Senate Finance and Public Administration References Committee

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

ENVIRONMENT AUSTRALIA (EA)

WRITTEN QUESTIONS ON NOTICE

Introduction

The answers to these questions cover the Department of the Environment and Heritage (known as Environment Australia).  The figures exclude the Australian Antarctic Division which is based in Hobart.  The Bureau of Meteorology became an Executive Agency on 1 July 2002 and is not included in the figures below.

General

1. What percentage of your staff are covered by the Public Service Act 1999? On what terms are other employees of your agency employed?

All Environment Australia (EA) employees are covered by the Public Service Act 1999.

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

N/A

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

Yes.

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

Yes.

5. Can you provide the Committee with the staffing profile each year over the past three years by each classification, State and age group?

Staffing Profile (ongoing and non-ongoing) by classification


EA1/2
EA3
EA4
EA5
EA6
Exec L1
Exec L2
SES

June 2000
154
134
185
121
335
250
117
41

June 2001
151
142
174
148
332
259
124
43

June 2002
133
120
165
149
307
274
111
40

(includes employees on leave without pay)

Staffing Profile by State


ACT
NSW
NT
Norfolk Is
IOT

June 2000
1070
63
185
7
12

June 2001
1096
59
199
7
11

June 2002
1047
44
189
7
12

(IOT – Indian Ocean Territiories)

Staffing Profile by Age


<20
20-24
25-29
30-34
35-39
40-44
45-49
50-54
55-59
60+

June 2000
3
55
190
209
222
241
202
148
51
17

June 2001
3
37
196
229
230
222
198
175
62
21

June 2002
2
60
165
234
207
213
191
155
60
13

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?

EA has developed Recruitment and Selection Guidelines. This document is attached (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.

Recruitment by classification

1999-2000


Engagement (ongoing)
Engagement 

(non ongoing)
Promotion (within agency)
Promotion (from other agency)
Transfer 

(within agency)
Transfer

(from other agency)

EA 1/2
32
83


4


EA 3
11
38
23

8
1

EA 4
19
33
28

14
2

EA 5
10
26
16
2
12
4

EA 6
30
26
43
4
38
7

EA PAO 1
1






EA PAO 2
3
2


1



Engagement (ongoing)
Engagement 

(non ongoing)
Promotion (within agency)
Promotion (from other agency)
Transfer 

(within agency)
Transfer

(from other agency)

EA PAO 3
1
1
1

1
1

EA SENRS


1




EA SPAO1
1



1


EXECTV 1
12
12
16
3
36
9

EXECTV 2
2
3
8

13
2

SES
1
5
5
1
4
1

Total
123
229
141
10
132
27

2000-2001


Engagement (ongoing)
Engagement 

(non ongoing)
Promotion (within agency)
Promotion (from other agency)
Transfer 

(within agency)
Transfer 

(from other agency)

EA 1/2
29
99
1

5


EA 3
11
47
2
1
9
1

EA 4
9
36
15

15


EA 5
11
30
14
3
8
2

EA 6
13
38
21
1
38


EA PAO 1

2





EA PAO 2

3





EA PAO 3




1


EA SENRS
1






EXECTV 1
9
12
15
2
33
6

EXECTV 2
5
4
8

14
2

SES
1

1

4
1

Total
89
271
77
7
127
12

2001-2002


Engagement (ongoing)
Engagement

(non ongoing)
Promotion (within agency)
Promotion (from other agency)
Transfer 

(within agency)
Transfer 

(from other agency)

EA 1/2
25
84


2
2

EA 3
8
69
2

7


EA 4
16
35
7

14
1

EA 5
26
25
12

10
4

EA 6
28
34
24
1
23
2

EA PAO 1
1
1
1




EA PAO 2

2





EA PRNRS
1






EXECTV 1
11
12
30
1
34


EXECTV 2
2
4
7

18
2

SES


1
1
1


Total
118
266
84
3
109
11

Recruitment by five year age group

1999-2000

Age Range
Engagement (ongoing)
Engagement (non ongoing)
Promotion 

(within agency)
Promotion 

(from other agency)
Transfer 

(within agency)
Transfer 

(from other agency)

<20

9





20-24
17
40
5
1
5
3

25-29
33
44
47
3
18
3

30-34
23
28
19
2
29
4

35-39
14
34
19
2
28
6

40-44
20
23
21
1
21
5

45-49
6
24
15
1
16
4

50-54
7
18
12

12
2

55-59
3
6
3

2


60+

3


1


Total
123
229
141
10
132
27

2000-2001

Age Range
Engagement (ongoing)
Engagement 

(non ongoing)
Promotion

 (within agency)
Promotion 

(from other agency)
Transfer 

(within agency)
Transfer 

(from other agency)

<20

11





20-24
17
40
5

4


25-29
26
54
25
2
15
3

30-34
18
46
21
2
22
1

35-39
13
28
8
1
28


40-44
7
36
9
1
25
5

45-49
5
16
5

20
2

50-54
3
16
3
1
8
1

55-59

16
1

5


60+

8





Total
89
271
77
7
127
12

2001-2002

Age Range
Engagement (ongoing)
Engagement 

(non ongoing)
Promotion 

(within agency)
Promotion 

(from other agency)
Transfer 

(within agency)
Transfer 

(from other agency)

<20

15





20-24
20
55
2

2
1

25-29
33
52
23

11
3

30-34
27
45
33
1
19
2

35-39
12
26
11

26
2

40-44
8
21
12
1
25
1

45-49
13
19
3
1
14
1

50-54
4
16


10
1

55-59
1
10


2


60+

7





Total
118
266
84
3
109
11

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.

By area of employment (eg IT, legal etc) 

EA is unable to provide information as figures are not maintained on this basis.

By age Group (ongoing employees only)

The following data only relates to ongoing employees and length of service within the Department.

June 2000

Age Range
<1
1<3
3<5
5<10
>10
Total

20-24
11
17
1
1

30

25-29
29
63
47
11
4
154

30-34
24
46
49
44
24
187

35-39
18
44
53
49
34
198

40-44
17
51
53
47
50
218

45-49
6
28
53
35
66
188

50-54
8
20
27
19
64
138

55-59
3
8
5
9
24
49

60+


6
7
4
17

June 2001

Age Range
<1
1<3
3<5
5<10
>10
Total

20-24
9
6
2


17

25-29
19
63
28
25
3
138

30-34
20
54
36
58
23
191

35-39
8
44
42
79
38
211

40-44
11
38
45
52
49
195

45-49
10
22
34
55
62
183

50-54
6
16
28
38
73
161

55-59

8
9
10
25
52

60+

2
1
10
5
18

June 2002

Age Range
<1
1<3
3<5
5<10
>10
Total

20-24
13
14
3


30

25-29
24
47
33
18
2
124

30-34
20
48
54
59
23
204

35-39
13
23
37
71
47
191

Age Range
<1
1<3
3<5
5<10
>10
Total

40-44
9
26
40
72
49
196

45-49
14
19
26
61
59
179

50-54
3
20
24
39
60
146

55-59

6
7
13
25
51

60+


1
2
7
10

By Classification

The following data only refers to ongoing employees and length of service within the Department.

