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Executive Summary
Biz Hub was launched in February 2016. It is a three-year research and innovation project that is
being carried out by the BC Centre for Employment Excellence, a division of the Social Research and
Demonstration Corporation. The project is funded by the Ministry of Social Development and
Poverty Reduction’s Community and Employer Partnership Research and Innovation program. Biz
Hub brings together BC employment service providers to address business process issues in small
groups of practitioners, or “sub-hubs”, where they work together to identify and develop strategies
to improve specific processes.
The objectives of Biz Hub are to create and support a collaborative network of individuals from
employment organizations to identify business processes that could be improved, and then work
with participants to develop and implement these. A further objective is to increase awareness of
approaches that organizations could use to bring about business process improvements. These
approaches include but are not limited to business process mapping, design thinking and
behavioural insights or strategies.
Biz Hub is convening four sub-hubs over the course of the project. Each sub-hub involves six to
eight practitioners in the employment services sector from across the province, and addresses a
specific business process over the course of six to nine months. To date, the first sub-hub
addressing the client engagement process has been completed; the second sub-hub addressing the
staff engagement process started in May 2017; and members of the third sub-hub exploring staff
capacity have been recruited and the first meeting will take place in October 2017. The fourth subhub will focus on employer engagement and is scheduled for winter 2018.
To date, the employment service sector’s response to Biz Hub has been very positive. Lessons from
the client engagement sub-hub highlight that employment organizations are keen to learn about
innovative approaches to improving their practice. In this sub-hub, business process mapping was
used to identify areas of practice that could be improved. A Behavioural Insights approach helped
to identify small changes that could be made in the participating organizations to improve client
engagement. Two initiatives were implemented and evaluated; the first found that personalizing
appointment reminders to clients increased attendance and decreased no-shows. The second
initiative involved conducting a literacy review in organizations to raise awareness of the
challenges that clients might encounter when trying to access services.
The second sub-hub is ongoing and is exploring staff engagement. The key area being explored is
improving communications within organizations.
The results from the sub-hub on client engagement will be presented at the 2017 Aspect
Conference in Richmond, BC (November 2 and 3, 2017).

BC Centre for Employment Excellence
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Introduction
Overview
This report describes the design, development and activities of Biz Hub between February 2016
and August 2017. Biz Hub is a three-year research and innovation project that is being carried out
by the BC Centre for Employment Excellence (Centre), a division of the Social Research and
Demonstration Corporation (SRDC). It is funded by the Ministry of Social Development and Social
Innovation’s Community and Employer Partnership Research and Innovation program. Biz Hub
brings together British Columbia (BC) employment service centres to address business process
issues in small groups of practitioners, or “sub-hubs,” where they work together to identify and
develop strategies to improve specific processes.

Aims and objectives
The objectives of Biz Hub are twofold:
1. Create and support a collaborative network of individuals from participating organizations to
address business process issues that affect organizations in the employment services sector,
and identify and implement changes for business process improvements. Biz Hub aims to both
generate evidence and make use of already collected data to support its activities.
2. Share knowledge about business process management and what works with other
organizations in the broader employment services sector. This will allow these organizations to
instil a general awareness of the BPM methodology and its philosophy in the sector.

Timeframe
Biz Hub launched on February 1, 2016 and will be completed by January 31, 2019.

Progress to date
To date, the response to Biz Hub by the employment service sector has been very positive. Biz Hub
is convening four sub-hubs over the course of the project. Each sub-hub involves six to
eight practitioners in the employment services sector and addresses a specific business process
over the course of six to nine months. To date the first sub-hub addressing the client engagement
process has been completed; the second sub-hub which is addressing the staff engagement process
started in May 2017; and the third sub-hub which will explore staff capacity has been recruited and
the first meeting will take place in October 2017. The fourth sub-hub will focus on employer
engagement and is scheduled for winter 2018.

BC Centre for Employment Excellence
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Report structure
This interim report describes the Biz Hub project to date. The report is divided into five sections:
1. Project background
2. The Biz Hub model and approach
3. Sub-hub #1: the client engagement process
4. Sub-hub #2: the staff engagement process
5. Sub-hub #3: strengthening staff capacity process
6. Sub-hub #4: the employer engagement process
7. Main hub

BC Centre for Employment Excellence
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Biz Hub model and approach
Background
Like many businesses, non-profit organizations are constantly looking for ways to provide highquality services more efficiently. To achieve improved efficiency, some organizations have turned to
business process management, or BPM. BPM examines how organizations operate and includes
areas such as business process redesign, organizational alignment, business strategy, and
knowledge management; more importantly, BPM promotes organizational learning and capacitybuilding.
Over the past 20 years, organizations have developed numerous BPM efforts and initiatives.
Originally, the driving force behind the development of BPM was the generation of profit for the
business sector, but more recently, business practices and aspects of organizational capacity have
been identified as important in improving efficiency. These factors include service delivery, client
experience and ability to meet budget and contractual requirements, and are of particular concern
to non-profit organizations.
To further examine the role of BPM, the Centre conducted a literature review and a selected
environmental scan. The review found some evidence to suggest BPM improves operational
efficiency and effectiveness, but there is a gap in evidence regarding how BPM improvements
impact client outcomes in the non-profit sector. The Centre concluded that supporting BPM in the
non-profit sector was a promising idea worth testing and scaling to determine “what works.”
However, it also determined that the project should be preceded by a comprehensive development
phase and draw heavily on knowledge and best practices from existing tools, resources and
models/programs to propose the most promising structure and adaptation for non-profit
employment service agencies in BC.
To move ahead with the development phase, the Centre submitted the proposal Strengthening
Business to Achieve Higher Performance: Process Improvements at Non-profit Agencies with
Employment Services for Specialized Populations to the Ministry of Social Development and Social
Innovation’s Research and Innovation Fund. The Ministry funded the project, which was
implemented during late 2014 and early 2015.
The aim of the Strengthening Business to Achieve Higher Performance project was to develop a
prototype BPM model for non-profit organizations to support business process management. To
develop the BPM model, the project team engaged leaders from these non-profit organizations in a
series of three focused, full-day workshops. The participating leaders and executives formed the
BPM Working Group.
The BPM Working Group identified, reviewed and analyzed four different BPM models:


