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DUTIES OF THE COMMITTEE

Section 8.(1) of the Public Accounts Committee Act 1951 reads as

follows:

8.(1) Subject to sub-section (2), the duties of the Committee

are:

(a)

(ae)

(ab)

(b)

(c)

(d)

to examine the accounts of the receipts and
expenditure of the Commonweallh including the
financial statements transmitted to the Auditor-
General under sub-section (4) of section 50 of the
Audit Act 1901;

to examine the financial affairs of suthorities of
the Commonwealth to which this Act applies and of
intergovernmental bodies to which this Act applies;

to examine all reports of the Auditor-General
(including reports of the results of efficiency
audits) copies of which have been leid before the
Houses of the Parliament;

to report to both Houses of the Psrlisment, with such
comment as it thinks fit, any items or matters in
those accounts, statements snd reports, or any
circumstances connected with them, to which the
Committee is of the opinion that the attention of the
Parliament should be directed;

to report to hoth Houses of the Parliament any
alteration which Lhe Committec thinks desirable in
the form of the puhlic accounts or in the method of
keeping them, or in the mode of receipt, control,
issue or payment of public moneys; and

to inquire into any question in connexion with the
public accounts which is referred to it by either
House of the Parliament, and to report to thet House
upon that question,

and include such other duties as are assigned to the Committee by
Joint Standing Orders approved by both lHouses of the Parliament.
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PREFACE

This Two Hundred and Second Report of the Joint
Committee of Public Accounts is unusual as it has broken new
ground by addressing problems of Public Service personnel
policy. Six previous inquiries have dealt with aspects of
staffing but none have been conducted by Members of Parliament
or Parliamentary Committees. Our Parliamentary colleagues in
Britain and Canada have been far more diligent in scrutinising
this important area of public administration.

In its 1980/81 Annual Report, this Committee pointed
to the need for an inquiry into the Selection and Development
of Senior Public Servants. The Committee realised then what
has become manifest since, that the management of the Public
Service is not meeting the demands of government.

The Australian political system is based on the
principle of responsible government, in which the government
is accountable to Parliament, and ultimately to the people who
elect Parliament, for the conduct of public administration.
The Commonwealth Constitution vests all legislative power in
the Parliament, and the executive power in the Ministry,
assisted by Departments. Yet it is a fact of contemporary
political life that the government now includes more than the
Ministry - it includes the public service, with which the
Ministry shares executive power. Under the Australian
democratic system, power must not be severed from
responsibility. By responsible government, we mean not only
that the Ministry is responsible to Parliament, but also that
the public service, through senior administrators, are
answerable not only to Ministers but also to Parliament Ffor
their management of public policies,

At Federation, the task facing the public service was
relatively simple. In addition to the Treasury, only the
following Commonwealth departmental responsibilities are
mentioned in the Caonstitution: Posts, telegraphs, and
telephones; Naval and military defence; Lighthouses,
lightships, beacons and buoys; Quarantine; Customs and excise.
0f course, the number of departments has since grown, and each
is now grestly more complicated in structure and purpose.
Although Ministers remain responsible for their departments,
recent events have highlighted how difficult it is for an
individual Minister to personally direct all individual
activities relating te policy in the department. Consequently
there is a pressing need for Parliament to redefine the
relative responsibilities for accountability by Ministers and
Public Servants.
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Under these changed circumstances, improvements have
to be made if the political system is to be kept within the
spirit of responsible government. One can no longer rely
solely upon Ministerial cesponsibility, either individual or
collective., Recent improvements in the legal and parliamentary
system recognize the partnership which the senior public
service has in executive power.

The focus of this report is upon selection and
development of senior managers in the Public Service; but it
should not be thought that it is only Public Servants that
require more careéful selection and more thorough training.
The Committee notes that Ministers also require managerial

skills. The essence of good management is taking
responsibility for an organisation, even though the details of
directing its activities are delegated to others. The

Committee believes that Ministers, and potential Ministers,
should have much greater opportunities for training in
management and policy skills,

The increased need for accountability of the public
service is evident from such legislative innovations as the
Freedom of Information Act, the Administrative Appeals
Tribunal, the Administrative Decisions (Judicial Review) Act,
and other means of protecting the rights of the public and
making the administration of government policy more
accountsble., Parliament has slso recognized this new level of
responsibility by calling for senior public servants to give
an account of their management of public policy before
committees of the Parliament.

One must acknowledge that the Ministry and Parliament
are legitimestely empowered to determine the political
parameters within which public policy is to be administered.
However, within those parameters, senior public servants
exercise a host of management functions relating to the
delivery of programs that provide services to the public. The
Committee believes that if Parliament is to make them
accountable for this management, then Parliament itself has a
duty to outline the type of management it considers
appropriate. The Committee trusts at this Report goes a long
way to performing that duty.

David M. Connolly, MP
Chairman

Secretary
21 October 198
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SUMMARY OF RECOMMENDATIONS '

Selection of Department Heads

1.

2.

Any new Department Head appointments be made on a
fixed-term basis. (2.19)

Advantages to 'established candidates' be removed from the
Public Service Act 1922, (2.23)

A Committee of Senior Officials, comprising the Chairman
of the Public Service Board and two Department Heads
nominated annually by the Minister Assisting the Prime
Minister on Public Service Matters, be established to
identify Second and Third Division officers of exceptional
potential on the basis of nominations by Departments and
suggest assignments to enhance their development. This
Committee should report annually to an appropriate Cabinet
?ub-c)ommittee responsible for Public Service matters.
2.28

Structure of Senior Management

4.

5.

The Second Division be abolished and a Senior Executive
Group be created. (2.42)

Promotion to the Senior Executive Group and within the
Group be to a persopal grade or level, rather than to
specific positions, leaving Oepartment Heads to allocate
(and reallocate) specific tasks within a pool of senior
executives. (2.44)

These promotions be made on the basis of general
management, policy and administrative skills, rather than
the ability to do a specific job. (2.44)

Departments have much greater flexibility to design their
top structures to accommodate the strengths and weaknesses
of particular senior executives (thus a Department would
have freedom to promote an individual to a higher level
without necessarily adding to the breadth of his or her
responsibilities, and also to reduce the role of an
officer with limited abilities). (2.44)

Current Public Service Board control over top structure
be replaced by limits on the aggregate number of

NOTE: References to the Second Division are synonymous
with Senior Executive Group throughout this Report.
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officers at each level in the Senior Executive Group,
together with an active role in advising departments on
promotion criteria, top structure design and other aspects
of senior management. (2.44)

9. HWhere serious consideration is being given to recruiting
an officer from another department to a senior level,
Public Service procedures be altered to allow that officer
to be seconded for a trial period of six months before
being permanently promoted or transferred. (2.44)

10. Where specialist knowledge is required or where it is
necessary to promote talented specialists to avoid losing
such skills to the private sector, specialist positions
be created with salary levels equivalent to the Senior
Executive Group. The holders of those positions would not
form part of the Senior Executive Group. (2.45)

11. A limited number of high profile temporary assignment
projects be created and be available on contract to Second
Division officers or to top managers outside the Public
Service. (2.48)

Permanency

12. The concept of permanency implicit in the Public Service
Act be re-defined:

a. so that senior career officers have permanency within
the Public Service but no claim to a specific rank or
position indefinitely; and

b. the holding of senior rank .within the senior
executive group depends upon consistent and
satisfactory performance of duties together with the
needs of the department and the service. (2.51)

External Recruitment

13. To increase inter-departmental mobility and external
appointments and to further encourage upward mobility
between career streams on the basis of merit, all Senior
Executive positions be openly advertised, and be available
for candidates from oubside the Public Service. (2.54)

Staff Appraisals

14, Written staff appraisals be established for officers at
and above Class 9 level (or professional/specialist
equivalent positions). The form of written appraisal is
to be the responsibility of each department or agency,
using broad guidelines to be devised by the Public Service
Board. (2.60)
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15. The Minister Assisting the Prime Minpister in Public
Service Matters establish a Task Force of three to
investigate selection criteria appropriate for a written
senior staff appraisals scheme. The Chairman of the Task
Force should be a senior officer nominated by the Public
Service Board, preferably a Department Head supported by
an expert from a management consultant firm and a Second
Division Officer with extensive experience in both policy
and management work. The task force should report to the
Minister Assisting the Prime Minister in Public Service
matters within twelve months of this Report being tabled
in Parliament. (2,60)

Senior Selection and Appeals System

16. A single committee to hear and determine all appeals
against Senior Executive Group promotions be established.
The Chairman should have wide senior management (First
and/or Second Divisian) experience in the Commonwealth
Public Service. (2.67)

17. The Chairman to be appointed for no more than three years.
It may be appropriate for senior retired officers to be
considered. (2.67)

18. Each Departmental representative on the Committee for each
separate appeal to be a Second Division officer. (2.67)

19. Each staff representative to be chosen from a panel of
Second Division officers. (2.67

20. Where either or both the promotee and the appellant(s) is
a woman, consideration be given to having a woman as a
member of the Promotions Appeals Committee. (2.67)

Role of the PSB in Senior Selection

21. The Public Service Board publish a guide which outlines in
detail the skills, knowledge and target performance
criteria for senior managers in the Public Service against
which Department heads would be expected to assess
promotees to the Second Division. This guide should be
periodically reviewed., {2.72)

22. The Public Service B8oard undertake and publish an annual
survey of senior officers. (2.74

Homen in Senior Management

23. Within twelve months of this Report being tabled in
Parliament, the Public Service Board provide a report to
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the Public Accounts Committee on progress made on each of
the recommendations made by the Equal Employment
Opportunity Bureau for improvements in selection and
development processes. (2.83)

24. In order to attract more women of senior management
potential to the Service consideration be given to
advertising a much higher proportion of middle and upper
level Third Division jobs outside the Service. (2.85)

25. The Public Service Board establish as soon as possible an
implementing committee to co-ordinate the actions
necessary to extend permanent part-time opportunities
throughout the Australian Public Service. The Committee's
report on this matter is to be made available to the
Public Accounts Committee within twelve months. (2.87)

On-the-Job Development

26. The Public Service Board provide guidelines to Departments
for improving on-the-job development opportunities for
potential Second Division officers. (3.15)

Mobility

27. With the exception of some specialist positions within the
Board, no officer should remain as @ senior officer of the
Bosrd for more than seven years consecutively, (3.26)

28. The Public Service Board in consultation with all
Department Heads draw up clear guidelines to develop a
mobility scheme for senior officers. (3.28)

29. The Interchange and Executive Development Scheme programs
continue. The Public Service Board should seek ways to
promote and facilitate Interchange more effectively and
%ncregse the challenge and worth of its work assignments.

3.36

Training Courses

30. The following topics be included in Second Division
training programe:

the economy and Commonwealth expenditure;

employer function of chief executives;

leadership skills (personal efficiency, ability to set
priorities);

general efficiency of publie authorities including
industrial relations; and

technelogy and modern tools of management. (3.42)

B
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31. Within twelve months the Public Service Board provide the
Public Accounts Committee with proposals for invelving
senior officers in determining and reviewing management
training for senior staff. (3.46)

Development Opportunities for Senior Women

32, The Equal Employment Opportunity Bureau be given Ffull
Branch status within the Public Service Board, and the
Government be advised to support publicly Equsl
Opportunity Programs. (3.52

Departmental Management Development Programs

33. The Public Service Board, ensure that Departments are able
to devote more resources than at present to introducing
?nd uggrading internal management development programs.
3.54

The PSB and Seniar Staff Development

34, A Senior Careers Unit be established as a matter of
urgency to manage development and Service-wide mobility of
officers in preparation fer promotion to the Second
Division. (3.61)

35. The senior staff of the Careers Unit consist of permanent
‘promotion-to-level' positions available for up to five
years. No more than one position be occupied by an
officer of the Public Service Board and at least one
position be occupied by a suitable person from outside the
Service. The Senior Careers Unit be available to
Department Heads but be attached to the Public Service
Board. (3.61)

36. The Public Service Board provides this Committee with a
progress report on the work of the Unit within twelve
months., (3.61)

37. The Government appoint & Committee of the Parlisment or

other competent body to undertake a review of ¢the
functions of the Public Service Board. (3.64)
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EHAPTER ONE

BACKGRUUND 10 THE INQUIRY

It is not possible to be a good Minister so long as the
Civil Service is allowed complete control over its own
recruitment.

The Right Honourable James Hacker MP, Minister for
Administrative Affairs from 'Yes Minister'.l

Summary

1.1 Six out of every ten senior managers in the
Commonwealth Public Service will be replaced over the next
decade. The post-Second World War recruits to the Service are
reaching retirement in increasing numbers, thus providing
opportunities for officers in their thirties' and forties' to
be promoted to Second Division and senior Third Division
positions. Because of the numbers of retirements involved
relative to numbers of staff in the feeder levels, selection
problems will arise. In any event, intensive staff
development activity is likely to be required, particularly to
develop the managerial skills of the available, generally
welle-educated, but relatively inexperienced officers. This
activity will be necessary because the Service will depend on
this group to manage the machinery of government for the rest
of this century.

1.2 Most of the post-Second World War recruits will have
left the Commonwealth Public Service by the mid-1980's. In
the absence of significunt public sector growth, this will
mean a reduction of promotional opportunities and a slowing
down aof career advancement in the late 1980's and beyond.
Staff promoted to senior positions between now and then will
tend to be younger than their predecessors and career
blockages even for the younger officers clustered in the
second hump in the age structure will be likely. In these
circumstances plsnned movement of staff to msintain their
productivity and job interest will be of even greater
importance than in the past.

1.3 The main problem in the near future is to ensure that
there will be sufficient numbers of candidates of suitable
quality for promotion to Second and senior Third Division
vacancies. This provides both a challenge and an opportunity
for Department Heads and the Publie Service Board. In filling
Second Division vacancies, the prospect of attracting many
highly qualified candidates (eom outside the Service is not
realistic because of the relative unatiractiveness of Public
Service pay and conditions ant the senior levels.

1 Lynn and Jay (eds) Yes Minister, British Broadcasting
Commission, 1981, p. 159.



1.4 There is also an urgent need Lo improve public
service management. The slructures, rules and procedures of
the Public Service are increasingly ill-adapted to managing
efficiently and effectively an orgenisation of such size and
diversity.

'1.5 The old fashioned concept that the Public Service can
be managed by the application of common sense by reasonably
educated persons ignores the complexity of modern government.
The skills of effective management require a good deal of
uncommon sense and uncommon kpowledge. The Public Service
cannot continue to evade a more realistic definition of
management skills and their application.

Introduction
1.6 The objectives of Lhis Inquiry are:

(1) To foster improved selection and development methods
for senior public seevants (Firast and Second Division
Officers).

(2) To enhance the productivity and performance of the
departments and agencies of the Commonwealth Public
Service by improving the standard of senior
management .

1.7 In this report, 'selection' refers to procedures and
practices for promotion or appaintment teo first or Second
Division positions in the Commonwealth Public Service;
'development' refers to extending the capacity of senior
officers (and potential sonior officers) through improved
mobility, on-the-job training and formal courses; and 'the
Commonwealth Public Servies' (CPS) refers to permanent staff
_employed under the Public Service Act.
I

1.8 The Committee obtained information from the éublic
Service Board, Commonwealth departments, and a range of
Commonwealth instrumentalities on:

. selection and development procedures for potential
senior managers;

internal and external recruiting;

training and refresher courses for senior managers;
mobility; and

suggestions for improving selection and development.

1.9 The Committee sought the views of a cross-section of
Department Heads nnd senior publiec servants, and heard
evidence from union reprrsentatives, staff associations,
senior women publiec servants, and academics. In May the
Committee held its third Parliamentary Seminar entitled
Parliamentary Accountability and Management of the Public
Sectar: Selection and Development of Senior Public Servants.




In addition, the Committee examined private sector menagement
selection sand training, sought the advice of private sector
executives, personnel consultants, and considered recent
developments in senior public service staff selection and
development practices in Canada, the USA, B8ritain and other
0ECD countries. Some relevant material from these sources is
contained in the appendices to this Report.

Size and Rate of Growth of the Public Service

1.10 Since 1 July 1975 when separate Postal and
Telecommunications Commissions were established out of the
Post-Master General's Department, the absolute size of the CPS
has shrunk considerably from a peak of 277,000 to about
151,000 in Junc 1982, Marked decreases occurred during
1976/77 and 1978/79 following the imposition of staff ceilings
and staff transfers to the Northern Territory Public Service.

1.11 Although the CPS comprises less than 40 per cent of
Commonwealth Government employment, this Inquiry has not
covered employees in the many statutory authorities, and other
agencies of the Commonwealth. However our recommendations do
have relevance to all Commonwealth employment. Details of
staff employed in Depertments and statutory bodies of the
Australian Public Service are shown in Appendix 2.

1.12 The pattern of growth of the Commonwealth Public
Service since 1945 falls into four periods. The first
coincided with post-war expansion from 1945 until 1951 when
there was a significant intske of ex-servicemen, and the
annual average growth rate of the Service was 12.4 per cent.
The second period which tasted until 1962 followed the action
taken in 1951 celled the '10,000 cut' in employment under the
Public Service Act. During this period the average annual
growth rate was 1.2 per cent. The third period covered 1962
to 1975, during which staff numbers grew relatively quickly
reflecting” a rapidly expanding economy and significant
extension of Commonwealth activities. Overall the CPS grew at
an average annual rate of 5.2 per cent during the third
period. The fourth period has been characterised by policy
changes introduced by the Fraser Government and the limited
growth trends of the economy. There was a reduction of 4.2
per cent in staff numbers during 1975/76, and & further 1.7
per cent in 1976/77 efter 8o significant tightening of staff
ceilings. This was followed by a 1.1 per cent increase during
1977/78, and a growth rate of less than one per cent for the
three years to 1982.

1.13 The growth rate for the Service during the 1980's is
expected to be significantly below the 5.2 per cent of 1962 to
1975. Should an average annual growth rate of one per cent a
year apply for the remainder of the 1980's, the CPS would
consist of about 176,000 staff by 1990. A two per cent
average annupl growth rate weuld result in about 198,000 staff
by 1890.



1.14 The growth rates by Division are shown in lable 1
below. The annual percentage growth shows that the Second
Division has grown each year since 1977/78 end the Fourth has
declined. Growth in the size of the Third Division has been
more pronounced in senior than junior grades.