June 2000

Classification
<1
1<3
3<5
5<10
>10
Total

EA 1/2
20
30
24
14
9
97

EA 3
4
29
16
26
33
108

EA 4
16
37
33
34
40
160

EA 5
12
32
22
17
22
105

EA 6
27
78
96
65
43
309

EXECTV 1
25
56
62
40
61
244

EXECTV 2
6
10
29
22
48
115

SES
5
5
11
4
14
40

June 2001

Classification
<1
1<3
3<5
5<10
>10
Total

EA 1/2
21
22
19
23
9
94

EA 3
7
21
16
23
36
103

EA 4
5
47
20
30
43
145

EA 5
13
26
23
31
25
118

EA 6
13
71
66
103
48
301

EXECTV 1
14
49
54
72
57
246

EXECTV 2
7
11
18
35
46
117

SES
3
6
9
9
14
41

June 2002

Classification
<1
1<3
3<5
5<10
>10
Total

EA 1/2
25
7
21
23
8
84

EA 3
3
15
15
24
26
83

EA 4
10
39
24
29
36
138

EA 5
17
33
23
33
25
131

EA 6
22
44
63
94
59
282

EXECTV 1
12
48
62
82
60
264

EXECTV 2
6
11
12
37
42
108

SES
1
6
5
12
16
40

9. Can you provide the Committee with graduate retention rates by area of study for the past three years?

Area of Study
Number Recruited between 

1999and 2001
Number retained

1999-2001
% of graduates retained

Administration
1
0
0.0

Applied Science
1
1
100

Arts
13
8
61.5

Arts/Engineering
1
1
100

Arts/Environmental Studies
4
3
75.0

Art/Law
5
3
60.0

Arts/Science
4
3
75.0

Communication/

Environmental Science
1
1
100

Environmental Planning
1
1
100

Environmental Studies
5
2
40.0

Law
1
1
100

Political Science
1
1
100

Science
12
7
58.3

Science/ Business
1
1
100

Science/Economics
1
1
100

Science/Engineering
1
1
100

Science/Law
2
2
100

Social Science
1
0
0.0

Technology
1
1
100

Total
57
38
66.6

The current 2002 intake of 23 graduates has not been included in these figures because the graduates are completing the program.  All remain in the Department.

10. Can you provide the Committee with the study done in December 2001 into graduate retention?

The study on Graduate retention is attached (Attachment B).

11. As discussed at the public hearing your agency has a high turnover of staff. Can you provide the Committee with any further information as where your staff are moving?

Most EA separations are the result of non-ongoing contracts expiring.  EA does not monitor the movements of these employees after they leave.  A significant number of ongoing employees are either promoted or transfer at level to other APS positions.  Organisation initiated separations (voluntary redundancies) account for another group of employees leaving EA. 

12. 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?

Environment Australia does not have difficulty in filling Graduate positions.

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

Figures on the percentage of recruits recruited from the private sector are not available. 
Training

14. 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.

Staff development in EA is designed to support the business needs of the agency. Training is managed, funded and delivered centrally where there is a need to and where it is cost effective to do so. EA Divisions have primary responsibility for all other staff development. An outcome of this distributed model is that expenditure statistics have not been coordinated or monitored consistently on an annual basis.

EA estimated total expenditure on formal staff development in 2001 – 02 as a performance measure consistent with our commitment to the Investors in People standard.  Investment in staff development is now being tracked quarterly.

Figures on formal staff development for 2001 –02 are:

Estimated total expenditure:
$1.7m (note)

Estimated expenditure per person
$1,382 (note)

Estimated days spent on training per person  3.6 (note)

Figures on expenditure by type of training are not available although it should be noted that EA has set aside up to $0.5 M in 2002-03 for financial management training.

15. 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? 

Figures on the percentage of training expenditure, and the dollar figure, that has gone to external providers are not readily available however EA has allocated the following amount to centrally funded learning and development program, excluding the EA Graduate Program- see Question 16:

2000-2001
$365,000

2001-2002
$520,000

2002-2003
$574,000 *

*Including an initial allocation of $300,000 for financial training. Final expenditure may vary.

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

The total annual cost per graduate of the EA Graduate program, including recruitment, relocation, salaries and off-the-job training, is approximately $44,200.00.

The annual cost per graduate of the external off-the-job component of the training program is approximately $3,000. This figure does not include on-the-job training which is regarded as the most significant aspect of the EA Graduate program.

17. Does your agency’s Certified Agreement stipulate any training obligations towards staff? If so, what are they and how is compliance monitored? What happens if non-compliance occurs? Does the Agreement contain any other clauses relating to staff training?

The Certified Agreement does not make specific reference to the Department’s training obligation towards employees, however it refers to an annual EA-wide learning and development program as agreed by the EA Executive. The EA People Development Policy commits all Division Heads to an annual quantitative development target of:
· an average investment of $1000 per person; and

· an average investment of 5 days per person.

All non-SES employees are required to negotiate a Performance Agreement under the EA Performance and Development Scheme. Job related learning has been identified as a key responsibility and is mandatory for all employees.  Employees are responsible for ensuring that their capacity to achieve what is expected of them in their current role is improved as a result of the development activities they have been given access to.

Training statistics are collected quarterly as part of EA’s commitment to the Investors in People standard.  These statistics are presented to EA Executive.  Divisions are actively encouraged to meet the set targets.  

The Certified Agreement includes a clause on Orientation.  An Orientation Program is provided on a regular basis to meet the needs of new employees. EA recognises the importance of employees employed with the Agency being made aware of, and remaining familiar with:

· the Agency’s corporate mission, objectives, shared values and goals;

· the roles and responsibilities of the various Divisions;

· their personal rights, responsibilities and role in the Agency; and

· the financial, administrative, legal and human resource management framework of the APS. 

The Certified Agreement also refers to a Study Support Scheme which encourages  employees to undertake formal study in fields which link to the achievement of its corporate goals. 

The Study Support Scheme encourages EA employees to undertake formal courses of study at tertiary and higher education institutions and other vocational education courses by providing access to study leave during normal hours of duty. 

Support will be given to employees who wish to undertake:

· studies to obtain entry into a tertiary institution, a first degree, diploma, associate diploma or any other tertiary qualification that is considered relevant to the APS and provides general benefits to EA;  or 

· second and subsequent qualifications that are considered directly relevant to EA. 

18. Your submission states that the Performance Development Scheme performance agreement, appraisal and feedback phases is an important method of identifying training needs. Can you tell the Committee what percentage of APS staff are covered by such agreements?

94% of eligible ongoing non-SES Employees were covered by performance agreements in 2001-02. Non-ongoing employees who are engaged for a period of up to 3 months are not expected to negotiate an agreement.
19. 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?

External consultants and on the job training are the two major training delivery methods. EA’s learning and development programs take account of annual assessments of corporate learning and individual development needs
20. 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?

Individual development needs are identified through the PDS and are addressed. This method works well for EA.

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

The current suite of development opportunities provided by APSC is relevant and useful, however as trends change so should the direction of the APSC programs. An initiative that would be useful across agencies would be the integration of the Public Service Education and Training Australia (PSETA) training package into the workplace, particularly assisting agencies to align training with the package. This package addresses appropriate competencies at all levels specifically identified by public sector agencies to meet the needs of government business. Aligning the competencies with job specific training requirements would enhance the capabilities of employees and the agencies.  It would also assist in improving the ability for employees to move between agencies. Such training leads to appropriate qualifications recognised across Australia.

22. 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? 

EA believes that both broad, general learning and development and narrowly focused learning and development have merit in terms of individual training plans and for the overall development and career advancement of employees. 

