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Executive Summary

Introduction

A total of 8 focus groups were held with employees from National Headquarters and several Regional offices of Transport Canada between August 9th and 18th 2005.  The objective was to obtain input from employees on the role of Transport Canada and its emerging challenges and opportunities, and the role that communications should play in helping the Department meet those goals.  The insights gained will used in the revision of the strategic communications plan for the Department.

Summary of Findings

Employees Identified Some External Changes That Have Affected The Way They Work

To varying degrees, employees mentioned four major changes in the external environment that they feel have impacted the way in which Transport Canada operates, and the way in which they themselves do their jobs.  Those changes include:

· an increased emphasis on security following 9/11

· advances in technology that have affected the way in which business communicates

· the divestiture program has changed the role of Transport Canada and the way in which employees interact with clients

· the political climate and the Gomery inquiry have impacted employee morale, and imposed more constraints, particularly on budgets.

Communications Are Essential To Helping The Department Meet Its Goal

In the face of these changes, there has been no change in the over-riding goal of Transport Canada to ensure a safe, secure transportation system in Canada.  For employees, this overall goal is translated into a desire to do their own jobs properly so that they can play their part in meeting that goal.

Communications activities are clearly essential to helping employees obtain their goals.  Employees want and need to know about the issues, policies and regulations that will affect their ability to do their job.  Moreover, they expect internal communications to centre around this; they do not want the flow of essential information to be 'clogged' with excess information that will not help them perform effectively.  They seem to have a low tolerance for what they call 'fluff'.

There Are Four Key Communications Channels

When employees talked about the communications channels that are most effective in terms of helping them to get the job done, they tended to mention four – email, the phone, face-to-face and videoconference.

Email seems to have generated a love-hate relationship among employees.  On the one hand, it is clearly an effective tool for distributing information, and has a number of benefits.  On the other hand, it is perceived to be widely misused.  Too much email is marked urgent, too much is duplicated, and often the issues dealt with via email could be dealt with more efficiently on the phone or in person.  The big problem with email is the volume that employees receive, and the stress it imposes in terms of trying to read and respond to it.

The phone is an important tool for staying in touch with colleagues and managers in different cities or regions.  It is a more personal channel, and one that facilitates discussion, and possibly quick resolution.  The teleconference calls can be an effective way of communicating with a functional group, although clearly it is not as satisfactory as an in-person meeting.

Face-to-face meetings are the most widely valued type of communication, largely because they are so infrequent.  However, they are considered the most useful when a group needs to accomplish something important.

Videoconferences may be gaining momentum, but are not widely enjoyed largely because of flaws with the technology.

Key Messages Need To Promote Respect

In terms of what they said explicitly and implicitly, employees seem to need to hear the following over-arching messages:

· employees are valued

· the work employees do matters, and will help Transport Canada achieve its overall goal

· employees' time is respected

Reaction To Existing Tools Is Moderate

Inside TC has two key problems – content and RDIMS.  The content is generally not of sufficient interest to encourage employees to go through the trouble of using RDIMS.  The content is perceived to be 'nice to know' rather than 'need to know'; it is not newsworthy.  While there are other issues, these two are the critical ones.

TC Express is considered light reading.  It keeps employees informed at a high level of what other regions and other groups are doing, but is not considered urgent or mandatory reading.  To some extent, the medium is not suited to light reading; many said they would (and did) read it more often if the newsletter was more portable.

Reaction To The Concept Is Positive

There was a positive reaction to the concept of having a new splash page on the intranet site that would replace all of the existing internal communications tools or make them more readily accessible, by having them all in one place.  The concept has the advantage of:

· reducing email volume, 

· putting everything related to the employee on one page to facilitate 'one-stop shopping', 
· giving the employee greater freedom of choice in terms of what he or she chooses to read
· eliminating the need to use RDIMS for this type of communiqué.
There are some concerns about the concept, including:

· many employees said they would still like to get emails about issues of immediate importance

· a number expressed concern that if the content is similar to what is currently in TC Express and Inside TC, readership may not increase
· most said the page would need to be updated regularly in order to catch their attention on an on-going basis.
Qualitatively, it appears that the features that will capture the most attention will be 'What's New' and 'Upcoming Events'.  The other features had more varied appeal.

Participants had a number of suggestions for the page, a finding which suggests that they were engaged in the concept, and would be prepared to give it a chance.

Reaction To The Communications Group

On the whole, the employees interviewed had relatively little understanding of who is in the Communications Group, what the group does and how it could be used as a resource.  With the exception of the Ottawa groups, no more than one or two in each session said they ever used the group.  This suggests there is a need to market the Group internally, below the Director level.

Virtually no one in the groups was aware that Transport Canada had a strategic Communications Plan.
Detailed Findings

Introduction

Background

The Communications Group in Transport Canada is currently reviewing the Strategic Communications Plan called 'Towards a Culture of Communications at Transport Canada'.  This plan has been used to guide departmental communications activities over the last two and a half years, but its' planned three-year life will expire at the end of 2005.  The Communications Group is seeking input that can be used in the revision of the plan.

Prior to the development of the first plan, senior managers in the Department were interviewed to obtain their views on the role -- both external and internal -- that communications should play in meeting the Department's emerging challenges.  This research was repeated as input into the revision process to the plan.  
However, in order to ensure that as many voices as possible are heard, it was decided to include the views of employees below the manager level.  

Research Objectives
The objective of the research was to qualitatively understand the views and perceptions of employees toward the vision and goals of Transport Canada, and to give employees an opportunity to participate in the revision of the Corporate Strategic Communications Plan.  

More specifically, the objective of the research was to obtain the views of employees on:

· the role of Transport Canada and its emerging challenges and opportunities; 

· the role – both external and internal - that communications should play in meeting those challenges and opportunities, 

· awareness of and reaction to the 'Transport Canada Corporate Strategic Communication Plan'

· the key messages and communications directions that should be included in the revised Plan
· the role of Communications Branch within the Department
· the reaction to a proposed 'splash page' on the Intranet site as a possible communications tool.
Approach

A series of eight (8) focus groups was held with employees in different regions between August 9th and 18th, 2005.  

The groups were distributed as follows:

· two groups in Ottawa

· one group in each of Halifax, Montreal, Toronto, Winnipeg, Calgary and Vancouver

The group in Montreal was conducted in French, while the rest were conducted in English.  

The recruiting objective was to get a good mix of people from within different areas of the Department to ensure that various groups are represented.  Transport Canada provided a list of names and phone numbers of employees, and Millward Brown assumed responsibility for recruiting the groups.  Between 8 and 10 people were invited to participate in each discussion.

The groups were held in conference rooms in the various Transport Canada offices, during business hours.  Each session lasted about two hours.

A copy of the discussion guide used is included in the Appendix of this report.

Reporting Perspective

The report is a discussion of the themes that were heard during the course of the groups.  

Caution:
Please note that this research was qualitative in nature.  Therefore, the results of this report are not projectable to the general population.  

External Environment For Transport Canada 

Employees were asked how, if at all, the external environment for Transport Canada has changed in the last 3 years, particularly changes that have ultimately impacted the way in which Transport Canada operates.
The Increased Focus On Security Is The Biggest Change Employees Have Noticed

One of the first issues which employees mentioned as a change in the external environment was the increase in security that has resulted from September 11th.  This has shifted the focus of the Department, in that the security of the transportation system is now a higher profile mandate than it was pre-9/11.  This has clearly affected the employees who work with the ports and airports in particular.

A number also suggested that the increased emphasis on security has increased the role that foreign governments, most notably the American government, play in terms of the way policy is developed in Canada.

There is a general sense that the increased focus on security has made Transport Canada employees more diligent on a day-to-day basis.  Several commented that the increased need for security has impacted their daily work lives:

· those who work in high rise towers have a greater desire for internal communications on security within the building

· employees are mandated to wear their security tags

· in some regional offices which have public counters, bars have been put on those counters to prevent anyone from forcing their way in

Technology Is 'Raising The Bar' On Turnaround Times

Employees also mentioned the growing reliance on technology as a form of communication, and the changes in expectations to which this has led.  For example, inspectors who are away from the office a lot now carry cell phones and/or pagers.  While this is clearly considered a benefit in that they can stay in touch with the office, it also means they are expected to deal with issues they used to be able to postpone until they were back in the office.  There is a sense that there is less patience for the time it can take to get things done.

Advances in technologies such as email and voicemail are perceived to have impacted the entire business world, and, at Transport Canada in particular, have led to less one-on-one contact with both clients and colleagues.  There is also some concern that Transport Canada might not have kept up with the latest technology, and that more thought should be put into how the Department can take better advantage of the advances in e-commerce.  Several people suggested that clients want to be able to communicate electronically with the Department, and that the current systems do not allow for easy access.

There is a perception that their private sector clients are better equipped than Transport Canada employees are in terms of systems and tools, and this tends to put Transport at a disadvantage.  One person described the Department as “still in the stone age in terms of computer systems” relative to the private sector.  

