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Figure 11.13b. PROCESS IMPRO VEMENT STRATEGIES: Training

EM9107: The Globe and Mail, Feb ruary 2, 1991, page B4

COMMENTA RY / In the final analysi s, it will be the qua lity of a cou ntr y’s wor ker s and manag ement that

will det ermin e th e winner s and loser s in the fier cel y contes ted global mar ket s of the 90s

Tr aining Can ada’s competitive edge
BY GORDON SIMPSON

I
F Cana da is to sur viv e and prosper in to-
day’s fiercely con test e d gl obal marke ts,
we must improve our ability to compete.

At pre sent, we are not doing wel l. The
Wo r ld Competitive nes s Re por t (publis hed
annu ally by the World Economic For um in
Geneva and the Int e rnation a l Institute for
Ma n agement Dev elo pment) la st year showe d
us dro ppi ng to fifth from fou rth place among
the 24 member cou ntr ies of the Organization
fo r Econ omic Co-operation and Dev elo p-
ment. If Cana dians do not take the neces-
sary actio ns to change this tre n d – and soon
– the res ult wil l be falling marke t sh are and
a lowe r st andard of liv ing.

While the re are many ele ments in the
challenge to improve our competit ive posi-
tion in world marke ts, a key fact or is the
ne e d to raise the quali ty of our hum an re-
sour ces. In the final analys is, it is people
who make the differenc e between infer ior
and super ior produ cts, whether goods or
se rvi ces. It is the quali ty of a nation’s wor k-
ers and management that wil l ul t imat ely de-
ci de if it wil l be a winne r or a los er in the
gl obal marke tplace.

As John Naisb itt and Pat ricia Aburden e st ate
in the Te n Ne w Dire ctions for the 1990s: "In
the glo bal economic boom of the 1990s, hu-
ma n re sour ces are the competitive edge for
both companies and cou ntr ies." Cana da
ne e ds to upg rade the skills of bot h it s wo rk-
ers and manage rs.

Ye t while the re is wid e spre ad agreement
that train ing to improve the quali ty of
Cana da’s wor k fo rce is a top prior ity, the re
is les s ag reement on how to accomplis h this.
Thus, it is vit al, as a first step, that Ott awa,
in co-operation wit h the provi nces and busi-
nesses, set nation a l go als

Currently, the federal gov ernment has an-
noun ced cre ation of a nation a l board to pro -
vi de recom mendation s on how Cana da can
help raise produ ctivity throu gh improve d
wo rke r train ing. Some of the provi nces, in-
cluding Ont ario, are consid ering provi nci al
equivalents. A number of regio ns and mu-
nicip ali tie s are als o se eking the best struc-
ture s to meet train ing needs at regio nal and
local lev els. It is essentia l that all of thes e
bodie s wo rk in harmony, and not at cross -
purposes.

Despit e the impor tanc e of such gov ern -

ment initiative s , the primary responsib i lity
of upg rading the quali ty of Cana da’s hum an
re sour ces must lie wit h the busin ess com-
mu nity. The main role of gov ernment
sh oul d be to fos ter a cli mat e in whi c h busi-
ness takes the lea d.

At the pre sent tim e, only about one -qu ar-
ter of Cana dian companies spend mon ey on
fo rma l em p l oye e train ing. U.S. firms spend
on ave r age twice as much on train ing as
thei r Cana dian competito rs. Ger man com-
panies spend fou r times as much. Clearly,
Cana dian busin ess needs to do much more
if we are to avo id losing our share of glo bal
market s.

Gaining the co-operation of all the par tie s
who hav e a stake in increa sing Cana da’s
co mpetitive edge won’t be easy. The best
place to start is at the regio nal lev el.

Each regio n ha s a vit al int e rest in the com -
me rcia l su ccess of all the companies wit hin
it s boun ds. It als o possesses first-hand
know ledge of the regio nal inf rastr ucture, the
conc e rns of its people and of what is pos si-
ble. Sin ce thes e often differ trem e n d ously
fr om one regio n to anot he r, poli cie s and
st r ategie s that make sense in one regio n may
be quite inappro priat e to othe r regio ns.

The various regio ns shoul d be encou rag ed
to accep t re sponsib i lity for bringi ng tog ether
the appro priat e gr oups to dev elo p train ing
st r ategie s within poli cy guideli nes set by the
senior gov ernments.

Hamilt on-Wentwo rth is a good exa mple
of what can be achieve d at the regio nal lev el.
Three years ago, the chamber of com me rc e
fo rme d a com mitt e e to inv estig a te what
coul d be don e abou t sk ills train ing. As a re-
sult, the Hamilt on-Wentwo rth Skills Train-
ing Advis ory Com mitt e e (STAC) wa s set up
to bring all int e rest e d partie s toge the r to
id e n tify train ing needs and to implem e n t the
ne c essar y prog rams.

With some financia l help from Emplo y-
ment and Immig ration Cana da, five "think-
tanks" hav e been held wit h particip ation by
busi nes s, la bou r, edu cation and gov ernment.
Sk ills train ing has alrea dy started in a num-
ber of indust ry groups.

STAC’s cos t s have been min ima l. Its per-
ma nent staff –  just three people – is sma l l,
but the initiative and lea de rship it has pro -
vi ded has been strong. If the achieve ment
of Hamilt on-Wentwo rth cou ld be repli c ated

in eve ry regio n of Cana da, this cou nry
woul d be a long way along the roa d to ac-
co mplis hing its nation a l go als for competi-
tive success.