Programs such as the development of leaders, interpersonal skills, organisational understanding and self awareness provide employees with a broader depth of learning and improve their personal abilities to develop into managerial areas, or simply to manage better at work within team environments. On the other hand, more job specific learning that target specific job requirements enable employees to undertake specific job tasks, in both their current and future jobs. 

Using both options of learning and development increases the capabilities of employees as people and as employees within the agency, which improves the capability of the agency to meet its overall objectives. Individual career planning and advancement is the positive outcome of using combined learning and development programs.

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

The forums/network services provided by the APS Commission are very effective.

The Training Calendar and in house delivery are useful in providing for the range of non-agency specific functional training. EA employees participate in the Career Development Assessment Centres (CDAC).

The percentage of training expenditure which goes towards APS Commission services is not available however the dollar figure spent in the 2001/2002 financial year was $178169.

Indigenous employees

24. Does your Indigenous Career Development and Recruitment Strategy include the indigenous cadetship program? If so, how many places does it provide and how is this number decided upon?

The EA Indigenous Career Development and Recruitment Strategy does not include an indigenous cadetship program.
25. Does your agency have figures on retention of indigenous employees?

No, EA employees are not required to self identify and therefore statistical data is incomplete.

26. 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? 

No, EA employees are not required to self identify and therefore statistical data is incomplete.  However we do know that the EA is a significant employer of Indigenous people with a total of approximately 80 indigenous employees currently employed in Kakadu, Uluru and Booderee National Parks and in the Canberra Head Office.
27. 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? 

Yes, where applicable, EA includes in the selection criteria that a position is an identified position.
What are the criteria for identifying jobs that have an engagement with indigenous communities?

An identified position is one in which part or all of the duties involve the development of policy or programs relating to Aboriginal and Torres Strait Islander people and/or involve interaction with Aboriginal and Torres Strait Islander communities, including service delivery. Some Parks Australia positions in jointly managed national parks and in Indigenous program areas within Parks Australia and the Australian Heritage Commission fit this criterion.
Are there any other measures taken to ensure that such positions are filled by indigenous employees or appropriately qualified non-indigenous staff? 

All positions in jointly managed national parks must be selected by a selection advisory committee with a traditional owner representation. Selection advisory committees for other identified positions must have Indigenous representation.
28. Is your agency participating in the Indigenous Employment Group that the APS Commission is coordinating in any way?

Yes, EA does participate in the Indigenous Employment Group.

29. Does your 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? 

Yes, over the past two years cross-cultural training has been made available to staff in all mainland national parks, (Kakadu, Booderee, Uluru), Norfolk Island and central office. EA Graduates also attend cross-cultural training.
Attachment A

[image: image4.wmf] Chart 1 Staff movements in ALD, AWHD, EQD, MWD and NHD

0%

20%

40%

60%

80%

100%

Promotion/Transfer

Appointment

Non-ongoing to ongoing 

Jan-Jun00

Jul-Dec00

Jan-Jun01

Jul-Dec01


RECRUITMENT AND SELECTION

GUIDELINES AND PROCESS
TABLE OF CONTENTS








PAGE NO.

SECTION 1 – INTRODUCTION………….....................................................………….4

1.1Purpose…............................................................................................... 4

1.2 Scope…................................................................................................. 4

1.3   Principles……......................................................................................4

1.4   Legislative Framework.................................................................
4

1.5   Delegates Powers And Responsibilities...............................................5

1.6   Definitions........................................................................................    5

SECTION 2 - CONSIDERING RECRUITMENT………..............................…………
 

5
2.1   Types of Recruitment......................................................................... .5


2.1.1
Ongoing Engagement........................................................ 5


2.1.2
Non-ongoing Engagement................................................  5

2.2   Analysing the Job and Developing Selection Documentation….......  5

2.3   Other Considerations Relevant to Recruitment..................................  6


2.3.1
Priority Placement Register.............................................   6


2.3.2
Mobility Register.............................................................  6


2.3.3
Remote Mobility..............................................................  6


2.3.4
Medical Redeployment of Employees.............................  7


2.3.5
Excess Employees............................................................  7


2.3.6
Medical Requirements.....................................................  7


2.3.7
Disabilities........................................................................ 7


2.3.8
Reasonable Adjustment.................................................... 7


2.3.9
Security Standards.............................................................7


2.3.10
Period SAC’s Reports Valid............................................  7


2.3.11
Nationality...............................................................…………….  7

SECTION 3 – ONGOING VACANCIES.....................................................…………..                   .   8
3.1   Determining the Appropriate Selection Method................................  8

3.2   Advertising........................................................................................   8


3.2.1
Gazette Advertising…......................................      
8


3.2.2
Coordinated Press Advertising…….................................. 8

3.3   Selection Advisory Committee.........................................................
 8

3.4   Role of Convenor.............................................................................    9

3.5   Undertaking the Selection.................................................................   9


Phase 1

1 3.5.1Shortlisting..............................................   9




3.5.2
Assessment Procedures.........................  10




3.5.3
Referee Input........................................
10


Phase 2 -
3.5.4
Documentation.................................…
10

3.6   Commencing Salary............................................................................11


3.6.1
Salary on Engagement/Promotion....................................11


3.6.2
Salary on Movement at level from another Agency.........11


3.6.3
Salary on Movement at level within EA………………   11

SECTION 4 – NON-ONGOING VACANCIES.........................................…………….
11

4.1   Temporary Reassignment of Duties at Level or a Higher Level.........12

    4.1.1
Salary on Temporary Reassignment of Duties at Higher Level.    13

    4.1.2
Salary on Temporary Reassignment of Duties at Level………     13

4.2   Non-ongoing Engagement................................................................   13


4.2.1
For a Specified Term or Duration of a Specified Task.....
13


4.2.2
Irregular or Intermittent Duties.......…………............….
13


4.2.3
Salary for Non-ongoing Employees..................................
13

SECTION 5 - REVIEW MECHANISMS.............................…………………………     …
13

Attachment A – Salary Scales as at 3 August 2000………………………14



- Salary Scales as at 2 August 2001……………………  15

Attachment B – Priority Placement Register Guidelines…………………16

Eligibility for placement on the Priority Placement Register        16

Delegations………………………………………………………17Assessment and Reassignment…………………………………..
17


Availability………………………………………………………
17



Feedback………………………………………………….……...
17


People Management Branch Role………………………………..
17


Special arrangements…………………………………………….
18


No right of refusal………………………………………………..
18


Redundancy………………………………………………………
18


Job swaps…………………………………………………………18


Reassignment at a lower level……………………………………
18

Retention Arrangements………………………………………….18

Employees returning from working in another agency or


From extended leave etc……………………………………….
19

 SECTION 1 -INTRODUCTION

1.1   Purpose

The purpose of these guidelines is to facilitate the effective recruitment and selection of quality employees to enable the Agency to meet its business objectives.  These guidelines are one of a range of components that will enable the workforce of EA to be of the highest calibre.

1.2   Scope

These guidelines shall apply to all non-SES ongoing and non-ongoing recruitment conducted within the Department of the Environment and Heritage - Environment Australia including Parks Australia.

1.3   Principles

The principles of merit, equity, procedural fairness, workplace diversity and natural justice underpin the recruitment and selection process.

The Secretary (or delegate) will determine whether employees are to be recruited to EA on an ongoing basis or for a specified period, having regard to effective resource management, organisational requirements and priorities of EA, and the career management and development needs of existing employees. The Public Service Act 1999 maintains the concept of a career Service.