Changes in technology have also meant the public has more and faster access to information about how government works.  The public is perceived to better informed as a result.  This has led several employees to say they feel a little more vulnerable, and possibly more guarded in what they say and do.

The Divestiture Program Has Had An Impact

A number of employees mentioned the change in the role of Transport Canada that has resulted from the Divestiture program.  The change in the status of the Department has increased the role played by the private sector, and has changed the dynamic between Transport Canada and its clients.  They gave examples such as:

· Transport Canada is more 'hands-off' in terms of the regulation of areas like civil aviation and marine safety.

· The Department works more cooperatively with operators than it did when it was the owner of the ports and airports.  New organizations such as the Canadian Airports Council have emerged, and are encouraging greater consultation with government.

· Some of the inspection responsibilities have been delegated to the private sector, and there has been an increase in self-regulation of the industry.  The Department's role has changed to assessing the programs being put in place by the private sector, rather than designing the programs themselves.

· Several commented that Transport Canada is no longer the leader, but is now following the lead of industry.  There is a sense that the 'voice' of industry is getting louder – to the point where industry sometimes sees pending legislation before the Transport Canada employees do. Industry is perceived to be getting more aggressive in pushing for changes to legislation which they feel is outdated.

In this respect, too, there is a perception that some clients, particularly the larger ones, are better trained and more well-educated than they used to be.  Transport Canada employees find that these clients ask more questions, challenge the Department more and have become more aggressive in terms of asking the Department to justify some of its decisions.  At the same time, some express doubts about the capacity of smaller companies to self-regulate.

Political Issues Have Imposed Budget Constraints

Several political issues were mentioned as ones that have had an impact on Transport Canada.  Firstly, the minority government is perceived to have meant a change in the priorities of the Privy Council Office (PCO).  For example, the government has put increased emphasis on health care and the environment, with the result that money in other areas has been cut back or eliminated.  It has meant that Transport Canada employees have had to re-think the way in which they deliver programs.

There is also perceived to be an overall closer scrutiny of all departments by the PCO.  There is some sense that the individual departments within the federal government do not have the same autonomy they used to have.

Secondly, the Gomery inquiry and the sponsorship scandal have meant that everyone within the civil service has been made even more accountable than they were for any money being spent.  Budgets have been constrained, and the process through which an employee must go in order to apply for money for a project or even basic supplies, has been tightened.  One simple example of the new rules was given by an inspector who said she is not allowed to expense extra batteries for her camera if her batteries 'die' when she is out in the field and she needs to buy new ones; she must come back to the office and put in an official requisition for the batteries.

Another claimed that she is instructed to leave her cell phone off and use her pager for anyone trying to reach her, and then call back – which she considered a waste of time for a negligible savings, if any, now that cell phone rates are much lower than they used to be.

While employees clearly recognize the need for fiscal responsibility, in some cases they find the time spent going through 'official channels' costs the Department more than the item they needed to buy.

Similarly, the budget constraints have meant the Department is no longer allowed to offer clients or the general public items such as hats or pens.  These kinds of 'giveaways' were considered effective as helping to build or solidify relationships with stakeholders and clients.

Budget constraints (as well as attrition) have also meant a cut back in the human resources available to do the job.  One inspector was concerned that there is no real follow-up to a safety infraction.  If a client has not complied with a regulation, they are sent a 'threatening letter'.  While serious infractions will be pursued, the cutbacks mean that some of the less serious ones go unpunished because there are simply not enough people to follow up.

The Gomery inquiry has also had an impact on employee morale.  Not only is the scandal perceived to have tarnished the reputation of the civil service, it has led the civil servants themselves to question why they are held accountable while people in leadership positions in government seem to operate under a different set of rules.  Qualitatively, there is perceived to be a lack of trust in the leadership among civil servants.  One inspector said he no longer wears his Transport Canada jacket in public since he was accosted in a grocery store and berated as 'one of those bums in government'.

The perceived changes in the image of government, and the 'baggage' that is perceived to be attached to the civil service has also led some employees to question whether or not Transport Canada will be able to attract the type of talent it will need to replace the aging workforce.  There is perceived to be a 'talent war' being waged between government and industry, and at the moment, industry is perceived to be winning.  There is a feeling that government generally, and Transport Canada specifically needs to be more strategic in its hiring practices.

Something else that can and does affect the way in which Transport Canada works is changes in provincial legislation.  For example, the B.C. government changed the laws governing the number of fish farms in the province.  This has had an impact on navigation routes, and is causing problems for the Transport Canada employees who work in this area.

The Role of The Department Has Changed, But the Overall Goal Remains The Same

Qualitatively, it appears that employees recognize that the role of the Department has changed from owner/operator to overseer.  A number of employees suggested that the change has created confusion among Canadians, and that the public is no longer sure what Transport Canada does.  There is some feeling that consideration should be given to raising the profile of the department so that the public knows someone is regulating the transportation system, and is taking responsibility for its safety.

A few would like to raise the profile of the Department in order to reflect the sense of pride that they feel as employees.  They believe they are contributing something valuable to Canada and Canadians, and they would like to see some public acknowledgement of that value.

In this respect, a number of employees suggested there needs to be a greater delineation between the responsibilities of Transport Canada and those of the Transportation Safety Board (TSB).  They felt that many Canadians believe that Transport Canada is responsible for investigating accidents, and are confused about the role the TSB plays.

In this respect, there is a general understanding that the ultimate goal of Transport Canada is to ensure that the country has a safe, secure transportation system.  Most of those interviewed seemed to feel that their own job had a direct impact on that goal.  That is, they seemed to want to take personal responsibility for ensuring their job was done properly so that the system overall continues to function in a safe way.  As one person suggested, Transport Canada puts up signs when it has contributed money to a project.  He felt there should be more signs to indicate that Transport Canada is also responsible for safety.

Employees mentioned a few other roles they feel that Transport Canada is playing:

· the Department plays a key role in environmental protection, although a few felt this role is not as well-developed as it could be, or should be, given the contribution of transportation to environmental damage

· the Department has an education role to play in terms of ensuring the public and other stakeholders understand the appropriate behaviour to ensure a safe secure transportation system.  A few regard this as a role that is declining because of budget cuts.

· risk management is an emerging role.  In this respect, at least one employee said that while this has been added to the Department's vision, it is not yet on the website or in any other communications material.

There is some concern among the employees who participated in this research that Transport Canada is losing its leadership position, particularly as it relates to changes in regulations.  They believe that National Headquarters lacks the appropriate budgets to maintain its position, and as a result is being forced to react to changes in international regulations rather than being the one to set the standards.  

Similarly, some employees are concerned that the regulations currently in place are behind where the technology is 'in the real world', with the result that inspectors are forced to ask industry to adhere to rules that might no longer apply.  A number of employees felt the Department as a whole is too reactionary, and does not do enough to anticipate trends, or proactively develop initiatives.

A few claim that there are too many changes in the regulations, and that this creates confusion and makes it difficult to enforce.

Role of Communications

Communications Activities Are Essential To Achieving Goals

If the ultimate goal of the Department is to ensure a safe, secure transportation system, then communications activities are essential.  The Departments need to communicate with its clients and stakeholders so they understand what is expected of them, and what the processes are for compliance.

Similarly, in order for them to do their jobs appropriately, it is important for employees to receive information from internal sources.  They need to know about things like changes in policy that will affect their job, advances in technology that impact the way industry works, and issues that influence the way in which Transport Canada deals with the provinces.

It is also important for them to communicate internally on issues that relate to them as employees.  For example, they want to know if there are changes to Human Resources policies, if there have been changes in the compensation package at Transport Canada, or if there is any training being offered that would be appropriate to them.

Email Is The Key Internal Communications Tool

Employees seem to have almost a 'love-hate' relationship with email, and they clearly believe email is something they need to learn how to use more effectively.

On the one hand, they feel it is an excellent tool for getting information to a large group of people quickly.  Moreover, as an external communications medium, it is an efficient way for clients to submit material such as drawings for approval; it is faster to email the material than ship it, wait for Transport Canada engineers to approve it, then ship it back.  

As an internal communications tool, email is also effective.  Mass mailings from the Deputy Minister or the Director General of a particular group can be delivered instantly to everyone at once.  It is extremely effective way for an inspector to send digital photographs back to the office for colleagues to examine.  It allows for easy distribution of material that a number of people need to access.

Because email can be accessed from anywhere, it allows those in the field to stay in touch with the office.  Similarly, it means that some emails can be dealt with after hours, from home.  Instead of taking work home in a briefcase, it can go home electronically.

Email automatically provides a record of correspondence, complete with date and time 'stamps'.  This can be extremely important when an employee needs to put together a 'paper trail', particularly if there is a legal issue at stake.

In this respect, as well, a number commented that email allows them to state their case clearly, explicitly and in writing, yet in a timely fashion.  It can be as effective as a letter, yet as efficient as a phone call.