Community of practice;



Resources and tools available online (open source);

BC Centre for Employment Excellence
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Individual management and/or group consultation — conducted by an external professional
consultant; and



Facilitated approach — conducted in a peer group.

The group evaluated the advantages, disadvantages and key success factors for each model and
proceeded to rank each of them. Community of practice and facilitated approach emerged as the
most appropriate models and the BPM Working Group proposed an original hybrid model of these
two. The group then collectively began its detailed design work. Following the final workshop, the
project team reviewed and summarized the information on the new model and finalized it with the
BPM Working Group. The model was named Biz Hub.

Model design
Biz Hub is an original model developed from a combination of two approaches — the community of
practice and the facilitated approach.1 It is aimed at supporting business process improvements for
organizations that deliver employment services to specialized populations in British Columbia. The
model provides the foundation for how the support and services will operate to facilitate and
address business process management issues encountered by participating organizations. More
specifically, it aims to identify and create opportunities to improve business efficiency and
processes, with the ultimate aim of achieving better employment outcomes for clients, including
both job seekers and employers.
One way to view Biz Hub is as a “hub-and-spoke” model. Figure 1 shows a graphic representation of
the Biz Hub model. All participating organizations form the main hub, which is the central gathering
place for the primary exchange of new knowledge and evidence created by the sub-hubs. The main
hub extends to four sub-hubs in a coordinated and collaborative manner; the relationship between
the main hub and sub-hubs is two-way. Each sub-hub focuses on a specific “business process
problem” and brings a group of participating agencies together at regular intervals to learn
together, to use the BPM methodology to address business process problems, and engage in
dialogue to identify improvements, implement the changes and document the learning. Sub-hubs
operate concurrently and activities in each sub-hub are intended to work towards meeting a stated
business goal. Each sub-hub is supported by the Biz Hub project team with external facilitators
and/or subject matter experts as appropriate. The findings and lessons learned in the sub-hubs are
fed back to the main hub for general consumption and wider dissemination.

1

Communities of practice are groups of people who share a concern or a passion for something
they do and learn how to do it better as they interact regularly. (Wenger, E. (2006). Communities of
practice — a brief introduction. Retrieved from http://wenger-trayner.com/introduction-tocommunities-of-practice/ on March 21, 2015.)
BC Centre for Employment Excellence
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Figure 1

Biz Hub model

Administration of the model is guided by these underlying values and principles:


Build and use evidence to improve business processes;



Be client-focused;



Recognize that people in the organization are its most important resource;



Be willing to openly share and exchange best practices, challenges and opportunities;



Honour organizational diversity; and



Learn by doing.

As shown in the above figure, Biz Hub operates at multiple levels. It provides technical and
operational supports and tools to the sub-hubs and enables shared problem-solving and learning as
a collaborative activity. The evidence and “lessons learned” generated in the sub-hubs are
communicated back to the main hub. Finally, general knowledge about the Biz Hub activities is
disseminated to other organizations in the employment services sector that share a common
interest in operational efficiency. This multi-tier level of engagement ranging from a broader
involvement at the sector level to more specific detailed involvement at the sub-hubs is necessary
to engage organizations at various levels of readiness to participate.
Initially, the “clients” or target group for Biz Hub were strictly non-profit organizations in BC that
provided employment services to specialized populations with a common interest in pursuing
operational efficiency. However, during recruitment of participants for the first sub-hub, several
for-profit organizations in the employment services sector expressed their interest in improving
business process management and their desire to participate in the project. Given the overlapping
mandates and shared expertise of both types of organizations, the decision was made to expand

BC Centre for Employment Excellence
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participation in the project to for-profit organizations providing employment services to
specialized populations.

Key approaches
The aim of Biz Hub is to work with participating organizations to identify changes to their business
processes that will bring about changes in organizational efficiency. The sections below describe
the approaches and methods used to achieve this within Biz Hub.

Business Process Management
Business process mapping is a discipline that considers business processes to be a strategic asset of
an organization that must be understood, managed, and improved to deliver value added products
and services to clients, users and stakeholders. This is true for all organizations, including nonprofits.
BPM aims to improve efficiency of delivery of services or products to clients or customers. It is a
way of looking at, and then controlling, the processes that are present in an organization. It is a
methodology to make certain that the processes are efficient and effective, as this is expected to
result in a better and more efficient organization.
BPM includes areas such as:


business process redesign,



organizational alignment,



business strategy, and



knowledge management.