The claims of EA excess employees will be considered prior to any decision to advertise a vacancy outside EA (refer 2.3.1 and 2.3.5).

1.4   Legislative Framework

The legislative framework covering recruitment and selection can primarily be found under the Public Service Act 1999 and associated Regulations, the Public Service Commissioner’s Directions and Agency Head Determinations.

In addition there are a number of other sources of legal obligations, these being:
Administrative Law Framework

· Administrative Decisions (Judicial Review) Act 1977

· Freedom of Information Act 1982

· Privacy Act 1988
Discrimination Legislation

· Racial Discrimination Act 1975

· Sex Discrimination Act 1984

· Human Rights and Equal Opportunity Commission Act 1986

· Disability Discrimination Act 1992

Industrial Relations Framework

· Workplace Relations Act 1996

· Current EA Certified Agreement

· Departmental Australian Workplace Agreements

· EA Work Level Standards
Spent Convictions provisions in part VIIC of the Crimes Act 1914
The various lease agreements relating to the jointly managed Parks are also a legal obligation.

1.5   Delegates Powers And Responsibilities

Delegates must satisfy themselves that the selection process conforms to the merit principle before approving the Selection Advisory Committee’s recommendation.

Delegations for promotion, movement and ongoing engagement are generally held at the Assistant Secretary level for vacancies up to and including Executive Level 2 and equivalent classifications. 

Delegations for engaging non-ongoing employees are held at the Section Head level (EA Executive Level 2) for initial periods up to 12 months.  Park Managers at the EA Executive Level 2 classification should note that their delegation is limited to initial periods up to 6 months with the ability to approve further extensions of the initial contract for a further 6 months.  Park Manager delegations may only be exercised in relation to engagement of non-ongoing employees up to the EA 6 level.

1.6   Definitions

In this policy:

“Convenor”
means the person responsible for managing a selection process

“SAC”



means Selection Advisory Committee which is managed by 

a Convenor

“temporary reassignment
means movement to undertake duties either at level or at a 

     of duties”


higher level that is not of a ongoing nature

SECTION 2 - CONSIDERING RECRUITMENT

2.1   Types of Recruitment

There are two methods of filling vacancies - ongoing or non-ongoing.

2.1.1
Ongoing Engagement

A vacancy may be filled on an ongoing basis when it is critical to continuing operational needs.

2.1.2
Non-ongoing Engagement

A vacancy may be filled on a non-ongoing basis when:

· the vacancy is temporary in nature ( eg. someone is on leave but the job still needs to be done); 

· pending ongoing filling;

· a specific task or project needs to be undertaken for a finite period of time; or


· the duties are irregular or intermittent.

2.2   Analysing the Job and Developing Selection Documentation

Selection documentation must be reviewed in accordance with the EA Work Level Standards prior to commencing any recruitment action.  Failure to do so can hinder the recruitment process and effective selection.

Job profiles should clearly detail the duties to be performed and identify the skills, experience and abilities the agency is seeking in applicants for the vacancy.

Selection criteria should be confined to no more than four to five criteria.  In addition, the selection criteria must include reference to the social justice principles of equity and diversity and to occupational health and safety in the workplace.  The reference to these issues should be appropriately built into the selection criteria rather than having a separate criterion at the end.  For example, for a vacancy with managerial responsibilities the selection criterion could read:

· Extensive experience, and superior ability, in the management of people to achieve high quality outcomes including the ability to ensure the principles of equity and diversity, workplace participation and occupational health and safety are preserved and practiced in the work area.

For a vacancy which requires no supervisory or management role an appropriate selection criterion could read as follows:

· The ability to work effectively as a member of a team, embrace change and practice or be aware of the principles of equity and diversity, workplace participation and occupational health and safety in the work area.
Selection criteria can be weighted.  Where the selection criteria are not evenly weighted then the documentation should be prepared so that the order of importance is clear.

2.3   Other Considerations Relevant to Recruitment

2.3.1
Priority Placement Register

A Priority Placement Register may operate from time to time within EA for the purpose of placing ongoing employees of a Division, Branch or Section which is downsizing or a program which is coming to the end of funding.  The Recruitment Unit will provide Divisions with information on those employees requiring placement for particular programs.  This Register will operate centrally with the registered employees being assessed in isolation from, and not in competition with, other applicants where an appropriate vacancy at level has been identified.  This will occur prior to the vacancy being advertised.

Refer Attachment B for more detailed information relating to the Priority Placement Register including the delegation relating to the approval of the selection process.

2.3.2
Mobility Register

Flexible mobility arrangements are an important component in promoting the development of a skilled and flexible workforce.  Mobility can also be an effective strategy to assist staff who are seeking career development.  To facilitate mobility, EA has established a Mobility Bulletin Board on the Intranet.  Managers looking to fill a vacancy on either an ongoing or long-term non-ongoing basis are encouraged to check the Mobility Bulletin Board for suitable staff.

2.3.3
Remote Mobility

While remote locality employees may use the Mobility Bulletin Board, EA is committed to facilitating their movement through the establishment of a Parks Staffing Committee of senior management representatives.  The Committee will address reabsorption of employees after a term placement and other staff movement requirements.  

2.3.4
Medical Redeployment of Employees

Employees who have a medical condition in which they are medically restricted from being redeployed within their home Division should be considered for both ongoing and long term non-ongoing vacancies.  Both Administrative Support Units and contact officers for vacancies will be advised of employees requiring redeployment on medical grounds – the principle of reasonable adjustment should be taken into account (refer to Section 2.3.8).

2.3.5
Excess Employees

Applicants who are identified as “excess” or “potentially excess” employees of EA must be considered in isolation from, and not in competition with, other applicants.  If the excess employee is capable of performing the duties of the vacancy immediately or within a reasonable period (usually 3 months), the excess employee should be moved into the vacancy.  Refer Attachment B for delegation levels relating to the approval of the selection process.

2.3.6
Medical Requirements

Medical fitness for duties does not form part of the merit selection process. Where SACs have any concerns or requirements in relation to medical fitness, they should discuss them with the Recruitment Unit (refer 2.3.7 and 2.3.8).

2.3.7
Disabilities

When compiling Orders of Merit, assessment of employees with disabilities should be based only on those duties that are the inherent requirements of the vacancy, taking into account the principle of "reasonable adjustment”.

In all cases the merit principle still applies.  If after "reasonable adjustment" principles are considered and the person with a disability meets minimum requirements but does not rate as highly as other employees for a particular vacancy, they should be rated accordingly.

2.3.8
Reasonable Adjustment

Reasonable adjustment means realistic alterations that can be made in the work environment.  Reasonable adjustment does not mean giving advantages to people with disabilities at the expense of others and is not intended to be positive discrimination.  It is intended as a means of removing barriers so that people with disabilities can do a job to the same level of efficiency without the disadvantaging effects of the disability.

2.3.9
Security Standards

Where an advertised vacancy is a designated security position, requirements should be discussed with the Security Unit.

2.3.10
Period SAC's Reports Valid 

For the purpose of selection for engagement, promotion and movement, SAC reports and the order(s) of merit established, will remain current for a period of 12 months from initial advertising date, and may be used for the filling of subsequent and/or similar vacancies.