However, email has serious drawbacks.  The issue is not the medium itself, but how it is used.  Employees complain about getting too many emails in general, and too many that are marked 'urgent' in particular.  The technology seems to have generated a whole new set of expectations in terms of how quickly things get done.  Some employees acknowledged that they sometimes find themselves responding too quickly to email requests, rather than taking an appropriate amount of time to research the issue or think about it from all angles.  The perceived urgency of email has led them to work more quickly, although not necessarily more efficiently or more effectively.

There is a sense that email is a positive tool as long as the user 'stays on top of it'.  That is, if email items are ignored, or set aside to be dealt with later, chances are they will not be dealt with.  Similarly, if someone is out of the office for a few days, the list of emails can take another two days to get through.  The sheer volume of emails that anyone receives can be overwhelming.  Moreover, virtually everyone said they read and respond to the emails which directly relate to their job first, and then, if they have time, they might read the other, less important ones.  (It should be noted that this type of comment was the closest anyone came to explicitly saying on an unaided basis that newsletter should not be sent by email.)

In this respect, there is a danger in assuming that emails get read.  A number of employees commented on times when someone has said to them 'But I sent you an email.'  Their point was that no one should assume that an email gets read, just because it was sent.  Nor should they assume that the email will be remembered, given the volume that everyone seems to get.

Many of the employees interviewed commented on the duplication of email they get from internal sources.  For example, they will receive an email as part of a mass mailing from a Director General, or possibly the Deputy Minister.  Then they will get the same email forwarded to them by their Director or their immediate manager.  Similarly, a number commented that some messages are sent out to all employees, when they really only apply to certain employees.  While they understand that management wants to make sure they get the message, or that the 'mass mailings' are done to ensure openness and transparency, they also suggest that sometimes too little thought is put into the distribution list.  As one person put it, 'there are too many FYI emails'.

One of the issues with email is that it can be impersonal.  It does not facilitate building a relationship, particularly if the two parties involved do not know each other very well.  It is very easy to misinterpret a message in terms of both its language and its tone.  A number of employees reported examples of times when they had sent or received an email that was perceived to have a certain tone that was not intended.  Some messages can be perceived as curt or impolite, even if the sender did not mean it.  

There is also some concern that some emails can be too casual in their tone.  Those who are used to writing formal letters with respect to client issues seemed particularly critical of email as a form of correspondence.  They were concerned that too few people proofread their emails for spelling, language and tone.

One of the other issues raised was that group projects can be difficult to work on via email because of the security controls in place at Transport Canada.  One person mentioned received an email that had been stripped of its attachments due to security issues.  She had to spend time calling IT and the person who had sent the email in an effort to retrieve the attachment.

There were specific complaints about passwords that keep changing every two years, passwords that are numbers, others which are letters only, others a combination of both.  Overall, there was a feeling that security is overdone and makes their work more complicated.

Similarly, a number of people mentioned RDIMS as a tool they find frustrating to use because it is slow and cumbersome.  It was interesting to note that in each office in which a group was held there was at least one person who was an advocate of RDIMS, and described it as an invaluable tool "once you know how to use it".  For the most part, however, unless they are forced to use it, most of the employees interviewed said they prefer to avoid RDIMS.  “When I see RDIMS, I just don’t feel like opening it.” Was a typical comment from employees.

The Phone Is Clearly Important

The telephone is clearly an important internal communications tool, particularly in the regions where the employee's manager often sits in another city.  These people are on the phone with their manager several times a week, if not more often, in order to exchange information.  

Similarly, inspectors who are often out in the field for most of the work week use the phone in order to stay in touch with the office.  Most have pagers, but many also seem to have cell phones that give them easier access to the office, and to clients.

A phone call is considered a more personal form of communication than an email, and allows for a better discussion of the issue; it can also allow for a faster resolution of an issue or a quick answer to a simple question.  In many ways, a phone call is a more satisfying form of communication.

Many of the employees interviewed said they will often initiate something with a phone call, then follow it up with an email to confirm what was said on the call, and to ensure that both parties understand the issue in the same way.  This is particularly helpful if the issue being discussed was a complicated one (eg. initiating a new process), or if there had been significant debate about the possible outcomes.  They felt that if the written follow-up is not done, the conversation can leave different impressions with the parties involved, and a misinterpretation of what is required; putting it in writing can help avoid those misunderstandings.

One of the frustrations with using the phone is the prevalence of voicemail, and the inconsistent way in which people update (or don't update) their message.  Too often people say they leave messages for someone, only to find out later they were out of the office and did not pick up the message.  Some suggested that there should be a mandatory rule that everyone change his voicemail message every day to ensure it is up-to-date.

Teleconference calls are also an important channel for communications, particularly given how widely dispersed employees are within a particular group (eg. marine safety) or even within a region.  The teleconference call is an important tool for staying in touch, and for communicating key messages that are pertinent for that group or region.  They work particularly well when all the participants have met face-to-face and know each other.

While it is recognized as useful, there is some concern that teleconference calls are not always productive for things such as brainstorming sessions.  There is a sense that these kinds of sessions do not accomplish much as some people are reluctant to speak up when they cannot see the faces and body language of the other participants.  A few employees also admitted that while they are purportedly listening to a conference call, they are actually looking at their email or doing something else, and they wonder how many other participants are doing the same thing. 

Face-to-Face Is Preferred, But Precious

Face-to-face meetings are preferred way of communicating with colleagues where some interaction or discussion is required.  Most suggested that when they need to accomplish something important, such as standardizing procedures, or when they are dealing with sensitive subject matter, the in-person communication channel is the most appropriate.  A number also said that a face-to-face meeting is very useful for building rapport within a group; it makes subsequent conference calls more productive.

Most employees interviewed, particularly those in the regions, recognize that face-to-face meetings with groups outside of their immediate office are becoming increasingly rare because of the cost of travel.  While they regret the loss of more frequent meetings, it also means that the ones which do happen are valued.

Most did acknowledge, however, that they have fairly frequent staff meetings in their local office to discuss issues of local interest, or to hear from the Director about emerging issues of national interest.  Some complain that these meetings are usually held to communicate from the top down, with little or no opportunity to express their own point of view.

Videoconferences Are Relatively Rare
While a few in each market said they have participated in videoconferences, most suggested they are not very effective because the quality of the technology is not very good.  They find there is a delay between the picture of someone speaking, and the words being heard in the other offices, and this makes it difficult to carry on a discussion.  

For this reason, videoconferencing is used primarily when it is known in advance that only one or two people will be talking, and that everyone else is there to listen.  (One example would be a training session which is done as a lecture.)  Under those circumstances, there is some feeling that it is nice to be able to see the face of the person who is speaking, even if the audio does not always match the video.  As one person said, they feel more connected if they can see each other.

There is a perception that videoconferencing will gain momentum, particularly as the technology improves.

Internal Communications Need An Overarching Message Of Openness

Given the apparently low morale among Transport Canada employees, one of the over-arching messages they would like to hear is that they are valued, and that what they do matters.  

In this respect, they want to be kept apprised of things such as:

· senior management plans and priorities

· reorganizations within the Department that affect them personally

· policy or regulatory changes that affect the way they do their job.

They do not want to know every detail of the senior management agenda, but they do want to know as much as possible about the issues which will impact them directly.

Part of the over-arching message that employees want to hear is that the Department values cooperation and partnerships as a way to get things done.  However, they are not sure that this is the message being sent, when they seem to get so many emails marked 'urgent'.  The message they seem to get instead is 'do it because I said so'.

The third message some employees want to receive is that their time is respected.  Again, this relates to the number of email messages they get that are marked 'urgent'.  There is some sense that some senior managers delay sending out requests they have known about until there is very little time for the recipient to deal with the issue.  While they don't necessarily believe the delay is deliberate, they nonetheless interpret it as a lack of respect for their time.

Some older, experienced employees complain that much of this comes from a new breed of managers who, they feel "don’t know the actual work and don’t have a sense of reality”.  These managers are described as younger, inexperienced, and having been parachuted in.  This suggests a latent conflict between two generations of employees.

Focus On Specific Tools

Participants in each group were asked to comment on several of the existing internal communications tools, including Inside TC and TC Express.  Underlying their response to both of these tools was a perception that they have too much to do and too little time in which to do it.  That is, many employees feel they are stretched too thin as it is.  When they read information, they want it to be meaningful and relevant to their job; they have little patience for what they called 'fluff'. 

'Inside TC' Is Not Widely Read

Almost everyone in each focus group said they open the Inside TC email when they get it in order to glance through the list of topics.  If there is a topic of interest, they will read it.  A 'topic of interest' was usually defined as something they felt would be relevant to their particular job.

There are several key problems with Inside TC.  The first is that many of the participants said they seldom find a topic of sufficient interest to encourage them to take the time to open and read it.  The content of the publication does not seem directly relevant to the jobs they do, with the result that they do not end up reading any of the articles, and Inside TC is deleted from their inbox.  The publication tends to include both 'nice to know' and 'need to know' articles, but the 'need to know' ones seem to appear less frequently.  Overall, the information coming through Inside TC is not perceived to be critical to employees doing their jobs.