TABLE 1: Full-time Staff in the CPS by Divisional
. Grouping: 197571982
(adjusted fFor changes to PS Act coverage that
oceurred prior to 30 June 198l dnd excludes
First Division)

Divisional Group

Year at 30 Second Third Fourth Total
June No. % No. % No. % No.
1975 1141 0.7 61852 39.7 92995 59.6 155988
1976 1231 0.8 60421 40.4 87825 58.8 149477
1977 1203 0.8 59987 40.8 85753 58.4 146943
1978 1241 0.8 61612 41.5 85771 57.7 148628
1979 1301 0.9 63465 42.3 85191 56.8 149957
1980 1343 0.9 65029 43.2 84224 55.9 150596
1981 1374 0.9 66237 43.7 84045 55.4 151656
1982 1308 0.9 66423 44.0 83269 55.1 150996

Annual Percentage Growth in Divisional Group

Year Second Third Fourth Jotal
1975/76 + 7.9 - 2.3 - 5.6 - 4.2
1976/77 - 2.3 - 0.7 - 2.4 - 1.7
1977/78 + 3.2 + 2.7 0.0 + 1.1
1978/79 + 4.8 + 3.0 - 0.7 + 0.9
1979/80 + 3.2 + 2.5 -1l + 0.4
1980/81 + 2.3 4 1.9 - 0.2 + 0.7
1981/82 - 5.1 + 0.3 - 0.9 - 0.4

Profile of the Senior Service

1.15 The Ffunctions of the Second Division have changed
considerably since World War II. Before 1939 the Second
Division of the eleven Commonwealth Departments (including the
Post-Master General's Department which comprised 75 per cent
of staff) had s mainly requlatory and operational role.
Immediately post-war the structure of the CPS was chenged to
allow for many more Second Division officers including an
increased number of specialist policy makers. By 1965,
following the Boyer Report on Recruitment of 1959 the Public
Service Board revamped the Second Division with the aim of
producing & 'corps of top admirmistrators and/or managers'2.
Over the next decade the Second Division grew by 250 per cent
from about 500 in 1965 to nearly 1300 in 1975. During the

2 Public Service Board, fortieth Report, 1964 p. 10.
4



late 1970's there have been Ffurther bul much lower increases
in Second Division numbers.

1.16 In 1971, at the time of reform and expansion of top
management, the then Chairman of the Public Service Board, Sir
Frederick Wheeler, saw the Second Division thus:

We believe that top administration end management is a
distinct, integrated function and that even where a Second
Division position has a professional or technical content
the choice of appointees should in high degree be on the
basis of administrative and managerial abilities.3

1.17 The Committee regrets that Sir Frederick's
description of the Second Division a decade ago does not apply
today. This serious deficiency cen be remedied by improving
selection and development policies and practices.

1.18 A most significant outcome of the Public Service
Amendment Bill currently before Parliament could be the
creation of a Senior Executive Group, with the explicit
identification of general managers in the Public Service. The
Committee welcomes the Public Service Amendment Bill as a
means of restoring the Senior Executive group.

1.19 Three-quarters of the thirteen-hundred-strong Second
Division is Canberra-based, but about 70% of all permanent
staff are outside Canberrs. Nearly half (45%) have been in
the Second Division less than five years, and over half (57%)
have bsen in the Service for more than 20 years. Senior
executives are & highly qualified group; over 85% have at
least one university degree and nearly 30 per cent have
economics, commerce or accountancy degrees. Nearly 1,000, or
over 70%, are below division head level. Less than two percent
of Second Division officers are womenj; their selection and
develepment needs are dealt with seperately in this Report.
Further details, including Second Division distribution by
level, age and sex are at Appendix 9.

1.20 Due to the age structure of the Service, a large
proportion of senior staff will need to be replaced in the
next few years. Nearly half the Second Division are 50 years
0ld or older, and it is likely that 60% of all Second Division
of ficers now serving will have left within ten years. Total
Second Division vacancies are expected to continue to increase
from 104 in 1980 to about 140 in 1985. This compares with
previous pesks in vacancies of about 220 in 1973 and 190 in
1978.

3 Sir Frederick Wheeler, Providing For Future Management
Needs in the Commonwealth Service, Australian Journal of
Public Administration, Vol. 30, No. 1, 1971, p. 1.




1.21 Second Division vacancies avising from reticements,
resignations, deaths etc., have been relatively high since
1976. This coincides with the introduction of revised
Commonwealth Superannuation arrangements from 1 July 1976, the
influence of the familiar bulge in the age profile of the
Service (including the Second Division) and the start of the
voluntsry early retirement provisions of the Commonwealth
Employees (Redeployment and Retirement), Act 1979.

1.22 In 1977 the Public Service Board introduced senior
level staff development programs such as the Executive
Development Scheme (EDS) and the Interchange Scheme. These
should increase the supply of potential promotees and
accelerate the development of to the Second Division from
within the main feeder pool and from other areas of the
Service. HMHowever, unless further steps are taken to improve
development opportunities and the selection process, this
Committee believes that serious problems could develop in
maintaining an adequate quality of staff for entry into the
Second Division.

Public Service Mapagement

1.23 In the past decade or so in Britain, Cenada, the USA,
Australia and other OECD countries there have been a number of
government commissioned reports analysing public sector
management. All have a common theme. Reports like Britain's
Fulton Report (1968), Canada's Lambert Report (1979), the
current OECD project on Public Management Improvement, and
within Austrelia reports from Coombs on the Commonwealth
Administration (1976), Wilenski on the NSW Public Service
(1977 and 1982) and similarly Cartland in Tasmenia (1981) all
pointed out tha too few top public servants are skilled
managers .

1.24 Yet none of these reports clearly explaired what were
the attributes of a skilled public sectqor manager. Although
this is a difficult question to answer it is an important one,
and the Committee cannot avoid concluding that the absence of
empirical and theoretical evidence is partly a reflection of
lack of academic interest in the issue and partly & lack of
sustained application to the probem by public service
management. :

1.25 The Committee believes: that tasks of senior
Commonwealth public servants have changed substantially since
the 1959 Boyer Report into Public Service Recruitment.
Menagement performance ecan no longer be measured by success in
the administration of rules and regulations. Traditionally,
senior public servants were expected to assist and serve
Ministers. They are now being held increasingly accountable
for their capacity to manage and direct; more is being
expected’ of them; more attention is being paid to their
performance and productivity.



1.26 The Department Heand and senior members of his staff
have to manage in a system whose cup overflows with rules,

regulations, guidelines and directives. As this Inquiry
proceeded the Committee beceme increasingly conscious of the
absence of a definition of public service management. As

noted in the Introduction, this is compounded by the seeming
conflict between the Constitution on one hand, and the Public
Service and Audit Acts on the other, on the question of
responsibility for departmental menagement.

1.27 The process of 'managing' can be described as that of
initiating, guiding and evaluating. Thus management is
decision-making and getting things done by other people. In
order to manage successfully there is a need to be able to
motivate people, to communicate to them what they should be

doing, what results should be achieved, and how to achieve
them.

1.28 Senior public service mansgers should see their
mandate as attempting to achieve the policy objectives and
priorities established by the political process, developing
programs to implement these policies, and seeking adequate
resources to implement them effectively with due regard to
economy and efficiency.

1.29 The Public Service Board has provided a number of
explanations of the role of the public service and the task of
senior executives. The present Chairman, Sir Willism Cole,
has described the role of the public service thus:

«.. to ‘'administer' legislation, to 'manage' government
programs and to asgist the government of the day with the
development and implementation of 'policy'. In carrying
out those roles the Publie Service also has to manage its
own affairs. All of this occurs in a complex and changing
legal/institutional/political environment and the
successful senior manager must be able to move with
confidence and skill in that environment, with all of its
congtraints and problems4.

1.30 The Committee believes that the Public Service Board
should place greater emphasis on management. We also believe
that the Board should research in greater depth, through case
studies and other methods, the different tasks, responsibil-
ities and problems facing senior mangers throughout the
Commonwealth Public Service.

1.31 The Committee is aware of the abundance of material
on the personal attributes and work experience needed to
fulfil the role of a senior manager. For example, the Public

4 Sir William Cole, 0Options for the Development of the
Executive Services, Address to the Australian Institute of
Public Administration 9ACT Group) 23 June 1982.
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Service Board provides a list of qualities of executives in
the public service to participants in its Executive
Development Scheme. Also, Lhe management consultants, W.D.
Scott and the former Department of Housing and Construction
were among several organisations which provided useful
descriptions of senior public sector management criteria.

1.32 It is acknowledged within the Commonwealth Public
Service and elsewhere that general acceptance of such criteria
has not been achieved. In November 1981 the OECD held a
meeting of Member Countries on the question of 'The
Performance of the Senior Civil Service in e Period of
Resource Constraint'. Australie was not represented. While
the meeting accepted that it was theoretically possible to
draw up a fairly complete list of criteria against which a
senior civil servants' performance could be judged, the
discussions show that in practice very few Member Countries
have attempted such an exercise. Nevertheless, the Committee
believes the establishment of performance criteria for senior
public servants in the Commonwealth Public Service is a matter
of urgency.

Measuring Effectiveness of Senior Management

1.33 Measuring the effectiveness of senior managers is not
easy. Tools of analysis, particularly for evaluating
effectiveness in achieving political objectives, are not well
refined. Public servants may cite this difficulty as a reason
for inaction, but the Committee does not accept this excuse.
A private consultant, in & submission to the Committee,
explained this issue thus:

Many apologists for public sector management emphasise the
great difficulty, even the impossibility, of measuring
performance at senior levels. There is, they say, no
'bottom line' such as exists in the private sector.
Responsibility is often diffuse and one is at the beck and
call of Ministers, Parliomentary Committees and bodies
established to review administrative action -~ the winds
are always changing direction. To my mind, this merely
establishes that public sector management is complex and
difficult, not that the quality of management is beyond
assessment5.

1.34 The Committee acknowledges that managing by
objectives and accountability which are essential for private
firms seem artificial when introduced to the public service
where it has not been easy to establish meaningful measures of
output divided by men-hours worked. This is more of a problem
at senior levels which highlights the seriousness of this
issue because the efficiency of senior public service managers
is crucial to overall effectiveness.

5. Chandler & Macleod Consultants Pty Ltd.
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1.35 formal arrengements for requler appraisal are
essential if managerial accountability is to be promoted. The
existence of an effective appraisal system cen be a
considerable stimulus to performance. These appraisals need
to be established despite the difficulties and accepted as the
responsibility of each department.



CHAPTCR TWO

SELECTION

Perhaps it is impossible to stap the Civil Service
appointing people in its own likeness, but we politicans
ought to try to stop it growing like Frankenstein.l

2.1 Many of the current procedures and practices for
promotion or appointment to the Commonwealth Public Service
date from the Bailey Committee Report into Systems of
Promotion and Temporary Transfers of 1946 and the adoption of
some of the recommendations of the Boyer Committee on Public
Service Recruitment of 1959. Adoption of the B8oyer
Committee's recommendations for the recruitment of graduates
through an Administrative Trainee Scheme had a significant
effect on improving the quality of the senior public service
during the late 1960's anhd beyond.

2.2 The legislative basis for promotions is contained in
Section 50 of the Public Service Act which provides for
provisional promotion, the establishment of Promotions Appeal
Committees, and the confirmation or —cancellation of
promotions. Responsibility for selecting staff for
provisional promotion to vacant positions in the Second, Third
and Fourth Divisions 1lies totally with the Head of the
Department in which the vacancies exist.

2.3 The Act curreptly provides that in the selection of
an officer for promotion, the Department Head shall first
consider reletive efficiency and then, in the event of equal
efficiency between two or more officers, the relative
seniority. The Public Service Acts Amendment Bill currently
before the Parliament provides for the removel of seniority as
a consideration.

2.4 At present, nearly all vacancies in departments ere
advertised in the Commonwealth Gazette. Departments may
advertise outside the Service but the Public Sérvice Board
must approve open advertising of a Second Division position.
The Committee believes that restrictions on advertising Second
Division positions should be removed, and that the Bosard
should explore ways of widely publicising such vacancies.

2.5 The Act requires that all provisional promotions be
notified in the Gazette; these are then subject to appeal. A
right of appeal is available to any officer who considers he
or she is more entitled to promotion to the vacant position

than the officer provisionally promoted. Appeals must be
lodged within 21 days of the notification of the provisional
promaotion in the Gazette. Appeals are considered and

1 Lyan and Jay, op. cit.
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determined by a Promotions Appeal Committee for Third and
Fourth Division positions and the Board considers Second
Division appeals, following a report from the Promotions
Appeal Committee. Each Committee comprises a full time
Chairmen appointed by the Board, a nominee from the Department
to which the provisional promotion has been made and & nominee
from the relevant staff sssociation. When appeals gsgesinst a
provisional promotion have been determined, the promotion is
confirmed if all appeals have been disallowed. If an appeal
has been allowed, the successful appellant is praomoted by the
Board to the vacant position.

2.6 The Public Service Board has certain statutory
responsibilities under the Public Service Act in relation to
promotions and appeals, and under the Commonwealth Employees
(Redeployment and Retirement) Act in relation to the placement
of surplus staff. The more important powers under the Public
Service Act are that the Board may:

. determine conditions of eligibility for promotion or
transfer to certain offices;

. cancel provisional promotions in circumstances where
the office is unnecessary, or can be filled by the
transfer of a surplus officer or where further
notification of the vacancy is desirable; and

. determine that promotions which have been made to a
Department which is abolished may be effective in
another Department.

Although the Board has thesc powers it very rarely uses them.
One of the few areas in which the Board has placed some
restriction on Department Heads filling positions on promotion
is in relation to the placement of surplus staff following the
Review of Commonwealth Functions in 1981.

Reforming Current Senior Selection Practices

2.7 The three areas in which immediate improvements to
selection practices need to be made are:
. need for more extensive selection techniques with
less emphasis on the formal interview;
. greater mobility within the service; and
. even more emphasis on promotion by merit.

(1) Ihe formal selection system places too much emphasis
on_the interview, and on_the possession of specific
skills and qualifications.

11



2.8 Evidence to the Committee showed that most private
corporations select managers internally and rely little on
lateral recruitment; the reason being that management likes
staff to share the philosophies and outlook of the
corporation. As in the private sector, senior selection in
the public service is essentially internal and highly
subjective. The system is heavily weighted in favour of
ingide applicants who &are selected because they have
substantive knowledge in particular areas, a quality easier to
measure and justify in an interview than by other criteris.
Also, the selection system ignores management expertise and
the broad range of skills required at the appropriate level
across the whole Public Service.

2.9 More extensive selection techniques need to
supplement current procedures. In that way the process can be
more thorough, comprise more publicly acknowledged elements
and enable applicants to be assessed in a variety of
situations against the specified skills and attributes for a
position or level of promotion. Some criteris which may be
appropriate to reform selection processes are contained in the
submissions from the Second Division Officers’ Association and
Hay Associates (see Appendices 6 and 8).

2.10 In addition to specific job-related competence,
selection Committees take into accpunt broader characteristics
such as:

+«..wide and well-rounded experience, ability to handle
policy development and provide advice to the Government,
capacity to represent the department on interdepartmental
committees and carry out high-level negotistions with
other Commonwealth and State Administrations...2

2.11 No one denies the need for these attributes.
Nevertheless, we strongly believe that selection procedures
and the associated appeals mechanisms do not give sufficient
weight to other important criteria such as capacity to select,
trein and develop staff.

(2) Top level talent continues to be unevenly distributed
between departments because senior selection is
essentiglly an internal, departmentslly-based system
and because insufficient incentives exist for
movement within the Service, including movement
between Canberrs and the States.

2.12 Adoption of the Committee's recommendations for
greater mobility, in the following chapter, would provide some
solutions to this problem.

2 Submission of the Department of sucial Security.
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(3) The concept of promotion on merit needs to be more
fully exploited to permit greater participation of
talented men and women with broader backgrounds, and
some form of succession planning.

2.13 The Committee supports the view that appointment and
recruitment to, and promotion within, the Commonwealth Public
Service should be on merit. (The merit principle is explained
in Appendix 4).

2.14 The Commonwealth Government has always emphasised
equity in dealings with its own employees. One result has
been the establishment of uniform conditions of service and
patterns of management. Except in regard to women and
minority groups, we believe equality and fairness in terms of
conditions in the Public Service have largely been achieved.
Efficiency and better menagement are now the challenge.

2.15 A former Chairman of the Board, Sir Frederick
Wheeler, said:

...aspiring top managers and administrators within the
Service must make the effort to compete vigorously and
constantly for promotion3.

2.16 Especially in selecting for the top of the Service,
departmental and central mgnagement should be doing
considerably more than attempting to choose in a fair manner
the best candidate from those putting themselves Fforward.
Management must actively ensure it is choosing from the whole
field available to it. Promotion by self-nomination reduces
the aveilable field.

Selection of Department Heads

2.17 Since August 1977 theré have been thirty seven
Department Head positions Ffilled, six of them by persons who
already had the standing of Department Head. There are

currently twenty-eight ‘'Permanent!' Department Heads in the
Commonwealth Public Service. Nineteen of these are younger
than fifty-five years and only five are more than sixty. Age
factors should thus not create any unmanageable pressures to
find Department Heads in the near future.

2.18 Department Heads act as the formal link between
Ministers and their Departments. Therefore their selection,
appraisal and performance is critical to

effective government administration. In a special report to
the Coombs Royal Commission into Australian Government
Administretion in 1976, Professor R.N. Spann found that

3 Sir Frederick Wheeler, 'Providing for Future Menagement
Needs in the Commonwealth Service', Australisn Journsl of
Public Administration, Vol. 30, No. 1, 1971, p. 5.
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Professar R.N. Spann found that Department Heads mentioned as
major shortcomings their lack of background in management and
the lack of opportunity for experiences outside the Public
Service. They also nominated five to seven years as head of
one department as long enough. The Committee believes that
too many Department Heads did not receive adequate management
experience prior to appointment and have failed to demand the
recruitment or retention of staff with expertise in this area.