2.3.11
Nationality

Generally, all employment in the APS is restricted to Australian citizens, however in some circumstances the Agency Head may engage a person as a non-ongoing employee who is not an Australian citizen. Managers should check with Recruitment regarding visa or other requirements.

SECTION 3 - ONGOING VACANCIES

3.1   Determining the Appropriate Selection Method

A vacancy may be filled permanently by:

· moving an ongoing  employee at their classification (with or without a merit selection process); or

· promoting an ongoing employee or engaging an employee to fill the vacancy through a merit selection process.

NB:  The Secretary or Delegate may move an ongoing employee at level to an ongoing vacancy at any time during a selection exercise.

3.2   Advertising

3.2.1
Gazette Advertising

· All ongoing vacancies that are to be filled through promotion or engagement must be advertised in the Gazette.

· All Gazette advertising will be undertaken centrally by the Recruitment Unit.

· The Gazette is open to all Australians.  The only exception to this is where it is considered necessary to restrict access to a particular vacancy to eligible APS employees.  However, a vacancy can only be identified as closed on the grounds of cost or operational efficiency.  Requests of this nature will be considered by the People Management Branch following a recommendation from the relevant Branch Head.

3.2.2
Coordinated Press Advertising

· The decision to advertise in the press is a matter for Branch Heads.

· To reduce press advertising costs, all press advertising will be coordinated centrally by the Recruitment Unit.  If the vacancy is to appear in the same paper and week as another vacancy within the Department, it will appear as part of a composite advertisement.

· All areas in the Department will prepare their initial press documentation (using the approved template on the Intranet), and forward it to the Recruitment Unit via email for action.  

3.3   Selection Advisory Committee

The SAC should comprise:

· a Convenor - This person should be someone with managerial or supervisory responsibilities in relation to the vacancy and who is at least one classification level above that of the vacancy; and


· at least one other member - This person should be at the same classification or higher than the vacancy.

There are no other specific requirements for SAC membership, other than the responsibility to accommodate the diverse backgrounds and experiences of applicants by ensuring that any assessment process is sensitive to cultural issues and workplace diversity principles applying in the APS, eg identified indigenous vacancies.  

The composition of SACs in the Parks may also have other requirements that relate to the management arrangements of the Parks, eg a requirement for traditional owners to be members of the SAC.  Particular requirements should be checked with the Recruitment Unit, the appropriate Park Administrative Support Unit or the relevant Park Manager.

The primary role of the SAC is to make a “merit based” recommendation to the Delegate as to who should fill the vacancy.  In making its recommendation, the SAC will identify the process it has undertaken and will provide, where applicable (in cases of more than one person in contention), a comparative analysis of those applicants who were in strong contention for the vacancy.

The SAC is also required to make notes (which may be hand written) outlining the deliberations of the SAC relating to the interviewees, on the selection process and on individuals who were shortlisted, and issues relating to the final decision.  There is a requirement to offer verbal feedback to shortlisted candidates once the Delegate has made his/her decision.  These notes need to be retained until the appeal period has passed.

3.4   Role of Convenor

The SAC Convenor is responsible for the efficient management of the selection process and will ensure that the process complies with legislative requirements and the provisions of these guidelines.

It is preferable that the Convenor be the primary contact point for potential applicants.  This will enable clarification of job requirements and the opportunity to make it clear that only applicants with strong claims will be considered.

In most cases, applications are received directly by the contact officer.

3.5   Undertaking the Selection

SACs should not place undue emphasis on interviews where they are used as one of the assessment methods (selection needs to be based on a range of factors).

There is no requirement to short list internal applicants, however, the SAC should provide feedback to those internal applicants not short listed prior to commencing further assessment.

SACs are not required to provide extensive documentation on reasons for not short listing applicants.  A brief note on the cover of their applications is sufficient eg “applicant meets criteria but not to same degree as other applicants”.

3.5.1
Shortlisting

The key points to keep in mind are that:

· rigorous shortlisting should be applied (only those assessed as having strong claims should be included); 

· final shortlists should, in general, be limited to no more than two to three applicants per vacancy (in some cases it may be that only one applicant is short listed for further assessment); and

· the method of shortlisting and final assessment is a matter for each SAC to determine having regard to the options set out in the following sub-section.

3.5.2
Assessment Procedures

There are several methods of assessment that the SAC can use for the purpose of selecting employees.  The methods which are most commonly used are outlined below:

Option 1:

· shortlist from applications;

· shortlisted applicants' referees contacted for the purpose of verifying claims made by the applicant and clarifying any concerns.  Further shortlisting can result from this; and

· finalise selection by making an assessment of those in prime contention for the vacancy based on application and referee input.  This is a legitimate method of selection and is the primary focus of selection decisions in a number of agencies.

OR
Option 2:

· shortlist from applications for the purpose of interviewing;

· finalise shortlist after conducting interviews; and

· contact referees for the final shortlisted candidates, ie, those in close contention for selection.  When speaking with referees, seek verification of claims made by candidates in their applications and discuss any concerns the SAC may have in regard to the applicant.

· finalise selection by making an assessment after referee input has been considered, work samples have been examined and/or performance tests have been conducted (written and/or practical).

3.5.3 Referee Input

Referee input is an essential component of the selection process.  Referee input for the preferred candidate is a minimum requirement of the selection process.

It is highly preferable that SACs make direct contact with referees rather than relying on written reports presented by applicants.  In some cases, written reports are unavoidable particularly when a member of the SAC has been asked to provide a report for one of the candidates - if this situation occurs the SAC member should write the referee report prior to undertaking the selection exercise.

Key points obtained from referees should, as a general rule, be documented and read back to them for verification.  Any adverse comments obtained from referees should be provided to the applicant for comment prior to the process being finalised in order to satisfy the natural justice principles.

NB:  It is often advisable to contact referees not specifically nominated by applicants.  This is particularly important where the applicant’s “current supervisor” has not been nominated.
3.5.4
Documentation

SACs are required to use the reporting template on the Intranet.  This reduces the amount of documentation required.  The individual merits of the top candidates are to be reflected in the comparative assessment.  Separate individual assessments are not required.  SACs should, however, retain sufficient information regarding their deliberations on which to provide feedback 

and/or counselling to those candidates who ultimately were not in contention for the vacancy.  SACs will provide the opportunity for either verbal or written feedback to applicants from within EA to ensure appropriate development is identified where necessary.

3.6   Commencing Salary

3.6.1 Salary on Engagement/Promotion

The presumption is that minimum salary for a particular office will normally be appropriate for a new recruit.  The basis for this presumption is that the minimum salary point of a classification is determined based on the expectation that the new recruit is fully competent or will quickly become so.  However, engagement with EA or promotion within EA, the salary payable to the preferred candidate may be at any point in the applicable salary range (refer Attachment A for salary rates) having regard to the experience, qualifications and skills of the employee.  The Agency Head (delegate) will determine whether the experience, qualifications and skills warrant above base salary.

The recommendation for salary point must accompany the recommendation to the delegate of the preferred candidate.  However, there is scope for the delegate (refer 1.5 for level of delegations) to amend the employee’s commencing salary point at a later stage where it is found that the employee’s salary was set at an inappropriate point in the range and this is beneficial to the employee.

3.6.2
Salary on Movement at level from another Agency

The salary on movement will generally be the salary that the employee is on immediately preceding the movement.  However, where the employee is on a salary point that exceeds the maximum salary point of the classification within EA there is the facility for the employee to maintain that salary point.  The employee’s salary will effectively be frozen until their salary is absorbed by EA pay increases.

