Senate Finance and Public Administration References Committee

Inquiry into recruitment and training in the Australian Public Service (APS)

AUSTRALIAN TAXATION OFFICE (ATO)

RESPONSES TO WRITTEN QUESTIONS ON NOTICE

General

1.
What % of your staff are covered by Public Service Act 1999?
Answer

As at Pay 08 (9/10/02) we had 17848 ongoing permanent staff covered - 85%.  Those not covered by the Public Service Act are covered by the terms and conditions of their contract, which would have been negotiated by the individual Business/Service Lines.

2. What are the differences between recruitment and training processes for APS employees and non‑APS employees?

Answer

The ATO does not have separate processes for inducting and training non-APS employees. However, the trainers are aware of the make-up of each training group (ie balance between APS and non-APS) and adjust their session plans accordingly. For example, if an induction training group had a high proportion of non-APS participants, the trainer may spend more time talking through the conditions of service.

All participants are provided with comprehensive information packages and are encouraged to conduct further research outside the training session to fill gaps in their knowledge and understanding. The ATO is about to introduce assessment as part of the induction and probation period to ensure all new employees have knowledge and understanding which meets minimum job requirements.

It is of relevance to note that the ATO believes that APS employees coming into jobs in the ATO also have a learning gap which needs to be addressed at induction. The employment conditions available under the ATO agency agreement and the specific culture and work environment of the ATO is quite different to that of other agencies.

3. Is it possible for your organisation to identify recruitment and training data relating only to staff covered by the Public Service Act?

Answer


Answer to be provided at a later stage.

4. Are you able to identify recruitment and training data by ongoing, non‑ongoing, contract and part time employees?

Answer

Training data cannot currently be supplied by employment types. It is likely that some data can be supplied broken up in that way in the future when the ATO has fully implemented its training database (SAP Learning & Events module).

5. Can you provide the Committee with a staffing profile by age group for each year over the past three years?

Answer

Age Profile for 2001-2002



Age Range
Total


15-19
83


20-24
839


25-29
1731


30-34
2398


35-39
3325


40-44
3915


45-49
3441


50-54
2612


55-59
1056


60-64
312


65-69
39


70-74
2


Unknown
4


Grand Total
19757


Recruitment

6. Does your agency have a formal recruitment and selection strategy and/or policy?  Can you provide the Committee with a copy of it?

Answer

We are currently working on an ATO Practice Statement which is not yet available in draft form.  The ATO’s intranet site, at the ATO Resource Management homepage, contains information which details our current Employee Placement Guidelines and also our Interim Recruitment and Selection procedures.

Copies are provided at Attachment A.

7. Can you provide the Committee with details of recruitment by year for the past three years including:

· recruitment by classification;

· recruitment by five year age group;

· recruitment by area of employment (eg IT, legal and so on);  and

· any contextual information that has affected these figures.

Answer

1999-2000
5214 new starters (Implementation of the Goods and Service Tax (GST) legislation.  We started recruiting staff to commence work on the GST legislation and IT systems which were implemented on 1 July 2000).  See Attachment C.

2000-2001
3672 new starters (The Goods and Services Tax was implemented, more staff were required to provide advice/assistance to the public). See Attachment D.

2001-2002 2013 new starters (GST recruitment ceased). See Attachment E.

8. Can you provide the Committee with data relating to retention rates by year for the past three years including:

· by area of employment;

· by age group;

· by classification;  and

· any contextual information that has affected these figures.
Answer

We are only able to report on staff who have commenced (see above) and left the ATO.  Spreadsheets containing data on staff who have left the ATO over the last three years are at Attachments F-K.  Data is broken down by age group; classification and work type.  

Also included below are the exit rates for the past three years.


1999 – 2000:  2010 


2000 – 2001:  2706


2001 – 2002:  2322

ATO Exit Rates: 1999 - 2000:   5.4%

2000 – 2001:  4.4%

2001 – 2002:  4.1% (this figure excludes voluntary redundancies)
9.
Can you provide the Committee with graduate retention rates by area of study for the past three years?

Answer

Area of Study


Number of Graduates recruited through Graduate  Recruitment Campaigns – 2000 to 2002
Graduates retained in the ATO at 23 October 2002





Accounting 
269
245

Law
192
169

Economics
87
83

Commerce
125
117

Banking & Finance
13
12

Business
9
4

Finance
5
4

Arts
19
19

International Trade
1
1

Business (other)
50
47

Human Resources
8
7

Science
8
7

Business Systems
3
1

Management
8
8

Other
3
0





TOTALS
800
724

N.B.
These numbers do not reflect the graduates recruited within Business Lines as part of their normal selection processes.

10.
Has your agency experienced any difficulty over the past three years in relation to filling graduate positions?  What areas of work/study did such difficulty arise in?  Was a strategy devised to address this difficulty and, if so, what did it consist of?

Answer

We have had some difficulty recruiting the numbers of graduates across the business disciplines such as law, accounting and commerce for the year 2001.  This is due to the fact that we place a strong emphasis being on the quality of graduates – our initial shortlisting process is based on graduates having a credit average in their academic results.   

We plan to increase our marketing of our program through attendance at careers fairs and increased exposure on university and company websites.  We have not been able to fully test any results as recruitment for February 2002 was suspended at short notice.  The recruitment process for the intake for July 2002 commenced after the finish of the university career fairs.

11. Can you provide the Committee with the percentage of recruits recruited from the private sector by year for the past three years?