2.19 Recent machinery of government changes have tended to
undermine the ‘permanency! aspect of a Department Head's
position. In the ‘'reshuffle' of mnid-1982, six out of
twenty~-six Department Heads were moved from one department to
another. This Committee does not oppose such movement at the
top, not least because it is impossible for any person to fill
a most sgenior position indefinitely and still retain
imagination and drive. Therefore the Committee recommends
that:

1. Any new Department Head appointments be made on a
fixed-term basis.

2,20 To bring this recommendation into effect will require
radical changes to the current terms and conditions and
employment of First Division appointees. Currently all
departmental heads are permanent public servants. These
recommendations would not affect the ‘'permanency' of such
appointees in terms of the Public Service Act but would result
in their status as Department Heads being subject ¢to
re-appointment, after review, at the end of five years.

2.21 The effect of this recommendation would be to abolish
the First Division. The most senior permanent pesition within
the Public Service would then be Deputy Secretary. The
Department Head would in most cases be drawn from this level
and as such would continue to receive its salary to which
would be added appropriate allowance established by the
Remuneration Tribunal. Superannuation would remain pegged to
the deputy secretary scale. When a Department Head ceases to
fill that position he or she would revert to the substantive
rank of deputy secretary and be available for appointment at
that level throughout the Service.

2.22 The Committee believes that machinery to review the
performance of Department Heads could be a committee,
comprising the Minister Assisting the Prime Minister in Public
Service Matters and the Chairman of the Public Service Board.
Other persons could be co-opted. The Minister whose
Department Head is under review must be fully consulted, but
should not be a member of the Committee.

2.23 In terms of procedures for appointment to Department

Head, under Section 54 of the Public Service Act 1922,
advantages are given to what are known as 'established
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candidates' selected from suitable nominated persons from
either inside or outside the Service. O0Other candidates, also
from either inside or outside the Service, are eligible only
for renewable five year appointments with possible termination
upon a change of government. Non-tenured public servants
would normally return to the private sector upon expiry of
appointment whereas a permanent officer would become
unattached at his former level. The Committee believes that
established and other candidates should be considered on equal
terms: The Committee therefore recommends that:

2. Advantages to ‘'established candidates' be removed
from the Public Service Act 1922.

Future Department Heads

2.24 A primary objective of this Inquiry must be to ensure
the develapment of an adequate poal of senior managers from
which Department Heads may be drawn. The Committee believes a
more deliberate effort is needed to identify those Second and
Third Division officers with potential to reach Department
Head or Deputy Secretary level. More effort is also needed to
provide those officers with comprehensive career development
opportunities as they progress through the Service. s
2,25 A start must be made early in =a person's career to
provide opportunities for gaining experience in fipancial and
personnel management, administration and in policy analysis.
Such aptitudes and dispositions are unlikely to be developed
through osmosis merely because a person has had a decade or
more in one Department. By then habits have been formed, and
the impact of training courses or new experiences may be
marginal. The Committee considers such potential senior
executives a most valuable Service-wide resource.
Consequently their development will be enhanced by working in
a range of roles and departments, especially on an understudy
basis to outstanding senior staff members with expertise in
general management.

2,26 Some Department Heads identify 'high-flyers' and some
departments eneble such officers to act as assistants to
senior officers, Early identification can also happen as a
result of the continuous responsibility of all supervisors to
develop and counsel staff. However, in most departments
self-nomination is the basis of promotion, and processes of
identification do not go far enough. Reform appears to have
been restrained by concern that the merit principle may be
breached by succession planning.

2.27 The Committee agrees that developments in this
direction must not lead to favouritism or patronage. There
will also be the prablems of special pleading from departments
claiming the need for independence. These difficulties can be
overcome as has been demonstrated by the British Civil Service
in Australia's Telecom.
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2.28 The Committee believes that it is a fundamental duty
of menagement to search for the best quality candidates for
senjor posts. Therefore greater emphasis must be placed by
the Board on consultation with Department Heads on succession
planning. The Committee recommends that:

3. A Committee of Senior Officials, comprising the
Chairman of the Public Service Board and two
Department Heads nominated annually by the Minister
Assisting the Prime Minister on Public Service
Matters, be established to identify Second and Third
Division officers of exceptional potential on the
basis of nominations by Departments and suggest
assignments to enhance their develapment. This
Committee should report annually to an appropriate
Cabinet sub-committee responsible for Public Service
matters.

2.29 It is acknowledged that any workable succession
planning system will require an adequate information base and
that the establishment of credible and effective systems will
involve additional resources. In this respect the Committee
believes that comprehensive staff appraisal systems for all
officers of Class 9 level and above should be introduced (see
later section).

Structure of Senior Management

2.30 As outlined above, what happens below departmental
head level affects the pool from which heads of departments
are drawn., However, the selection and development of senior
managers below departmental head level has a much more direct
bearing on the quality of output of the Public Service. In
all departments, Second Division officers play a major role in
policy advice and in administration, often with direct access
to Ministers and, especially in State Offices, substantial
autonomy in implementing programs.

2.3Y In hearing evidence for this inquiry and in our
examination of many specific areas of administration in the
course of other inquiries, we have identified a number of
problems with the current structure of the Second Division.

2.32 There are major problems in departmental
administration, in some cases wasting temns of millions of
dollars each year, which are at least partly attributable to
inadequate senior management. It is important to avoid
blaming the Public Service for all problems that arise in
public administration and to design administrative systems
which recognise that the Public Service is made up of people
with a wide range of abilities. However, in its detailed
investigations in a number of areas the Committee has become
convinced that a proportion of officers selected for the
Second Division are unable to manage effectively.
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2.33 In some cases, lhese officers no doubl  appeared

competenl ot the time of Lheir promolion Lo a gapecific Second
Division job but lacked broader skills, or have remained too
long in the one erea. The Committee believes that most

individuals lose momentum and develop narrow perspectives if
they remain in the one area for many years.

2.34 Less competent senior officers sometimes 'block' the
promotion of more talented junior officers. This is likely to
become more widespread in future decades as those currently
being promoted to senior jobs while still in their 30s may
burn out long before they reach mandatory retirement age.

2.35 In many departments, although not all, there is the
attitude that an individual, once promoted to a specific
position, has the right to retain that specific position until
death, retirement or a voluntary move. In some cases the
attitude is reinforced because the individual would be
incapable of holding other positions at that level.

2.36 The Committee notes that, although Section 52(2) of
the Public Service Act enables the Board to order any officer
to move to another position of equal or higher status,
throughout the Act the emphasis is on specific offices or
positions. For example, the Act requires promotions appeals
to be considered in terms of specific positions, rather than
on the basis of general abilities to perform at a higher
level.

2.37 This means that specialist officers are often unable
to receive sufficient recognition and salary without moving
out of their specialty into general administration.

2.38 Some very talented officers are lost to the public
sector because the salary they receive is based upon the
specificetions of their job, without regard to how well they
do it, and because they can earn much more outside the Public
Service, especially when untaxed fringe benefits are taken
into account. For such people, who are often young and are
confident they will always have job opportunities open to
them, security of tenure and superannuation arrangements are
not significant counter-balancing factors.

2.39 The 'loss' of individual officers from the public
sector to the private sector, whether they be specialists or
generalists, is of course not necessarily a net loss to the
nation. Cross fertilisation between public and private
sectors is a vital element of staff development, and the
Committee has more to say about thst later in this report.
However, we accept that in a number of areas valuable skills
are being lost, without much hope for replacement, given
current arrangements.
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2.40 There is Jimited mobility between departments. 1n
general, there is o gresl reloctance to Lransler belween
departments at the same level, even where the move would be to
an area better matched to the individusl's interests and
skills. Such transfers are seen as signs of an individual's
failure.

2.41 Transfer between central departments and others is
further inhibited because the former have higher
classgifications. For example, a branch head in Prime Minister
and Cabinet or Finance cannot transfer to a branch head
position in most other departments without dropping a level.
And in ell departments there is a reluctance to recruit from
other departments when filling Second Division positions, thus
protecting the career structure within Departments. In part
this is because the selection process focusses largely on the
particular position, rather than on more general management
and policy skills.

2.42 The Committee believes that radical change to the
senior management siructure of the Public Service is required
to face the challenges of the next two or three decades.
Therefore the Committee recommends that:

4. The Second Division be abolished and a Senior
Executive Group be created.

2.43 This Senior Executive Group requires a far more
flexible structure than applies at present within the Second
Division. For example, there is much to be said for adapting
to Australian conditions the Canedian and US practices of
promoting senior public servants to a personal grade, vather
than to a particular job. Movement towards this is already
occurring. Some departments word duty statements for senior
positions in the same terms, regardless of which area in the
department the position is located. For example, generic duty
statements are already used for Foreign Affairs officers,
Senior Research Scientists and most Second Division jobs in
Prime Minister and Cabinet. CGreater flexibility 1is also
needed in the actual structure of departments.

2.44 Accordingly, the Committee recommends that:

5. Promotion to the Senior Executive Group and within
the Group be to a personal grade or level, rather
than to specific positions, leaving Department Heads
to allocate {(and reallocate) specific tasks within a
pool of senior executives.

6. These promotions be made on the basis of general

management, policy and administrative skills, rather
than the ability to do a specifiec job.
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7. Departments have much greater flexibility to design
their top structures to accommodate the strengths and
weaknesses of particular senior executives (thus a
Department would have freedom to promote an
individual to a higher level without necessarily
adding to the breadth of his or her responsibilities,
and also to reduce the role of an officer with
limited abilities).

8. Current Publie Service Board control over top
structure be replaced by limits on the aggregate
number of officers at each level in the Senior
Executive Group, together with an active role in
advising departments on promotion criterias, top
structure design and other aspects of senior
management.

9. Where serious consideration is being given to
recruiting an officer from another department to a
senior level, Public Service procedures be altered to
allow that officer to be seconded for a trial period
of six months before being permanently promoted or
transferred.

2.45 The Committee recognises that this whole approach
emphasises the common management skills required of senior
managers and that some senior positions require special
expertise, for example in the health area. The Committee
therefore recommends that:

10. Where specialist knowledge is required or where it is
necessary to promote talented specialists to avoid
losing such skills to the private sector, specialist
positions be created with salary levels equivalent to
the Senior Executive Group. The holders of those
positions would not form part of the Senior Executive
Group.

2.46 In conjunction with the change to ‘'promotion-to-
level' there should be created a limited number of high
profile Second Division temporary assignment projects
available on contract to officers within the Service and top
managers outside it. An advantage in this proposal is that
new permanent positions are not regquired. The packaging of
salaries for such projects could be made much more effective
in attracting senior private sector people than the
traditional salary/superannuation only package.

2.47 These temporary sssignment positions could be limited
to 20 or 25 for the Service, controlled by the Public Service
Board and available to senior executives with proven superior
performance in areas such as policy planning or modifying,
program rebuilding, evaluating or auditing. The Canadian
Public Service has a program which resembles this proposal
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called the Temporary Assignment Program and the essence of the
strength of the Canadian program, at least as initially
conceived and run, lay in the importance of jobs assigned.

2.48 The Committee recommends that:

11. A limited number of high profile temporary
assignment projects be created and be available on
contract to Second Division officers or to top
managers outside the Public Service.

2.49 Although the Terms of Reference of this Report are
directly related to selection and training, it is not possible
to ignore the reality that officers may cease to be efficient
and yet under current Public Service arrangements are able to
remain in positions above and beyond their level of capability
for en indefinite period, even up to retirement. The impact
of this on efficiency is self-evident., Of equal importance is
the fact that their presence can block the promotion prospects
of other more able officers.

2,50 The Government and the Public Service Board have
sttempted in the Commonwealth Employment (Redeployment and
Retirement) Act to address this problem. The Act was passed
in 1979, but the regulations under the Bill were promulgated
recently, some three years after it was passed by Parlisment.
The Committee is very conscious of the real difficulties
associated with the development of adequate arrangements for
the demotion, transfer or removal of inefficient officers from
their positions in the Public Service.

2,51 The concept of permanency long enshrined in the legal
bases for the Public Service has meant that an officer
believes he has a right to remain in a position indefinitely.
The Committee is of the view that the needs of public
administration in the 1980's and beyond will demand a serious
reconsideration of the concept of permanency. It is our view
that as a first step permanency should be re-defined to mean
that a career officer in the Public Service can expect,
subject to existing conditions regarding disciplinary and
medical provisions in the Act, to remain within the Public
Service but that the right to =& senior position must depend
upon the efficient performance of particular duties and the
over-riding requirements of the Department. The Committee
recommends that:

12, The concept of ‘permanency' implicit in the Public
Service Act be re-defined:

(a) so that senior career officers have 'permanency'

within the public service but no claim to a
specific rank or position indefinitely; and
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{b) the holding of senior rank within the Senior
Executive Group depends upon cénsistent and
satisfactory performance of duties together
with the needs of the department and the
service.

External Recruitment

2,52 From 1973 to 1977 there were significant increases in
lateral recruitments, rising to 41 appointments in 1976 and 44
in 1977. In line with reductions in overall recruitment for
the entire Service, however, external recruitment has fallen
heavily since then. Appointments to the Second Division from
outside the Public Service have numbered only 5, 15 and 5 for
each of the years 1979, 1980 and 1981 respectively. Staff
growth in the Public Service will probably be tightly
restrained for the rest of the 1980's. As with public
serviees in comparable countries, salaries and associated
conditions of employment for senior public servants will
continue to be less attractive than those in the private
sector. It therefore seems likely that the absolute level of
lateral recruitment will remain low.

2,53 The Committee wishes to encourage departments to
continue to use all opportunities to obtain the services of
private sector managers and academic experts through senior
advising and consultancy positions. In addition, lateral
recruitment can be incressed through temporary assignment
projects.

2.54 The Committee re-emphasises that both central and
departmental senior management have a responsibility to seek
out the best quality talent for senior positioms. It is not
enough to consider those who respond to advertisements
contained in the Commonwealth Gazette. The Committee
recommends that:

13. To increase inter-departmental mobility and external
appointmentas and to further encourage upward mobility
between career sireams on the basis of merit, aill
Senior Executive positions be openly advertised, and
be available for candidates from outside the Public
Service.

Staff Apprasisals

2,55 The Committee has received cenflicting views on the
efficacy of introducing some method of written performance
appraisal for senior public servants, Nevertheless the
Committee is convinced that written staff appraisals need to
be undertaken regularly on the basis of agreed guidelines for
the Service.
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2.56 We have taken into account views opposing written
appraisals. These views focussed on problems such as
frankness of reporting (particularly in the light of proposed
adninistrative law reform), cost and loss of credibility if
staff appreisals were simply a routine annual activity. Other
critics claimed that steff appraisals have been tried but have
not proved a relisble yerdstick, and that the elaborate
form-filling involved outweighed positive outcomes.

2.57 The Public Service Board does not have e written
appreisal scheme for its staff. The Board's 1982 guidelines
to departments on appraisal scheme design emphasised the need
tos

ensure that a scheme should be introduced only if a
considered decision has been made that it is the most
appropriate response to the identified personnel
management need, and where there are available appropriate
expertise and resources for the design, implementation and
review of such a schemed.

2.58 The Committee was given many examples of successful
written staff appraisals schemes. Private consultants
demonstrated the positive benefits of regular staff
appraisals, particularly for identifying and develaping
potential senior managers. (See Hay Associates' Submission,
Appendix B8). The Coombs Committee in its Report in 1976
stated that formal staff assessments were critical to improved
selection for promotion because 'the assessed' was provided
with the basis for improved performance. Written senior staff
appraisals have been the sccepted practice in the Canadian and
the US civil services for some years. The Office of Personnel
Management in the US Civil Service has produced several
guidelines for use in this sarea. Within Australis, written
appraisals have been in use in the armed forces and the
Department of Foreign Affairs, and are being introduced within
the Department of Defence for officers of Clerk Class 7 and
above in the Clerical/Administrative stream. In its turn, the
Public Service Board is already using & form of written
appraisal of participants in the Executive Development and
Personnel Management Schemes.

2.59 The Committee is aware that avoiding bland and
meaningless reports is a major problem in any appraisal
system. Any useful system needs to be able to compare the
performance of senior staff within departmental branches and
divisions. To be effective, written appraisals need to be
introduced with the full commitment of top management.

2.60 Written appraisals must be obligatory for selection
committees. Written aeppraisals, particularly in a more mobile
Service, will provide career profiles emphasising applicant's

4 Submission of the Public Service Board, 31 May 1982
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strengths as well as weaknesses over s reasonable period of
time. The Committee pecommends that:

14, WHritten staff appraisals be established for officers
at and above Class 9 level {or professional/
specielist equivalent positions). The form of
written appraisal is to be the responsibility of each
department or agency, using broad guidelines to be
devised by the Public Service Board.

15. The Minister Assisting the Prime Minister in Public
Service Matters establish a Task force of three
to investigate selection criteria appropriate for a
written senior staff appraisals scheme. The Chairman
of the Task Force should be a senior officer
nominated by the Public Service Board, preferably a
Department Head supported by an expert from a
management consultant firm and a Second Division
Officer with extensive experience in both policy and
management work. The Task Force should report to the
Minister Assisting the Prime Minister in Public
Service Matters within twelve months of this Report
being tabled in Parliament.

Senior Selection _end the Appeals System

2.61 Selection which opens up the question of appeals
against senior promotions is always a sensitive question in
the Public Service. AN

2.62 The Committee believes that Promotions Appeals
Committees, as presently constituted, tend to place undue
emphasis on directly relevant experience in a 'subject-matter'
area when making their assessment. In coming to decisions in
Second Division appeals cases, it is accepted practice that
each Promotions Appeals Committee uses the definition of
efficiency contained in Section 50(4) of the Public Service
Act. This establishes close links between promotion and the
individual's ability, aptitude and qualifications to do a
particular kind of job at a higher level. According to Sir
Frederick Wheeler:

...relative efficiency means the best man for the job in
question, the best man for the particular vacancy.5

2.63 Sir frederick's definition of efficiency gives little
encouragement to talented men and women with broader
backgrounds and falls short of the desirable objective of a
wider selection from which to make a choice.