A few employees feel that too much of the content is directed only at managers, yet these messages are sent to everyone.  There is some feeling that the information that is only for managers should be sent separately.

A few other employees believe the content focuses on procedures rather than issues related to specific branches of new initiatives.

Overall, these concerns point to a fundamental issue with respect to Inside TC.  Many questioned the intent or objective of the publication.  Is it intended as a newsletter?  Is it intended to communicate policy changes?  Is it intended as a tool to help employees do their jobs?  Some employees tend to view the content as a 'mixed bag' of information, with no clear or well-defined purpose. Moreover, some believe the information included in Inside TC is duplicated in memos from their manager or in TC Express, and this also contributes to their perception that there is little value in taking the time and effort to pursue reading the articles.

In this respect, RDIMS is clearly a contributing factor.  When employees do find an article of interest, a number said they still do not always read it because of the frustrations they have with RDIMS.  The system is perceived by many to be very cumbersome, slow and annoying to use, and is clearly a barrier to attempting to read any of the 'nice to know' articles in Inside TC.  Some said they would archive the issue in a personal file to look at later, although they also admitted that they often never get to it partly because of time constraints, and partly because of RDIMS.

It should also be noted that a few people in the groups said they do not have access to RDIMS for one reason or another, and therefore cannot read the articles even if they wanted to.

Those who do find articles of interest said they will go into RDIMS in order to retrieve them.  However, they also said it can take them up to five minutes to actually get the article they want, a speed which many find unacceptable.  There seems to be a low tolerance for waiting to get to the article.

The overall appearance of Inside TC was also cited as an issue by some.  They can find it confusing, and difficult to actually see the titles of the articles because the initial page is not well laid out.  It has a very utilitarian look to it that does not invite readers.

The timing of Inside TC was an issue for some.  While they believe that the Friday afternoon email delivery of the publication is deliberate so that the week's news is included, a number suggested that they have already seen some of the information by the time Inside TC comes out.  Some suggested it might make more sense to deliver it Monday morning, although others argued they are more likely to take the time to open it on Friday afternoon than they are on Monday morning.

There was some suggestion that if there were some paper copies of Inside TC available they would be more likely to read it.  A number suggested that paper is more portable, and could therefore be taken with the employee on a break, or even home.  Given that the content is not perceived to be critical or urgent, many are reluctant to take the time at work to read it.  A few also pointed out that some paper copies should be available anyway for those employees who do not have a computer.

'TC Express' Is Considered 'Nice To Know'

TC Express is generally viewed as a newsletter that contains 'nice to know' rather than 'need to know' information.  It is something employees might read if they have time, but is not perceived to have any urgency.  It is not a priority.  A typical comment was that the employees would skim it occasionally to see if anything caught their eye, but they did not consider it to contain critical information.  The result is that some delete it immediately from their inbox, while others simply ignore it until they have time to read it.

As was the case with Inside TC, a number questioned the purpose of TC Express.  Some recognized it as a newsletter intended to bring employees together by telling them about each other, and some clearly felt that it does help them feel more like a community.  However, others did not feel it was working to bring together employees across the country.  In the regional offices, virtually everyone said they read their regional newsletter because they knew at least some of the people being interviewed or mentioned, and the issues addressed were likely to be directly relevant to them.  They did not feel the same way about the national newsletter.  People in the regions in particular tend to have a perception that the news and information in TC Express is skewed to National Headquarters.

While most acknowledged that TC Express is an 'easy read', some were critical of the content as being too 'chatty' or too lighthearted in its articles.  Several commented that they were not particularly interested in learning about the hobbies of their colleagues.

Generally speaking, employees said their interest in the stories was low to moderate, at best.  Those who do open it can usually find something of interest to them – usually the news related to their region, or their functional area.  However, virtually no one said that TC Express is something they look forward to, and several suggested they would probably not miss it if it no longer existed.

This does not mean that employees were advocating that TC Express be discontinued.  They did see a role for it as something that could keep employees informed at a 'high level' about what other offices and other groups were doing.  For example, this is one way they can keep up with best practices.  Generally speaking, they felt there was a good array of topics covered in each issue.  

However, the electronic format of TC Express is clearly a barrier to use.  Some of the long-time employees remembered when the newsletter came out on paper.  They claimed that they were more likely to read it then, because they could take it with them to read at lunch, or on the bus going home.  Some also said they used to welcome the opportunity to read something on paper, as it made a break from reading job-related material on the computer screen.  The more informal type of news being communicated seems to lend itself to a less formal method of communication, such as paper.

The overall appearance of TC Express was considered appropriate; it looks professional, although possibly a little colourless.  Most liked the pictures of people, as they could look to see if there was anyone they knew.  While they were not overly critical of the balance between text and graphics or pictures, a number commented that more pictures and more colour overall would enhance the publication.

Similarly, the frequency of publication does not appear to be a critical issue.  Few would want to see it any more often, although a few suggested that semi-annually rather than quarterly might be more appropriate.

The timeliness of the information is clearly tied to the frequency of publication, in that some of the information will be 'old news' by the time it gets published in TC Express. However, there were no major concerns expressed about this.

On the other hand, for example, it was pointed out that the weekly summary of articles in the media related to Transport basically repeats what everybody has read in their daily newspaper if it is newsworthy.  The repetition of information seems unnecessary.

Reaction To The Concept
Focus group participants were given the following concept description:

"Now think about the Intranet site.  Suppose the site had a new splash page that would replace all of these tools or make them more readily accessible, by having them all in one place.  The splash page would include a one-click link to TC Express, E-mail Notices, HR On-line, Lex-o-grams, Pay-o-grams, special events notices, etc.  This would mean that all of the various pieces of communication that are currently emailed to you would no longer be sent that way; the onus would be on the employee to go to the Intranet site to find the various types of information." 

They were then given a brief description of what this tool would be like, including a text description, a colour slide that was a mock-up of what the homepage might look like and an explanation of the type of information that would appear on the site.  (A copy of the handout is included in the Appendix of this report.)

Reaction To The Concept Was Universally Positive

The overall reaction to the concept of replacing a variety of emails with one web page was extremely well received.  Employees clearly appreciated the fact that there would be less 'clutter' in their inbox, if things such as Inside TC and TC Express were no longer sent to them through email.  For some people, this was the only reason they liked the concept. 

Putting the information onto a webpage and taking it out of email removed some of the stress associated with reading the information.  As noted earlier, many employees feel some pressure to read and/or respond to the emails which they receive, particularly as so many are marked 'urgent'.  There is some guilt attached to the fact that they ignore or delete some emails, including TC Express and Inside TC.  If the information was available on a website that they could choose to visit when they had time, some of that guilt and stress would be eased.  In this respect, they responded positively to the idea that it would be up to the individual employee whether or not he chose to go the page, and that he/she would able to fit it into their schedule.  There is something inherently more leisurely about going to a website to read something, than there is in opening an email with the same information.  A webpage is perceived to more suited to the type of information they expect to see on the page.  As one person said, this format is better suited to 'fun reading'.

Others had more fundamental reasons for reacting positively.  They like the idea that the various pieces of information would be in one spot, and that they would not have to open a variety of emails to find the article they wanted to read.  

They liked the idea that articles would not be linked to RDIMS, and many felt this alone would increase their likelihood of at least 'skimming' some of the articles.

There Some Concerns About The Concept

Despite the generally positive response to the concept, there were still some questions and concerns about the idea.

Several questioned the rationale for the page.  Just as they wondered what the primary purpose of Inside TC and TC Express was, they wondered what Transport Canada hopes to achieve by launching a page such as this.  Overall, this points to a need for a introduction that fully explains the rationale for the page, and offers employees a compelling reason to visit it.

Some felt that the move was simply taking the information out of email and housing it in a different location.  They were not sure that this would be enough to encourage readership of the information, particularly if they perceive the content to be similar to what they currently receive.  The lack of time to read this type of information still exists, and since the intranet site is accessible only from the office, these people felt they would still not be able to the read the articles from home or the road.

A number of employees questioned whether they would still receive emails about information they perceived to be critical – things like Pay-O-Grams or issues specifically related to their jobs. There is some concern that important messages could be missed if the onus is on the employee to go to the website to find them.

In this respect, too a number felt they would need to receive a email once in a while to remind them to check the page.  There was some concern that if they were not prompted occasionally, they would not remember the page existed.

Many wondered whether the @ TC page is intended to take the place of their current homepage.  Employees in the regions almost universally rejected that notion, saying they like having their regional homepage be the first thing they see when the log on in the morning.  They would prefer to see a link on their current homepage that would allow them to easily click into the @ TC page.  This is especially important as regional employees tend to consult the national site only when they are looking for something very specific.  It is not a site they visit daily or even regularly, for most.

A number also wondered how often the page would be updated.  There was a concern that if it is not changed regularly, employees will lose interest in it.  While most of the page could probably be posted for about a month, some parts would need to change almost daily (eg. Click & Tell) or weekly (eg. What's New).