So far the empha sis has been on wor ker
train ing – improvi ng edu cation and skills on
the sho p floor, as it were. Yet if Cana da is
to succeed in world marke ts in the 90s,
equal empha sis must be giv en to improvi ng
the quali ty and skills of management.

IT is, after all, management that provi des
the vit al link bet ween improve d wo rke r sk ills
and inc rea s ed produ ctivity and super ior pro -
du cts. The best-train ed wor kers, using the
mos t advanc e d technol ogy, cannot make Ca-
na da co mpetitive if management fails to do
it s jo b.

Today, that job has change d or is chang-
ing. The management skills that suf fi ced in
the past are not adequ ate to meet the challen -
ge s of the 90s. The old hie r archical sys tem
of management is becoming inc rea singly ob-
sole te. The old style of allow ing problems
to filt e r up from the sho p floor or front-lin e
sales force, throu gh mul t i p le laye rs of man-
ag ement until they come to the att entio n of
the people wit h the powe r to make decisio ns,
is just too slow to bring success in today’s
wo r ld.

Wo rkplace par tnerships and emplo yee em-
powe rment that unlea sh the thinking and prob-
le m-sol ving abilit ies of sho p-floor and front-
li ne emplo yees open the way to success in
the 90s. Management must be cap able of
br ing ing their work force on sid e by tre ating
them like adult s and allow ing them to share
in the challenge of mak ing decisio ns.

Ne w co mmu nication skil ls are als o ne e ded .
The habit of wor king to pre det e rmine d st an-
dards and no more must be replaced by dedi-
cation to con tin uou s qu ali ty improve ment.
Ne w marketing skills must be learned and
practis ed. And eve ryt hing must be focus ed
on satisfying the company’s custome rs be-
caus e, today, those custome rs can so easily
go elsewhere.

In sho rt, no matt e r how gre at the need is
fo r wo rke r train ing, the need for manage-
ment train ing is just as pre ssi ng. Cana da
mu s t ma ke sure that its manage rs, as wel l as
it s wo rke rs, are up to meeting the chal-
le nge s of their changi ng role.

The challenge has been identifie d. It is tim e
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to addre ss it hea d on. If we delay or fail,
Cana da will con tin ue to fall beh i nd its glo -
bal competito rs and the standard of liv ing of
all Canadians wil l in exo r ably fall.

The choic e is to compete, to outperfor m
ot he r nation s, to deliv er super ior produ cts
and ser vic es at the rig ht price, or to become
an economic backwat e r.

Su r ely Cana dians can meet this challenge.
So let’s get goi ng!

Mr. Simpso n is presi den t of Simpso n Ma n-
ag ement Sys te ms Inc. and manag ing par tner
of Mansis Devel opmen t Corp.

The article EM9107 reprint e d abov e and ove r leaf on pag e 11 .81 is of int e rest
it s ow n right and also becau se it adds to the empha sis of Crosb y (r ecall Fig ure 11.9a) and Dem ing (re call Fig ure 11.1 0) on the
(o ften unre cognized) key role of manage men t in process improve ment to achieve hig her quali ty and lowe r cos t. Exa mples of
this empha sis , fr om the rig ht-hand colum n ov erleaf, are:

* It is ... manag ement that provi des the vit al lin k betwee n improve d work er skill s and incre ase d pr oduct ivity and super ior pro ducts .

* The bes t-trai ned wor ker s, usi ng the mos t adva nce d technology, can not mak e Canada com petitive if manag ement fail s to do its job .

* The manag ement skill s that suffice d in the past are not adequ ate to mee t th e challenge s of the 90s. The old hierar chi cal
system of manag ement is bec omi mg incre asi ngl y ob sole te. The old style of allo wing problems to filter up fro m th e sh op
floor or fron t-lin e sa les for ce, throu gh multiple layer s of manag ement unt il they com e to the attent i on of the peop le wit h th e
power to mak e deci sion s , is just too slo w to bring success in today’s world .

* Wo rkpla ce par tnership and employee empowerment that unle ash the thin k ing and problem-sol ving abi lit ies of shop-floor
and fron t-lin e em p loyees open the way to success in the 90s. Manag ement must be capable of bring ing their work for ce on
si de by tre ating them lik e adults and allo wing them to share in the challenge of making deci sion s .

* Ne w co mmu nication skill s are also nee d e d. The habit of wor king to pre d etermin e d sta n dar ds and no more must be re-
placed by dedication to con tinuous qua lity improve men t.

* An d ever ything must be focused on satisfying the com pany’s custo mer s beca use ... those custo mer s ca n so easil y go elsewhere.

* In short, no matter how gre at the nee d is for wor ker trai ning, the nee d fo r manage men t trai ning is just as pressing. Canada
mu st mak e sure that its manag ers, as wel l as its wor ker s, are up to mee ting the challenge s of their chang ing role.

Jo ine r (in Fig ure 11.1 2) ma kes a sim ilar poi nt in empha sizing the key role of sta tis ticia n s in quali ty improve ment; implicit in
Jo ine r’s dis cus sio n are the con cep t s of:

• Process thinking: thinking of an activ ity as a ser ies of step s which for m a process; the aim is usually to improve the
proces s by, for exa mple, eli min ating unnecessar y st eps.

• St atistical thinking: buil d ing on process thinking, statis ti c a l thinking sees activ ities as processes (or col lectio ns of pro -
cesses) whi c h ex h ibit variation; identifyi ng the sou rces of variation and managi ng them so as to reduce variation improves
the process(e s).
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