A number of different tools and frameworks have been developed within business process mapping
including, Figure 2 shows the common features across these approaches. BPM requires
organizations to objectively view their operating procedures and assess why things happen as they
do and to consider if they could be improved. To support BPM, in Biz Hub each sub-hub has a
facilitator and or subject matter expert to lead and facilitate the discussion, inform the data
gathering process, the analysis and to help identify potential improvements.

BC Centre for Employment Excellence
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Figure 2

BPM approach2

The facilitator leads the BPM Approach with participants. The session includes:
1. Definition – this involves identifying what the problem is. In Biz Hub the project team works
with participants to review processes that are not working.
2. Diagnosis – explores why the problem is happening and identifies factors that contribute to it.
3. Design – the participants together with the project team discuss how the problem can be
addressed within their organizations and work together to design a process that would improve
the situation.
4. Testing – once a plan for improving the business process has been agreed the project team and
participants plan how to implement and evaluate the change.
To support BPM, the project team is drawing on design thinking3 to help participants think outside
the box and to help find a creative solution for their ‘problem.’ Design thinking is generally
described as an analytic and creative process that engages a person in opportunities to experiment,
create and prototype changes, gather feedback, and redesign.

2

https://www.mdrc.org/sites/default/files/img/MDRC_ACF_BIAS%20Capstone%20
Webinar_11.15.16.pdf and http://www.ideas42.org/blog/dont-suppose-diagnose-beta-project/

3

BBVA Innovation Centre, http://www.centrodeinnovacionbbva.com/en/news/creativity-andempathy-keys-applying-design-thinking-methodology
BC Centre for Employment Excellence
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Using behavioural insights to support change
When appropriate, a behavioural insights (BI)
approach is being used to support the identification
and development of initiatives to improve policy and
practice. There are many definitions of BI but it is
essentially the use of a behavioural science approach
to understand how individuals behave in a given
situation. BI accepts that individuals are not always
rational beings who make rational decisions, rather
their actions are affected by a myriad of factors. BI
seeks to understand these factors within the context of the action. The question at the centre of this
approach is: what is the policy or intervention trying to achieve? To answer this, BI uses a
collaborative approach to bring together an understanding of the context and issues from both the
users and the providers. When this information has been collected and aligned with the overall
policy goals, the next step is to test, learn and adapt policies and practices to improve efficiency.
The types of adaptations range from changing the wording on a letter to clients or a complete
revamping of a program.
The use of BI is increasing in policy and practice arenas. There are a number of BI units throughout
the world including in Canada and in British Columbia.4 A recent policy document issued by the
Government of New South Wales in Australia5 identified the benefits of BI as:


Providing a new way of looking at public policy challenges by grounding our thinking in the
everyday realities of human behaviour;



Helping generate low-cost interventions that deliver a strong return on investment;



Complementing other — more traditional — government tools (e.g., regulation);



Helping to reduce red tape;



Supporting an efficient customer-focused public sector;



Empowering frontline workers; and



Supporting evidence-based policy.

The changes envisaged to policies and or programs are anticipated as ‘nudges’ rather than a
wholesale revamping of operational processes. Nudges have been described as using the things we
know about people’s behavior to encourage them to make better decisions. To count as a nudge,

4

Behaviour Insights Group, Policy, Innovation and Engagement with the BC Public Service Agency.

5

Understanding People, Better Outcomes. Behavioural Insights in NSW (2014). The Behavioural
Insights Team, NSW Government.
BC Centre for Employment Excellence
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Thaler and Sunstein6 state “the intervention must be easy and cheap … Nudges are not mandates.
Putting fruit at eye level counts as a nudge. Banning junk food does not” (p. 6).
Examples of successful ‘nudges’ have included:


Using a variety of media to tell people that most individuals pay their taxes, which has shown an
increase in payments;



Advertising and contacting single parents to tell them other parents like them are participating
in a program and benefiting from it;



Texting people to remind them to pay fines which reduced the use of bailiffs’ other punitive
actions;



Changing the wording of reminder letters for payment of road tax in the United Kingdom and
including a picture of the individual’s car; and



Changing the wording on the organ donor letter to encourage more people to participate.

The relevance of BI to Biz Hub is that participants for each sub-hub are encouraged to think of small
changes (nudges) that could be made to the business process that would improve it. Once the type
of nudge is agreed, the project team works to identify how best to implement and evaluate the
changes within each organization.

Main hub
The main hub serves as the “place” to engage, share and exchange information on important and
relevant business processes. There is no limit to the number of organizations or individuals that can
be members of the Biz Hub main hub, and participation is voluntary. It is expected that at least
one member from the executive or senior management team of each participating organization is
directly engaged to ensure senior leaders who can implement potential changes are involved. The
project team is looking for opportunities for members of the main hub, and those interested in
joining the main hub, to meet and network in person. This could be accomplished by leveraging
other conferences in the sector such as the Association of Service Providers for Employability and
Career Training (ASPECT) and BC Career Development Association annual conferences. Following
the kick-off meeting, main hub members will meet online as needed. The kick-off meeting will be
scheduled once there is relevant information from a sub-hub(s) to share with the wider community.
Administrative and technical support will be provided to organize and facilitate these sessions.