Answer:

Unfortunately the system we currently use in the ATO does not allow us to capture this specific data.  We have no records kept showing the engagements of externals from the private sector.  Also it would be difficult to determine what area of the private sector they entered from.

Training

12. Can you provide the Committee with data for the past three years showing, as far as you are able:
· your agency’s expenditure on training (including percentage of total agency expenditure) per year;

· expenditure per person per year on training;

· days spent training per person per year;  and

· expenditure by area of training (eg contract management, service delivery and so on) by year.

Answer


1999/2000
2000/2001
2001/2002

Total ATO budget




ATO Staffing level (Approx FTE)
19100
20300
19000

External expenditure on training
$14,892,302
$20,106,104
$8,478,169

Expenditure per person
$780
$990
$450

Estimated internal trainer FTE
480
440
210

Training days per person
Not currently available. Will be able to provide after the full implementation of our recording system.

Expenditure by topic / capability


13.
Can you provide the Committee with the percentage of training expenditure, and the dollar figure, that has gone to external providers per year for the past three years?

Answer

Dollar figure for external training expenditure.


Course and Seminar Fees
Consultants - Training
ATAX Payments (UNSW)

2001/02
3,623,466.73
410,963.51
2,876,437.96

2000/01
8,541,756.04
2,814,267.96
3,049,440.50

1999/00
5,600,114.04
3,405,828.46
1,246,701.00

14.
What is the cost per graduate of your graduate training program?

Answer

Average Salary


$35,000

IUC




$10,500

Accommodation


$18,500

Graduate Manager Costs

$ 5,400

Training Costs



$ 5,400

Total




$74,800

15.
Can you tell the Committee whether your staff’s individual training needs are contained in performance agreements or learning agreements?  If so, what percentage of APS staff are covered by such agreements?

Answer

Participation in the Taxation Office’s Performance Management System is a requirement for all employees as outlined in our Agency Agreements.  There is also an  Agency Agreement organisational measure linked to participation in the Performance System.  One of the key features of the current and draft Agency Agreements is a focus on individual development to perform effectively in their role.  

The Agency Agreements require a minimum of  80% participation in the Performance System in order for employees to receive future pay increases.  A key aspect of participation in the system is  for individuals to have a  Performance and Development Agreement in place.

The major components of  Performance and Development Agreements include:

· Individual accountabilities for both business outcomes and behaviours;

· Measurement relating to the outputs and behaviours;

· Development required for employees current  job and their future capability requirements;  and 

· Mutual expectations between the manager and the employee. 

Organisational intelligence indicates at least 80% of employees have a Performance and Development Agreement in place and future Agency Agreement measures will require a minimum of 90% participation in the Performance System within two years.

16. At the public hearing you stated that the Agency Agreement being negotiated contains a number of clauses relating to learning and development.  Are you able to provide the Committee with any more detail concerning these clauses?  Alternatively, are you able to provide the Committee with the content of the prior agreement relating to learning and development?

Answer

The following information is taken from the Agency Agreement:

Capability Development

126.  Capability Development - Intentions

126.1.
The ATO is committed to ensuring all employees:

Have opportunity to develop the capabilities to perform their current job, now and as it may evolve.

Have opportunities to develop the varied and transportable capabilities they will need to advance their career, in the context of the ATO’s future business directions and organisational priorities

Have a Learning and Development Plan with their Team Leader, which identifies agreed learning and development needs, how and when they will be addressed and how the learning outcomes will be evaluated.

127.  Planning to deliver on this commitment

127.1
The ATO will develop an annual corporate Learning & Development Plan that details the Learning & Development priorities for the ATO.

127.2
Employees and their representatives, including unions bound by this Agreement will be consulted during the development of this plan.

127.3
During the nominal period of the Agreement the parties will explore how they can increase the variety and transportability of the capabilities that people attain through their learning and development activities.

127.4
The ATO will progressively implement a Team Leader support strategy to ensure Team Leaders are supported and skilled in identifying and assessing employee capabilities.

128.  Employee Responsibilities

128.1
Employees will:

· develop a Learning and Development Plan with their Team Leader to address gaps in capabilities

· keep the capabilities for their current job up to date. 

· undertake identified learning and development activities in keeping with corporate priorities, as agreed with or directed by their Team Leader, and any assessment activities related to these activities.

· Contribute to the learning and development of other employees as agreed with or directed by their Team Leader.

129.  What these intentions mean for your current job.


How to identify your learning and development needs.

129.1
Learning and Development needs will be discussed and agreed with your Team Leader as part of the performance and development discussions.  These will be documented in a Learning and Development Plan.  Learning needs for your current job are based on your Performance Agreement.  Development needs are discussed and agreed with your Team Leader within the context of your career aspirations and the ATO’s future business directions, organisational priorities and the operational requirements of your team.

129.2
Where capability profiles are available for your job, the ATO will provide a range of capability assessment tools, and the time to use them, to enable you to assess your capabilities based on the required capabilities needed for your current job.  The structure of the Capability Management System is described in Attachment H. 

130.  How your learning and development needs will be met.

130.1
The ATO will provide employees with a range of learning and development opportunities needs (such as on the job, self directed learning, formal training, technology based learning etc) to address identified learning and development needs.  The effectiveness and efficiency of the method in meeting the learning need will be taken into account when planning learning and development activities. The ATO will ensure that employees have the time and opportunity to meet their agreed needs as identified in their Learning and Development Plan.

130.2
The ATO will consult with employees and their representatives, including unions bound by this Agreement to develop a strategy to ensure employees can recognise, and make best use of the full range of learning and development opportunities available.