2.64 From 1976 to 1980 only 3 out of the 1,000
recommendations made by Department Heads for promotion to or

5 Sir Frederick Wheeler, op. cit., p. 4.
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within the Second Division were averturned. Some Department
Heads cleim that the appeals system is a waste of time, that
it was 'a relic of a vanished age'. Because appeals take
several months to be resolved, the system is more constraining
in terms of delay than in having promotions overturned. The
weight of evidence before the Committee overwhelmingly
supports the view that the appeals system is outmoded and
needs to be reformed in conjunction with changes to the
selection system such as those proposed earlier in this
Chapter.,

2.65 Nevertheless, the appeals system is one of the Ffew
disciplines in an unsstisfactory selection system. Its cost
in relation to Second Division appeals is minimal. In 1980/81
Second Division appeals comprised only 1.8 per cent of all
appeals. The system does have a safety-valve effect
permitting all officers the right to press their own cause.
It elso reduces the temptation to engage in favouritism.

2.66 The Committee believes that a person selecting or
making final assessments on applicants ar appellants for
senior management positions needs to have had direct and
extensive experience in senior management to fully appreciate
the demands of such work and the qualities required for its
successful performance. Currently, Chairmen of Promotions
Appeals Committees are not Second Division Officers and Second
Division Appeals are decided by the Board on the basis of
recommendations from the Promotions Appeals Committee.

2.67 Therefore the Committee recommends that:

16. The establishment of a single committee to hear and
determine all appeals against Senior Executive Group
promotions. The Chairman should have wide senior
management (First and/or Second Division) experience
in the Commonwealth Public Service.

17. The Chairman to be appointed for no more than three
years. It may be appropriate for senior retired
officers to be considered.

18. Each Departmental representative on the Committee for
each separate appeal to be s Second Division officer.

19. Each staff representative to be chaosen from a panel
of Second Division officers.

20. Where either or both the promotee and the
appellant{s) is a woman, consideration be given to
having a woman as a member of the Promotions Appeals
Committee.

2.68 The Committee appreciates that to give effect to
these recommendations will require changes to the Public
Service Act.
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The Role of the PSB in Senior Selection

2.69 The Committee believes there is an urgent need for
much greater involvement by the Public Service Board in
setting Service-wide standards for senior selection. In the
promotion and transfer of senior staff the Department Head's
powers are limited only by the appeals machinery under Section
50 of the Public Service Act.

2.70 In Britain and Canade where service-wide interests
can prevail over the views of the responsible départmental
head, the central agencies play a stronger role in senior
postings. In Britain, promotions to the equivalent of deputy
secretary and above are made by the Prime Minister on the
bagis of advice from a committee including the Head of the
Civil Service. In the Canadian system the Public Service
Commission has not delegated its staffing powers over the
equivelents to our Second Division positions, thus
departmental preferences do not always prevail. Promotions
are based on an extensive appraisal system which involves
departments and a Committee of Senior Officials carrying out
an appraisal of all serving Second Division equivalents. This
Committee includes the heads of the central agencies and
departmental heads on & rotating basis.

2.71 An Australian Department Head is subject to the Board
and to the provisions of Section 29 of the Public Service Act.
Section 29 allows (and.even requires) detailed intervention by
the Public Service Board in devising internal management
structures of Departments, a power which is rarely used. The
Committee considers that some change to Section 29, in respect
of senior management, may be desirable as a quid pro quo for
the Board having a more positive role under Section 50.

2.72 The Board should no longer have to approve the top
structure of departments but instead set limits on the number
of Senior Executive positions at each level. The Board could
be consulted sbout all proposals to fill Second Division
vacancies, with an opportunity to participate in the selection
process and an obligation to advise the Department Head
whether or not it supported the proposed promotion or
transfer. A necessary covollary would be that the Board would
have to comment in its Annual Report if it thought that a
department was consistently making inappropriate selections.
In extreme cases, the Board would have to exercise its
cancellation power. The Committee recommends that:

21. The Public Service Board publish a guide which
outlines in detail the skills, knowledge and target
performance criteria for senior managers in fhe
Public Service against which Department Heads would
be expected to assess the promotion to Second
Division. This gqguide should be periodicelly
reviewed,
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2.73 At present the Board maintains a Continuous Record of
Personnel. Dats is collected and updated on age, sex, date of
joining the service, qualifications, promotions and transfers
of permanent officers in the Service. This dats is used for
the Public Service Board annual report end for other purposes.

2.74 Since 1980 the NSW Public Service Board has completed
an annual survey of senior officers. The data obtained is
additional te that of the Continuous Record of Personnel.
Through this survey the NSW Public Service Board has obtained
useful information on senjor staff and has been sble to make
suggestions for opening up selection procedures, particularly
for women and ethnic minorities. A similar survey would be of
decided advantage to the Commonwealth Public Service. The
principal advantage being early identification of departments
and sectors of the Public Service where improvements in
selection and development opportunities need to be masde. To
assist in the selection and development process the Committee
recommends that:

22. The Public Service Board undertake and publish an
annual survey of senior officers.

Momen in Senior Management

2.75 In 1979 the NSW Review of Governament Administration
detailed extremely low representation of women, migrants and
other disadvantaged groups in more senior positions and
analysed the nature of systemic discrimination in promotion
practices. Since that time the situation has improved in the
NSW Public Service, It is hoped that the recommendations
which follow will have 8 s8imilar effect within the
Commonwealth Public Service.

2.76 The Committee acknowledges that women in the
Commonweéalth Public Service have particular difficulties in
relation to senior selection and development. A recent survey
by the Equal Opportunity Bureau of the Board confirms this
(see Appendix 7). )
2.77 A history of discrimination in employment
opportunities for women has leéd to an unsatisfactorily low
number of women senior managers in both the public and the
private sectors. As at the end of March 1982 in the
Austrslien Publie Service, women comprised only 2% (30) of
Second Division officers. In the next few- years, when
promotions to the Second Division will escelate, the prospects
for women show only slight signs of improvement. For example,
a 1979 Board study of 'Career Patterns for Women in the
Commonwealth Public Service' projected that women would
comprise 5% of the Second Division by 1987. This Committee
believes that, without some form of positive assistance, the
rise in the proportion of women in senior positions for the
remainder of this century will be small., This gross imbalance
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will have adverse effecls on management in the Service as a
whole.

2.78 In the ‘'feeder pool' for senior positions, women
comprise 4% (198) of Class 10/11 Clerical/Administrative (or
equivalent) officers. This percentage is expected to rise to
6% by 1987. Over half of these women (51.5% or 102) are in
professional positions. Their promotional prospects are
diminished by the fact that only 25% of all Second Division
positions are staffed by professionals. Women in the !feeder
peol’' tend to be supervising more women than men and in
relation to their male counterparts, generally lack
experience, opportunity and expertise in reaource control and
‘meingtream’ occupations.

2.79 Although occupational segregation within the Public
Service is breaking down it is doing so faster for men than
for women. The Equal Employment Opportunity Bureau has found
that certain aress of the Service continue to have an
intensely male image. Custom and women's limited experience
still impede entry to senior positions in these areas. The
recently published report on the NSW Public Service uses
comparative data to suggest that the degqree of sex segregation
in that Service may be less pronounced than in the Australian
Public. Service. fFor example, of the Administrative/Clerical
0fficers and Clerical Assistants group, of Commonwealth
employees 26.8% are women compared to 4B8.6% in NSWé.

2.80 At the end of March this year twelve Departments end
agencies employed anly 1 woman each at the Class 10 and 11
levels, four employed 2 or 3, whilst eleven employed from & to
6. The Public Service Board and the then Department of
Employment and Youth Affeirs had the largest numbers of Class
10 and 11 women (9 and 8 respectively). The following
Departments had no women in Class 10 end ll positions at that
time: Aboriginal Affairs, Administrative Services, Attorney
General's, Capital Territory and Primary Industry.

2.81 The Public Service Board has recognised that, despite
the removal of formal barriers to women's employment, more
subtle forms of discrimination still need to be overcome.
Discrimination is often unintentional and the conseguence of
administrative practices and rules in organisetions based on
outdated assumptions about women's roles in the workforce. In
the survey mentioned above, women suggested they needed a very
high degree of competence and confidence, and an assertive yet
tactful approach to overcome doubts about their competence
shown by men: ’

«vs thought needs to be given to the training of men to
accept women in various jobs, to know how to relate to
them from a work point of view.

6 Unfinished Agenda. Review of New South Wales Government
Administration, Further Report 1982, p. 32.
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A number of women said they would like to have the opportunity
to discuss these, and other work-related problems, with other
senior women on a regular basis,

2.82 In terms of selection for senior positions, this
Committee is convinced that in order to exploit the merit
principle more fully to obtain a better cross-section of
senior managers, positive steps are needed to allow women, and
talented people from disadvantaged groups, to compete on =a
more equal basis at the point of selection. The EEO Bureau,
in their submission to the Committee, proposed & number of
measures to counteract discrimination in selection, and
procedures to determine the effectiveness of these measures.’

2.83 The Committee recommends that:

23. MWithin twelve months of this Report being tabled in
Parliament, the Public Service Board provide a report
to the Public Accounts Committee on progress made on
each of the recommendations made by the Equal
Employment Opportunity Bureau for improvements in
selection and development processes.

2.84 In terms of appointments to the Second Division we
understand that, in the period 1972-79, 143 officers were
appointed laterally and only three were women. This would
improve if there were an attitudinal change by those
selecting. A significant proportion of senior Third Division
women are recruited laterally - 28.9% of all survey
respondents in Clerical/Administrative positions.

2.85 The Committee believes there should be wider
opportunities for lateral recruitment to middle and upper
level Third Division positions. A more positive attitude by
top management to staffing these positions through an
executive search approach would produce larger and better
pools of candidates, many of whom would be women. The
Committee therefore recommends that:

24, In order to attract more women of senior management
potential to the Service consideration be given to
advertising & much higher proportion of middle and
upper level Third Division jobs outside the Service.

2.86 Facilitating continuity of service through
establishing permanent part-time status would be of much
benefit to potential senior women managers in the Service. In
Australia an increasing proportion of the labour force is
turning to part-time employment. People are seeking more
flexible choices in patterns of work and the emerging demand
for permanent part-time work has been accelerated by changing
social values, technology and unemployment.

7 See Appendix 7, pp. 103-108 of this report.
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2.87 As a responsible employer, the Public Service Board
is concerned with efficient and economic use of resources of
the Australian’ Public Service. By encouraging the development
of permanent part-time work, the Service will benefit from the
opportunities of gaining a wider range of skilled staff and a
better balance of staffing to match changing demands. Since
1977 the South Australian Public Service has altered the
traditionsl .practice of providing employment only on a
full-time basis. The many part-time opportunities since made
available have been of proven worth to that Service and
individual officers. Th Committee_recommends that:

25. The Public Service Board establish as soon as
possible an implementing committee to co-ordinate the
actions necessary to extend permanent part-time
opportunities throughout the Australian Public
Service. The comnittee's report on this matter is to
be made available to the Public Accounts Committee
within twelve months.
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CHAPTER THREE
DEVELOPHENT

In fact, the more I think about it, the more the
Department appears to be an iceberg, with nine-tenths of
it below the surface, invisible, unknown and deeply
dangerous.l

3.1 Developing senior management is an essential cost of
efficient government; it is not a 'frill' or an extravagance.

3.2 The Commonwealth Public Service has no real
philosophy on staff training and development. There has been
no public inquiry into this area since Federation. In
contrast, in 1978 the Canadian Government commissioned a
gpecial Committee to review Personnel Management and the Merit
Principle (The D'Avignon Report). The Committee believes a
similar investigation in Australia would be of great benefit.

3.3 Although some departments and agencies do provide
adequately for senior staff development, there is no clearly
discernible strategy or set of programs for the Service as a
whole. The Committee believes there is an urgent need for
continuity of development opportunity for all senior aofficers.
This would encourage the establishment of an integrated senior
executive group with 1loyalty to the Service as a whole;
members of that group should be encouraged to have a clearer
idea of their strategic roles in assisting government to set
goals and establish priorities.

3.4 In its recent inquiry into management education, the
Ralph Committee commented adversely on the ad hoc nsture of
the development of managers in many Australian businesses. It
also observed that mueh in-house company training was not of a
high quality, that many training staff were not well-qualified
and that few private sector managers had participated in
formal management development courses.

3.5 The Committee was repeatedly told about the need for
management development programs in the private sector2. We do
not consider the public sector is any different. Objectives
may vary and senior public servants may operate differently
from industrial or commercial business executives, but
development techniques can be adapted from one sector to
another.

N g

Lynn and Jay, op. cit.

Mr Alan Wilkinson, Executive Director of Shell Australia,
told the Third Parliamentary Seminar that, with the
exception of a few companies, private sector organizations
did not have integrated development programs for
management.
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3.6 In the public sector the development of management
skills is still very much a matter of self-nomination and
individual initiative. Formal management training for senior
staff is ad hoc and spasmodic. Many senior officers see no
need to attend training courses which involve loss of job time
and do not lead to promotion.

3.7 Fundemental attributes of public sector management
have not been identified with any precision in existing
development programs. For example, the importance of

personnel-management has not been sufficiently emphasised; yet
a recurring theme in the evidence was weakness in people-
management and the poor quality of labour-management
relations. Other aspects of management development needing
encouragement are: measuring effectiveness, more efficient use
of information systems, techniques of financial management and
corporate and systems planning.

3.8 Throughout this Report the Committee has emphasised
the need for top management to exercise its responsibility to
seek out the best availablé talent. We were pleased to note
the high priority already given to this by some Department
Heads3. However they tended to represent central departments
which could readily attract and hold the best talent. We
support the attitude of these Department Heads but note that
becsuse of current promotion and development practices senior
officers tend to place the interests of departments ahead of
those of the Service as a whole; a situstion which the Public
Service Board has done little to discourage.

3.9 The Committee believes there is an urgent need to
create more opportunities for in-service management
development for senior staff and their successors based on
departmental objectives, on well-understood management
philosaphies and on Service-wide skill and knowledge
requirements. Over one-third or nearly 500 Second Division
officers are less than 45 years old and about 45 per cent have
been in the Second Division for less than 5 years. They are
generally well weducated but inexperienced in senior
management,

On-the~-Jab Development

3.10 After examining all the alternatives the Committee
believes that the most important part of senior staff
development should take place on~the-job.

3 At the Third Parliamentary Seminar, Mr R.B. Lansdown,
Secretary of the Department of Communications, emphasised
that in his view success or failure of development of
senior managers in the Service is ultimately the
responsibility of Department Heads.
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3.11 The skills and qualities needed for senior public
service work are not acquired overnight, and are rarely
acquired in other professions. As the Northcote-Trevelyan
Report of 1853 expressed it:

Without laying too much stress on the experience which a
long official life necessarily brings with it, we cannot
but regard it as an advantage of some importance4.

3.12 The Committee believes that a prime responsibility of
senior mansgers should be to enhance on-the-job opportunities
for their successors. The Career Service Survey of the 1976
Coombs Inquiry found that supervisors requested more courses
in management education and greater use of private sector
consultants in development activities. However they had
difficulty conceiving how on-the-job opportunities in their
area of operations could be improved or why there should be a
need for emphasis on their own development. There is no
evidence to suggest that attitudes have changed in the last
8ix years.

3.13 If this situation is to be improved, line managers at
Branch and Section head level must be given authority to
manage the resources of people, money and materisls for which
they are responsible. Their ability to carry out those
functions should be an important element in the overall staff
assessment program.

3.14 We see two ways of improving on-the-job development
opportunities:
. by formalising the responsibility of senior managers

for career advice through written staff appraisals;

. by encouraging on-the-job development combining both
line and administrative staff placements. This
already occurs in the Departments of Treasury and
Foreign Affairs whose officers are given 2 to 3 year
appointments as heads of management services areas.

3.15 The Committee therefore recommends that:

26. The Public Service Board provide guidelines to
Departments for improving on-the-job development
opportunities for potential Second Division officers.

3.16 Each Department should adapt these guidelines to
cover its own situation. As a result of its experience with
the Executive Development and Interchange Schemes the Board is
now in a better position 'to develop such guidelines and we
urge it to do so as soon as possible.

4 Report on the Organisation of the Permanent Civil Service,
quoted in The Civil Service, (the Fulton Report) HMSO
Cmnd. 3638, 1968 p. I11.
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Mebility

3.17 Mobility of senior managers in the Commopwealth
Public Service requires intre or interdepartmental movement by
transfer or promotion, Mobility may be geographical from
regional to central office or another region.

3.18 The Committee believes that there is not enough
mobility in the Commonwealth Public Service. For example, on
average only 16 per cent of promotions involve @ change of
department and only 6 per cent involve a change of State. In
the British and Canadian Civil Services, senior officers are
much more mobile.

3.19 It has been asserted that more than seven years in
the one job tends to lead to overmastery, progressive
deterioration in performance and loss of enthusiasm,
flexibility and judgement. The Committee generally accepts
this view, which underlines the need for mobility within the
Service. Far example, the Department of Administrative
Services pointed out that 33 of its 40 or so Second Division
officers had worked in other Departments, mainly when they
vere in middle~level Third Division positions. A similar
claim was made by the Department of Prime Minister and
Cabinet. Both these Departments provide opportunities to
acquire skills and experience useful throughout the Service.
On the other hand, within a Department such as
Attorney-General's, most senior staff are legal professionals
and mobility is very limited.

3.20 The Committee acknowledges that mobility and
improvement in quality of work are not necessarily synonymous.
However, a wide range of experience is necessary to develop
staff able to cope with more senior positions. This
adaptability is particularly important in a career service in
an era of rapid change and low growth.

3.21 Senior staff need to have a bhroad understanding of
the working of other departments. They need to appreciate the
ends of policy as well as the means and context of its
development and implementation. For example, if more officers
from operational departments had experience in the Public
Service Board and the Department of Finance, they would be
able to appreciate better the need to fit together the pieces
of the policy jigsaw. In their turn, if officers in central
agencies had experienced the frustrations of trying to
implement major programs in the face of real or imagined
delays caused by other regulatory authorities, they might
understand better the difficulties faced by officers in
operational departments,

3.22 The Committee was told of planned rotation of senior

and other officers within some departments including
deliberate secondments to State Offices for senior staff. For
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example, the Department of Education moved nearly half of its
Second Division staff in July 1980 and is contemplating a
policy of lateral mobility for all of its clerical ‘and
administrative staff every 3 to 5 years. But there is little
evidence of planned interdepartmental transfer in the Service.
This Committee believes that interdepartmental transfers are
used insufficiently as an effective staff development
technique,

3.23 The Committee is aware that officers are reluctant to
agree to interdepartmental transfers. Personal and family
commitments are strong inhibitors, as has been shown by the
recent investigations of the Joint Council5. Secondly, the
existing promotions and appesls system, discourages mobility
by encouraging officers to gain more and more experience in
one job area. A third restraint is the possessiveness of very
senior staff who do not like the possible disruptive effects
of mobility. Because of these restraints the concept of a
career service has been undermined and there is an increasing
tendency for senior officers to give their sole loyalty to one
Department.