There Were Mixed Reactions To The Prototype

The overall reaction to the prototype of the page was also positive.  It was generally felt to be well-organized, with clearly defined sections.  The green text on a white background is clean and easy to read.  Participants said they would have no trouble quickly reviewing the page to see if there was anything of interest to them.

The main concern with the design of the page was that some headings are not easy to read.  The headings with white text on the plain green background (eg. People @ TC) stand out clearly.  Those with white or black text on top of a photograph (eg. What's New, DM's Corner, In Memoriam, Retirements) are not easy to read, and were in fact missed by some people.  There was a clear preference for keeping the format for the headings consistent and simple.

The page was recognized as having the common look and feel of other Transport Canada pages.  While this meant it was considered a little uninspired, there was no major appetite for a different design.

The array of content was considered to appeal to different people and there were both positive and negative comments about each potential feature.  These comments are summarized in the chart below:

	FEATURE
	RESPONSE

	What's New
	· considered by some to house the time-sensitive information, and should therefore be checked frequently

· the menu is easy to scan to see what is of interest – although some titles are a little cryptic and don't give enough of a hint as to what the article contains (eg. 'Another tool to help you – Give it a try')

· the 'Archives' link is considered helpful for finding old articles they did not keep in their own files

	DM's Corner
	· mixed level of interest in this; some read while others ignore

· the sample items under this heading do not seem to relate to the DM; employees want to see articles by the DM, or news about him; they want to get to know him and his point of view

	People @ TC
	· Most will at least look at the picture and read the title to see if it is of interest

· Readership will depend on time available 

	Upcoming Events
	· Some like this as a planning tool

· Others feel it is will be of only marginal benefit unless all regional upcoming events are included

· Some wanted to see both national and regional conferences included, as well as important meetings

· Some wondered if it would include social events such as BBQs, and charity events

· A number wondered who would 'feed' the calendar.  Would it be Transport Canada only or the entire federal government?  Would it be National Headquarters only, or also the regions?

	In Memoriam
	· Clearly of some interest to long-time employees

· Will be of interest if space is used for an obituary, and not just a simple announcement.  Most felt they would already have heard about the death of someone they had worked with, so wanted more information.

· 

	Retirements


	· Also of some interest to long-time employees

· Wanted more news than simply the announcement of the retirement

	CHART CONTINUES


	FEATURE
	RESPONSE

	The Lighter Side
	· mixed level of interest in this; some read while others ignore

· main topic of interest would be the profile of someone – particularly if it was someone they know; the picture of the person is critical.  A few suggested they would be more likely to read the profile if the photo gave an indication of the person's functional area or region

· many questioned the appropriateness of a 'Joke of the Day' on a business website.  Francophones complained that the jokes are translated, which takes away from the punchline.

· some questioned the value of 'The last word is yours', suggesting it is too 'fluffy'

	Click & Tell
	· while no perceived harm in this type of survey, some questioned the value of collecting data on relatively irrelevant topics

· many thought there might be some value in using this feature to collect opinions on more relevant issues of interest 

· some wondered if the survey would allow for open-ended questions

· some thought it was “useless”.

	Link of the Week
	· some questioned the value of this, particularly if the link is not named on this page

	Left Hand Menu
	· links on the left are considered useful, particularly TC Internet, HR Online, Virtual Library

· some question as to why the links are not in alphabetical order

· some would like to see the links prioritized, such that the most important ones are at the top of the list


Given the mixed reactions to the various features, a few employees wondered if they would be able to customize the page to suit their own needs.  That is, they wondered if they would be able to suppress certain features that did not interest them, or re-organize the page such that the features they wanted to read were given more prominence.

Suggestions For The Prototype

Some of the suggestions that were made included:

· add practical features such as the weather, MapQuest, Canada 411, a dictionary, an external search engine as one way of ensuring employees visit the page

· ensure that important messages still come by email

· add a 'marketplace' feature through which employees could buy and sell items

· include a link that allows employees to easily submit content for the page

· it needs a clear link to information related to compensation (eg. pensions, pay, benefits, retirement planning)

· ensure there are links to the regional homepages, TC internet site, Canada site, possibly the unions

· ensure there is a lot of regional content

· put a date on each article in the 'What's New' section

· include some sort of signal (eg. a blinking header) to indicate when there is something new on the page

· include a feedback mechanism (eg. 'Comments on @TC)

· include a space for up-to-date information on disasters/crises

· include a section explaining how to use the intranet (several under-utilize it because they do not know how to use it)

· provide instant access to the most important regulations

Reaction To The Name '@ TC'

Relatively few of the employees in the groups even recognized that '@ TC' was intended to be the name of the page.  Those who did notice it questioned the flow of the heading 'Welcome to @TC'; it does not read well.

A few saw the '@TC', and thought it was part of a web address.  They wondered where the rest of the address was.

Several felt the mixture of letters and symbols simply added to the overall confusion.

While not a big issue for most, a number questioned why the page could not make use of one of the existing names - Inside TC or TC Express.

Reaction To The Communications Group

Virtually No One Was Aware of The Strategic Communications Plan

Very few of the employees interviewed were aware that Transport Canada had a strategic communications plan, although several said they believe intuitively that it would make sense for the Department to have one.  The only place where anyone was aware of the Plan was in Ottawa.

Many Do Not Understand What The Communications Group Does

Some of the employees interviewed said they make use of the Communications Group as a resource.  To some extent, those who do not use them seem to be unaware of what types of resources the Group can offer.  That is, they felt they needed some information about who is in the group, what they do, and who they should contact for various types of issues.

Those who have made use of the Communications Group said they have used them for help with:

· dealing with the media on a specific issue

· writing Questions and Answers

· preparing media lines

· reviewing messages to employees on behalf of Human Resources personnel

· revising sections of the website

· reviewing translations

· offering advice on writing briefing notes

· organizing off-site meetings, conferences

Some felt the Communications Group should be more proactive in terms of:

· offering information about who they are and what they do

· offering expertise in updating brochures, pamphlets for the public

· coordinate Transport Canada's presence and participation at trade shows such as the boat show

· offer assistance on presentation formats

· provide promotional items such as hats, mugs to give to visitors, speakers

· updating phone lists of clients

It should be noted that a number of employees interviewed, particularly inspectors, have been explicitly told not to talk to the media.  Given this mandate, they feel they have no need to deal with the Communications Group.
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MILLWARD BROWN 
July 25, 2005

SCREENER 
Good morning/afternoon, my name is                             .   I am calling on behalf of Millward Brown (Legendre Lubawin), an independent research firm.  We have been contracted by Transport Canada to conduct some research with employees of the Department.  You probably received an email from the Communications Group in Ottawa about this research. 

(Confirm that you are speaking to the person from the list).

Your name was given to us by Transport Canada from a randomly selected list of all employees.
The objective of the research is to understand the views and perceptions of employees toward the vision and goals of Transport Canada.  This research will also give employees an opportunity to voice their opinions on the role that communications activities should play in helping the Department meet its goals.  There will be particular focus on internal communications at Transport Canada, and part of the session will be spent evaluating some of the existing tools that are being used.

The research will take the form of a focus group discussion between some of your peers and colleagues, and a moderator from Millward Brown (Legendre Lubawin).  The discussion will be held during business hours at ____________________ (NAME THE BUILDING) and will last about two hours.  No observers from Transport will be present.

You should understand that your individual responses will be confidential.  The report which will be submitted to Transport Canada will include the ideas and opinions that were voiced during the discussions, but no one's name will be included in the report.  The discussion will be audiotaped to facilitate the research process, unless some participants have reservations. No one other than the moderator will have access to the tape.  

IF PARTICIPANT ASKS FOR A NAME OF SOMEONE WITHIN TRANSPORT CANADA TO CONFIRM THE STUDY, SAY:  

You can confirm the validity of this research with Ms. Gloria Sauvé, Director Internal Communications in Place de Ville in Ottawa.  Her contact information is:


Phone:   613-991-9154


Email:  sauveg@tc.gc.ca
Your participation in the research is voluntary, and your individual responses will be confidential.  At the session, you will be asked only for your first name.  Would you be interested in attending the discussion?  

Yes




No


Please be aware that at the beginning of the research session, you will be asked to turn off your cell phone and/or pager.  In the session, you may be asked to read some material.  This means you will need your reading glasses, if you wear them.  Are you comfortable with these conditions? 

Yes


No
 THANK AND TERMINATE
Light refreshments will be served.