Sub-hubs
Each sub hub will be led by a facilitator(s) and/or subject matter expert who are leaders and/or
practitioners in the sector. The training and support they provide will enhance the capacity of the

6

Thaler, R.H., Sunstein, C.R., (2008). Nudge: Improving Decisions About Health, Wealth, and
Happiness.
BC Centre for Employment Excellence
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sector and individual organizations and increase the understanding of the principles and
philosophy behind BPM, which will help to sustain BPM improvements in the longer term.
Within Biz Hub there are four sub-hubs which will be recruited on a rolling basis, with each
expected to operate for between six and nine months depending on the business processes being
addressed. The Biz Hub project advisory committee suggested possible topics for each sub-hub and
after discussion agreed on the following:


Client engagement;



Staff engagement;



Staff capacity;



Employer engagement.

The number of organizations participating in each sub-hub has been limited to between six and
eight. For each sub-hub, participants have been recruited through the Centre’s communications
channels, which include its newsletter, website, social media and word of mouth. Potential
participants complete an application which is reviewed by a member of the project team and an
external consultant with knowledge of Biz Hub. The application form includes questions about the
applicant’s organization, reasons and goals for participating, and the potential value of participation
in the sub-hub to their organization. Participants are selected to ensure a diverse range of
experiences, expertise and geography are included within each sub-hub. As part of the recruitment
process, individuals were expected to obtain the support of their organization’s senior or executive
staff to demonstrate the organization’s commitment to change management.
The facilitator, subject matter expert and project team work with participants to develop and adapt
appropriate interventions to achieve business goals, and lead and facilitate the data gathering,
analysis and improvement activities in the sub-hub using a structured BPM approach.

Evaluation of Biz Hub
A developmental evaluation approach is being used to evaluate the Biz Hub project. Each sub-hub is
evaluated separately with the learnings from one hub being used to improved subsequent hubs.
The developmental approach enables the project team to work closely with the sub-hub
participants so that the data gathered, not only provided information about outcomes, but also
identified ways in which the initiative could be refined and improved.

BC Centre for Employment Excellence
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Sub-hub 1: Client engagement
Recruitment and selection
The client engagement sub-hub was advertised provincially and individuals were invited to apply
to participate with the support of their organizations. In selecting participants every effort was
made to ensure a diversity of perspective and experience. Representatives of eight employment
service organizations were selected from across BC. Prior to attending the first meeting,
participants completed a short questionnaire providing background information about their
centres, reasons for participating and what they hoped to achieve by participating in the sub-hub.
They were also interviewed in order to ensure they fully understand their involvement with the
sub-hub. The table below shows that participants were in a mix of settings from large urban centres
to small towns and that they served a range of clients.

Table 1

Client engagement sub-hub: Selected characteristics of participating centres

Characteristic

Average

N

5

8

Number of staff employed at centre

19.4

8

Number of clients served in 2015-16

3,1881

7

Persons with disabilities

30

6

Aboriginal People

8.8

6

Survivors of violence

4.0

6

Youth

19.1

6

Multi-barriered individuals

23.8

5

Francophones

1.8

6

Immigrants

11.0

6

1

3.6

6

2

34.8

7

3

40.0

7

4

17.6

7

Participant’s length of employment in current role (years)

% of clients by specialized
population (2015-16)

% of clients by tier (2015-16)

BC Centre for Employment Excellence
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Characteristic

Clients accessing case-managed
services (2015-16)

Average appointment time
(minutes)

Self-serve area

1

Average

N

Total number

816

7

% new

73.3

6

% returning

28.6

7

% no shows

12.5

6

First

72.2

8

Subsequent

47.5

8

Average monthly volume of clients

1,868

5

Maximum number of clients that can be served at
once in the self-serve area

15

7

Work stations with computers

11

7

Number of staff working at any one time in area

1.9

7

Average amount of time support staff spend with
individual clients (minutes)

18.1

5

< 2,000 in 7 of 8 locations.

Meetings
Participants attended the first meeting in October 2016 in Vancouver. This sub-hub continued for a
period of six months with a further five meetings: four online and one in person meeting in
Vancouver. Attendance after the first meeting was very good with approximately 90 per cent
attendance and, those unable to attend the online meetings, accessed the recordings at their
convenience.
The purpose of the first meeting was to enable participants to get to know each other, to explain the
purpose of the client engagement sub-hub and to identify and discuss challenges within client
engagement. It also included dialogues on design thinking and evaluation. The business process
mapping approach was explained and used to walk participants through all aspects of client
engagement. This process highlighted features that could be improved or ‘nudged’ so as to bring
about more effective and efficient processes. The discussions highlighted that a significant concern
for all participants was maintaining client engagement. At the end of the meeting it was agreed that
participants would reflect upon this issue and discuss it with their respective organizations to
gauge levels of interest and support.