130.3
Where you are directed to undertake a learning or development activity, the cost (including travel and accommodation expenses), will be borne by the ATO.

130.4
Learning will normally be held within the bandwidth for normal duty.  Where employees are directed to undertake a learning or development activity outside the bandwidth, on weekends or public holidays the appropriate overtime rates will be paid.


Access to trainers

130.5.
In line with clause 112.1, the ATO approach will be to provide learning and development processes through internal ATO service provision where this is cost effective compared to alternative providers.

130.6.
In determining the location and methodology to be used in provision of learning activities, the ATO will take into account the needs of employees to balance work/family, the different learning styles/preferences of individuals, the learning outcomes sought and other practical considerations, including cost.

130.7.
Subject to clause 130.6, to ensure employees in all sites (excluding regional satellites eg: Orange, Bundaberg) have equal access to learning and development opportunities, employees in non-metropolitan sites will have access to learning activities with learning outcomes equivalent to those offered in metropolitan areas.

130.8.
The ATO is committed to ensuring employees have the capabilities needed to do their job as the work/role changes.  Therefore to minimise the impact that the changing work has on employees, wherever practicable the ATO will take steps to provide access to learning and development activities prior to new work being undertaken.  In the event that the ATO is unable to provide access to learning and development prior to new work being undertaken, time & support will be provided to employees in order that they can acquire the capabilities for their new work/role.

130.9.
In delivering on its commitment to ensure all employees have the opportunities to develop the capabilities to do their work, the ATO will take steps to ensure that all ATO trainers are supported so that they can acquire (and maintain) the necessary capabilities to develop and deliver ATO learning and development activities.


Support for EED Identified Groups and Part-time Employees

130.10.
Learning and development activities will take into account, where practicable, the needs of individuals in Employment Equity & Diversity identified groups and part time employees.

130.11.
Support for learning and development will continue to be provided for employees with disabilities.


ATO Professional Skills Incentive Program

130.12.
An incentive program providing a one off payment of $562 will be available to employees who are able to demonstrate the successful completion of a learning scheme, including the application of that learning to the workplace. The employee must have completed a minimum of 400 hours study over three years. The learning scheme must be based on business needs, any series on learning activities agreed to and documented in individual learning plans; and meet the minimum level standard of qualification equivalent to Certificate IV in Government. It may comprise formal training course(s), on-the-job training, work-based learning activities and self-study program. 

Employees who successfully complete the program will be paid following completion of the final assessment attached to the final module.

130.13.
The incentive program will be available to all employees except those whose learning has already been provided by the ATO or supported by the ATO through the studies support scheme, cadet program, graduate program, Commissioner’s scholarships or similar programs.


The Graduate Program

130.14.
ATO Graduates are required to successfully complete the Graduate Program as a condition of their employment

130.15.
ATO Graduates are required to work in placements in ATO business areas on terms set out in their letter of engagement.

130.16
ATO Graduates undertaking the first year of the Graduate Program are not entitled to Study Support.

130.17.
Upon successfully completing the Graduate Program, ATO Graduates will be advanced to the APS 3 level.


Continuing Professional Development

130.18.
During the nominal period of this Agreement the ATO will review the CPD program.  The review will be used to facilitate the intentions of the Capability Management System and the Professional Stream Development initiative.   Employees and their representatives, including unions bound by this Agreement will be consulted as part of this review.

130.19.
Until the review is finalised the following will continue to apply:-

Employees may be required to undertake up to 20 hours structured CPD each year.  This requirement will be met by:

a) attendance at or presentation to courses, seminars, conferences and participation in discussion groups, both internal and external, including e-learning: and/or

b) successful completion of modules contained in recognised ATO Training and development Programs or subjects in relevant tertiary studies.

130.20.
Costs for attending the required CPD activities will be borne by the ATO

130.21.
Notwithstanding sub-clause 130.19, whether or not CPD is mandatory, approval may be given for employees to undertake up to 40 hours CPD per year during work time where this is consistent with an agreed learning plan.

130.22.
Approval may be given for all or part of the costs of attending approved discretionary CPD activities to be borne by the ATO.


Formal Qualifications

130.23.
The need for formal qualifications is not a universal requirement of all jobs.  There will be no arbitrary qualification barrier for advancement between classification levels across the ATO.

130.24.
Due regard will be given to the capabilities of existing ATO employees to ensure that those who possess relevant capabilities will not be precluded from applying for a job

130.25.
This will be recognised by:

a) where practicable, introducing the capability and educational requirements as positions become vacant or a new position is introduced; and/or

b) ensuring that an appropriate transition provision, covering existing employees, is included in any determination introducing mandatory qualifications; and/or

c) where appropriate, recognising relevant capabilities as the equivalent to possession of formal qualifications.

130.26.
This will apply to selection for higher duties or promotion or assignment to other duties at level

130.27.
Employees will be advised if their current  job will be affected in terms of requiring formal qualifications.

130.28.
If the ATO is considering the introduction of any new formal qualifications, employees and their representatives including their representatives bound by this Agreement will be consulted.

130.29.
There is a continuing expectation that people in particular jobs should possess and apply formal accreditation or qualifications e.g Fraud positions.

131.  Career Development

131.1
The ATO is committed to allowing people to develop for future careers in the ATO.

131.2
To assist with career development, the ATO intends to progressively implement Professional Stream Development initiatives.  The aim is to:

· Enable the mapping of  possible career paths within and across these streams.