The discussion session will be held at:

OTTAWA 

Boardroom 300 A, 3rd floor
255, Albert Street

Ottawa


Tuesday August 9th (2 sessions)



10 am – noon



1 pm – 3 pm 

TORONTO

4900 Yonge Street

3rd Floor, Innukshuk Boardroom


Wednesday August 10th  



10 am – noon 

HALIFAX

45 Alderney Dr. (Queen Square), Dartmouth

Room 1206


Thursday August 11th


10 am – noon 

 WINNIPEG
McDonald Building, 344 Edmonton Street

3rd Floor - in Room 3-17 (Winnipeg Executive Boardroom)


Tuesday August 16th 



1 pm – 3 pm 

EDMONTON

Edmonton Executive Boardroom
Canada Place, 11th floor

1100 - 9700 Jasper Avenue


Wednesday August 17th  



10 am – noon 

VANCOUVER 

800 Burrard St.

11th Floor - Room 1100


Thursday August 18th


10 am – noon 

RESPONDENT'S NAME: 


____________


TELEPHONE NUMBER: 





RECRUITER'S NAME: 






DATE OF RECRUIT: 
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Legendre Lubawin Marketing inc.
Questionnaire de dépistage 
Bonjour/Bonsoir, mon nom est     _ .   J’appelle au nom de LLM, une firme de recherche indépendante.  Nous avons été mandatés par Transport Canada pour constituer des groupes de discussion dans votre ministère.  Vous avez probablement déjà reçu un courriel de la part du Groupe Communications à Ottawa à propos de cette recherche.

(Confirmer que vous vous adressez à la personne sur la liste.)

Votre nom nous a été fourni par Transport Canada à partir d’un échantillon tiré au hasard parmi tous les employés.

L’objectif de cette recherche est de comprendre les opinions et les perceptions des employés par rapport à la vision et des perspectives de Transport Canada.  Cette recherche offre aussi l’opportunité aux employés de donner leurs opinions sur le rôle que les activités de communications devraient jouer pour permettre au ministère de rencontrer ses buts.  Il y aura une rencontre spécifiquement sur les communications internes à Transport Canada, et une partie de la séance servira à évaluer les outils actuels.

La recherche s’articulera autour d’un groupe de discussion avec quelques uns de vos pairs et collègues, et un animateur de LLM.  La discussion se tiendra pendant les heures de bureau à :  Salle 3021 - Grande Ourse, 700 Leigh Capréol, 3e étage, Dorval, et durera 2 heures.  Aucun observateur de Transport Canada ne sera présent à la rencontre.

Soyez assuré que vos commentaires demeureront confidentiels.  Le rapport qui sera soumis à Transport Canada comprendra une synthèse des idées et opinions qui seront émises durant les discussions, mais aucun nom ne sera divulgué comme tel.  La discussion sera enregistrée dans le but de faciliter la recherche, à moins que certains participants n’aient des réserves à ce chapitre.  Seul l’animateur aura accès aux bandes audio.

SI LE PARTICIPANT DEMANDE LE NOM DE QUELQU’UN POUR CONFIRMER L’ÉTUDE, DIRE:  

Vous pouvez confirmer la validité de cette recherche auprès de Madame Gloria Sauvé, Directrice des communications internes, Place de Ville à Ottawa.  Ses coordonnées sont:


Téléphone:   613-995-0351


Courriel:  sauveg@tc.gc.ca
Votre participation à la recherche est volontaire, et vos réponses demeureront confidentielles. Lors de la séance, on ne vous demandera que votre prénom.  Êtes-vous intéressé à participer à la discussion?

Oui




Non


S’il-vous-plait, soyez averti qu’au début de la séance de recherche, on vous demandera d’éteindre votre portable et/ou votre téléavertisseur. Durant la séance, il se peut qu’on vous demande de faire la lecture de certains documents.  Donc, si vous portez des lunettes de lecture, apportez-les.  Vous sentez-vous à l’aise avec ces conditions?

Oui



Non
 Remercier et terminer
De légers rafraîchissements seront servis.

La discussion aura lieu à:

MONTREAL

700 Leigh Capréol,

3e étage

Salle 3021 – Grande Ourse


Jeudi, 11 août, 10h00 à midi

NOM DU RÉPONDANT: 


____________


NUMERO DE TELEPHONE: 





NOM DE L’INTERVIEWER: 






DATE DE L’INTERVIEW: 





August 7, 2005

DISCUSSION OUTLINE FOR FOCUS GROUPS

WITH EMPLOYEES

1. Introduction of Moderator and project.  (10 minutes)
My name is Allison Scolieri.  I am the Senior Vice President of an independent research firm called Millward Brown.  As you will have seen in the e-mail sent to you in July, the Communications Group in Transport Canada is currently reviewing the Strategic Communications Plan called 'Towards a Culture of Communications at Transport Canada'.  The plan has been used to guide departmental communications activities over the last two and a half years, but its planned lifespan of 3 years is due to expire at the end of this year. The Communications Group is undertaking a revision and update.    

Earlier this summer, I interviewed senior management in the Department in order to get input from them.  In order to balance the picture, I am now conducting a series of discussions like this one with employees in different offices across the country.  

The research is designed to obtain your views on the role -- both external and internal -- that communications should play in meeting the Department's emerging challenges.  It will also focus on some of your reactions to the current Plan so that we can understand the types of changes that are needed for the current revisions.  Your responses are confidential, and will be combined with those of the other employees I am talking to.  At the end of the series of discussions, I will be writing a report that summarizes the ideas and opinions I have heard – without mentioning any names.  The report will be used as input into the revision of the Strategy.  

The discussion will take about two hours of your time.  Any questions before we begin?

May I start by asking you to introduce yourself by your first name, and tell me briefly what you do, and how long you have been with Transport Canada.

2. Perceptions of Transport Canada  (10 minutes)

· Let me start by asking you how, if at all, the external environment has changed for Transport Canada over the past few years?  

· Keeping in mind these changes, what role should Transport Canada being playing?  What should it be doing or focusing on now that it did not do before?

· How would you define the goals and objectives of Transport Canada?

· What role does your particular group play in helping the Department achieve its goals and objectives?

3. Role of Communications (20 minutes)

· think about communications activities.  How do communication activities help you and your group achieve your goals?  What kinds of things do you do to communicate externally?  What do you do to communicate internally?

· I want to focus largely on internal communications.  What do you find works the best?  Why does it work?

· What needs to be improved or changed?

· To what extent are face-to-face communications used within your group (eg. One-on-one meetings, staff meetings, etc.)  When and how is this kind of communication used?  When is it most effective?  Are there times when you feel fact-to-face is not the most effective form of communication?  When?  Why?

· To what extent are electronic communications used internally?  (eg. e-mail between employees, corporate e-mail such as E-mail Notices and Inside TC, TC Express, TC Intranet)  when and how are these types of communication used?  When it is most effective?  Why?  When is it least effective?  Why?
· What other forms of internal communications are used?  (Probe for telephone, teleconferences, videoconferences, newsletters, etc.)  When is each used?  When is each most effective?  Least effective?
· So far we have talked about communications channels.  Let's talk about messages for a moment.  To a large extent, the messages or information that is communicated internally is related to specific issues.  However, are there any over-arching messages that you feel it is important to have communicated to you?  What are they?  Why are these important?  Who would you like to see send these messages?  

· Similarly, are there over-arching messages that you feel you would like to send to others?  To whom would you like to send your messages?  What are the messages?  Why are these important?

4.
Focus On Existing Internal Communications Tools (30 minutes)

Currently there are a number of electronic internal communications tools in Transport Canada, such as Inside TC, TC Express, E-mail Notices and the TC Intranet.

· Which of these do you read?  (if don't read, ask… why don't you read it?)  what is your reaction to, or opinion of each of these tools?  How effective is each in accomplishing effective communication?  (Moderator: go through each one briefly, using paper samples as visual aids if necessary)
· Now think specifically about TC Express.  (Unaided) How effective is this as an employee communications tool?  What works?  What doesn't?  (If necessary, probe:  

· level of interest in the stories/information, 

· perceived balance between text and graphics/pictures

· perceived balance between local/regional 'news' vs. national 'news'

· timeliness of the information/stories

· frequency of publication

· amount of interactivity in the format

· overall value in the publication

· statistics provided by the Communications Group say that only 24% of TC employees open TC Express.  What would you say are the 2 or 3 key reasons why relatively few employees read TC Express?  

· How could it be improved to make it more interesting and/or useful to you personally?  

· Now think specifically about Inside TC.  (Unaided) How effective is this as an employee communications tool?  What works?  What doesn't?  How could it be improved to make it more useful to you personally?   (If necessary, probe:  

· Ease of access – i.e. how fast or easy is it to use RDIMS to access the messages?  How much of an issue is this in preventing you from reading the messages?

· level of interest in the stories/information – especially corporate news/information

· overall look/appearance of the messages – interesting?  Boring?  Unique?  Confusing?  Slick?  Unsophisticated?

· Time available to read Inside TC  (i.e. can't read due to heavy work loads)

· The way the publication gets to you

· overall value in the publication

· statistics provided by the Communications Group say that while 65% of TC employees open Inside TC, only 10% actually open any the messages.  What would you say are the 2 or 3 key reasons why relatively few employees read Inside TC?  

· How could it be improved to make it more interesting and/or useful to you personally?  

5. Concept Evaluation  (30 minutes)

Now think about the Intranet site.  Suppose the site had a new splash page that would replace all of these tools or make them more readily accessible, by having them all in one place.  The splash page would include a one-click link to TC Express, E-mail Notices, HR On-line, Lex-o-grams, Pay-o-grams, special events notices, etc.  This would mean that all of the various pieces of communication that are currently emailed to you would no longer be sent that way; the onus would be on the employee to go to the Intranet site to find the various types of information.  