BC Centre for Employment Excellence
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Identifying potential nudges
In subsequent meetings participants provided feedback and confirmed that maintaining client
engagement would be the focus of this sub-hub. Three potential nudges to improve this aspect of
client engagement were identified. Due to time constraints, only the first two nudges were
addressed within the client engagement sub-hub. The nudges identified were:
1. Appointment reminders provided to clients
Issues to be addressed were the reminders sent to clients from the second appointment
onwards. Clients attended their first appointment but attendance at subsequent appointments
declined despite reminders being sent via client’s preferred communication channel. The
implications of non-attendance were the lack of client movement towards employment and
staff downtime as many clients did not call to reschedule appointments.
2. Clients with literacy challenges
Issues to be addressed were the difficulties some clients experienced in understanding
information and materials provided by the employment centre, which resulted in a failure to
comply with action plans. The clients that experienced the greatest difficulties were immigrants
and those with low levels of literacy. Within the employment centres, awareness of and
supports for literacy challenges were inconsistent.
3. Streamlining client hand-off to other colleagues
Issues to be addressed were the streamlining of the hand-off process so that clients did not have
to provide the same information to staff and to ensure clients were aware of the reasons why
they were being referred to another member of staff.
Discussions between participants and the project team suggested that improving client attendance
at subsequent appointments — that is reducing no-shows — was the issue that the sub-hub should
address first. The second business process to be tackled related to client literacy. These
two initiatives and their results are reported below.

Appointment reminders provided to clients
The project team explored other initiatives that had attempted to improve attendance at
appointments or programs. One initiative in particular, the Behavioural Interventions to Advance
Self-Sufficiency (BIAS), had worked with human service agencies that served low-income and
vulnerable populations in the US.7 This initiative completed 15 randomized control trials and
identified that seven behavioural concepts were used across the sites. These concepts led to the

7

https://www.behavioraleconomics.com/developing-simpler-solutions/
BC Centre for Employment Excellence
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development of the SIMPLER framework, which identifies strategies that have successfully been
used to nudge individuals’ behaviour in a positive way. The SIMPLER8 framework is:



Social Influence — persuasion by society, peers, or a person of influence can affect people’s
decisions and actions



Implementation Prompts — which encourage people to plan the steps they will take to
complete a task, which can help to move people from intention to action



Mandated Deadlines — helps to focus an individual on a fixed deadline



Personalization — efforts to personalize information or provide personal assistance can
improve outcomes



Loss Aversion — individuals tend to want to avoid losses rather than achieving equal sized
gains; therefore changing the wording in a letter highlighting what might be lost rather than
emphasizing what might be gained can improve outcomes



Ease — making things as easy as possible increases the likelihood that an individual will act or
comply.

Within the scope of the client engagement sub-hub, it was not possible to address all aspects of the
SIMPLER framework. The project team presented the results from the project (Figure 4) initiative,
which found personalization of reminders sent to clients increased attendance rates.9 The outcomes
from this project suggested that changing the wording of the reminder had resulted in an increase
in attendance rates of 17 per cent. The evaluation found that by adding the recipient name,
including the name of the sender and adding in an element of reciprocity resulted in higher rates of
attendance.

8

file:///C:/Users/Barbara/Desktop/bizhub/bizhub1%20%20reminders/Applying%20
Behavioral%20Economics%20to%20Public%20Health%20Policy_%20Illustrative%20Examples%2
0and%20Promising%20Directions%20-%20ScienceDirect.html

9

http://www.horizons.gc.ca/eng/content/behavioural-insight-brief-overview-behavioural-insights
BC Centre for Employment Excellence
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Figure 4

BIAS results for personalization

Participants agreed to this initiative and the project team designed a ‘nudge’ to personalize the
reminders. As a first step, participants provided the project team with examples of their existing
reminder scripts or templates. When necessary the project team provided support to help with the
personalization of the text. The participants obtained approval from their organizations to trial the
new reminder script and text.
The project team designed an evaluation framework for this initiative using a before and after
approach with the “before” data acting as the control group. The evaluation window was
one month. The design is outlined below:
1. Standard or existing reminders were used for week 1 and attendance at subsequent
appointments was tracked during the second week.
2. During week 3, the personalized reminders were used for one week and attendance at
subsequent appointments were tracked in the subsequent week or during week 4.
3. A mix of communication channels were used to contact clients including phone, text, email and
letters/cards.
Of the eight centres, five participated in the initiative at the time. Reasons for not participating
included moving offices and the demands of other business requirements. However, all participants
were supportive of the personalization nudge with some opting to conduct a trial later.
The project team developed an Excel sheet to enable each organization to track the number of
reminders sent, the communication channel used and attendance. Data was received from
three centres and showed the use of the personalized reminder resulted in an increase in

BC Centre for Employment Excellence
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attendance at appointments of 10 percentage points, there was an increase in two percentage
points of those who contacted the centres to reschedule appointments and there was an
eight percentage point decrease in appointment no-shows. The sub-hub participants were pleased
and surprised by these results. The decline in no-shows was of particular interest as no-shows
equate to downtime for staff. Reducing this downtime meant that staff could arrange other
appointments and be engaged in billable activities. The results are shown in the Figure 5.

Figure 5

Results from personalizing contacts in participating centres
Client Engagement Sub-Hub: Personalized Contacts (%)

90
80
70
60
50
40
30
20
10
0
Total attended ***

Total rescheduled
Pre N=258

Total no-shows **

Post N=303

Note: Statistically significant differences are indicated by asterisks: * P < 0.10, ** P < 0.05, *** P < 0.01

In addition to the improvement in attendance and decrease in no shows, sub-hub participants
reported other benefits:


Increased communication with clients allowed more dialogue regarding appointment dates and
times.