· Detail the capabilities required for jobs within these streams 

· Identify learning and development options for obtaining those capabilities, 

· Align with ATO workforce plans for jobs within streams

131.3.
Team Leaders and employees will discuss and agree how required capabilities can be obtained as part of the development component of Learning and Development Plans, in the context of future business directions and organisational requirements, taking into account operational requirements.

131.4.
The ATO will consult with employees and their representatives, including unions bound by this Agreement on the Professional Streams Development initiative.


Leave for full Time Studies

131.5.


An employee may be granted leave to undertake a full time course of study, having regard to:

a) the financial resources, operational needs and corporate goals of the ATO;

b) the effective work performance of the approved student;

c) the capability needs of the ATO; 

d) personal development needs of the employee; 

e) any other benefit to the ATO or the employee.

131.6.
Unless approval is given for the leave to be with full pay or a proportion of full pay, the leave will be without pay.

131.7.
Leave with pay or with a proportion of pay counts as service for all purposes

131.8.
Leave without pay counts as service for all purposes other than the accrual of annual leave

131.9.
Approval may be revoked where progress in the course of study is not satisfactory.   Employees are entitled to have any relevant issues that may have affected their satisfactory progress on a course considered before any decision is made to revoke approval for leave for full time studies

131.10.
An employee granted leave for full-time study within Australia may be required to return to duty between academic years.


Full time placements

131.11.
An employee may be placed with another organisation for a fixed term to enable the employee to obtain relevant capabilities

131.12.
The placement will be on terms and conditions agreed between the employee, the Commissioner and the organisation where the employee is to be placed.


Support for part-time studies

131.13.
Study support provisions for part-time studies will be reviewed within the nominal period of this Agreement with the intention of linking study leave more closely with the development of professional streams and the Capability Management System, so that ATO study support provisions will enable approved study opportunities for all ATO work/professional streams. Employees and their representatives, including unions bound by this Agreement will be consulted during the review.

131.14.
Until the review is complete the following levels of support will continue to apply:

a) Paid study leave may be approved for the relevant academic period (term, semester or year).

b) A maximum of eight hours per week per semester can be approved for study and travel.

c) Aboriginals or Torres Strait Islanders may be granted up to 10 hours leave with pay per week for study and up to 3 hours leave with pay each week for travel to and from study activities
Flextime And Study Leave
d) An employee may only take approved study leave during their regular hours and within the Regular Bandwidth (ie 7.00 am - 7.00 pm).
Assessment Leave
e) Approved students will be entitled to leave with pay to travel to and from, and to attend, compulsory examinations/assessments.

f) In addition, students may be granted leave for 'swot vac' of up to 18 hours per subject with a maximum of 36 hours per semester.
Regular Part time employees
g) Regular part time employees may be granted pro rata leave with pay.
Extenuating circumstances
h) An employee may be granted additional leave in extenuating circumstances.
Studybank credits
i) If less than the full weekly entitlement to paid leave is required, an employee may be granted a leave credit to be used for other study activities during a semester.
Other studies
j) Where study activities are done on an external study basis or outside the bandwidth for ordinary duty, or only relate to preparation of a thesis, an employee may be granted:
i
leave with pay to attend compulsory residential courses or seminars, or any other study activities required for successful completion of the course of study; and
ii
up to 3 hours' leave with pay each week for other study activities.
Guidelines
k) Team leaders, Directors and other delegates will have due regard for any guidelines issued by the Commissioner on the operation of these part time study support arrangements.

131.15.
After the review referred to in subclause 131.14 is completed the levels of support referred to above will continue to apply as a minimum.The Commissioner may introduce any enhancements to the above levels of support through the issue of revised Part-time Study Support Guidelines.


Financial Assistance for Study

131.16.
Employees who have been approved students in the ATO since before 1 January 1996 will have their study fees and HECS costs reimbursed for that course of study, provided they have remained an approved student and have continued to make satisfactory progress in the course.

131.17.
Other employees are not entitled to financial assistance for any study costs connected with full time or part time study without the approval of the Commissioner.  Employees who move to the ATO as a result of Machinery of Government changes and who were approved students in the APS since before 1 January 1996 will also have their study fees and HECS costs reimbursed for that course of study where their previous agency was reimbursing these costs for that course of study.

131.18
ATO scholarships may be established to provide high performing employees with time and financial assistance to undertake/complete relevant qualifications.

131.19.
Leave to undertake full time study or development placement may be subject to the employee returning to duty in the ATO for a period equal to the period of leave granted.


Assistance To Award Holders For Study

131.20.
An employee who is selected as an award holder to undertake a study program or a scheme of study under a recognised sponsorship program may be granted such leave and financial support as is determined to be appropriate.


Mobility and Temporary Performance

131.21.
ATO will consult with employees and their representatives, including unions bound by this Agreement to develop within the nominal period of this Agreement equitable and consistent guidelines/policy on the use of mobility for employee development.

131.22.
ATO will consult with employees and their representatives, including unions bound by this Agreement to develop within the nominal period of this Agreement equitable and consistent guidelines/policy on selection of employees for temporary performance, including the use of temporary performance for development purposes.

The Capability Management System

H1
What is the Capability Management System?

H1.1
The Capability Management System is the ATO corporately endorsed framework for recording a common set of skills, knowledge and attributes against jobs,  and people.  A dictionary of capabilities relevant to many jobs within the ATO has been developed.  Over time, the Capability Dictionary will enable all capabilities required by any job in the ATO to be described.  Employees and their representatives, including unions bound by this Agreement will be consulted in the course of this development. Where available, the ATO will provide employees with information on the capabilities required for their job through the Capability Management System.  Employees will receive skilling on how to access  this information.