The Branch Head or the Secretary (depending on the classification level - refer Section 

1.5) has the delegation to approve this.  The issues that should be considered when making a decision in relation to this are:

· whether the employee has already agreed to move based on the reduced salary;

· current market forces; and

· how the decision may impact on employees within the work area.

Recruitment staff are available to assist panels at any stage in the process.

NB:  As a consequence of the reduced documentation requirements, scribes should no longer be contracted to document selection outcomes.

3.6.3 Salary on Movement at level within EA

An employee’s salary point is not negotiable on movement at level within EA.

SECTION 4 – NON-ONGOING VACANCIES

Long term temporary reassignment of duties are very disruptive, and can lead to a “domino effect” of long term temporary reassignment of duties arrangements across the Department.  These arrangements are not appropriate methods of filling non-ongoing vacancies for periods greater than 12 months.

Consequently, where a vacancy occours for a period greater than 12 months due to extended leave or other staffing arrangements, Branch Heads are expected to fill the vacancy on an ongoing basis.  On the return of the staff member, the home Branch will be expected to place them.  If this is not possible, the home Branch will continue to bear the staff member’s salary cost until they are suitably redeployed.

Alternatively, non-ongoing vacancies may be filled by:

· an ongoing employee on temporary reassignment of duties (refer 4.1); or

· a non-ongoing employee where the duties are of an intermittent or irregular nature; or

· a non-ongoing employee where the job is for a specific purpose or a finite period - usually project oriented.  Any proposal to fill a vacancy in this way should initially be referred to the Recruitment Unit.  Vacancies to be filled by such an arrangement for more than 12 months are required to be advertised in the Gazette.

NB:  A non-ongoing employee whose initial engagement is greater than 12 months or has their engagement extended past 12 months must be selected as a result of a merit selection exercise.

4.1   Temporary Reassignment of Duties at Level or a Higher Level

Non-ongoing vacancies (for periods up to 6 months) may be filled by ongoing employees at the Section Head’s discretion.

The key principles relating to non-ongoing filling are:

· should a vacancy not be filled, other employees in the work area will not be expected to perform any of the duties from that vacancy without a compensating loss or reprioritising of parts of the normal workload.  This will be addressed in consultation with affected employees;


· the decision to fill a short term vacancy (ie for periods up to 6 months) will be made by the manager of the particular area having regard to the operational requirements of the area at that time;

· managers will consider alternative methods of addressing the additional demands/workload arising out of short-term vacancies before filling vacancies on temporary reassignment of duties, including:

· the supervisor assuming overall responsibility for the work, and allocating tasks to employees (at an appropriate level) as needed; and 

· postponing non-essential work for the duration of the vacancy, with other employees at that level in the work area undertaking essential tasks as necessary;

· chains of temporary reassignment of duties will be avoided;


· temporary reassignments to duties at a higher level are to be kept to the minimum needed for the effective and efficient operation of the Department.  Work plans should incorporate provision for normal periods of absences of staff members in estimating achievable outcomes;


· consideration should be given to temporarily reassigning the duties to other employees at level to fill short term vacancies or redistributing work;


4.1.1 Salary on Temporary Reassignment of Duties at Higher Level

Employees who are required to temporarily perform duties of a higher classification (other than SES) will be paid a loading based on the salary point within the classification range as determined by the Manager. The Manager can determine the salary point to be any point within the range having regard to the work to be undertaken and the employee’s capacity to undertake the work.
4.1.2 Salary on Temporary Reassignment of Duties at Level

An employee’s salary point is not negotiable on temporary reassignment of duties at level.

4.2   Non-ongoing Engagement

In general, engagement of non-ongoing employees should be considered as a last resort option for filling short-term vacancies.  Managers will be expected to exhaust recruitment avenues through temporary reassignment of duties before considering the engagement of non-ongoing employees.

4.2.1
For a Specified Term or Duration of a Specified Task

Non-ongoing employees are often engaged to backfill a vacancy where a staff member is on leave or on temporary reassignment of duties for a short period. Non-ongoing employees can also be engaged for a specific purpose (eg to complete a project which has an end date). A merit selection exercise is required if it is likely that the non-ongoing employee will be extended beyond 12 months.

4.2.2
Irregular or Intermittent duties
Non-ongoing employees may be engaged to undertake duties that are irregular or intermittent, for example, extra rangers are required in the national parks at the peak of the tourist season. These people may work set hours each week or may be paid according to timesheet forwarded to Personnel.

4.2.3 Salary for Non-ongoing Employees

The salary for a non-ongoing employee will generally be the minimum point of the classification range.  However, the delegate may approve a higher salary point within the range having regard to skills, qualifications and experience (refer Attachment A for salary rates).  Non-ongoing employees are not eligible for salary advancement in line with the provisions of the annual common pay progression date unless their initial employment contract is greater than 12 months.

SECTION 5 - REVIEW MECHANISMS

There are formal review mechanisms available to employees in relation to recruitment and selection decisions.

Employees who wish to obtain further information about this, or wish to discuss any concerns about a recruitment/selection process should contact the Recruitment Unit.










ATTACHMENT A

EA Salary Scales as at 3 August 2000

EAs

Public Affairs Officers


EA Executive Level 2
$79,173
EA SPAO 2
$83,145


$76,611




$71,289
EA SPAO 1
$79,173


$67,575





EA PAO 3
$76,611




$71,289

EA Executive Level 1
$65,100

$67,948


$63,266

$61,631


$58,589





EA PAO 2
$55,125




$51,975

EA Level 6
$54,075

$49,875


$49,875




$46,725
EA PAO 1
$45,920




$43,731

EA Level 5
$45,920

$42,242


$43,731

$39,145


$42,840





Research Scientists




EA SPRS
$105,653

EA Level 4
$42,242

$96,896


$40,163




$39,145
EA PRS
$91,680




$89,228




$86,772

EA Level 3
$38,462

$84,467


$35,811

$81,870


$34,924





EA SRS
$80,520




$76,611

EA Level 1/2
$34,190

$71,289


$32,177

$67,575


$30,254




$29,292
EA RS
$65,100


$28,330

$63,266


$26,407

$58,589




$51,075




$49,875

EA Salary Scales as at 2 August 2001

EAs

Public Affairs Officers


EA Executive Level 2
$81,548
EA SPAO 2
$85,639


$78,909




$73,427
EA SPAO 1
$81,548


$69,602





EA PAO 3
$78,909




$73,427

EA Executive Level 1
$67,053

$69,986


$65,164

$63,480


$60,347





EA PAO 2
$56,779




$53,534

EA Level 6
$55,697

$51,371


$51,371




$48,127
EA PAO 1
$47,298




$45,043

EA Level 5
$47,297

$43,509


$45,043

$40,319


$44,125





Research Scientists




EA SPRS
$108,823

EA Level 4
$43,509

$99,803


$41,367




$40,319
EA PRS
$94,430




$91,905




$89,375

EA Level 3
$39,615

$87,001


$36,886

$84,326


$35,972





EA SRS
$82,936




$78,909

EA Level 1/2
$35,216

$73,427


$33,143

$69,602


$31,161




$30,171
EA RS
$67,053


$29,180

$65,164


$27,199

$60,347




$52,607




$51,371

ATTACHMENT B

PRIORITY PLACEMENT REGISTER GUIDELINES

These guidelines cover the operation of EA's Priority Placement Register.  The purpose of the register is to help facilitate the permanent placement of employees who are potentially excess or formally declared as excess employees
.