3.24 Another significant inhibitor to mobility is the
array of Second Division classification levels. Because an
elite core af central departments have superior
classifications, interdepartmental transfers are extremely
difficult to arrange. . .

3.25 The Committee has noted that a very high proportion
of promotions to the Second Division occur from within the
same department. Appointments from outside the Service and
promotions from the Third to Second Division from 1976 to 1981
in selected departments are shown at Appendix 11. Promotions
from within departments generally exceed 80 per cent of the
total.

3.26 The Committee was disturbed to find that there were
only three promotions to the Public Service Board's 40 or so
Second Division positions during the period, and that the
average career time spent within the Board by Second Division
officers has been 17.3 years. This is a clear indication that
most senior Board officers may have diverse experience within
the Board, but not outside it. Thus their ability to assist
senior management in departments may be suspect. The
Committee_recommends that:

27. With the exception of some specialist positions
within the Board, no officer should remain as a
senior officer of the Board for more than seven years
consecutively.

5 The Joint Council, comprising representatives of the
Board, departments and organisations of officers and
employees, can report and make recommendations to the PSB
on general conditions of employment matters.
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3.27 A recent study by the Board demonstrated similar
trends in 2 sample of eight departments in which, on average,
67 per cent of officers had remained in the same department
since recruitment®. The level of interdepartmental transfers
is also very low.

3.28 The Public Accounts Committee believes that mobility
and promotion at the top of the Public Service can neo longer
rely on self-nomination. The Board and Department Heads have
a collective responsibility to plan mobility within the
Service. The PSB's annual report to Parliament should
evaluate the impact of senior rotation in statistical and
qualitative terms. The Committee recommends that:

28. The Public Service Board in consultation with all
Department Heads draw up clear guidelines to develop
a mobility scheme for senior officers.

The Executive Development Scheme and Interchange

3.29 The most significant Public Service Board development
innovations were the introduction in 1977 of the Executive
Development and Interchange Schemes. Both are positive and
commendable responses to the need for greater mobility within
a comparatively static Service.

3.30 Departmental opinions on the usefulness of EDS and
Interchange were mixed. Most Departments did not positively
sponsor either scheme but found them useful in individual
instances for acquisition of skills and general broadening in
outlook. Some felt there had been & recent decline in the
quality of participants.

3.31 Participants come from a wide range of senior
clerical/administrative or equivalent professional levels.
They are detached from normal duties for twelve months, In
addition to formal course work they undertake two or three
work placements in different departments or occasionally the
private sector. The duration and content of these assignments
are meant to reflect each person's development needs,

3.32 The current Executive Develapment Scheme intake
comprised 21 per cent women (from a feeder group of Clerical/
Administrative €lass 9-1l's, where they comprise 8 per cent).
This is more than double the percentage of the previous three
years. Women's participation in EDS improved as a result of
greater encouragement given through the Board's EED Program.
Many of these women are from specialist areas and are being
given management experience.

6 Georges AM, Smart A. and Weller P., Mobility in the
Australian Public Service, Public Service Board Research
Paper 3, AGPS 1980.
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3.33 The Committee understands that the Public Service
Board is finalising a refined evaluation process for EDS. The
Committee hopes this will lead to more precise information on
the impact of the scheme and a better definition of its
contribution to Service-wide management development needs.

3.34 The Interchange Program provides wsenior public
servants with the opportunity to develop new skills, attitudes
and knowledge through the experience of different tasks in new
work environments, particularly in the private sector.

3.35 Forty-eight (32 per cent) of Australia's top 150
companies, including 28 of the top 50, have participated in
Interchange. Several managers of private corporations

questioned whether work assignments were of sufficient length
and challenge. Some witnesses felt that Australia lacked the
degree of interchange of the Canadian, USA and Japanese Public
Services. Such international comparisons are difficult to
verify. They may be caused by the major companies in those
countries being larger than in Australia and by their
recognition of the interdependency between private sector and
government. The Committee concluded that the Interchange
Program was better understood within the Service than outside.
This could be remedied by the Public Service Board improving
its promotion and facilitation among private sector employees.

3.36 The Committee believes EDS and Interchange, as
examples of programmed lateral mobility, are of great
importance as 8 way of giving aspiring executives,
particularly from specialist areas, a broader view of the
Service, If effectively applied both schemes increase the
likelihood that the feeder pools for top management contain a
wider range of suitable officers, The Committee believes that
each program should be more competitive and that participation
be seen as a clear advantage for career advancement., Further,
participants should be given opportunities to apply the
experience gained on return to their departments and failure
to do so will lead to frustration. The Committee recommends
that:

29. The Interchange and Executive Development Scheme
programs continue., The Publiec Service Board should
seek ways to promote and facilitate Interchange more
effectively and increase the challenge and worth of
its work assignments.

Training Courses

3.37 Almost without exception, witnesses to the Committee
expressed disatisfaction with the standard of relevance and
lack of practical management content in training courses for
senior public servants. .
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3.38 In Februsry this year OECD countries, through =a
Management Improvement Project, reviewed senior management
training programs being tried out in a number of countries7.
They concluded that the more successful programs recognized
that many of the skills required today by senior public
servants are not acquired at lower levels, nor are they
learned on-the-job. 0ECD asserted that if senior public
sector managers are properly to discharge their changing
responsibilities, much greater and sustained effort is needed
to provide formal training.

3.39 Opportunities for formal training within the Service
as a whole have expanded substantially in recent years.
Currently, there are nearly 600 different training courses
provided by the Board for over 10,000 officers. The value of
in-service training is probably being accorded greater
recogrition now than ever before. Yet the Service capacity
for identifying immediate and high priority training needs is
not well developed. This applies particularly to senior
management development needs.

3.40 The dominant theme in this Report has been that the
demands for increased productivity and more effective use of
public sector resources require higher levels of management
skills on the part of senior public servants. This Committee
accepts the view that there is a need for greater efforts in
senior training.

3.41 In terms of improving the development of senior
management, this Committee places higher priority on the
renewal of on-the-job training and interdepartmental transfers
than on conventiconal training courses. However the latter
have an important role in management training.

3.42 The Committee recommends that:

30. The following topics be included in Second Division
training programs:

. the economy and Commonwealth expenditure;

. employer function of chief executives;

. leadership skills (personal efficiency, ability to
set priorities);

. general efficiency of public authorities including
relations; and

. technology and modern tools of management.

7 O0ECD Working Document. The Performance of the Senior
Civil Service in a Period of Resource Constraint,
CT/PUMA/408 Paris, feb 198Z.
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Service-wide Management Development

3.43 Currently the Public Service Board conducts an
extensive series of Seminars for Second Division staff. While
their scope was favourably commented on in the evidence, their
relevance and rigor was questioned,

3.44 In addition to Second Division Seminars, about thirty
Third Division officers and a smaller number of Second
Division officers each year attend short residential
management courses at the Administrative Staff College at Mt
Eliza in Victoria, the Graduate School of Business
Administration at the University of Melbourne or the
Australian Graduate School of Management at the University of
New South Wales. We also wunderstand that the Board is
contemplating a fellowship scheme for about twenty Second
Division officers a year to go on three months paid leave to
engage in ‘'State of the Art' activities overseas. The
Committee supports this initiative,

3.45 It was suggested that better senior management
training packages would result Ffrom the establishment of
positions for specialist senior training officers. There is
merit in assuming that the highest standard of specialist
advice is available for the planning and implementation of
Departmental training. However, without the strong support
and advice of the senior managers themselves training staff no
matter how well qualified can be less than effective. Other
alternatives such as courses at senior staff training
establishments, similar to the Administrative Staff College
established in Britain in the late 1960's after the Fulton
Report, have been seriously questioned and are not Ffavoured by
this Committee.

3.46 The most immediate need is for senior officers to be
formally and collectively involved in determining and
reviewing their own management training. Senior managers

should be aware of the need to improve their knowledge and
ability as an important element in their future career
planning. The Committee recommends that:

31. Within twelve months the Public Service Board provide
the Public Accounts Committee with proposals for
involving senior officers in determining and
reviewing management training for senior staff.

3.47 This Committee believes that it is not likely that
any major efforts to improve Service-wide senior training
courses will be worthwhile until they become an accepted part
of an overall development strategy for all senior officers.
At the very least, training courses need to be organised into
a composite package which forms part of a8 standard but
flexible program of training and development activities
available for all senior officers in the Commonwealth Public
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Service, whether in Canberra or in the States. The
Committee's specific recommendation on this matter, the
establishment of a Senior Careers Unit, is contained in the
last section of this Chapter.

Development Opportunities for Senior Women

3.48 Most women are working in positions which provide
little or no training in the skills required for leadership in
the Commonwealth Public Service. They are not exposed to the
challenges and opportunities which encourage ambition and
commitment to a career.

3.49 In the survey of senior women undertaken by the Equal
Employment Opportunities O0ffice of the Public Service Board,

1.9 per cent of the respondents indicated they had
participated in career development programs in the Service.
The survey showed that women officers recognised the need to
improve their own skills, knowledge and qualifications to
enable them to advance in the Service.

3.50 Potential senior women managers have had a narrower
range of management experience than their male counterparts.
This disadvantage was reflected in the survey findings where
lack of experience in a range of work situations was
considered 'a major impediment to career development'. This
Committee believes that greater mobility, provided by formal
staff rotation schemes organised by the PSB or by Departments,
would be of major benefit to female officers.

3.51 This Committee commends the work of the Equal
Employment Opportunity Bureau in promoting opportunities for
women and for disadvantaged groups in the Australian Public
Service. We also strongly support the Bureau's
recommendations for staff development. (See appendix 7). The
Committee recognises the need to create a more positive career
environment for women and stresses the need to give more
priority to the EEQ programs.

3.52 The Committee recommends that:

32. The Equal Employment Opportunity Bureau be given full
Branch status within the Public Service Board, and
the Government be advised to support publicly Equal
Opportunity Programs.

Departmental Management Development Programs

3.53 The Committee believes that departmental sgtaff
development programs are an important and under wutilised
method of improving management skills, especially for
potential senior officers.
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3.54 Evidence to this Inquiry demonstrated that the
quality of departmental management development programs varied
considerably. Some departments had commendable programs which
are being progressively improved. Others such as the
Department of Employment and Industrial Relations, are
planning comprehensive programs for promising senior Third
Division officers. However a disturbing number of departments
had no programs at all. Consequently, the Committee
recommends that:

33, The Public Service Board, ensure that Departments are
able to devote more resources than at present to
introducing and wupgrading internal management
development programs.

The PSB and Senior Staff Development

3.55 The Committee has been told that the Public Service
Board is highly regarded internationally for its attempts to
create development opportunities for seniar public servants;
that it has led the world in study assistance opportunities
for public servants and in executive development programs such
as the Executive Development Scheme and Interchange. Yet
throughout this Inquiry, strong criticism has been levelled at
the Board's contribution to senior staff development, with
many witnesses doubting whether the Board was giving
sufficient emphasis to training and staff development.

3.56 In response the Board has claimed that a central
senior career planning mechanism cannot be implemented because
power to advance careers in the Service is so dispersed and
that conventions within the Commonwealth Public Service give
too much weight to departmental interests. The Board has also
pointed out that a full career management system would be very
labour intensive.

3.57 The Committee accepts that the very existence of a
statutory authority such as the Board, with legislative
responsibility for staffing, organization and management
arrangements for the service as a whole must cut across the
responsibility of departmental officials and their Ministers
for implementing government policies. Relatively recent
amendments to the Audit Act, which were encouraged by this
Committee, have removed any doubt that the Department Head is
responsible for the administration as well as the policy which
emanates from his department. However these changes have
tended to create a hiatus between the Public Service Board and
senior departmental management. What then should be the role
of the Public Service Board in selection and training of
senior management in an environment in which the Department
Head has been given greater flexibility and authority? Should
the philosophy of 'let the managers manage' be allowed to be
used as an excuse for inactivity? The Committee believes that
ultimately the Board must be able to assert its undoubted
powers under Section 17 of the Public Service Act.
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3.58 Similarly this Committee believes the Commonwealth
Public Service cannot afford to leave management development
to the initiative of the individual officer. 7o remedy this
deficiency, the PSB must have a greater role in planning
senior management selection and develapment. We believe that
senior executives are a Service-wide resource and thus must be
husbanded accordingly.

3.59 Accordingly this Committee believes that the point
has been reached where the Board must assert its authority
over Department Heads to ensure that senior staff are
adequately prepared for senior management which includes
developing a more specific career path for promising junior
officers.

3.60 The Committee believes that this could be achieved by
establishing a Senior Careers Unit, within the Public Service
Board to:

. promote within the Service provision for officers to
spend a fixed proportion of their senior careers (eg.
one year in seven) on rotation, transfer or other
developmental activities;

. promote senior transfers into and out of central
departments;

. identify areas in the Service to which senior
transfers will need to be on a supernumerary basis.
These will include the temporary assignment positions
recommended in Chapter 2.

3.61 The Committee recommends that:

34. A Senior Careers Unit be established as a matter of
urgency to manage development and Service-wide
mobility of officers in preparation for promotion to
the Second Division.

35. The senior staff of the Careers Unit consist of
permanent promotion-to-level positions available for
up to five years. No more than one position be
occupied by an officer of the Public Service Board
and at least one position be occupied by a suitable
persaon from outside the Service. The Senior Careers
Unit be available to Department Heads but be attached
to the Public Service Board.

36. The Public Service Board provides this Committee with
a progress report on the work of the Unit within
twelve months.

3.62 The many changes of a general character in Australian
society and within the Commonwealth Government Administration
meke it timely to consider a review of the functions of the
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Public Service Board. The central functions of which h e
remained unchanged l‘aince the enactment of the first Public
Service Act im 1902°,

3.63 This Committee believes .that the Board's functions
should be reviewed in the light of their relevance to the
1980's and beyond with specific attention to:

. responsibility for the size and quality of staff
including senior appointments within the Public
Service;

. organisational efficiency;
. control of salary, industrial relations and related
matters; and
. the development of personnel capacity.
3.64 Such a review would help ensure that the Board's

advice in the future continues to be in the best interests of
the Public Service and the Australian people. The Committee
recommends that:

37. The Government appoint a Committee of the Parliament
or other competent body to undertake a review of the
functions. of the Public Service Board.

8 The most important legislative changes since 1902 have
been in the addition of a specific responsibility for
promoting the efficiency of the Service (section 17 added
in 1922); in the revision of the promotion appeal
arrangements (1945); and in the modification of the
recruitment provisions (1960).
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APPENDIX 1
TERMS OF REFERENCE

Subsequent to its 1981/82 Annual Report (188th
Report), the Public Accounts Committee decided to undertake an
inquiry into policies and practices for the selection and
development of First and Second Division Officers (Senior
Managers) in the Australian Public Service.

Matters to be considered included the procedures
followed by Commonwealth Departments and Authorities in
relation to the following:

. development and mobility of senior managers;

. selection and development of potential senior
managers; and

. selection of senior managers from within a

department, from within the Service or outside it.
The objectives of the Inquiry were twofold:

(1) To foster improved selection and development methods
for senior public servants, in order that the
resources made available by the Commonwealth
Parliament to the Public Service may be managed in
the most cost-effective manner.