H2
What are capabilities?

H2.1
Capabilities are the skills, knowledge and attributes necessary to carry out a range of roles that form jobs in the ATO.
H2.2
Capabilities from the Corporate Dictionary can be selected to describe the requirements for each role in a particular job.  These capabilities, where available, can then be used to form the basis of selection criteria for that job, and to manage the learning and development of an occupant of that position, through the Performance System processes.

H2.3
Where capabilities are not yet identified for your job, learning and development needs will be identified through the existing Performance System processes.

H2.4
The capabilities you require for your evolving work will  be based on your team plan, project plan or other relevant plan.

H2.5
The ATO will record information about the required capabilities for your current job and all assessments of your capability.  You will have access to your information.  Your Team Leader and their Team Leader have access to this information for planning learning and development within your team and work area.  System administrators will have access to this information for the purposes of aggregating learning and development needs and workforce planning.

H2.6.1
The ATO has developed principles of assessment  to support capability assessment processes and will continue to update these principles  from time to time.  These principles will continue to cover the rules of natural justice, the need for fairness, equity and transparency in conducting assessments, the role of objective evidence, the need to consider the diversity of the ATO’s workforce and ethical and legal issues associated with assessment processes.

H2.6.2
The ATO will consult with employees and their representatives, including unions bound by this Agreement in any development of these principles.

H3
Why are capabilities assessed?

H3.1
Team Leaders and employees should routinely assess capability development requirements within the Learning and Development component of the Performance System. The primary purposes of such capability assessments are to:

a) support ATO employees in developing the capability to perform their current job now and as it may evolve,

b) identify learning and development needs of employees,

c) monitor progress in meeting learning needs over time, and

d) develop capabilities to meet the needs of future jobs in their ATO career and to ensure that the ATO has the capability it needs in the future..


Informal capability assessments will only be used to identify learning or development needs of employees.

H4
How may your capability be assessed?

H4.1
Different forms of assessment will be used and may include:

Informal

a) Discussions with your Team Leader on your self assessment of your capability

b) Your Team Leader or another person trained in workplace assessment observing your work activities

c) Discussion with your Team Leader on the quality of your work outputs with reference to your Performance Agreement

d) Feedback obtained from sources other than your Team Leader, such as clients, team members, peers or direct reports

e)
Assessment of learning and development outcomes from an agreed learning event, activity or program you complete

f) Evaluation of agreed work-related continuing professional development activities you complete

Formal

g) A formal assessment via a prescribed internally or externally recognised assessment process required in order to complete certain work in the ATO. This will only be applied to certain roles identified by risk or leadership impacts on ATO operations. The ATO’s Professional Accreditation and Leadership Capability Assessment initiatives are examples of such a process for designated final decision-makers and people in leadership roles.

H5
How will my Team Leader and I discuss capability assessment outcomes?

H5.1.
Your capability assessment results, including any learning and development needs identified will be discussed with your Team Leader.  Learning needs are then documented in your Learning and Development Plan, taking into account any advice from the assessment process.

H6
What happens if I don’t agree with an assessment of my capability? 

H6.1
Where you disagree with the ATO assessment of an aspect of your capability, you may either supply further evidence to the original assessor or request that an independent person with relevant expertise in a similar role to the original decision-maker review that assessment. Such a review may confirm the original assessment, amend it in your favour or direct that you be given an opportunity to re-attempt the assessment. Once completed, the reviewer will refer a copy of their decision and reasons to you and your Team Leader. 

H7
How capability assessment for learning and development differs from a merit selection for promotion

H7.1
A merit selection process ranks candidates against selection criteria and against one another on a competitive basis to identify the most suitable person for a job.  A capability assessment is used for your own learning and development – assessing your skills, knowledge and attributes against your job capabilities to determine whether you are capable or not yet capable.  A not yet capable status indicates that further learning or development is needed.

H8
Formal Capability Assessments (under paragraph H4.1 (g))

How will employees know whether formal capability assessment applies to them?

H8.1
All types of formal capability assessment will include clearly stated purposes and identify to whom they will apply, as well as provide guidance on the impact of such assessments on other processes covered by this Agreement.


When will the ATO consult with employees about formal capability assessment?
H8.2
As part of its desire to ensure that any formal capability assessment process is fair and transparent to all affected employees, the ATO will ensure that:-

a)
before the implementation of formal capability assessment for any role, the ATO will consult with affected employees and their representatives, including the unions bound by this Agreement, and 

b)
during implementation, the ATO will continue to consult on any issues that arise.

What will the ATO do prior to formal capability assessments?
H8.3 
The ATO will:

a) Provide information for employees on the capabilities to be assessed and the assessment methods to be used. This information will include the provision of awareness and preparatory sessions, which cover in detail what is required and expected of participants in relation to all of the relevant criteria and capabilities.

b) Recognise workloads and leave arrangements of employees in scheduling formal capability assessments.

c) Allow an adequate and standardised amount of work time for preparation for each role covered by a type of formal capability assessment.

What will the ATO do during formal capability assessments?
H8.4
The ATO:

a) Will use independent formal capability assessors who are trained in relevant assessment methodologies and who have the necessary expertise in the work being assessed to allow accurate assessments

b) Does not intend to use psychometric tests as part of the assessment in formal capability assessment processes. However, such tests may be used to provide individuals with information about their personal preferences, team dynamics or other factors that may develop their self-awareness and aid their learning and development.

