Submission to the Finance and Public Administration References Committee

Subject:  APS Recruitment and Training

Thank you for inviting comments from CSIRO.  Dr Garrett has asked that I respond on his behalf.  Following are details of CSIRO’s experiences in the areas covered by the terms of reference that were forwarded by Sue Morton.

(a) Recruitment

Background

For many years, recruitment in CSIRO has been devolved to Divisions.  This was considered the most sensible model given the different industries serviced by each division and the variation in professional disciplines needed to address their needs.  

 Q1.  Trends in CSIRO recruitment since 1997/1998 (excludes casuals)
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Q2.  Trends in relation to the recruitment to CSIRO of young people are detailed in the following graph.  Only the current financial year is shown, but the age profile of new recruits is consistent with previous years.  


[image: image2.wmf]CSIRO Commencements by Age (2001/2002)

0

50

100

150

200

250

300

350

400

< 25

25 - 34

35 - 44

45 - 54

> 55

Age


Q3.  See previous graph.  It should be noted that because of the nature of CSIRO’s core activities, most recruitment is for graduates with Honours Degrees or PhDs, which means that CSIRO’s “young people” will tend to be a little older than those in the broader APS. In the case of research scientists, for example, by the time they complete a PhD and post doctoral experience they would be 28.  CSIRO introduced a strategy earlier this year to double its intake of post doctoral fellows to 220 per annum.

Q4.  In 2001, CSIRO reviewed it's recruitment practices and decided to centralise some elements of the process to present a more consistent “One-CSIRO” image and better service to job seekers, as well as to capture efficiencies of scale.  The main changes have been to:

· introduce a central jobs database so all CSIRO vacancies are listed on one web-site;

· provide a single point of contact for enquiries; and 

· provide a central point of receipt for all job applications.

(b) Training and Development

Background

CSIRO’s has never been a recipient of the training and development services offered by the Public Service Commission.  However, within CSIRO, a number of different delivery models have been used and this experience may be relevant to the Committee’s deliberations. 

In CSIRO, training and development related to technical/professional skills and knowledge, has always been the responsibility of Divisions, reflecting their disparate fields of expertise and their need to be at the leading edge of developments in those fields.  

Centrally provided/coordinated training and development has focused on supervision/management/leadership programs, project management and legislative compliance matters.  From 1986 to 1994, these programs were designed and delivered by a corporate training and development group.  This group had a charter to train all levels of staff.  The group would identify training needs through consultation with Division heads and/or human resource managers and offer programs. 

Following a review in 1994, the Group’s charter narrowed to the development of the 200 most senior managers in the Organisation.  Responsibility for training and development of lower level staff was devolved to Divisions.  The Corporate Group was permitted to compete with external providers for this work.

It became apparent that under the devolved model, a number of Divisions had not investing in training and development of middle and lower level managers.  Those that had, often reinvented programs rather than importing what had been delivered elsewhere.   In 1998/99, in the interests of efficiency and consistency, the corporate group developed a common curriculum for middle and lower level management training and a list of preferred providers. 

In 2001, as part of the implementation of CSIRO’s Strategic Action Plan 2001-02 – “A new CSIRO for a New Century” - an experienced international consultant conducted a wide-ranging review of CSIRO’s Learning and Development (L&D) function.  The consultant’s working paper concluded that “CSIRO employs a wide range of practices to support L&D in the scientific domain and is internationally respected in this regard.  L&D outside of this domain is largely reliant on training courses.  Whilst there are many examples of excellent initiatives at Corporate and Divisional level, investments in L&D, L&D methodologies, delivery mechanisms and linkages to strategy, seen holistically, have started to lose pace with individual and organizational needs”.  The working paper then noted “Given the nature of CSIRO’s business and national remit, a case is presented to:  (1) accelerate L&D across the organization, (2) more effectively draw on and utilise the unique expertise embedded in CSIRO, (3) involve line managers and staff more directly in framing L&D needs and appropriate responses thereto, and (4) augment conventional training programmes (courseware) with better use of e-learning, on job L&D and a range of other L&D offerings”.  A task force was convened to formulate a strategy for L&D in CSIRO.  It is expected that implementation of components of the new strategy will begin shortly.   