Staff preferred the new scripts.

BC Centre for Employment Excellence
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Previous reminders contained less information (e.g., date and time only). The personalized
reminder included an option to advise the centre of any changes and reminded the client about
what would be discussed at the meeting.



An increase in attendance at workshops was attributed to personalized contact.



Clients commented on the difference, describing the reminder as a “friendly invitation.”

Nudge 2: Clients with literacy challenges
The second nudge chosen by the client engagement sub-hub aimed to address some of the literacy
challenges clients experienced. Participating organizations served a variety of clients, including
immigrants, people with disabilities and vulnerable populations. Practitioners in the client
engagement sub-hub reported that some clients attending their centres experienced barriers to
accessing services because of low literacy levels and that this made it difficult for them to
participate in programming. To address these literacy barriers, the client engagement sub-hub
worked collaboratively with the project team and Decoda Literacy Solutions (Decoda) to develop
the literacy review which has been designed to identify the key barriers encountered by clients. As
part of the literacy review, Decoda worked with the participating organizations to develop
strategies to address these barriers by making relatively small changes to office environments,
service delivery practices and by providing training and resources to help front-line staff recognize
if clients have low literacy issues.
The literacy review developed by the project team and Decoda is truly innovative and unique as it
presents the organizations with an opportunity to improve client engagement by identifying and
addressing barriers created by low literacy levels amongst clients. The literacy review was
conducted with the overarching objective of ensuring clients had a better understanding of what
they were being asked to do in the hope they would be more likely to comply, to participate in and
complete programming.
The aims of the literacy review were to:
1. Support staff in better serving clients;
2. Improve the client experience; and
3. Improve the information exchange between clients and WorkBC centre staff, thereby enhancing
the client engagement process.

Defining and understanding literacy
Within the research on literacy there is an overwhelming consensus that literacy is about more
than just reading, writing and numeracy skills. Literacy is about giving, getting and understanding
information across all aspects of our lives. Literacy includes the skills we use in our everyday and
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working lives that help us to make sense of the world around us. Literacy has been defined as:
“acquiring, creating, connecting and communicating meaning in a wide variety of contexts.”10
Literacy skills are important because they enable individuals to make effective decisions and to
problem-solve issues. Low literacy skills often result in individuals struggling to understand and
process information, and these challenges can negatively affect an individual’s social and economic
well-being. The Conference Board of Canada stated, “… adequate literacy skills are not only an
economic issue; they have profound social consequences as well. For example, individuals with
inadequate literacy skills are more likely to report poor health, to be less politically engaged, and to
be more socially isolated.”11
Low literacy skills are a problem across Canada. An international study of literacy conducted by the
Organisation for Economic Co-operation and Development (OECD) found that almost half of adult
Canadians (48 per cent) had literacy skills that were not equivalent to high school. To function well
in Canadian society, an individual needs a literacy level of 3.12 In this study, adults who attained
levels 4 or 5 were seen to have high literacy levels.

Figure 6

Literacy proficiency of the BC population aged 16 to 65

10

Alberta Education, 2010, Literacy First: A Plan for Action (p. 3).

11

http://www.conferenceboard.ca/hcp/provincial/education/adlt-lowlit.aspx

12

Employment and Social Development Canada, Learning—Adult Literacy.
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In BC, literacy skills amongst adults suggest that many individuals of working age are experiencing
challenges when they try to read or understand information. Figure 6 shows that 45 per cent of the
adult population has literacy levels of 1 and 2. This same study found that 52 per cent of adults in
BC had numeracy skills of level 1 and 2.


Literacy level 1: Individuals can identify basic words and numbers and can do basic decoding.
Reading requires considerable effort and comprehension suffers as a result.



Literacy level 2: Adults with level 2 literacy skills can identify words and numbers in context
and are able to respond with simple information and complete a straightforward form.
However, reading for these individuals requires significant concentration.

Understanding that clients might be experiencing challenges with literacy is important because
reading is a skill often taken for granted in society, including by professionals delivering a range of
services and supports such as employment services. In accessing or using services, clients are asked
to read letters, emails, information leaflets, complete forms and follow written instructions as part
of standard practice. As 45 per cent of adults in BC have literacy levels of 1 and 2, it is very likely
that professionals, especially front-line staff in employment centres will work with clients who have
difficulties with literacy.

The literacy review in participating organizations
The literacy review conducted in the participating organizations was designed to raise awareness
of the difficulties some clients with low literacy levels may experience when they try to use
services. The fundamental question at the heart of the literacy review process is:
What would a client with a literacy level of 1 or 2 — that is, someone who has difficulties reading
and writing — experience when using your services?