Can the results of a selection exercise be used as a formal capability assessment?

H8.5
Where the process used to select the employee includes at least the same techniques, activities and level of assurance as a type of formal capability assessment and the employee was found to be capable, then the results of that selection process may be used as a formal capability assessment.


What will happen when an employee is dissatisfied with the results of a review of their formal capability assessment?
H8.6
Where an employee is dissatisfied with the results of a review of their formal capability assessment (see paragraph H6.1), they may request a further review of these results.

a) Such a further review will include an independent consideration by a suitably qualified EL 2 employee of the capability assessment review process and the decision reached. The EL 2 employee may call upon the assistance of other persons, such as subject matter experts or experts in assessment methodologies, in determining the further review.

b) This further review can vary the assessment in the employee’s favour, confirm the original assessment or direct that the employee be given an opportunity to re-attempt the formal capability assessment process.

c) The results of this further review will be referred to the employee and their Team Leader for consideration.


When will the ATO conduct a Post Implementation Review of the introduction of a type of formal capability assessment?
H8.7
The ATO will undertake a post-implementation review after the introduction of a type of formal capability assessment process for a given role.  Such a review will consider feedback from affected employees and their representatives, including unions bound by this Agreement.

H9
Types of Formal Capability Assessment

H9.1
Leadership Capability Assurance
What is the purpose of Leadership Capability Assurance?

H9.1.1
As a type of formal capability assessment under paragraph H4.1(g), Leadership Capability Assurance has two main purposes:

a) To provide internal assurance about the capability of the ATO’s leaders and subject matter experts.

b) To identify learning and development needs of those key ATO leaders and subject matter experts so that they may be met via the Learning and Development component of the Performance System and the employee re-assessed as capable.

H9.1.2
Subject to paragraph H9.1.6, learning and development needs identified by a Leadership Capability Assurance process will not be used as the basis for unsatisfactory performance or workforce adjustment processes.

Who will be affected by Leadership Capability Assurance?

H9.1.3
As part of the development of Professional Streams to describe jobs within the ATO (see clause 131.1), the ATO may introduce Leadership Capability Assurance for those roles that have a significant impact on ATO operations because they provide significant leadership or subject matter expertise to other ATO employees. Such roles will be identified on the basis of the degree to which they provide leadership or expertise to other ATO employees, such as Team Leaders, technical advisors and subject matter experts within ATO business units. This identification will form part of the ATO’s professional stream development process.

Within the nominal period of this Agreement, the ATO does not intend to extend a Leadership Capability Assurance requirement to operative roles that do not have a significant leadership focus or do not provide subject matter expertise to others.

What will happen where an employee has a learning or development need identified by a Leadership Capability Assurance?
H9.1.4
The employee and their Team Leader will work together to ensure that the employee’s learning needs are addressed so that they may be re-assessed as capable.

H9.1.5
Where the employee is making reasonable progress towards meeting such learning and development needs, they can continue in the role that requires a Leadership Capability Assurance until the relevant needs are met.

H9.1.6
Where the employee is not making reasonable progress towards meeting such learning or development needs, then the employee may need to be reassigned to other available duties than the role that required a Leadership Capability Assurance. These duties would be at their existing substantive level, commensurate with their capabilities and taking into account their personal circumstances (including home office and area), work history and contribution to the work of the ATO.

Leadership Capability Assurance and Selection Processes
H9.1.7
The ATO does not intend to make Leadership Capability Assurance a prerequisite to any promotion or transfer.  However, where a person is selected for promotion or transfer to a position covered by Leadership Capability Assurance, they will be required to successfully undertake Leadership Capability Assurance within a reasonable period of time after selection.

9.2
Professional Accreditation
What is the purpose of Professional Accreditation?

H9.2.1 
Professional Accreditation is one of a number of professional excellence strategies that the ATO may use to produce improvements in quality and public confidence in the ATO’s operations. Professional Accreditation will therefore be implemented as part of a broader quality improvement strategy that may include elements such as:

a) infrastructure improvements

b) decision support measures

c) process design changes

d) procedural enhancements

e) learning and development program introduction

f) staff communication mechanisms, and

g) assurance strategy implementation. 

H9.2.2
As a type of formal capability assessment under paragraph H4.1(g), Professional Accreditation has two main purposes:

a) To provide external assurance to the ATO, the public and government about the capability of key employees within the ATO who make critical decisions or who provide leadership to ATO employees in these critical roles:

b) To identify learning and development needs of those key employees so that they may be met via the Learning and Development component of the Performance System and have the employee re-assessed for potential accreditation.

H9.2.3
Subject to paragraph H9.1.6, learning and development needs identified by a Professional Accreditation process will not be used as the basis for unsatisfactory performance or workforce adjustment processes.

Who will be affected by Professional Accreditation?

H9.2.4
As part of the development of Professional Streams to describe jobs within the ATO (see clause 131), the ATO intends to extend Professional Accreditation to those roles that involve making certain forms of decision that may impact adversely on public confidence in the ATO’s administration of the tax system, such as employees who approve written binding advice. Such risk roles will be identified by risk management processes that clearly find that such a risk exists for a particular role, such as

a) Internal – professionalism surveys, quality assurance exercises, internal assurance reviews, consultants’ reports or analysis of taxpayer complaints.

b) External – Australian National Audit Office audits, Ombudsman’s reviews, judicial comment, parliamentary reports or media commentary.