I'm handing out a brief description of what this tool would be like.  There is a text description, a colour slide that is a mock-up of what the homepage might look like and an explanation of the type of information that would appear on the site.

(HAND OUT CONCEPT DESCRIPTION FOR @TC  - 3 pages, including test, colour slide and chart)

· what is your reaction to this concept of an 'employee portal' that would allow 'one-stop shopping' rather than many different internal communication pieces?  Rate it on a one to ten scale, such that 10 means you love the idea and one means you hate it?  Why do you give it that score?  

· How, if at all, would the splash page concept be an improvement over what currently exists?  How would it be worse than the current distribution approach?  

· Would you be any more or less likely to pay attention to these pieces of communication if you could get to them all through the splash page on the Intranet site?  Why?

· Look at all the features that have been included on this mock-up.  Which of these are of the most interest to you?  Which ones do you feel are essential to keep?  Are there ones you would get rid of?  

· I mentioned a number of tools that have already been considered for inclusion on the splash page.  Are there other types of information that would make sense to include?  What other information should be housed in this one-stop-shopping mall for TC employees?

· What is your reaction to the design of this page?  How would you describe it?  (Moderator listen for words such as simple, clean, cluttered, straightforward?)  If it was up to you, would you leave the design as is, or make changes?  What changes would you make?  If necessary, probe:  would you prefer a 'looser', 'funkier' design?

6. Focus On The Strategic Communications Plan (10 minutes)
· Are you aware that Transport Canada has a strategic communications plan?  Is it a good idea for the Department to have a plan like this?

· Have you read it?  (if no, why not?)
· (if yes,)  what did you think of it?  Have you used it?  How could it be improved (content, use of the plan, format, etc.)

7. Focus on the Communications Group (10 minutes)

· What role does the Communications Group play within Transport Canada? 

· Do you see/use the Communications Group as a departmental resource? 

· How could its role be changed/improved to make it more useful to you in the way you do your job?
ANY OTHER COMMENTS?

THANK YOU FOR YOUR TIME

PROJET #05-379 // 20200207

Guide de discussion – groupes de discussion

1.
Présentation de l’animateur et du projet (10 minutes)

Mon nom est Pierre Legendre.  Je travaille pour une compagnie de recherche indépendante.  Comme vous l’avez vu dans le courriel que nous vous avons envoyé en juillet, le groupe des communications de Transport Canada revoit actuellement son plan de communication stratégique intitulé « Vers une culture des communications à Transport Canada ».  Le plan a été appliqué au cours des 2 dernières années et demi afin d’orienter les activités de communication au sein du ministère, mais il a été échelonné sur 3 ans et prendra donc fin au terme de cette année.  Le groupe des communications entreprend donc sa révision et sa mise à jour.

Plus tôt cet été, j’ai interviewé des cadres supérieurs du ministère afin d’obtenir leur point de vue.  Pour équilibrer le portrait, je mène présentement des discussions comme celles que nous avons aujourd’hui auprès d’employés provenant de différents bureaux à travers le Canada.

La recherche vise à obtenir vos opinions concernant le rôle – à la fois externe et interne – que les communications devraient jouer afin de répondre aux nouveaux défis auxquels fait face le ministère.  Elle mettra aussi l’emphase sur certaines de vos réactions vis-à-vis du plan actuel pour nous permettre de comprendre les types de changement que nous devrons apporter dans le cadre des présentes révisions.  Vos réponses sont confidentielles et seront regroupées avec celles des autres employés interviewés.  Au terme des discussions, je vais rédiger un rapport qui résumera les idées et opinions entendues – sans mentionner de noms.  Le rapport viendra alimenter la révision de la stratégie.  

La discussion va durer environ 2 heures.  Avez-vous des questions avant de commencer?

Pouvez-vous d’abord vous présenter brièvement en me donnant votre prénom, ce que vous faites chez TC et depuis combien de temps vous y travaillez.

2.
Perceptions de Transport Canada (10 minutes)

· Tout d’abord, comment, le cas échéant, l’environnement externe de Transport Canada a changé au cours des dernières années?

· En gardant en tête ces changements, quel rôle devrait jouer Transport Canada?  Que devrait-il faire ou sur quoi devrait-il mettre l’emphase désormais?

· Comment définiriez-vous les buts et objectifs de Transport Canada?

· Quel rôle votre groupe joue-t-il afin de permettre au ministère d’atteindre ses buts et objectifs?

3. Rôle des communications (20 minutes)

· Pensez aux activités de communication.  Comment les activités de communication vous aident vous et votre groupe à atteindre vos objectifs?  Quel genre de choses faites-vous pour communiquer à l’externe?  Que faites-vous pour communiquer à l’interne?

· Je veux mettre l’emphase sur les communications à l’interne.  Qu’est-ce qui fonctionne le mieux, selon vous?  Pourquoi cela fonctionne-t-il?

· Qu’est-ce qui a besoin d’être amélioré ou modifié?

· Dans quelle mesure les communications interpersonnelles sont-elle utilisées au sein de votre groupe (i.e., réunions en face à face, réunions de groupe, etc).  Quand et comment ce type de communication est-il utilisé?  Quand est-il le plus efficace?  Y a-t-il des moments où vous estimez que les rencontres en face à face ne constituent pas la forme la plus efficace de communications?  Quand?  Pourquoi?

· Dans quelle mesure les communications électroniques sont-elles utilisées à l’interne (i.e.,  courriels entre employés, courriels du ministère tels que les avis électroniques, TC vous informe, TC Express et TC Intranet)?  Quand et comment ces types de communications sont-ils utilisés?  Quand sont-ils le plus efficaces?  Pourquoi?  Quand sont-ils le moins efficaces?

· Quelles autres formes de communications internes sont utilisées?  (Approfondir:  téléphone, téléconférences, vidéoconférences, bulletins de liaison, etc.).  Quand chacun est-il utilisé?  Quand sont-ils le plus efficaces?  Le moins efficaces?

· Nous avons parlé jusqu’ici des canaux de communications.  Parlons des messages un moment.  Dans une large mesure, les messages ou informations qui sont communiqués à l’interne sont liés à des questions spécifiques.  Toutefois, existe-t-il des messages primordiaux qui devraient vous être communiqués?  Quels sont-ils?  Pourquoi sont-ils importants?  Qui aimeriez-vous voir vous envoyer ces messages?

· De même, existe-t-il des messages primordiaux que vous aimeriez envoyer aux autres?  À qui voudriez-vous les faire parvenir?  Quels seraient les messages?  Pourquoi sont-ils importants?

4.
Emphase sur les outils de communication internes existants (30 minutes)

Présentement, il existe un certain nombre d’outils de communication électronique internes à Transport Canada, comme les avis électroniques, TC vous informe, TC Express et TC Intranet.
· Lesquels lisez-vous?  (Si ne lit pas, demander… pourquoi ne les lisez-vous pas?) Quelle est votre réaction ou votre opinion vis-à-vis chacun de ces outils?  Comment chacun de ces outils permet-il d’atteindre une communication efficace?  (Animateur : passez chacun d’eux brièvement en revue, en utilisant les échantillons papier pour les aider visuellement si requis)

· Pensez maintenant spécifiquement à TC Express.  (Sans aide) À quel point est-ce un outil efficace de communication pour les employés?  Qu’est-ce qui fonctionne?  Qu’est-ce qui ne fonctionne pas?  (Si requis, approfondir :

· Niveau d’intérêt pour les histoires/l’information

· Équilibre perçu entre le texte et les graphiques/images

· Équilibre perçu entre les ‘nouvelles’ locales/régionales vs.  les ‘nouvelles’ nationales

· L’à-propos des informations/des histoires

· Fréquence de publication

· Degré d’interactivité dans le format

· Valeur globale de la publication

· Des statistiques fournies par le groupe des communications estiment que seulement 24% des employés de TC consultent le TC Express.  Quelles sont selon vous les 2 ou 3 raisons clés qui font que relativement peu d’employés lisent TC Express?

· Comment pourrait-il être amélioré afin de le rendre davantage intéressant et/ou utile à vos yeux?

Pensez maintenant spécifiquement à TC vous informe.  (Sans aide) À quel point est-ce un outil efficace de communication pour les employés?  Qu’est-ce qui fonctionne?  Qu’est-ce qui ne fonctionne pas?  (Si requis, approfondir :

· Facile d’accès – i.e., à quel point est-il rapide ou facile d’utiliser SGDDI pour accéder aux messages?  À quel point cela vous empêche-t-il de lire les messages?

· Niveau d’intérêt pour les histoires/l’information – spécifiquement les nouvelles/ l’information du ministère

· Look/apparence globale des messages – Intéressants?  Ennuyants?  Uniques?  Mélangeants?  Superficiels?  Non sophistiqués?