Within EA, the Secretary (delegate) will take all reasonable steps, consistent with the interests of the efficient administration of EA, to transfer a potentially excess or excess employee to suitable duties at the same classification level within EA.

It is important that the PPR and these guidelines are seen in a positive light with managers showing the same consideration of the merits of these employees as the manager would expect for themselves. 

The Priority Placement Register does not apply to jobs in Parks which are jointly managed with Traditional Owners (Kakadu, Uluru - Kata Tjuta and Booderee).  Redeployees on the Register who are seeking employment in the jointly managed Parks should apply for advertised vacancies and be considered through the normal merit selection process, which involves Traditional Owners.  Placement within Parks Australia will be considered by the Parks Staffing Committee.

Background

Clauses 152-157 of the EA Certified Agreement 2000-2002 (EACA) cover redeployment and establish the Priority Placement Register.  Clauses 180-187 of the EA CA cover redundancy retention periods.

Eligibility for placement on the Priority Placement Register

A Division Head may place an employee on the Priority Placement Register where the home Division is not able to place an affected employee for one of the following reasons: 

· the employee's duties are no longer required as a result of a restructure;

· the employee's duties will not be required within the near future because of workload changes related to the wind down of a taskforce, work function or budgetary decisions and the employee is not able to find a job in EA through normal merit selection processes within 3 months of being advised of the wind down etc;

· the employee is 'in scope' as a result of a decision to outsource services following a market testing exercise; 

· on returning from working in another agency or from extended leave a Division has no suitable vacancies, and the employee is not able to find a job in EA through normal merit processes within 3 months of return; or

· for any other reason approved by the Secretary.

The Division Head may formally advise the employee that they are potentially excess or may recommend to the People Management Branch (PMB) that the delegate declare the employee excess.  A copy of any advice sent by the Division Head is to be sent to the PMB so that the person can be included on the Register.

It is important that managers advise employees moving to taskforces, temporarily working in another agency or going on long term leave without pay of the possibility of being placed on the PPR 3 months after they have returned to their Division.

Delegations

Where an employee on the PPR has been referred for assessment for a vacancy the delegation for approval of that selection process is held in the PMB at the Branch Head and Director levels.  This includes approval of any selection reports undertaken after a PPR employee has been assessed as unsuitable.

Assessment and Reassignment

An employee on the Register will be reassigned to other duties at level on a priority basis if they are assessed as suitable to perform the duties of a vacant job or suitable within a reasonable timeframe (usually 3 months).  These employees will be considered outside the normal selection process and in isolation to other applicants.

The assessment should abide by the EA Recruitment and Selection Guidelines and Process with the Selection Advisory Committee (SAC) making a recommendation to the delegate – in this case the delegate is either the Branch Head of PMB or one of the three PMB Directors (usually the Director, Personnel Operations and Resources - refer above).

Consideration in isolation will only apply to ongoing vacancies.  Employees will only be considered for temporary reassignment as part of a normal merit selection process.

Availability

An employee on the Priority Placement Register who is offered a job within EA will be released by their current Branch Head no more than four weeks after the employee advised the Branch Head.  This timeframe may be negotiated between the respective Branches but the gaining Branch Head has the final approval.

Feedback

It is the responsibility of the SAC to provide appropriate feedback to the employee following finalisation of the selection process particularly in the event that the employee has been found unsuitable.  This feedback should be well structured and provide suggestions that may improve the employees chances of gaining ongoing employment in the future.

Feedback should be provided to the employee on the progress of the selection exercise by the SAC.

People Management Branch Role

The People Management Branch (PMB) may nominate a corporate representative to any EA selection process involving an employee on the Priority Placement Register.  The PMB, with the agreement of the home Division, may arrange training for a potentially excess employee to improve their redeployment prospects, all costs to be met by the home Division.

Employees placed on the Priority Placement Register will be given reasonable assistance by the PMB or the home Division to develop a CV including an outline of their skills and knowledge, costs to be met by the home Division.

Also refer to the section above on Delegations in regard to PMB’s involvement in selection exercises.

Special arrangements

The Secretary may make further special arrangements to apply to staff who are 'in scope' following a decision to outsource services following a market testing process.  Special arrangements for corporate outsourcing are appended.

No right of refusal

It is recognised that there are obligations on both recruiting areas and the employees on the PPR.  In keeping with this an employee who is referred from the PPR and assessed as suitable or suitable within a reasonable period for a vacancy will not have the right of refusal in the hope that other, more acceptable, jobs will become vacant.

Redundancy

Where a potentially excess employee is unable to be redeployed under the Priority Placement Register within a reasonable timeframe (usually 3 months), the home Division may request that the employee be formally declared excess to requirements in which case the redundancy provisions of the CA would apply.  In some cases it may be appropriate to declare an employee excess at an earlier or later stage. 

Job swaps

The Branch Head of PMB, where there is a business case, may facilitate job swaps at the same level between potentially excess EA employees who wish to remain employed and are assessed as suitable for available duties in EA and EA employees who wish to be redundant.  Job swaps may be facilitated for an excess employee from the time when a formal offer of voluntary redundancy has been made up to the end of the one-month period for acceptance of the offer.

Reassignment at a lower level

A potentially excess employee who is unable to be redeployed at level within EA can, at their request, be redeployed on duties for which they are suitable at a lower classification level.

Retention arrangements

An excess employee who has elected not to take a VR package may work out the specified retention periods - ie, 7 months or 13 months where the employee has 20 or more years of service or is over 45 years of age.

During the retention period the delegate:

· will continue to take reasonable steps to find alternative employment for the employee; and 

· may, with 4 weeks notice, move the excess employee to a job with a lower APS classification.  The employee will receive income maintenance to maintain their salary at the previous higher level for the balance of the retention period.

Employees returning from working in another agency or from extended leave etc

Returning employees are not immediately eligible to be placed on the Priority Placement Register.  They may compete on merit for any EA vacancies.

Pending permanent placement, returning employees are the responsibility of their former workplace in the Department; ie where the function that they were previously undertaking is now placed, and that Division must provide suitable short-term duties and payment of salary.

Divisions and Branches are responsible for monitoring their staffing requirements, including forward planning in relation to the placement of employees returning to their Division.  In filling vacancies managers should consider whether there are employees returning within a reasonable timeframe, say next 3 months.  It is not acceptable practice to fill jobs and then seek to have the names of returning employees at level placed on the Priority Placement Register, where that employee has not been considered for the vacancies.

If a returning employee has not found a job within a reasonable timeframe (usually 3 months) and the home Division is not able to place them, the Division Head may formally advise the employee that they are potentially excess and place them on the Priority Placement Register.

Attachment B
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Minute

Graduate Development Program (GDP)

Graduate Retention 

Background

In April 2001 a paper explored the possibility of increasing graduate numbers for the 2002 intake. Statistics showed that the retention rate had improved significantly over recent years. 80% of graduates recruited between 1994 and 2000 were still employed by the agency. However since then figures have dropped to 47% with significant losses occurring from the 1999 and 2000 intakes.

The GDP is the premier recruitment and development program within EA. It facilitates the regular intake of highly qualified graduates with development potential. Graduates are involved in a highly competitive process to gain a place on this program.

