, introduction of the CPB to the payroll program was supported by most of these CDs. Resistance was only found among a small number, usually those whose only criteria to assess new ideas is potential impact on their workload. For the rest, there was a consensus that it might increase workload a little when it was introduced, but would not be a significant increase, and would not last very long. That being said, many were quick to suggest that CI&S would have to make special efforts to highlight the differences between the two products in any introductory campaign. In terms of impact on sales, many were reluctant to suggest it would attract many new participants – they were more likely to feel that existing participants might contribute slightly larger amounts, split between CSBs and CPBs.

The E-Campaign

The main innovation idea that was tested in these one on ones involved the introduction of either an internet or intranet based system for program participants to access their accounts, purchase or redeem bonds (the intranet version would be similar to the one pilot tested by the Bank of Canada this past fall). In addition, for companies that adopted this program, the fall campaign would become an “electronic” campaign, where CDs would utilize e-mail or intranet mail to communicate about the program. Participants were asked whether this idea was appealing to them as campaign directors, whether it would be appealing to employees, and some of the key considerations that they would raise regarding its design and implementation. 

As a reminder, in the public sector focus group last month, mixed views prevailed. While some liked it in principle, there was a fair amount of resistance, either because of workload considerations or concerns about internet/intranet access. 

1. In the one on ones, higher levels of interest were found. Many of these CDs saw that an electronic campaign would be a natural progression of the program, while a few felt that it would not be of benefit to them or their employees. For the most part, acceptance revolved around their perception of minimal impact on their workload and their IT/payroll department’s workload, as well as convenience for their employees. 

2. The appealing aspects of these two proposals included:

· The potential for CD workload to be reduced further. Most believe that the e-campaign would probably increase their workload as CDs initially but that the new work would be short–term and over time, would probably make their job easier.

· The potential for employees to have the same kind of access to their bond accounts as many already have with their banking or their group RRSP accounts.

· The e-mail channel for communication about the campaign. Many already use email as a main or secondary communication vehicle now, so that aspect of the initiative would be welcomed.

3. Aspects of resistance tended to emerge in the following areas:

· Logistical concerns about how their organizations would actually run the program, because not everyone in their organization has email/internet access. In virtually every interview, this logistical barrier emerged. Only one or two departments have 100% internet access.  

· Their organization’s workload. Many felt that their organization’s workload might increase. With the internet option, many were concerned about volume and frequency of changes, as well as mistakes in the transmission back to their IT and payroll departments from the site. Almost all expressed a belief that especially for the intranet application, the company’s workload would increase (because their IT department would have to become significantly involved). Consistent with the focus group results, the issue of IT /payroll department involvement was of significant interest among these CDs – there would be substantial resistance to any proposition that involved IT resources in the public sector. Accordingly, many said that their payroll/IT people would have to be involved in the process and agree to the process before their department would be willing to go forward with an e-campaign. 

· The ability to control the campaign and the change/sign up process.  The electronic campaign was seen to compromise the CD’s control over the process, potentially causing a lot more work for them (it was felt that a system would emerge where they would be forced to allow changes and sign-ups anytime). This led to further detail questions, such as how new participants would sign up through the internet, how they would get the company ID number, etc. 

· Impact on the promotional impact of the campaign. Some worried that a fully electronic campaign might cause some to do less face to face canvassing and less work putting up posters, etc., ultimately affecting  the quality of the campaign.

Finally, there was relatively little resistance to the e-campaign idea based on concerns about security. Discussions suggest that comfort is growing with experience using these kinds of channels, and CDs tend to be more electronically adept than most employees on the program – a significant number suggested that they do web banking now. The other factor is a strong sense of inevitability – that these kinds of mechanisms will evolve, and as they evolve, technology will evolve that addresses security issues. 

In the end, the majority suggested that a “mixed” system of paper and electronic channels would be the most logical, and most appealing option. This differed somewhat from the focus groups, where a mixed model evoked fairly significant workload concerns. A fully electronic model was only found to be acceptable by one or two CDs among those interviewed.

In the end, seven of the nine interviewees suggested that they would be willing to pilot the e-campaign next fall, and the clear preference was for an internet option rather than an intranet option. Among them, five would want to have a paper alternative for those who were not willing or able to access the site. 

Departments willing to participate in a fully electronic pilot:

· HRDC

· Industry

Departments that would participate, if some of their concerns were abated (such as IT/payroll workload and/or the availability of a paper alternative):

· PWGSC

· DIAND

· Parks Canada

· RCMP

· Statistics Canada

Departments that would rather not participate:

· Correctional Service of Canada

· CBC

D. Conclusions 

Consistent with the public sector focus group conducted last month, satisfaction with the program has improved markedly across the public sector, and there is broad concurrence that the new program is far better than the old, both for themselves and for participants. 

Regarding the e-campaign specifically, as long as some type of paper system can be maintained and workload considerations for the payroll/IT people are handled, a majority of those we interviewed would be willing to discuss the e-campaign pilot further with CI&S, and would be likely to participate. In order to be certain that the process moves swiftly, the next discussion with departments about the pilot should probably include someone from their payroll/hr department, as well as from their IT department. 
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