· Temps disponible pour lire TC vous informe (i.e., ne peuvent le lire en raison d’une trop grande charge de travail)

· La manière dont la publication leur parvient

· Valeur globale de la publication

· Des statistiques fournies par le groupe des communications estiment qu’alors que 65% des employés ouvrent TC vous informe, seuls 10% ouvrent un des messages.  Quelles sont, selon vous, les 2 ou 3 raisons clés qui font que relativement peu d’employés lisent TC vous informe?

· Comment pourrait-il être amélioré afin de le rendre davantage intéressant et/ou utile à vos yeux?

5.
Évaluation du concept (30 minutes)

Pensez maintenant au site Intranet.  Supposez que le site ait une nouvelle page de garde qui remplacerait tous ces outils ou qui les rendrait plus accessibles en les ayant tous au même endroit.  La page de garde comprendrait un lien vers TC Express, les avis électroniques, E-mail Notices, RH en direct, Les farces, citations et argoties, des avis d’événements spéciaux, etc.  Cela signifierait que tous les outils de communication qui vous sont présentement envoyés par courriel ne le seraient plus de cette manière, il appartiendrait donc à l’employé de consulter le site Intranet pour avoir accès aux différents types d’information.

Je vais vous remettre une brève description de cet outil.  Elle comprend une description, une diapo-couleur qui est une maquette de ce que la page d’accueil pourrait être et une explication du type d’information qu’on trouverait sur le site.

(Remettre description du concept @TC – 3 pages, incluant le texte, la diapo-couleur, et le tableau.)

· Comment réagissez-vous à ce concept d’un portail pour employés qui vous donnerait accès à un ‘guichet unique’ plutôt que d’avoir diverses pièces de communication?  Évaluez-le sur une échelle de 1 à 10, où 10 signifie que vous adorez l’idée et 1 signifie que vous la détestez.  Pourquoi lui donnez-vous cette évaluation?

· Comment, le cas échéant, le concept de la page de portail constituerait-il une amélioration comparativement à ce qui existe actuellement?  Comment pourrait-il être pire que l’approche de distribution actuelle?

· Seriez-vous plus ou moins enclins à porter attention à ces différents moyens de communication si vous pouviez tous les consulter à partir de la page de garde du site Intranet?  Pourquoi?

· Jetez un coup d’œil sur les rubriques qui apparaissent sur la maquette.  Lesquelles ont le plus d’intérêt pour vous?  Lesquelles vous semblent essentielles?  Est-ce qu’il y en a que vous n’incluriez pas?

· J’ai mentionné un certain nombre d’outils qu’on a déjà envisagé d’inclure sur la page de garde.  Y a-t-il d’autre type d’informations qui pourrait y être ajouté?  Quelle autre information devrait être hébergée dans cette page pour les employés de TC?

-
Quelle est votre réaction au design de la page?  Comment la décririez-vous?  (Animateur:  porter attention à des mots comme simple, claire, chargée, évidente.)  Si vous le pourriez, est-ce que vous conserveriez ce design ou est-ce que vous feriez des changements?  Quels changements apporteriez-vous?  Si nécessaire, approfondir:  est-ce que vous préfériez un design plus léger?  moins formel?

6.
Emphase sur le Plan de communication stratégique (10 minutes)

· Êtes-vous au courant que TC a un plan de communication stratégique?  Est-ce une bonne idée que le ministère possède un tel plan?

· L’avez-vous lu?  (Si non, pourquoi?)

· Si oui...  Qu’en avez-vous pensé?  L’avez-vous utilisé?  Comment pourrait-il être amélioré?  (contenu, utilisation du plan, format, etc.)

7.
Emphase sur le groupe des communications (10 minutes)

· Quel rôle le groupe des communications joue-t-il au sein de TC?

· Voyez-vous/utilisez-vous le groupe des communications comme une ressource du ministère?

· Comment son rôle pourrait-il être modifié/amélioré pour vous être davantage utile dans l’exercice de votre travail?

Avez-vous d’autres commentaires?

Merci de votre temps.

@TC

This internal communications tool — @TC — is proposed as a response to employees wishes for faster and easier access to information.

@TC is a web portal that would bring together work-related information that currently is spread over several electronic publications—not all located in one easy-to-access place.

@TC would replace the current Intranet home page. It would bring together, Messages from the DM, Inside TC, TC Express, E-mail Notices, In Memoriam and Retirement notices, along with a variety of new and interactive features.

	Welcome to @TC

	What’s New:
1. Would replace Inside TC—messages would be on the Intranet and no longer linked to RDIMS

2. Replace E-mail Notices

	DM’s Corner:
1. E-mail notices from the DM would be posted here.

2. Important /urgent messages from the DM would still be sent via e-mail and posted to this site.

	People @TC:

1. Statistics show that less than 24% of employees read TC Express. 

2. People @TC would be photos of TC employees at work at TC and/or in their communities. Photos would be accompanied by short, snappy captions.  No more long articles.


	Upcoming Events:
1. This would feature upcoming events such as National Public Service Week, government holidays, etc.

2. The calendar would be “click-able” so that employees could see what special events will be taking place in the coming weeks and months.



	In Memoriam 

This new DM-approved feature will appear announce the death of a TC employee. 

	Retirements 

To announce recent and upcoming retirements.


	Click and Tell

This would be a quick, on-line survey—mostly for fun! Readers could see the survey results immediately by clicking on the Results button.



	The Lighter Side . . .
This section will feature:

1. Jokes, Quotes and Quibbles . . . employees will be invited to send in their own submissions

2. Meet . . . this will replace The Lighter Side of TMX. It will feature a short blurb on an employee. (E.g., By day, Mary Smith is Financial Officer in the Atlantic Region, but after 5 p.m., she becomes a fearless sky diver. Her favourite saying is, “Get a life!” Her pet peeve is having to wait for elevators. She’s best known for her team spirit and her home-made dill pickles”

3. The Last Word is Yours . . . This popular feature will be carried over from TC Express.

	Link of the Week

This feature would contain a link to another TC Intranet site. The purpose would be to promote TC sites and introduce employees to sites that may not otherwise discover.




@TC 
Cet outil de communication interne – @TC – est proposé à titre de réponse aux souhaits des employés qui désiraient accéder plus rapidement et plus facilement à l’information. 

@TC est un portail Web qui rassemblera les informations liées au travail qui sont actuellement transmises par le truchement de plusieurs publications électroniques qui ne sont pas toutes faciles d’accès. 

@TC remplacerait la page d’accueil Intranet actuelle. Il combinera les éléments suivants : Messages du SM, TC vous informe, TC Express, avis électroniques, In Memoriam et avis de départs à la retraite, de même qu’une variété de rubriques nouvelles et interactives. 

	Bienvenue à @TC

	Quoi de neuf :
3. Cette rubrique remplacerait TC en bref – les messages seront sur Intranet et ne seront plus liés au SGDDI.

4. Elle remplacerait les avis électroniques. 


	Le coin du SM :
3. Les avis électroniques du SM seront affichés dans cette rubrique. 

4. Les messages importants/urgents du SM seront toujours envoyés par courriel et affichés sur ce site. 

	Les gens @TC :

3. Les statistiques montrent que moins de 24 % des employés lisent TC Express. 

4. La rubrique Les gens @TC comprendrait des photos des employés de TC au travail à TC et/ou au sein de leurs collectivités. Les photos seraient accompagnées de légendes courtes et concises. C’est terminé les longs articles. 


	Événements à venir :
3. Cette rubrique présentera les événements à venir comme la Semaine nationale de la fonction publique, les jours fériés, etc. 

4. Le calendrier sera « cliquable ». Les employés pourront donc voir quels événements spéciaux auront lieu au cours des semaines et des mois à venir. 



	In Memoriam 

Cette nouvelle rubrique approuvée par le SM servira à annoncer le décès des employés de TC. 

	Départs à la retraite 

Cette rubrique annoncera les départs à la retraite récents et futurs. 


	Cliquez et partagez

Cette rubrique sera un cours sondage en ligne – essentiellement pour le plaisir! Les lecteurs pourront voir les résultats immédiatement en cliquant sur le bouton Résultats. 



	Le visage moins sérieux. . .
Cette section comprendra notamment ce qui suit : 

4. Blagues, citations et jeux de mots. . . les employés seront invités à soumettre des idées. 

5. Faites la connaissance de. . . cela remplacera Le visage moins sérieux du CGX. Cette rubrique présentera une petite notice sur un employé (p. ex., « Mary Smith est agente financière dans la Région de l’Atlantique, mais après 17 h, elle devient une parachutiste audacieuse. Sa phrase favorite est « Grouille-toi! ». Sa bête noire c’est attendre les ascenseurs. Elle est mieux connue pour son esprit d’équipe et ses cornichons faits maison ». 

6. Vous avez le dernier mot. . . Cette rubrique populaire sera reprise de TC Express.

	Le lien de la semaine

Cette rubrique comprendra un lien vers un autre site Intranet de TC. Cela aura pour objet de promouvoir les sites de TC et de proposer aux employés des sites qu’ils n’auraient pas découverts autrement. 
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