H9.2.5
Within the nominal period of this Agreement, the ATO does not intend to extend a Professional Accreditation requirement to the majority of operative roles that only apply the ATO view of the law.The exceptions to this rule will be those operative roles at the APS 5 level or above who make decisions that have either such significant legal consequences or major financial implications to justify being covered by a Professional Accreditation requirement.

Can the ATO require a successful applicant for a position to obtain Professional Accreditation if required for that position?
H9.2.6
The ATO does not intend to make Professional Accreditation a prerequisite to any promotion or transfer.  However, the ATO may require that the successful employee for a position with a designated role covered by Professional Accreditation obtain accreditation within a reasonable period after selection for that position.

How does Professional Accreditation impact on Temporary Performance in a job covered by Professional Accreditation?

H9.2.7
All employees who temporarily perform duties in a position with a role covered by Professional Accreditation must be accredited before they may do so. To facilitate this, the ATO will provide opportunities for all interested employees in a team who would normally be considered for temporary performance in that position to be assessed for professional accreditation in the relevant role.

What will happen where an employee is unsuccessful in obtaining accreditation?
H9.2.8
Where an employee is unsuccessful in obtaining accreditation , the employee (and where requested their representative) and their Team Leader will discuss the most appropriate course of action, which might include:

a) generally, for the employee to address the learning or development needs identified in their accreditation assessment in order to be re-assessed for accreditation. This process will recognise the corporate priority of giving the employee an opportunity to obtain accreditation and ensure that appropriate support is provided to assist the employee in addressing learning or development needs identified by their accreditation assessment.

b) as an alternative to meeting these learning or development needs, the employee being reassigned to duties other than the role for which they were assessed for accreditation.  These duties would be at their existing substantive level, commensurate with their capabilities and taking into account their personal circumstances (including home office and area), work history and contribution to the work of the ATO.

What will happen where an employee does not make reasonable progress towards meeting their learning or development needs in order to be accredited?
H9.2.9 
Where the employee is not making reasonable progress towards meeting such learning or development needs, then the employee may need to be reassigned to available duties other than the role requiring accreditation. These duties would be at their existing substantive level, commensurate with their capabilities and taking into account their personal circumstances (including home office and area), work history and contribution to the work of the ATO.

How will employees maintain their Professional Accreditation?

H9.2.10
In line with the purposes of accreditation, the ATO intends to develop mechanisms to provide ongoing assurance about the capabilities of accredited employees and to identify their continuing learning and development needs. These mechanisms (as set out in paragraph H4.1) were the subject of consultation under the Genaral Employees Agency Agreement 2001. There will be further consultation with employees and their representatives, including unions bound by this Agreement during the process of developing and prototyping these mechanisms.

H9.2.11
Within the Performance System, the ATO intends:

a) to prototype the use of information from some of the ongoing capability assessment mechanisms in this maintenance process.

b) progressively developing guidelines as a result of this prototyping.

c) to implement these guidelines for roles subject to Professional Accreditation.

d) to revise these guidelines in consultation with employees and their representatives, including unions bound by this Agreement,from time to time.

17.
Is your agency satisfied with the training it is able to provide to recruits from the private sector?  Could this area of training be improved and, if so, how?

Answer

In general, our we experience no greater problems training recruits from the private sector than from other agencies or even other areas within the ATO. We are currently looking at ways of gaining better transfer of learning from our induction processes and will be including assessment in the future as one means of providing some assurance of learning. (NB - Induction includes all training required to get an employee "job ready".)

The main issue with induction training is the ability of the employment market to supply sufficient potential employees with the right mix of skills (particularly for field officer positions). Consequently we are looking at "development pathways" which will see employees progress through a series of positions so that they can be a pool of potential employees for higher level jobs.

18.
What are your agency’s main training delivery methods (eg in house, external, external conferences and seminars, job rotations, e-learning) and how is this decided?

Answer

The ATO has a large and diverse workforce and consequently has multiple approaches to training delivery. The delivery methods largely depend on the need. The following table provides a rough outline of the choice of methods:

Learning Need
Delivery method

Individual - one off.
External course or seminar.

Individual - continuing need
Internally developed self-paced or eLearning

Group - one off
External consultant

Group - continuing need
Internally developed and delivered

Developmental
Job rotation and coaching

Procedural
On-the-job training

19.
Does your agency think that there is scope for increased identification of, and response to, across APS skills needs?  Is there a role for the APS Commission in addressing this issue?

Answer

Generally, the ATO does not see the need for increased cross APS training need identification. The exception is with EL2 and SES development, which is adequately catered for in Canberra, but is extremely limited in other cities. The ATO has large numbers of SES and EL2's not in Canberra that cannot access APSC programs unless the ATO is willing to pay travel costs on top of course fees.

20.
Does your agency have a view on the merits of broad, general learning and development versus narrowly focused learning and development?  Has your agency considered this issue at any time?

Answer

The ATO used broad generic training programs during the late 80's and early 90's. They were successful at the time because we had a "generic" workforce. Since then the ATO has moved to a more specialised workforce and during that period of transition moved to an almost completely task focussed training approach. Now that we have identified some stabilisation in work-type we are moving towards developing semi-generic programs within professional streams (eg Tax Law, Field work, Client contact, Account management etc).

21.
The ATO submission states that it had long experience of competency based training that did not meet its needs, for instance, an absence of accredited programs in existence during the need to upgrade skills to achieve tax reform.  Could the ATO detail these difficulties more?  How does the ATO think that such situations can be avoided in the future?