(2) By improving senior management, to enhance the

productivity and performance of the departments and
agencies of the Australian Public Service.
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APPENDIX 2

FULL-TIM® STAFF OF THE AUSTRALSAN PUBLIC SERVICE:
DEPARTMENT, DIVISION AND SEX, JUHE 1982
(Sourco: Public Service Board)

Divislon
First Second Third Fourth
Department, etc. Mon Men Women Men  Women Men Women  Total
Aboriginal 1 14 . 365 109 59 179 127
Administrative Services 1 59 4 1948 430 2997 1707 7146
Australian Eloctoral 0ffice . 2 .o 314 32 18 320 746
Industrles Asslstance Commission . 18 1 176 43 15 78 33
Pet. Prods, Pricing Authority . 2 . 22 1 1 5 31
Attorney~Genoralts 1 67 2 851 - 415 199 694 2229
Austrailan Legaj Ald Office .o 2 . 63 30 5 82 182
Human Rights Commisslon .o 2 . 8 7 2 9 28
offlce of Parlty Counse! .. 4 1 4 3 5 16 33
Trade practices Comnisslon . 8 . 89 25 3 46 m
Aviation 1 50 . 4107 462 5668 913 11201
Capltal Territory 1 24 . 594 268 1960 595 3442
Communlcations 1 20 . 307 81 205 140 754
Australlan Broadcasting Tribunal .. 3 . 55 18 7 16 99
Spaclal Broadcasting Service m 5 . 7 73 59 57 265
Defence 1 81 . 4689 1186 9704 4636 20297
Dafence Support 1 50 .e 3138 407 5018 1180 9794
Education 1 20 2 511 314 168 392 1468
ALC.Ts Schoois Authority . 4 . 86 44 134 627 895
Schoots Commission . 4 1 44 41 1 23 114
Tertiary Education Commlssion . 5 . 42 17 2 20 86
Employment & (ndustrial Relatlons 1 55 . 3274 1673 287 1206 6496
Industrial Refations Bureau . 7 . 137 11 2 51 215
Financo 1 26 1 480 144 63 244 959
Aust, Gove Ret. Boneflts Office . 1 . 126 60 39 190 416
Foreign Affairs 2 53 1 846 157 1272 1519 3850
Aust, Dov. Assistance Bureau . 4 1 218 102 18 92 435
AsDJAB. Ald Exports . 2 . 43 2 » 7 92
Health 1 49 1 1361 593 860 1986 4851
Capital Terrltory Health Comm. « 5 1 162 228 137 470 1003
Home Affalrs and. Environment 1 16 1 164 88 28 105 403
Australian Archives . 3 . 59 37 124 97 320
Austratian Fiim Comission . 5 . 49 20 39 n 124
Austral ian Heritage Commission .e 1 . 9 1 . 5 16
Austs Nat. Parks & Wildlife Service . 3 . a4 8 10 12 7
Australian War Memorial ne 2 . 30 23 55 28 138
Great Barrier Reof M.P.A. . 1 . 17 7 1 8 34
National Library . 3 3 104 167 95 232 604
offico of the Sup. Sclentlst . 3 . 21 8 6 8 16
Inmigration and Ethnlc Affairs 1 25 . 826 409 173 473 1907
Industry and Commerce 1 55 . 2641 516 1200 670 5083
National Development and Energy i 28 . 384 62 150 151 716
Bureau of Minoral Resources . 4 . . 213 T3 139 86 539
frimary Industry 1 33 1 639 157 181 208 2851
Bureau of Agricultural Economics . 9 . 207 44 8 29 297
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Olvislon

First Second Third Fourth
Dopartmont, etce Hen Men Women Mon  Womon Men Women  Total
Prime Minlster and Cabinet 1 34 . 189 74 59 167 524
Audltor-Genoralts Offlce . i8 .o 454 76 10 65 623
Aust. Sclence and Tech. Council . 2 . 5 1 . 5 13
Commonweal th Ombudsman . 5 o yal 4 2 20 52
0ffice of Natlonal Assessments . 7 . 30 3 15 23 8
Publ ic Service: Board 1 38 2 350 iz 44 208 815
Servico-wide Traineos . 10 t 149 36 . 1 197
. Sclence and Technology 1 24 . 596 106 173 215 1115
. Bureau of Meteorology I L) . 514 72 899 170 1659
patents, otc Qffice . 4 o 250 52 38 137 481
Soclal Security 3 40 4 3776 3062 1670 s7122 13275
Trede and Resourcoes 2 43 . 691 183 55 257 1231
Transport and Construction 1 63 o 2550 393 128 765 9900
Bureau of Transport Economics . 7 . 66 15 4 13 105
Treasury 1 32 . 306 61 26 126 552
Aust, Burean of Statistles . 27 1 1893 611 332 716 3578
Austrailan Taxation Office s 48 . 6010 1852 1408 4092 13410
Royal Austraiian Mint . 2 . 36 3 248 8 367
vetorans! Aftalrs 1 30 . 2199 1345 2748 5153 11476
Vice Pros. ot the Exoc. Counci) . o m 1 . . 1 2
Total 28 1275 29 49682 16741 467111 36558 151024




APPENDI[X 3

WITNESSES TO THE COMMITTEE AND FVIDENCE RECEIVED

All witnesses were heard by the Committee 'In
Camera'. At the time of publication of this report,
the Committee had not made a decision whether to
publish their evidence.

10 March

11 March

16 March

18 March

23 March

1982

Mr Dennis McCullough, Managing Director,

Mr Paul Hackforth-Jones, Manager,
P.A. Management Consultants Pty Ltd
216 Northbourne Avenue, Canberra

Mr James T. 0'Connor, Deputy Director-General
Department of Social Security

Mr William I. Manning, Senior Consultant,
W.D. Scott & Co Pty Ltd, Management
Consultants, 100 Pacific Highway, Sydney

Mr Thomas F. Paterson, First Assistant Secretary and
Mr Brian W, Palmer, Assistant Secretary,
Department of Home Affsirs & Environment
Mr William J. Harris, First Assistant Secretary and
Mr Wesley J. Weir, Principal Executive Officer,
Departnient of Housing & Construction

Mr Peter G.F. Henderson, Secretary and

Mr Richard J. Smith, First Assistant Secretary,
Department of Foreign Affairs

Mr Robert N. Allen, Acting Deputy Secretary and

Mr John W. Mather, Assistant Secretary,
Department of Education

Mr Herbert B. MacDonald, Deputy Secretary,
Department of Administrative Services
Mr Norman J. Attwood, Deputy Secretary and
Mr Robert H. Englund, Director
Department of Defence
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25 March

20 April

21 April

22 April

27 April

29 April

Mr John 0. Stone, Secretary and
#r Roger Q. Freney, Assistant Secrelary,
Departmenﬁ of the Treasury

Mr Psul R. Munro, National Secretary, Australian
Clerical Officers' Association

Ms Gail C. Radford, Assistant Commissioner,
Public Service Board

Mrs Carolyn M. Wiltshire, Executive Officer,
National Women's Advisory Council

Ms Jennifér Bradley, oenior Vice-President (ACT),
Australian Clerical Officers' Association

Ms Anne WcHMahon, Senior tecturer in Education,
Canberra College of Advanced Education

Mr John T. Ralph, Deputy Managing Director
CRA Limited, 55 Collins St., Melbourne

Sir William Cole, Chairman,

Mr Robert J. Young, Commissioner,

Mr Geoffrey N. Vanthoff, First Assistant
Commissioner

Mr Nelson J. Quinn, Assistant Commissioner,
Public Service Board

professor Peter S. Wilenski, Professor Political

Science, Australian National University

Professor Robert S. Parker, Emeritus Professor of

Political Science, Austraslian National University

Dr Patrick Weller, Senior Lecturer in Politics,
Australian National University

Mr Colin K. Wood,.federal President
Mr Joseph A. Battanta and Mr Edward H. McGrath,
Councillors, Second Division Officers' Association

Mr Clive C. Gesling, Central Chairman,
Mr Terance R. Rossall, ACT Chairman,
Promotions Appeal Committees
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Sir Geoffrey Yeend, Secretary,
Mr Alan D. Rose, Acting Under Secretary,
Department of Prime Minister & Cabinet

5_August
Sir Roderick Carnegie, Chairman & Chief Executive,
CRA Limited, 55 Collins St., Melbourne
13 August
Mr frederick G. Hilmer, Managing Director,
McKinsey & Company Inc., 50 Bridge St.,
Sydney
SUBMISSIONS

Responses from every Commonwealth Department on
policies and practices for selection and development
of their senior staff.

€qual Employment Opportunity Bureau, Public Service
Board, Selection and Development of Women in Senior
Positions in the Austrelian Public Service.

Hay Associates Australia Pty Ltd.

Mr Ke?in Chandler, Chief Executive, Chandler &
Macleod, Counsltqnts Pty Ltd.

The Institute ©of Chartered éecretaries and
Administrators.
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APPENDIX 4

THE MERIT PRINCIPLE

The merit principle is implicit in the provisions of the
Public Service Act and reflected in recruitment practices
edopted by the Public Service Board for appointment and
promotion. Effective application of it lies at the heart of
the system of public sector administration and provides the
basis of sound administration whereby:

. Staff are selected irrespective of race, sex,
political affiliation or socisl status.

. There is avoidance of injustice, patronage, nepotism,
prejudice or discrimination.

The merit principle is not specifically prescribed or defined
in the Public Service Act. But the basic elements of the
systenm of open campetition on merit include:

. Adequate publicitiy - job openings and requirements
are made public so that interested persons have a
reasonable opportunity to know about them.

. Opportunity to apply - persons who are interested
should have an opportunity to make their interest
known and receive consideration.

. Realistic standards - qualification standards to be
reasonably related to the job to be filled and to be
applied impartislly to all who make their interest
known.

. Absence of discrimination - the standards and
processes used should embrace only matters related to
ability and fitness for employment,

N Ranking on the basis of ability - ranking of
candidates to be on the basis of relative evaluation
of their ability and fitness and a selection process
vwhich gives effect to this ranking.

. Probity of the process - the public to be sable to
find out how the process works and to have the
opportunity to make representations relating to
selection.
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APPENDIX 5
Paper for Australian Institute of Public Administration

ACT Group Meeting on "Options for Development
of Executive Service"

23 JUNE 1982

RECENT DEVELOPMENTS IN EXECUTIVE SERVICE OVERSEAS:
CANADA, USA_AND UK

Norman W.F. Fisher, Bureau of Labour Market Research

. an
Tony Gallagher, Public Accounts Committee
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INTRODUCTION

Althaugh the 19708 saw many major inquiries into Australian
public services, most gave little or no attention to assessing
the structure and performance of executive levels of these
services. (That is, those positions between Permanent Heads
and supervisory management). The Royal Commission on
Australian Government Administration itself paid relatively
little attention to the development of the executive level in
the Commonwealth Public Service (CPS) although its
recommendations included several pertinent proposals. In
particular, that "the higher management levels of the service
- broadly those comprehended within the second division - be
merked out as Senior Executive Officers within a Senior
Executive Category" (Rec. 238, $9.5.4 RCAGA 1976).

Thie relative disinterest on the part of such official
inquiries has been partly offset by several commentators who
have argued for various changes in the executive structure on
grounds of efficiency and/or political responsiveness, e.g.
Wilenski, Troy, Hawker.

A more recent development has been the attention given by the
Public Accounts Committee of the Commonwealth Parliament to
senior management as a key ingredient in accountability and
management of the public sector. This is reflected in the
Committee's Third Parliamentary Seminar on Selection and
Development of Senior Public Servants.

Neither the masjor reviews, the commentators, nor their
cpponents, have however looked to experience in overseas
countries with similar governmental and public service
systems, for guidance. It is easy to find arguments why the
Australian situation is wunique and overseas experience
inappropriate, but it is more difficult to shaw that the
Australian Public Service is so unique that the public
services of major developed countries can be ignored. This
paper sets itself to remove this ignorance. In so doing it
reveals major recent changes in the executive levels of two
major services - Csnada and the USA. These developments merit
particular reference in any consideration of change in, or
continuation of, the current arrangements governing executive
levels in the Australian Public Service.

The following sections of this paper summarise, in turn,
recent developments in the executive component of three
overseas public services: Canada, the USA and UK.

Note£ The substance of this paper is the responsibility of
the authors and should not be sttributed to their
organisations.
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As the recent Public Aeccounts Committee Parliamentary Seminar
was concerned with the Selection and Training of ECxecutive
staff, the paper focuses on classification, remuneration and
tenure issues (as far as data sources permit).

CANADA: The Management Category

The management function within the Canadian Federal Public
Service, (CPS) was until recently spread through a wide range
of position classifications and types of work, Unlike other
public services the only identifiable CPS managerial groups
were Deputy Heads (Permanent Heads) and the Senior Executive
Category, representing less than 1% of the total employee
population, The lack of a clear and cohesive management group
invelved many problems. In particular, managers were subject
to a variety of compensation, staffing, and training and
development policies while there was inadequate flexibility to
form, deploy and manage management teams in relation to
departmentel needs.

In response to a general groundswell of support for reform and
specific proposals by many committees and commissions, a
review of the personnel policies for management was undertaken
in the late 1970s by the Treasury Board Secretariat and the
Public Service Commission. This review led, on 1 April 1981,
to crestion of the Msnagement Category in the CPS, This
category comprises two management groups covering some 4,500
managers, distributed among one subordinate senior management
level (the Senior Management Group) and five executive levels
(the Executive Group). These developments did not affect the
Deputy Head Group, which is composed of three levels and,
while not included in the Management Category, is the upward
extension of the managerial ladder.

Members of the new Executive Group (EX) include officers in
positions in-or equivalent to-the former Senior Executive
Category. The Senior Management Group (which has been
approved in principle but has not yet been implemented) will
include employees currently in positions immediately below the
lowest level of the Executive Group. (Senior medical or legal
officers, are not included in the Management Category). It is
forseen that the Management Category will probably be extended
to include lower 1levels who exercise management functions.
;h: main features of the Management Category are summarised
elow.

1 The following material has been drawn from "Compensation
Policies and Procedures for the Canadian Federal Senior
Public Service" a reference paper for the OECD Meeting on
Performance of the Senior Civil Service in a Period of
Resource Constraint, Rome, November 1981 (mimeo), and
Public Service Commission of Canada (1981) A Guide to the
Management Cateqgory Ottawa.
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(1)

(ii)

Clasgification - The Category includes senior
personnel responsible for policy development and
those with a more traditional "management" role
involved in program formulation and delivery. The
inclusion of both "staff" and "line" roles was
achieved by adapting a classification plan, developed
by Hay Associates Canada Limited, to reflect features
unigue to the CPS environment. All positions at the
selected levels were evaluated and assigned a point
rating based on three main factors describing
knowledge, problem-solving, and accountability. The
plan allowed a comparison of management jobs inside
and outside and public sector, established a
continuum of responsibility, and weighted management
factors such as major administrative and staff
responsibility without penalising those jobs which
have major policy content but where supervision of
human or financial resources is minimal.

Within the Cateqgory, authority to classify jobs up to
and including the EX-3 level may be delegated to
Deputy Heads. Treasury Board retains authority to
organise work and to classify jobs at the Ex-4 and 5
levels, to approve Assistant Deputy Minister and
equivalent titles, and to determine the management
complement, or total number of authorised senior
management personnel, for each department and agency.

In addition to departmental complements, the Treasury
Board operates the Temporary Assignment Pool (TAP) to
meet temporary departmental needs for senior
personnel resources. This special reserve of senior
public servants forestalls unnecessary growth in
senior management ranks by providing a pool of
approximately 40 senior officers. Although attached
to the Treasury Board Secretariat, they undertake
departmental high-priority and short~-term
assignments, under the direction of Deputy Heads and
senior departmental persoannel, which require
experienced individuals of demonstrated high
performance.

Compensation and Pay - The compensation plan
established for the Management Category recognizes
the increased accountability of each successive level
within the Category, and attempts to maintain
aggregate compensation comparability between the
public and private sectors up to and including the
Ex-1 level. This is intended to ensure that these
managers are generally paid more than their immediate
subordinates who are subject to collective
bargaining, while providing equitable treatment for
both groups. Above this level, direct Public
Service-private sector comparability has been
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replaced by a policy of internal relativity providing
for appropriate salary differentials between
successive EX and DM salary ranges, with the upper
limits of the ranges being set by the Government on
the advice of the (independent external) Advisory
Group on Executive Compensation. The salary ranges
at April 1981 are given in Table 1.

These salary ranges are an essential element of
Menagement Category remuneration but are not the
complete story. Salary levels within the ranges and
incentive payments beyond the range are substantially
lined to performance as described below.

Table 1: Management Category Salary Ranges at April 1981i(a,b)
($000)

Category $C $A

SM 38.9 - 45.4 29.5 - 34.4

£X1 43.3 - 50.9 32.8 -~ 38.6

EX2 47.6 - 55.9 36.1 ~ 42.3

EX3 51,5 - 60.8 39.0 - 46.1

EX4 56.4 -~ 66.2 42,7 - 50.2 .

Ex5 61,3 - 72.3 46.4 - 54.8

Notes: a. Canversion to Australian dollar equivalents has

(iii)

used the exchange rate at June 1982, i.e. $C 1,32;
$A 1,00.

b. it is understood that Menagement Category salaries

have risen about 12% since April 1981. On this
basis SM is equivalent to Level 1, and EX4 to
Level 6.

Performance Appraisal - It has been CPS policy since
1979 that performance reviews and employee appraisals
be completed for all employees including senior
public servants. These reviews of executive officers
are now even more important as the results now
influence remuneration.

The performance review process involves both
supervisor and subordinate in a consideration of the
duties and tasks to be performed, of the setting of
performaence expectations and evaluation criteria, and
of the actual results achieved as measured against
these expectations, The employee appraisal process
provides a comprehensive report which, in appraising
actual work performance, identifies the individusl's
qualifications, potential, training and development
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(iv)

needs, 8and probable or possible appropriate
assignments. For managers, it also indicates in
which of five categories actual work performance
falls. At their simplest, these categories may be
defined as follows: outstanding - achievement
consistently and substantislly beyond what is
expected; superior - performance generally beyond the
requirements of the position and established
criteria; fully satisfactory - criteria and
established expectations, without significant
exception, met and sometimes exceeded; satisfactory -~
many expectations met and fundamental requirements
adequately discharged, but recognizable need for
further development of skills and knowledge;
unsatisfactory - one or more fundamental requirements
not met.

Appraisals of supervisor, managers, and executives
contain a section assessing their ability to exercise
a variety of management functions, such as policy
advising and formulation, control, staff deployment,
and the implementation of the official languages
policies. A copy of all appraisals for the Executive
Group is sent to the Public Service Commission to
assist in the .transfer and promotion of executives,
and to identify "high~flyers" (individuals with
Deputy Head potential).

In the Canadian experience, a system which
compensates managers on the basis of performance
appraisals is deemed to have the distinct advantage
of reinforcing a manager's feeling of belonging to a
special group where members are compensated for their
recognized personal capacities and their contribution
to their organization and its programs. By providing
additional compensalion to those whose performance
warrants it, meaningful salary differentials are
created, and high achievers are motivated to seek
increased responsibility.

Salary Incentives - Job performance is a key element
in each Category members' remuneratiaon. The
announcement of the establishment of the Category,
put it bluntly;

We are increasing accountability of our senior
management employees and the quality of their
performance will be reflected in their pay
cheques, .

The Salery Administration Plan for the Management
Category permits the salaries of members of the
Category to be determined on the basis of individual
merit as established by means of the appraisal
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process. As seen in Table 1, the continuum of salary
ranges extends from the Senior Management Group
through the five Executive levels. Each salary range
contains &8 minimum and a job rate which represents
the maximum attainable salary rate for a manager
whose performance has been fully satisfactory over a
period of time. The range between these two
represents the development portion through which new
managers progress as they gain experience and
demonstrate improved performance. Annual salary
increases within this range vary for each individual
and are based on performance; both the increases and
their effective date sre determined by the manager's
Deputy Head and consist of two amounts - the amount
of any upward salary range revision and a merit
increase based on the manager's productivity and
performance. Merit increases may range from 0 - 10%
of their performance. rating and current salary ;
managers rated as unsatisfactory would not receive =a
merit increase, nor would they receive any increase
as a result of a change to their applicable salary
range.