Responses to the issues listed at 2(b) of the Terms of Reference

(i) During the period of the four financial years 1998/99 to 2001/02, the Organisation’s expenditure on conferences, seminars, training courses/programs/workshops and training materials has averaged $6,400,000 per year.  The trend in expenditure has remained steady during that period. 

(ii) Various methods have been used to identify skills training and professional development needs in CSIRO.  At the individual level, these included:

· The Annual Performance Agreement process, undertaken by all staff members in consultation with their manager, which may identify areas for training and development; and

· Staff seeking training and development as courses arise.

At the organisational level, these included:  

· Responses to changes in strategic plans/research directions; 

· Succession planning; and 

· Taking inventories of staff skills training and development needs.  

There is a trend to aggregate data and give priority to activities supporting divisions’ strategic goals rather than responding on a Program by Program, or Project by Project basis.

(iii) A range of methods has been used to evaluate training and development provided in CSIRO.  These included: 360-degree feedback to participants before and after programs; participant feedback; and, intensive evaluations by independent reviewers.  Overall, there has not been a consistent, systematic approach to evaluation in the organisation.

(iv) The Management Education Board of the APESMA/Deakin University Management Education Programs accredits several of the leadership development programs conducted CSIRO, at the postgraduate level.  Graduates of the Programs gain credit towards graduate certificates in certain disciplines.  These graduate certificates articulate into graduate diplomas and MBAs.  As implied in the background section above, these programs are being reviewed as part of the process of formulating a new L&D strategy for CSIRO and, as a consequence, the accreditation/articulation arrangements may change.         

(v) CSIRO has used a variety of training and development providers to design and deliver a wide range of courses/programs.  There has not been a consistent, systematic approach to evaluating these individuals/organisations or the training and development courses/programs provided.  In selecting providers, approaches have ranged from word-of-mouth advice to obtaining detailed references to advertising for Expressions of Interest and evaluating respondents against formal selection criteria.  In many instances, Level 1 [Kirkpatrick] evaluation feedback on the provider and the course/program was gathered from responses provided by participants.  In other instances, detailed interviews were held with participants at the completion of the course/program.

(vi) CSIRO occupies some 60 sites around Australia.  Some are in remote locations.  Training courses and development programs are usually conducted at the major centres and at commercial venues in the  capital cities.  Staff at remote localities are encouraged to participate in relevant training and development and, in general, they appear to be satisfied that their needs are being met.  The further development of e-learning programs is expected to increase access to training and development opportunities for all staff, particularly those in remote localities.

(vii) See comments in “Background” above.  This matter is being addressed as -part of the process of formulating a new L&D strategy for CSIRO.

(viii) The Organisation’s record in ensuring a value for money approach to expenditure on training and development has varied over the years.  A central tenet of the development and implementation of CSIRO’s new L&D strategy is that every effort is to be made to ensure that the money spent on training and development in CSIRO is committed in accordance with the Organisation’s Strategic Action Plan.  A similar approach will apply to those courses/programs which are necessary from time to time to ensure and enable compliance by the Organisation to various legal, regulatory and governmental requirements.

(ix) The purpose of the formulation of a new L&D strategy for CSIRO is to improve the design and delivery of skills training and professional development opportunities so that staff will be able to enhance their performance and that of CSIRO as a whole.  Consequently, the L&D strategy will: 

· Be developed and implemented in accordance with the Organisation’s Strategic Action Plan; 

· Be supported by Organisational systems such as the involvement of managers in career development planning and discussions before, during and after development activities to ensure integration with workplace objectives; 

· Offer a wide range of development opportunities including internal and external secondments, special projects opportunities and individual and group mentoring and coaching; and

· Ensure that development opportunities are widely available at all levels in the Organisation.

I trust that you find this information helpful in undertaking your review.

Peter O’Keefe

General Manager

Corporate People Development

28 June 2002
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