The graduate intake was increased from approximately 8 to 20 per year in 1999 based on workforce planning data which suggested that the Department was having difficulty in recruiting to, and retaining staff at, the EA 5 and 6 level. Further graduate recruitment was seen as a way of enhancing the feeder group for middle management ranks of EA as well as improving the retention rate at these levels. 

A large investment is made in the graduate program both in terms of dollars spent (approximately $800,000 per year) and resources devoted to ensuring a successful program.

Graduates are advanced to EA 4 positions at the end of the graduate development year and are treated as normal EA staff after the program finishes.

Graduates are not leaving because there is something wrong with the work environment or culture.

Workforce Assessment

· Between January 2000 and December 2001, 354 staff movements occurred at the EA5, EA6 and EL1 levels. Of those 279 were in ALD, AWHD, EQD, M&WD and NHD, the Divisions where graduates tend to be employed. These are shown in Chart 1.

· 194 were filled by internal promotion or transfer (69%)

· 38 were filled by appointment (13.6%) and

· 29 were filled by non-ongoing employees being made ongoing(10.3%).
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Given the number of promotions and transfers that could absorb the graduates, an annual intake of 20 is realistic.

Graduate statistics

· 96 graduates have been recruited since 1994 including 20 in the current intake who are still all employed by EA.

· 40 of the 76 graduates employed between 1994 and 2000 have left the Department (52.6%)

· Of the 40 who have left

· 19 (48%) are in other APS Departments, (AGO 5, AGs 3, PM&C 3, Defence 2, DVA 2, DFAT 1, Immigration 1, ISR 1, GBRMPA 1.)

· 6 are on LWOP ( including study leave)

· 15 have resigned

· The 56 remaining graduates (including the 2001 intake) have nominal placements in the following Divisions. Full details are at attachment A.

Division
No of graduates

M&WD
15

EQD
10

NHD
10

SDD
8

AWHD
5

ALD
5

AAD
2

PCD
1

PA
0

SSD
0

· It is a little surprising that the highest substantive classification level that a graduate has reached since 1994 is an EL 1. The nominal levels at December 2001 including the 2001 intake are

Level
Number

EL1
12

A/g EL1
5

EA 6
14

A/g EA 6
6

EA 5
0

A/g EA 5
13

EA 4
6

· 42.8% of graduates are in temporary reassignment of duties at higher level positions

· The median length of time for promotion to the EA 6 level is 2 years and 3 months

· No statistics are available to determine whether EA attracts graduates from other Departments.

Issues

We have done a comprehensive study including talking to the 1999 and 2000 graduates. 

In summary the reasons graduates have given for leaving are: 

· A perceived lack of promotional opportunities. Four of the remaining nine 2000 intake and one from the 1999 intake remain substantive EA 4s. On 20 December another twenty graduates will join the pool seeking promotions. 

· A perceived lack of challenge, especially in the year after leaving the program. Those who have left believe they are given much more responsibility and opportunity to develop than EA staff at an equivalent level.

· A stigma is attached to being a graduate in EA. Leaving EA helps them lose this and they are encouraged to work to their potential. In some Divisions there is a feeling that graduates have been given an advantage during their development year and must now do their time before advancing to a higher level.

· Many graduates are in long term reassignment of duties at a higher level leaving them with a sense of insecurity. Many are also placed in ‘Home Divisions’ outside their area of interest or expertise. If the acting arrangements are not extended, graduates face the prospect of returning at a lower level to an area in which they have no interest.

· Too much emphasis is placed on substantive level rather than capability to do the work. Selection panels seem to look at age and how long people have been there rather than how capable they are of doing the job. Graduates are not being interviewed because they are applying for EA 6s while still at substantive 4s. In some cases graduates have been acting at the EA 5 level for 12 months. 

· Staffing policies are often frustrating, demotivating and inconsistent. In many cases opportunities for reassignment of duties at a higher level are not offered for open competition.

· Many graduates are not released to take up temporary reassignment of duties at a higher level.

· There is an imbalance of treatment of graduates between Divisions. Some Divisions offer graduates better opportunities than others.

· Many graduates recruited are not straight out of University. Some have a wide range of work experience and life skills. Many take a pay cut to take a place on the graduate program. These people have higher expectations of promotion at the end of the program. Not enough emphasis is placed on graduates as individuals.

· There is a distinct lack of support after the graduate program. 

· Graduates are often not given the opportunity to use skills and experience. This applies particularly to Law Graduates.

· Graduates are given the message that they should move around and get experience, especially in the Central Agencies like PM&C

· Some grads could be seen as 'puppies who are no longer cute' and are left in the corner while the next round of grads experience interesting work to the detriment of previous ones.

We have also spoken to the chairs of recent selection panels. Their comments include:

· Graduates expectations may be too high.

· The standard of graduates’ written applications doesn’t necessarily match their capabilities.

· Graduates are not selling themselves at application or interview stages.

· Graduates have to seek opportunities, volunteer for special projects, be pro-active, and demonstrate corporate awareness and citizenship. Acknowledgment was made of non-release issues in some Divisions.

· Graduates should develop a good relationship with a mentor and extend networks outside the graduate network.

· Some areas in EA still believe in the stepping stone approach ie you can’t get to an EA 6 level till you have acted in the job and been a substantive EA 5.

· Being selected is often a matter of chance because graduates all have the same basic skills and experience.

· A bias against graduates does exist in some areas.

· An awareness raising program should be directed at the higher levels. Executive support should be given to the continuing role of graduates.

· Too many generalists are being recruited.

· All staff should be given the opportunity for mobility. 

Other Issues

· EA 6s and EL 1s make up nearly 50% of total staff. There is a queue of experienced staff internally waiting to fill positions at these levels who have relevant qualifications and experience in the Department. Graduates have to compete with these staff.

· In recent recruitment rounds, graduates have not been competitive at the EA 6 level, EA 4 level positions are not challenging and there are few EA 5 positions available. However EA graduates are winning APS 6 positions in other Departments. In EA many do not reach the interview stage.

· There needs to be some long term strategic planning and articulation of the goals of the Graduate program. 

· Graduate expectations need to be managed more carefully throughout the development year.

Options

There are various possible strategies to address the issue.

· Consider in the next Certified Agreement extending the existing graduate broadband to allow graduates to be advanced to the APS 5 level during their first year out of the program.

· Consider offering graduates AWAs. These could include provisions for retention bonuses, re-occurring performance bonuses, paid study fees etc. 

· Divisions be encouraged to offer graduates more challenging projects which take advantage of their skills and abilities once the program has finished.

· Revisit the concept of ‘Home Divisions’.

· Encourage Divisions to conduct bulk recruitment rounds to coincide with the end of the graduate program. 

· Consider developing a formal exchange program with other Departments.

· Establish a mentoring scheme for graduates after they leave the program.

· Continue to review the number of graduates recruited each year.

· Consider whether we should move from selecting generalists to applicants with specialist skills.

· Consider developing a communication strategy to improve the image of the graduate program.

People Management Branch

December 2001
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� Includes expenditure by the 9 EA Divisions and costs of centrally-organised staff training.


� Based on 1230 FTEs as at 30 June 2002.


� This figure is an under-estimate – it doesn’t include centrally-funded training and only a few Divisions had systems in place for tracking time spent on training for all of 2001-02.


� An excess employee is defined as an employee who has been formally declared excess to the requirements of EA (Clause 40 page 17 of the EACA 2000-2002) and is on a retention period – see also retention arrangements.
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