The Management Category institutes a new incentive: a
performance award bonus plan. Under this plan, the
upper portion of the Management Category salary
ranges are replaced by a performance saward bonus.
Category members who are at the job rate (the
maximum) of their applicable salary range may be
gwarded a lump sum performance award by the Deputy
Head based on assessed performance. Managers
assessed as ocutstanding may receive up to 15% aof the
Jjob rate salary, and those rated as superior up to
10% of the job rate. These bonuses are awarded for
one year only, based on performance in the past year,
but .may be re-earned in subsequent years. Although
peid in a lump ‘sum, these bonus awards form part of a
manager's effective rate of pay for the year
beginning April 1 each year for all purposes other
than promotion and transfer salary calculations
(thus, for example, Lhey are deemed to be salary for
purposes of the computing of pensions). The number
of superior and outstanding performers within a
departmental complement is currently limited to 30%
of the population.

Deployment - The Category gives Deputy Heads much
greater flexibility to manage their management
resources, especially to deploy thess resources in
response to changing circumstances and departmental
needs and to match a manager's strengths with

OQustanding 7-10%; superior 5-7%; fully satisfactory 3-5%;
and satisfactory up to 3%.
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(vi)

(vii)

particular tasks. This has been accomplished by
adopting the concept of appointment-to-level rather
than the usual Australian Public Service system of
appointing to a specific position, Appointment-to-
level enables Deputy Heads, to transfer senior
personnel or rearrange their duties within their
departments, without seeking a separate appointment
action for each such change from the Public Service
Commission, It is regarded as integral to the
establishment of a cohesive and more accountable
management cadre, and is widely supported by Deputy
Heads, who will now be able to establish more
effective human resource strategies.

Appointment-to-level is currently being implemented
by regulation but full implementation requires
changes to the Public Service Employment Act. When
the legislative changes are effected, Deputy Heads
will have the authority to require members of the
management team to move from one job to another
whether or not the individuals are in agreement.

Selection and Promotion -~ Management qualifications
will be gradually built into the process for
selecting and promoting individuals to and within the
Category. As well as the technical and/or
specialised knowledge necessary for a given job,
candidates will be evaluated to ensure they possess
more general managerial levels. Selection guidelines
pravide for the evaluation of management attributes
within five dimensions - past performance, potential,
managerial experience, abilities, and knowledge. The
selection process will allow for those who may wish
to change their career patterns from specialist to a
more general type of management.

Over recent years about 14% of all appointments to
the -executive level have been from outside CPS, and
about one in five internal appointments have been
inter-departmental. Together these represent in
annual infusion of ‘new bloed' to individual agencies
executive appointments averaging about 30%.

ITraining - The Public Service Commission will provide
executive and managerial training and development on
a service-wide basis. To this end a continuum of
management trasining has been developed which is
directed towards the different levels of the
Management Categary and the management
responsibilities found at each 1level. As well,
orientation programs have been developed for new
members of the Category; these programs are intended
to provide entrants with an intensive briefing which
will assist them to assume their new duties as
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(viii)

effectively and as rapidly as possible. This
management orientation training is obligatory either
upon appointment or within six months of appointment
for all new appointees to the Management Category;
for the financial year 1981-~82, a minimum of 5% of
current incumbents of such positions must undergo
orientation training, with this percentage increasing
to 10% in subsequent years. The content of these
briefings (which are provided over five days for
ADM's, 10 days for Executives, and 20 days for
members of the Senior Management Group) includes
current international and national issues,
governmental, administrative, and management systems
and principles.

Incentive Awards - In addition to these salary
incentives, several incentive awards are available

under the Incentive Award Plan administered by the

Treasury Board Secretariat. These are:

(a) Suggestion Award Program - This award is
generally made in recognition of suggestions
from individuals which result in financial
savings or operational improvements. Management
Category members are eligible only for
certificates of recognition under this program

* and do not receive cash awards.

(b) Merit Award Program - This award recognises a
very high level of performance over an extended
period of time, for completion of a major
project, special assignment, or research study
in a manner beyond normal expectations, or for
performance of duties under abnormal
circumstances. All public servants are eligble
for this program, but individuals who are
members of a pay system which gives performance
bonuses may receive only certificates rather
than cash awards. This restriction affects
members of the Category.

(c) Resource Management Award - This award, in the
amount of $5,000, .is given by the President of
the Treasury Board to one individual per year,
and normally to individuals in the executive
levels.

(d) Oustanding Achievement Award - A maximum of five
of these awards may be made each year to
Executives and Deputy Heads selected by a
committee established outside the Public
Service. Individuals so recognized are those
wha have demonstrated sustained high level
performance, achievement, ‘and leadership.
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Awards consist of Canadian art works up te a
value of $C5,000.

It should be noted that all cash awards are fully
taxable, including (iv) above. In certain
departments, individuals may receive a Deputy Head's
commendation, and the Public Service Commission may
give certificates to department in recognition of
improvements over the year in the exercise of
staffing sauthorities delegated to departments by the
Commission.

(ix) Benefits - A number of benefits exist for members of
the Category which, while not performance-related,
are a form of recompense for those employees who have
chosen to carry management responsibilities. These
benefits are available in the areas of disability and
medical insurance, basic and supplementary life
insurance, medical care, and leave.

USA: The Senior Executive Service

The Senior Executive Service (SES)was created by the Civil
Service Reform Act of 1978. SES is a gradeless system where
salary and status are personal and not dependent on the
position occupied. The SES system is to:

. provide better management of the number and
distribution of Federal executives;

. give agency managers greater flexibility in assigning
executives where they are most needed;

. ensure that career people entering SES have
managerial qualifications;

. make executives individuaslly accountable for their
performance and through mandatory written performance
appraisals permit removal of those whose performance
is inadequate and without improvement;

. link compensation with performance through replacing
regular pay rises with bonuses and public honours for
outstanding performance;

. offer increased advancement opportunities to career
executives; and

3 The following material has been mainly drawn from (US)
General Accounting Office, First Step completed in
conversion to Senior Executive Service, Washington, July
1980.
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. simplify the numerous pay and other laws previously
governing senior executive levels.

(1) Scope of SES SES covers managerial/supervisory
positions in the executive branch classifiable at General
Schedule (GS)-16, 17 and 18 and Executive Levels IV and V (or
their equivalents) that do not require Senate confirmation.
This latter exclusion means that the traditional politicel
positions in higher levels of the US Federal government are
not included in SES. Certain other career positions remain
outside SES by statutory exclusion, e.g. FBI, Foreign Service.

The Civil Service reform Act of 1978 also established an
overall 1limit of 10 777 on SES positions plus non-SES GS
supergrade positions, and a separate limit on the scientific
and professional executive positions in research and
development outside SES and GS.

(ii) Appointments. Ffour types of appointments can occur
under SES:

Career: Selection under the merit staffing process -
OPM approves candidates' managerial qualifications.

Noncareer: Selection not under the merit staffing
process - no Office Personnel Management review of
manageriesl qualificatiens.

Limited term: Nonrenewable appointment to a position
the duties of which expire within 3 years.

Limited emergency: Nonrenewable appointment for up
to 18 months to meet an urgent need.

At least 85 per cent of SES appointments Government-wide must
be career and only persons with SES career status have tenure.
Office of Personnel Management (OPM) determines the proportion
of non-career in any agency with maximum proportion 25 per
cent, while total Government-wide non-career appointments are
limited to 10 per cent of SES positions. Limited appointments
may not exceed 5 per cent of SES positions.

The Act requires each agency to establish one or more
executive resources boards (ERBs) comprised of its top
management . ERBs conduct the merit staffing process for
career appointees and can also manage SES, including executive
personnel planning, staffing and development, position
management, pay management, performance appraisals,
performance awards,- and evaluation of executive personnel
management .

OPM must establish one or more qualifications review boards to

certify the executive qualifications of candidates for initial
appointment as career appointees. The agency head or other
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agency appointing authority will select non-career and limited
appointees. An agency may make a limited appointment only
with specific authorization from OPM.

SES has only two types of positions - general and career
reserved., General positions are the norm and executives with
career, noncareer, or limited appointments may hold them.
Career-reserved positions are restricted to career employees
to ensure impartiality and the public's confidence in
Government.

(iii) Remuneration - The Reform Act required five or more
SES pay rates. The President established six levels of pay -
Executive Schedule (ES-1 (lowest) through to ES-6 (highest)).
The Act requires that the lowest rate be at least equal to the
first step of 65-13 and that the highest not exceed that for
Executive Level IV. The salaries of executives converting to
SES may never be reduced below their payable salary at the
time of entry.

Career executives in SES with fully successful performances
can receive lump-sum performance awards (bonuses) of up to 20
per cent of their base pay. The number of awards granted in
any fiscal year were initially not to exceed 50 per cent of
all SES positions in an agency. This has since been
restricted to 20% by Congress and OPM.

Career executives are also eligible for Meritorious Executive
and Distinguished Executive ranks:

. Meritorious Executive can be awarded to up to 5 per
cent of SES a year as a one-time lump-sum payment of
$10,000,

. Distinguished Executive can be awarded to up to 1 per
cent of SES a year as a one-time lump-sum payment of
$20,000.

(iv) Performance Appraisal - The Act requires each agency

to develop, according to OPM standards, one or more SES
performance appraisal systems designed ta:

. permit accurate evaluation of performance based on
criteria which specify a position's critical
elements;

. provide for systematic appraisals of performance;
. encourage excellence in performance; and
. provide a basis for determining eligibility for

retention and for performance awards.

61



OPM must review each agency's performance appraisal system to
determine if it meets the requirements of the Act. The first
performance rating occured in 1980. Each agency must
establish one or more performance review boards (PRBs)
responsible for making recommendations on performance ratings
and awards to the agency's appointing authority and its ERB.

The performance appraisal systems of each agency must provide
for at least three levels of competence: unsatisfactory,
minimally satisfactory, and fully successful. Assessment of
'fully successful' makes an SES member eligible for
performance awards. The other ratings indicate need for
corrective action.

(v) Executive Development - The Act also requires that
0PM or agencies establish programs for the systematic
development of candidates for SES and for the continuing
development of incumbent senior executives. OPM will assist
agencies in establishing such programs and in monitoring their
implementation. The Act allows agencies to grant sabbaticals
of up to 11 months in any 10-year period to career executives
meeting certain tenure requirements.

There has been recent criticism that some agencies have yet to
establish adequate programs.

(vi) SES Conversipon - Conversion was the process through
which positions from the various executive authorities and
systems were designated as SES, and executives already in
these positions were given the opportunity to join the new
SES. The process was accomplished in three steps under rigid
time schedules as the Reform Act required that SES be
effective 9 months after enactment i.e. 13 July 1979, The
steps were:

(a) OPM required agencies to submit in early 1979
requests for SES and related positions.

(b) After OPM reviewed these requests, agencies were
given =allocatiens in total numbers, rather than by
designated position titles. Agencies could thus
establish and fill any position they believed should
be in SES, within their allocations.

(c) Following these allocations in March 1979, incumbents
in positions designated as SES had 90 days to join
SES or to decline and thereby retain their current
appointment and pay. These executives received
information aon the type of position offered, the pay
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rate, their SES conversion status, and their status
ghould they decline conversion. There being little
option, over 98 per cent accepted conversion and
formed the nucleus of executives entering SES in July
1

(vii) Assessment - Although the conversion to SES appears
to have proceeded relatively satisfactorily, several problems
with SES exist. 1In particular salaries have been compressed
and Congress has restricted SES pay and inhibited performance
awards. As a result, most SES members are now on identical
remuneration! Continual turmoil on matters of executive
compensation is having negative effects on SES members.

UNITED KINGDOM: The Status Quo

There have been no recent developments in the British Civil
Service to match the major changes in the US and Canada.
Recent staff cuts from around 730,000 to 680,000 and further
planned reductions to 630,000 by April 1984 have had an effect
on morale and on the top management function.

(1) The Management Category - Britain's executives are in an
Open System (Secretaries, Deputy Secretaries, Under-
secretaries) established through a recommendation of the
Fulton Committee (1968), and a second layer of top
Specialists and Administrators (Assistant Secretaries,
Executive Officers, Principals). One of the principles
underlying the British Administrative Class is that those in
the Open System, and to a lesser degree those in the second
layer, have the necessary background and experience to be
deployed throughout the Service, wherever they are required.

(2) Tenure and Remuneration - All executive positions are
tenured with a traditional classification-related remuneratiocn
system., Considerable dissatisfaction was expressed last year
over remuneration.

(3) Recent events - Since 1977 the Commons Treasury and Civil
Service Committee, through its reports on the efficiency and
effectiveness of the Civil Service, has been a conspicuous
critic of the British Administrative Ciass. Its Third Report,
March 1982, recommended a system of merit pay for executives,
and changes to the selection process involving mandatory
courses in financial and general management skills,

In December 1981 Mrs Thatcher abolished the Civil Service
Commission dispersing its functions to Treasury and Cabinet.
Her personal commitment to €ivil Service reform and the
retirement of one-third of the Permanent Secretaries over the
next two years may provide an opportunity for new policies on
selection and development of senior staff.
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In November 1981, Sir Geoffrey Wardale provided an unpublished
report to the Government on the Open Structure of the Civil
Service. This review recommended the removal of an additional
number of senior posts, thus adding to the continual thinning
out of top ranks from 822 (in 1979) to under 740.

The report of the Inquiry into Civil Service Pay (The Megaw
Report) was published in July this year. The Megaw Committee
was set up amidst the debris of the 1981 Civil Service 21 week
strike, which was triggered by the government's abandonment of
its system for determining civil service pay through
comparisons with "similar" jobs outside. Amongst its
recommendations are that 'Merit Pay' be established for those
of Principal and Under Secretary rank.
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APPENDIX 6

SUBMISSION BY THE SECOND DIVISION OFFICERS' ASSOCIATION

The Second Division Officers' Association (SDOA) met
with the Public Accoynts Committee on 29 April 1982
at a Private Meeting. At that meeting the SDOA
agreed to respond in wriling to additional questions
on selection and development.
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SENIOR MANAGEMENT: ISSUES FOR SECOND DIVISION
OFFICERS' ASSOCIATION

Q.1 What ere the major pressures on _current public sector

maneqgement? What implicetions do they have for selection
and development?

The qgenernl experience oxpressed by senior
officers across the lenqth and breadth of the Australian
Public Service can be summed up as Lhat Lhey are required
to manage ~

. at a grealer and greater pace
. to meet more and more new circumstances
. in a more rapidly changing and complex social,

political and technical context

. with an increasing degree of accountability and
of parliamentary, public and media scrutiny

. with hopelessly inadequate manppower and
financial resources that are determined
arbitraerily by authorities that have no direct
knowledge or experience in major enterprise
management

. with ever-widening requirements in the way of
internal and extecnal consultations and
obeisance to modern monagement techniques

. with limited authority Lo deploy resources in
the most efficiint and cost-effective way

. in a more nostile industrial relations
environment

. with new restrictions in the way of
administrative law stipulations, and

. wikth a geneceally less experienced and
well-trained, albeit better educated (and
therefore more questioning) staff.

In even shorter form, the universal plaint is that there
is just too much to handle, too quickly, with too Llittle
experienced support available.

The overall effects of these pressures impacting
on senior managers in the Service of today are that they
can neither set nor meet realistic targets. Hence, they
are driven to set personal priorities that relate more to
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self-protection and survival whilst maintaining the
appearance of attempting to satisfy the most urqgent yet
constantly changing political objectives und prioritics.

An alternative way of expressing the situation
is that in government administration today there are
countervailing influences. On the one hand, there are
extreme and positive pressures to manage more and more,
better and better. 0On the other hand, however, there are
quite negstive and even destructive influences which
operate in the quite opposite direction, that is, away
from proper management and towards improvisation,
expediency, false economy and specious rationalisation.

In attempting to assess the implications that
these various pressures have for selection and
development, it is neccssary to disregsrd the more
destructive pressures on the basis that it is better
policy to work towards their eradication than to build
them into the 'personality' of the Service. Setting aside
then the more cyniecal implications, the overall
implicetion is that in selection for the managerial ranks
of the Service and in the development of senior officers,
greater emphasis now must be placed on attributes and
experience in management ¢s a practice and profession.

The view has been expressed to the Association
that much of the past tiaining and development for top
management in the public sector has been irrelevant: many
of the top officials «ill have been selected for
inappropriate reasons nd lack the experience and
background (and may ack the aptitude) to deal
successfully with today': management problems. Current
senior Public Service selection practices tend to
emphasise proven perfoimance or aptitude for policy
development, ability to sustain @ Department's case in
inter-departmental committees, ability to deal with
Ministeriel and Cabinet submissiaons, and so on. General
management skills, financial experience, supervision and
development of staff are areas that tend to be
subordinated to those more intellectual, verbal and
politically oriented skills.

To the extent that this view has validity, it
must follow that a better balance has to be achieved in
selection and development between the policy-cum-executive
weighting and the executive-cum-manangerial weighting.

The PAC itself put its finger on the issue when
it identified the need For the 'gifted generalist'. To be
more specific, the demands on the Service's senior:
managers predicate the need for
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experience/training in management by objectives,
priority setting, political awareness and
sensitivity

strong-mindedness to challenge unreal
impositions and promote understanding whilst
continuing to produce loyslty, integrity and
professionalism

capacity to recognize when to consult and when
to act, awareness of likely implications of
actions, communication skills, entrepreneurship,
versatility, fFirmness, fairness and
understanding,

to cite just some of the hespoken attributes which should
be acquired or develaped.

SELECTION FOR SECOND DIVISION

Advantages/disadvantages of limited promotion-to-level as

opposed to_universal promotion-to-position.,

Advanteges:-

(i)

(ii)

(iii)

(iv)

(v)

(vi)

(vii)

Allow standard selection criteria and procedures
to be applied.

Enable generalised rather than specialist
criteria to be adopted and emphasis to be given
to broad management experience and skills.

Enable & single expert selection committee to
operate.

Enable senior managers to be recruited and
trained and developed in excess of jimmediate
requirements and be ready to step into positions
immediately on becoming vacant.

Improve the prospects of attracting and
selecting applicants from outside the Service.

Enable outstanding generalists employed in
specialist areas with limited promotion
opportunities to be identified, advanced, and
retained within the Service.

Should reduce incidence of parochial and poor
selections to Second Division.
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Disadvantages:-

(i) Difficulties and reluctance of Departments in
determining positions to be subject to filling
from pool.

(ii) Menagement rights of Departments net to accept
staff referrals may result in pool personnel not
being placed.

(iii) Risk of generalist menagers with inadequate
subject metter knowledge and expertise being
selected and attracting reputation of
amateurism.