Answer

The ATO has found that competency based approaches work well for generic skill set (eg APS) and clearly identified skill sets that exist across an industry (eg Assessment & Workplace Training). The work environment in the ATO is continually evolving and changing. Competency based training approaches require a significant investment in time and resources to identify needs, build competencies, seek ANTA approval and develop training responses. It has been our experience that by the time the training response is developed, changes in the work environment have made the competencies redundant, resulting in a negative return on investment.

The ATO recommends that competency based approaches be maintained for generic skill sets, because it is only at this level that competency-based training pays-off (eg portability of skills etc.).

22.
What aspects of the Performance Management Scheme does the ATO believe require strengthening and what measures should be undertaken for this to occur?

Answer

The Tax Office is currently reviewing our Performance Management System in line with the findings from 2 recent APS studies relating to Performance Systems –

· Management Advisory Committee (2001) – ‘Performance Management in the Australian Public Service – A Strategic Framework’; and

· IPAA (2001) - ‘Performance Management a Guide to Good Practice’.

Stage 1 of the review was completed and endorsed in September 2002.  As a result the Taxation Office has redefined the objectives and principles of our Performance System.  These objectives and principles are reflected in the draft Agency Agreements.

Stage 2 of the review will define the features of the system and linkages to other parts of the people system.  It will also define organisational tools and assurance process for the Performance System.  Stage 2 is due to be completed by February 2003.

Stage 3 involves building the features and implementing them.  Stage 3 is due to be completed by 30 June 2003.

Findings from the analysis of the performance system revealed five consistent themes underlying the issues in the Tax Office’s performance environment.  These were:

1. Development

2. Alignment

3. Accountability

4. Relationships

5. Participation in the Performance System

These findings contributed to the initial development of the objectives and principles for the future of the Performance System, which were further tested through an extensive consultation process with stakeholders.  

Implications for the Future Direction of the Performance System
By focussing the Tax Office and our resources on the priorities outlined in the proposed objectives, it will be possible to improve the Performance System’s contribution to achieving Tax Office outcomes, whilst also increasing the maturity of our performance environment.  As our performance maturity in these areas improves over time, new and higher level objectives can be developed through future reviews of the Performance System, and new features and processes designed.

The proposed principles provide the operating guidelines for the Performance System, and will assist in ensuring that our employees value and feel comfortable with the System and its objectives, features and processes.

23.
What measures does the ATO believe could be undertaken to improve induction and life cycle learning?

Answer

ATO is looking to improve transfer of learning from the induction process through a number of methods including the use of assessment, use of blended learning approaches, and more extensive use of buddying and mentoring schemes. We are also looking to improve life cycle learning through the development of pathways in professional streams that will include skill and career development training options for employees.

24.
What APS Commission services does your agency use and how effective has it found them?  What percentage of training expenditure, and dollar figure, goes towards APS Commission services?


Answer to be provided at a later stage.

Indigenous Employees

25.
Does your agency participate in the indigenous cadetship program?  If so how many places does it provide and how is this number decided upon.

Answer

The Australian Taxation Office (ATO) is made up of several large business and service lines, each of which its own recruitment strategies taking into account the nature of the business it is operating and its clientele.  While at present there is no active participation in the indigenous cadetship program there are lines that have draft strategies which include the recruitment of an indigenous cadet or graduate.

26.
Does your agency have figures on the retention of indigenous employees?

Answer


Answer to be provided at a later stage.

27.
Could you provide the Committee with figures of how many indigenous employees were employed in your Agency each year for the past five years by classification?

Answer

The ATO has only recently developed the technology to enable the collection of personal diversity data from its employees.  Reports drawn from that data indicate that there are 62 people in the ATO identifying as indigenous.  Given that one third of the ATO volunteered their personal diversity details (this is an expected return) this figure of 62 could be extrapolated to 186.  Prior to the abovementioned technology being developed, the ATO was without the means to collect the data required in questions 26 and 27. 

28. Does your agency, where there is an identified engagement with indigenous communities, have a practice of including in the selection criteria that the position is an identified position?  What are the criteria for identifying jobs that have an engagement with indigenous communities?  Are there any other measures taken to ensure that such positions are filled by indigenous employees or appropriately qualified non-indigenous staff?

Answer

When the ATO’s Indigenous Helpline was established in Alice Springs, the selection criteria did stipulate that the positions were identified.  However, there has since been a restructure whereby the Indigenous Helpline has been absorbed into the Access site and both indigenous and non-indigenous staff deal with all taxpayer queries.  Where there is an identified engagement with the indigenous community, cross cultural awareness training is a regular and on-going process.

29.
Is your agency participating in the Indigenous Employment Group that the APS Commission is co-ordinating in any way?

The ATO has representatives who attend the IEG and who then disseminate the minutes and any other information to relevant contacts throughout the ATO.  Many other staff and management are on the APSC mailing list.

30.
Does you agency provide cross cultural training for non-indigenous people who provide a significant level of services to indigenous people?  How is the need for employees to attend such courses identified

Answer

The ATO provides ongoing cross cultural awareness training for both staff who provide a significant level of service to indigenous communities as well as others.  Usually this training is compulsory for staff working in areas where there is an interface with indigenous taxpayers, but any staff member who has a desire to undertake the training is encouraged to do so.

Some cross cultural training may be negotiated at a local level in areas with a significant indigenous client base. However, this not something that we record or report on internally.
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