Literacy review process
The literacy review process was conducted by a Decoda Literacy Consultant in partnership with the
project team. The literacy review process consisted of five steps which are delineated in Figure 7
and described below. Decoda scheduled a meeting/workshop with the WorkBC centre, ideally at a
time when the majority of staff were able to attend, usually during staff meetings when there was
representation from staff and management.
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Figure 7

Five-step literacy review process

1. The literacy review process began with a Decoda consultant raising awareness about the
significance of literacy difficulties amongst adults in BC and how this affects their access and
use of services. During this information session, staff were presented with some of the signs
that might suggest clients are struggling with literacy issues. This session was designed to be
informal and to generate discussion. It lasted approximately 20 minutes.
2. WorkBC staff attending the workshop/meeting completed a Literacy Review tool. This was
designed by the project team and Decoda and collected information on areas of practice that
could be improved as well as encouraged staff to reflect on what is best practice and how they
could change their practice to improve the experience for clients. The final section of this tool
asked staff to identify the three areas they believed were the most important to address to
reduce the barriers for clients with literacy difficulties. This section was approximately 15 to
20 minutes in length.
3. Decoda led a small group of staff through a walkthrough of the employment centre to
understand how clients experience their centre. As part of this process, staff and Decoda
discussed and identified barriers or supports and considered the experience from the
perspective of someone with literacy difficulties.
4. The Decoda consultant used the data from the review tool and the office walkthrough to
develop an action plan and identify resources and supports.
5. The final step was the delivery of the action plan and report to the employment centre. During
this meeting, WorkBC centre staff described their short and long-term literacy action plans and
Decoda provided advice on how to support additional changes.
BC Centre for Employment Excellence
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Development of an action plan
Once the Decoda consultant had completed steps 1 to 3, they created an action plan. This plan
identified resources, supports and recommendations for the employment centres. The Decoda
consultant highlighted areas for improvement by category, including office environment, entry and
reception, client accommodations and others. Suggested actions in the short term (3 to 6 months)
and long term (6 months to 1 year) were detailed for each area of improvement.
Four employment centres participated in the literacy review. Overall, the response to the process
was very positive. Awareness of literacy issues were helpful for staff members and allowed them to
view their clients with a slightly altered lens.

Biz Hub facilitation and peer support training guide
One of the aims of Biz Hub is to increase the staff capacity of those working in employment centres.
To support this aim, the project team partnered with PeerNetBC to develop a facilitation and peer
support training guide. The participants in the client engagement sub-hub agreed to participate in
the training delivered by PeerNetBC. The training highlighted the principles of peer support which
are the foundational elements for not only creating successful peer-led groups, but also for peer
learning and group development. The aim of the guide is to improve the facilitation skills and
confidence of employment staff. The training and the guide introduced participants to these
principles and to the roles and responsibilities facilitators have to ensure safe and engaged spaces
and processes for peer learning and support to happen. A total of 12 hours of training was provided
via one in-person session and two online sessions. The guide was circulated to participants after
they completed the training. This guide to peer facilitation will also be shared with the main hub.

Evaluation of client engagement sub-hub
Participants were sent a short questionnaire to complete, asking for feedback about the client
engagement sub-hub. The overall feedback from participants was very positive and is summarized
below:
Meetings — Participants agreed that there was a comfortable learning environment; everyone had
the opportunity to contribute; the time constraints of participants were respected; meetings were
held at convenient times with a good mix of in-person and online; participants also found the
meetings provided e a good opportunity to network and all agreed that the sub-hub helped their
professional practice.
Meeting Content — Participants found the topics discussed interesting and useful to themselves
and their organizations.
Organizational response to nudges — Two organizations made changes to the client reminder
systems and these changes remain in place; two organizations are planning to do so.
Literacy Review — Three organizations made changes to their organizations because of the
literacy review which are still in place and a further two are planning to do so.
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Participant satisfaction — Participants reported they were glad they participated, they were
happy with the level of support the received from the project team, they would recommend Biz Hub
to a friend and they would be willing to participate again.
PeerNetBC training — The majority of participants found the peer facilitation training useful.

Summary
Participants in the client engagement sub-hub found the initiative useful not only in terms of their
own professional development but to their organizations as well. The project team received
positive feedback about this first sub-hub. The nudges that were implemented in organizations
were designed to be as straightforward and as easy as possible. The findings from the evaluations
of these nudges are that they did bring about improvements in the operating processes in
organizations. The project team are encouraged that some organizations are continuing these
initiatives and others are planning to follow suit.
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Sub-hub 2: Staff engagement
Recruitment and selection
The same process of recruiting and selecting participants that was used for the first sub-hub was
used for the second sub-hub. Some of those who applied were colleagues of sub-hub 1 participants,
or they did so because they had heard positive feedback about Biz Hub. In selecting participants,
every effort was again made to ensure a diversity of perspective and experience. Like the first subhub, this sub-hub also included a mix of participants from not-for-profit and for-profit
organizations.
A total of eight participants were selected from a range of employment centres. Like the first subhub, each participant works within the WorkBC context. Prior to attending the first meeting,
participants completed a short questionnaire which provided some background information about
their centre as well as highlighting some of the staff engagement issues they wished to address.
Participants were also asked what they and their organizations hoped to achieve through
participating in this sub-hub.
The table below provides information on the range of clients served by participating organizations.
A high percentage of clients are multi-barriered, youth or people with disabilities. An average of
two-fifths of clients are Tier 3 (low employment readiness) and one-third of clients are Tier 2
(moderate employment readiness). The tables also illustrate some basic organizational employee
statistics.

Table 2

Staff engagement sub-hub: Characteristics of participating centres

Characteristic

Average

N

Participant’s length of employment in current role (years)

4

8

Number of staff employed at centre

66

8

1,508

7

Persons with disabilities

23.3

7

Aboriginal People

10.5

6

Survivors of violence

7.8

6

Youth

23.4

7

Multi-barriered individuals

32.0

6

Francophones

1.4

6

Immigrants

14.8

7

Number of clients accessing services in 2016-17

% of clients by specialized population (2016–
17)
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Characteristic

% of clients by tier (2016–17)

% of employees by gender

% of employees by age group

Average

N

1

3.7

6

2

36.2

6

3

43.2

6

4

15.2

6

Male

17.6

8

Female

82.4

8

18-24

4.4

8

25-39

27.8

8

40–54

44.1

8

55+

23.8

8

The survey also provided information about the supports and resources for staff engagement.
These are highlighted below.

Policies and supports


Five organizations have an in-house human resources department.



No organization has a union representing staff.



HR departments took the lead on compensation and benefits issues and employee health, with
most other functions being shared between HR and other departments.



All organizations had a written mission statement, a corporate values statement, code of ethics
and a communication policy.



Seven organizations have a diversity and inclusion statement or policy.



Seven organizations have a compensation and benefits policy.



Five organizations have an employee wellness policy in place.

Communication


The most used methods of communicating with employees were through staff meetings, emails
and regular department or team meetings.

BC Centre for Employment Excellence

25

Biz Hub Interim Report

Staff recognition


Four organizations hold employee recognition events. Some are informal and include potlucks,
breakfasts and email recognition. Other organizations hold regular staff social events, annual
dinners, annual holiday parties and quarterly recognition of work anniversaries. The staff
recognition events are open to all staff.

Supporting staff engagement


Participants suggested a range of approaches that support staff engagement: an open door
policy; a management team that is prepared to listen; providing timely information and
feedback; positive communication; training opportunities and supportive management that
recognize the challenges staff encountered regularly.

Meetings
Participants attended the first staff engagement sub-hub in Vancouver on May 11, 2017. To date,
four meetings have been held and it is anticipated that this sub-hub will be completed in
December 2017.
The first meeting provided an opportunity for participants to get to know each other and the
project team to share the results of the initial survey. The participants discussed some of the
challenges they had experienced in trying to improve staff engagement and the project team
presented a summary of best practices.
The business process mapping approach was explained and used to help identify barriers to staff
engagement. The main barrier identified by the group was how to communicate with staff so that
they received necessary information while at the same time encouraging feedback.
At the end of the meeting participants were asked to reflect on the barriers and to discuss them
with their organizations with a view to identifying a process that could be addressed.

Identifying potential nudges
In subsequent meetings, participants agreed to try and improve communications within their
organizations. The first step was to ascertain what was and was not working in how organizations
communicated with staff. The project team developed an online survey that was sent to all WorkBC
staff at each of the eight organizations. The project team sent reminders and provided incentives to
boost the response rate.
A final response rate of 63 per cent was achieved across the eight organizations. The survey closed
on September 8, 2017 and the results are currently being processed.
Early indicators from the survey suggest that staff are mostly satisfied with the communication
within their organizations. Staff appreciate the main communication channels of email, staff
meetings and department or team meetings. The survey data suggests some areas could be
improved, including:
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Only two-thirds of respondents were satisfied with the advanced notice they received about
changes to their jobs.



Only two-thirds of respondents were satisfied with the explanations from their organization
about the reasons for decisions.



One=third of respondents found the volume of emails difficult to manage.



The full survey results will be discussed with the staff engagement sub-hub at the October
meeting with a view to identifying potential nudges that could improve communications within
participating organizations.
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Sub-hub 3: Strengthening staff capacity
For the third sub-hub, a targeted approach to recruitment was taken. This was done for
two reasons: to ensure representation from organizations that had not yet participated in Biz Hub
and to include experts in the field that work outside of the WorkBC setting on a day-to-day basis.
Six participants will participate in the third sub-hub with the first meeting taking place in late
October 2017. The sub-hub members will address business process topics in the employment
services sector related to staff capacity. As with the first two sub-hubs, the participants will identify
the specific processes on which they wish to focus. The topics may include processes such as
training and certification courses and pathways, soft skills development, training in rural areas and
how to invest in training with limited time and money.
The meetings will again be facilitated by the project team. A subject matter expert or experts with
knowledge and expertise in this area will lead sections of the meetings as appropriate to support
the group in identifying an intervention or potential nudges to pursue. The sub-hub is expected to
run through spring 2018.
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Sub-hub 4: Employer engagement
For the final sub-hub, the focus will be on employer engagement. Recruitment for participants for
this sub-hub will begin in November.
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Main hub
The initial vision was to launch the main hub in the first year. The project team decided it would be
better to start the discussions in the main hub once the project had some results from the sub-hub
to share with the larger community. Given the current results from the first two sub-hubs, the team
will be presenting at the 2017 ASPECT conference (November 2 and 3, 2017) and do a soft-launch
of the main hub. We will apply to present at the BC Career Development Association annual
conference in March 2018, where we plan to convene a main hub in-person meeting and hopefully
attract a large audience.
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Appendix: Members of the Biz Hub Project Advisory Group
Name

Association

Shannon Bezo

College of New Caledonia

Jocelyn Carver

Kootenay Career Development Society

Diana Delgado

Back in Motion

Val Meaney

North Island Employment Foundations Society

Carolyn Neilson

YWCA Metro Vancouver
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