What specific form of standardised selection criteria
would S.D.0.A. suggest?

It is suggested that the whole selection process
for senior management requires review. In particulsr, the
process probably needs to be extended so that it can be
more thorough, comprise more components and enable
candidates to be assessed against the specified skills and
attributes in a2 variety of situations {(e.g. interviews,
reports by supervisors, assessment of career experience,
and possibly even written exercises or prajects).

The criteria appropriate for application to
standardised selection processes for Second Division
officers are -

- Qualifications or

- formal training and educalion in management or
aspects of il

- Work experience (breadth/quality)

- Knowledge in relation Lo government machinery/
public administration

- Communication ability (written and oral)
- Experience and pecformance in

. Management and direction of executive
functions, operstions or services

. Supervisory positions
Policy developmental work

. Personnel management operations
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. Manpower, financial and physicael resource
estimating, budgetting, acquisition,
monitoring and control, i.e. resource
management .

- Analytic‘al/conceptual ability
- Personal relations
- Flexibility/adaptability
- Initiative
- Motivation/diligence/dedication.

It is suggested that candidates for advancement .
or appointment to the Second Division could be assessed
against most of these criteria per medium of standardised
selection processes - whether being selected for
individual positions or to the level. Such processes
could be supplemented by specific position requirements
and evaluated agsinst them.

What sort of agency would undertake your proposed study of
selection for Senior Management?

Ideally the study would be undertaken by a team
of three persons - one of whom should be a specialist but
widely experienced officer from the Public Service Board,
one an expert in this area from a management comsultant
firm, and the third member being e specially selected
departmental Second Division officer with experience in
both policy and executive management work and recognized
expertise in personnel management.

The work of this team would need to be directed
by a steering committee, the composition of which might
depend to some extent on the quality of the working team
secured for the exercise. It is suggested that the
steering committee could well comprise -

. A senior P.S.B nominee

. A genior Second Division departmental officer
(say a Deputy Secretary)

. A senior meanager from private industry

. A nominee of the Australian Institute of Public

Administration, and

. A nominee of the Second Division Officers!
Association.
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Q.3 DEVELOPMENT

Yhich central agency should devise and maintain a program
of Senior Officer rotations and how could it be
implemented?

formalised training. How could the current PSB courses be
improved? Who should ansess the relevance of these Senior
Coursesa?

It is submitted that it is not simply & matter
of devising & progrem of rotations, and improving the
relevance of senior courses. It is e matter of
constructing e complete profile of training and
development for the Service's senior managers and of that
profile being applied as a matter of policy to the
Service's senior echelons, partly as a pre-requisite to
entry to the upper levels and partly in conjunction with
progression through them.

) However, most of the effort and resources
required to devise such a strategy would be to little
avail unless there were a Service-wide commitment to it.
It is the observation of the S.D.0.A. that, generally
speaking, Service-wide commitments to innovatory common
policies and administrative practices only result from
legislative enactments or ogovernment directives.
Initiatives and programs launched by the Public Service
Boerd do not carry the same authority or inspire the same
universal (even if reluctant) acceptance as those
emanating from e Cabinet Directive and promulgated by the
Prime Minister to all Ministers.

Hence, the Association makes the point that the
adoption and implementation of a policy of senior
management deployment (or for that matter simply of senior
officer rotation) requires that it be at the behest of
government or at the very least have Cabinet endorsement.
It might also be observed that the full-scale
implementation of such a policy would not be inexpensive
and hence would be appropriate for Government
congideration for that -reason alone.

As to who should devise the oversll development
profile and implementation plens, the task is clearly
within the area of responsibility of the Public Service
Board. However, it is so closely relested to the selection
study discussed earlier in this paper that it would be
quite logical for this exercise to be handled in the same
way and even by the same working team and steering
committee .
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On the question of implementation of a rotation
scheme, with all respect to the Joint Parliamentary
Committee, it is not considered appropriate that the
Associaetion should attempt to describe in detail how such
a scheme should operate. Nevertheless, it notes that a
number of basic ingredients may be essential for its
success. In particulsr, the scheme may have to
incorporate -

. "compulsion on all Departments/Authorities to
ear-mark a fixed proportion annually of its
senior management resources for rotation
(and/or other training/development activities)

. compulsion on individuals to spend a fixed
proportion of their senior careers (e.g. one
year in five) on rotational or other development
activities

. a higher degree of access to (and rotation out
of)} the central co~ordinating and servicing
departments and authorities

. the identification of areas in the Service to
which rotation would need te be on a
supernumerary basis

. the provision of special esteblishment/ceiling
cover where rotational arrangements require
supernumerary staffing in order to maintain
operational efficiency.

The agency that would be responsible for the
actual orgenization snd conduct of eny Service-~wide schenme
of rotetion, whether or not as part of a total development
strategy, is, of course, the Public Service Board.

As to the courses of training and seminars
conducted by the Board itself, it is not likely that any
major efforts to improve them would be worthwhile wuntil
they are developed in conjunction with and as part of an
overall training strategy for senior officers. At the
very least, they need to be organised into a composite
package which forms part of a standard, fixed progrem of
training/deve lopment activities into which departments can
plan the placement of their senior Central O0ffice and
Regional Office personnel over a period of time.

This is not to suggest that the content of the
courases need remain static. Rather, it is suggesting that
the Board might develop and/or commission training courses
to cover the spectrum of the senior meanagement needs of
the Service and according to a fixed annual plan of types
of training activities.
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Finally, there is the guestion of who should
aessess the relevance of senior courses. It was suggested
above that the preparation of the overall development
profile and implementetion plan could well be carried out
in a similar way or by the same group marked down earlier
to cerry out the selection study. It may not be necessary
or feasible to retain the same steering committee for the
purpose of &an on-going monitoring and review of training
courses. Nevertheless, it is suggested it would be in the
interests of all concerned if a standing committee or
council were formed to exercise that reponsibility.
Comparison might be made with the representative National
and State Councils of the Austraslian Trade Union Training
Authority that, amongst other things, determine its
training policy, and scrutinise and vet the content of its
proposed programmes and courses of training.

The composition of such e standing committee
could differ from the earlier-mentioned steering
committee by the inclusion of more departmental
representation and the exclusion of external interests.
Certainly it would be appropriate for the P.S5.B. to chair
the committee, but in lieu of private industry, $.D.0.A.
and even A.I.P.A. representation, it would be preferable
if three or four departmental senior officers were
involved. Moreover, the departmental representation could
well be rotated by having half of the number changed each
year.

How could the Appesls System be altered to help a
broader-based selection policy?

One proposition that does bear consideration and
for which there is an evident measure opf support in the
senior ranks of the Service is the complete exclusion of
the appeal system from the existing Second Division ares,
if not in respect of entry to the erea, at least in
relation to movements within it. It is not suggested that
this step would in itself assist more broesdly-based
selection. However, to the extent that promotion appeal
cammittees place undue relevence, if they do, on directly
relevant experience in a 'subject-matter' aerea when meking
their assessment, the elimination of this procedure would
remove a potential obstecle to the success of a new
policy.

It might be noted that, of course, under the
present system, appeals cannot be mede against
appointments from outside the public service. Hence, if
greater access to senior management positions in the
Service, say on a limited appointment/promotion-to-level
basis, were made available to applicants from outside the
Service, then there is s strong argument that in such
situations no appointments or promotions should be
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appealable. (It has to be recognized that very few senior
executives from private industry would submit themselves
to publicly announced appointments which could
subsequently be overthrown on eppeal.) Alternatively,
staff association participation in the selection process
could be substituted for the appeal system. Indeed,
unless some such arrengement were made, it could be
expected that any move to remove rights of appeal and/or
increase access of external applicants would excite
considerable, even if not universal opposition.

As to how to elter the promotions appeal system,
there are two directions of approach: one is concerned
with the criteria to be adopted by appeal committees and
the other with their composition.

In respect of promotions made to specific
positions, there is probebly very little, if anything,
that can be done to change or modify criteria used by
appeal committees, who, after all, are beyond the reach
of administrative or even government directions. It would
virtually require the relevant legislation to specify the
criteria to be epplied by appeal committees if they were
to be precluded from concentrating on the specifications
of the individual positions. It is problematical whether
action of this kind is really necessary or would, by
itself, make very much difference.

In relation to promotions to & level rather than
to a position, it should, of course, be expected that the
same broadly-based criteria used in the selection process
would be identified and applied in any related appeal
pProcess. If that failed to materialise, then the only
remedy would lie in changing the composition of the eppeal
committees.

It is in this area that the $.D.0.A. considers
there is most Jjustification and need for the existing
arrangements to be changed (aessuming the appeal system is
retained). It believes that a person selecting or making
final assessments of applicants/appellants for senior
management positions needs to have had direct experience
in seniaer menagement to fully appreciate the demands of
such. work and the qualities required for its successful
performance across a wide base of public administration.
Hence, in the S.D.D.A.'s view, Jjust as sall members of
selection panels for Second Division appointments and
promotions would, probably without exception, comprise
Second Division officers, so should any promotion appeal
committee which is reviewing those selections.

To give effect to such a policy may require

legislative changes to the appeal system in relation to
the existing Second Division, so that -
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(1)

(i1)

(iii)

(iv)

(v)

A single committee is established to hear and
determine al{ Second Division promotions.

A Chairman is appointed who has had wide senior
management (First and/or Second Division)
experience in the Australian Public Service -
say a retired officer.

Each such appointment to be for a specified,
comparatively short period - say one year.

The Departmental Representative to be a Second
Division officer.

The staff representative to be a Second Divigion
officer nomineted by the staff association
having most Second Division members in the
Service =~ or alternatively from a panel of
Second Division officers elected annually by all
members of the Second Division.
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SELECTION AND DEVELOPMENT OF WOMEN
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Managers in the Australian Public Service prepared by the Equal
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SELECTION AND DEVELOPMENT OF WOMEN IN SENIOR POSITIONS IN THE
AUSTRALIAN PUBLIC SERVICE

1. INTRODUCTION

This Submission was prepared to assist the Joint Parliamentary Committee
of Public Accounts in its inquiry into the Selection and Development of
Senior Managers in the Australian Public Service. The Committee is
preparing a.discussion paper for Parliament on this topic.

Matters being considered include the procedures followed by
Commonweal th Departments and Authorities in relation to the following:

. development and mobility of senior managers
. selection and development of potential senior managers
. selection of individuals to fill senior management positions from

within a Department, from within the Service or outside it.

The Committee asked for comments from the EEO Bureau on current practices
in relation. to these matters partfcularly as they affect senior (or
potential senior) women in the Service.

The history of women's employment in the Australian Public Service
is very different from that of men - a summary is inciuded in the
Submission. Despite substantial gains made by women in recent years
there are sti1l no First Division women today. Women currently occupy
only 2% of Second Division positions and 4% of Class 10 and 1
positions. Information is provided about the distribution of the senior
women, their occupations, their rate of progress through the Third
Division and projected progress in the future.

Although the formal barriers to women's full participation in the
career service have now been removed the Board recognises that more
subtle forms of discrimination are still to be overcome. To this end the
Board has a policy of introducing Equal Employment Opportunity (EEO)
Programs for Women into all departments; this policy is described in the
Submission. Details of women's participation in the Board's Management
Development Programs have also been included.

Descriptive data by itself does not provide sufficient information
on the opportunities and constraints which affect senior women seeking
advancement in the Service. This data has therefore been supplemented by
information drawn from a questionnaire survey completed by senior women
in the Service.

The questionnaire was designed to furnish as much information as
practicable about the experience and views of senior women. It was
distributed to all Second Division women and those in Class 10 and 11
positions {and positions with equivalent salaries) in the Third
[S)ivisio?. The results of the survey are reported in the body of the

ubmission.
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2. SUMMARY OF CONCLUSIONS

EEQ Programs for Women in Departments

Thirty-three years after women were admitted to
Clerfcal/Administrative positions 1n the Third Division and sixteen years
after the removal of the marriage bar, women are still not found in
senfor positions in any numbers {only 2% of Second Division). Without
some form of positive assistance the rise in the proportion of women in
senfor positions in the next few years is expected to be smail. Towards
the end of the '80s the proportion of women would only be approximately
5% of Second Division. Occupational segregation is breaking down faster
for men than for women. This not only means that women are still
under-represented in trades and certain technological areas but also in a
number of major departments and agencies and in important policy-making
areas in others.

This Submission contains a number of suggestions in the areas of
staff development, mobility and selection which would assist departments
prepare EEQ Plans. It is proposed to submit these suggestions to the
Board for formal consideration at an early date but in the context that
the EEO Bureau will continue to provide a consultancy service to
departments to assist in the design and implementation of such pians.

A number of suggestions which will be put forward are already being
acted upon in some of the Board's present programs and in some
departments; eg the Board's Executive Development Scheme already includes
training in EEQ policies and principles for senior staff and a mobility
component which enables senior women to gain experience in new work
areas. However, it was thought best to present these suggestions in a
composite form so they might be the basis for discussions with
departments.

It will be recommended to Board that the Bureau suggest to
departments that:

. they prepare an EEQ Plan once a year and report to the Board on
what might reasonably be accomplished in the forthcoming year and
what was accomplished in the previous year, and

. as one of the key elements for success of an EEO Program is active
and visible participation by top management, Permanent Heads should
discuss their Program with senior staff on a regular basts.

Staff Development

There are two important considerations for staff development in an
effective integration of women into senior management. The first relates
to the competence and readiness of the women involved. The second is
concerned with the recognition and acceptance of women as suitable
occupants of such management positions by senior male officers. Both of
these considerations need to be addressed in any plan which seeks to
bring about equal opportunity for women within the staff development
program for senior management.
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It will be proposed to Board that staff development programs within
departments and. the Board's Office need to take account of women's
Timited access to sources of information and advice on career development
and women's additional need to prove their competence in senior positions
by means of the following recommendations.

It will be proposed that the Board's Office should:

. Provide material for departments to enable them to assist female
officers with career development and planning needs eg training
packages and a career planning booklet for women staff.

. Provide through the EEO Bureau, formal and informal opportunities
for senior women to discuss work-related matters in order to assist
the women concerned and to discuss further measures which may be
needed to assist women in the Service.

. Continue existing measures and adopt new measures to encourage
women to take part in Service-wide management training programs eg
by producing a poster particulariy directed towards women on the
r.}gge of development opportunities available for potential senior
officers.

. In departments, agencies and offices where there are no senior
vomen, arrange contact with other senior women who will act as role
models for women aspiring to senior positions.

. Provide material for development programs for senior staff which
contain:

(a) information briefings about management responsibilities in
EEO matters;

(b) sensitisation of managers on EEO issues in staff relations.

. Include elements on EEO information and sensitisation within the
Service-wide training schemes for senior management.

The Board's endorsement will be sought to the EEO Bureau raising
the following points with departments when discussing their EEO Plans
later in the year.

That departments should:

. " Provide assistance with analysis of career development and planning
needs for women in senior positions.

. Conduct additional training workshops for women entering senior
positions on assertiveness training, confidence building, career
planning, and management skills and techniques.

. Ensure that women officers participate fully in informal
development experiences within the department eg representation of
department at meetings, conferences and in job rotation schemes.

. Arrange opportunities for potentially senior women to have contact

with senior women officers in the department who will act as role
models, and
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. Provide training and development for all senior staff, male and
female on:

(a) information about management responsibilities on EEQ matters:

(b) sensitisation on EEQ issues in staff relations.

Hobility

Historically women have been concentrated into a narrow range of
occupations and work areas. One major consequence for women aspiring to
management positions was that certain work areas which were important for
overall development, efther because of actual restriction or by virtue of
custom and practice, were closed to women. Women's prospects for ’
advancement have been diminished as a result.

It will be proposed to the Board, therefore, that the Board's
Office and departments develop formal staff rotation schemes which have,
as an objective for female officers, the provision of experience as
managers in a wide range of work situations. The range should include
work areas where few women are employed and work units which employ large
numbers of staff of both sexes. It will also be proposed to Board that
the EEQ Bureau should suggest to departments that where staff rotation
schemes are operating already, and in Service-wide staff development
programs where work rotation is provided as part of the program, that
provision of management experience in a wide range of work situations be
a priority objective for female participants.

Selection

There are still very few women in senior positions. Current trends
indicate that their numbers are not likely to increase in proportion to
the numbers of potentially senior women je those available for promotion
to senior positions. Given these factors there is a need for recognition
of any additional disadvantages which women experience in the promotion
and selection process, the adoption of measures to counteract these
disadvantages and procedures to determine the effectiveness of the
measures.

It will be proposed to Board that a number of measures and
procedures should he adopted by the Board's Office and departments to
counteract disadvantages women experience in the selection process for
postions in senior management.

It will be proposed that the Board's Office shouid:

. Continue to monftor the advancement of women in the Service through
periodic surveys of application and promotion rates for males and
females and cohort studies of men and women recruited in the same
years.

. Ensure that recruitment campaigns and advertising for all positions
in the Service positively encourage women to apply as well as men.

. Develop training material for departments on EEO principles

important in the selection process for senior positions and use
this material in Service-wide interviewing programs.
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Board's endorsement will be sought to the EEO Bureau raising the

foilowing points with departments during discussions on the development
of EEO plans.

That departments:

Should give serious consideration to nominating a woman to sit on a
selection panel where a women 1s an applicant for a senior
position. Where no suitable woman is available in the department
to sit on a selection panel, departments could ask the Board to
assist with obtaining such a woman from another department.

Check the qualifications/curriculum vitae and interest of all women
officers in the department eligible for promotion to a senior
position, not only those who are aplicants for the position.

Training in EEO principles should be included in training courses
for interviewers at all levels.

Monitor advancement of women in the department through periodic
surveys of application and selection rates. Special attention
should be paid to non-traditional work areas in such surveys.

Ensure that recruitment campaigns and vacancy advertising encourage
women as well as men to apply for jobs in the department.

When considering the Board's Guidelines on Advertising Outside the
Service for above base-grade positions (11), give due weight to the
fact that there may be women who may meet these criteria who are
wishing to resume a full-time career but who, because of their
background, skills and experience, would not wish to enter the
Service through the basegrade competitions.
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3. HISTORY AND PROGRESS OF WOMEN IN THE AUSTRALIAN PUBLIC SERVICE

Removal of Discriminatory Provision

Over the last 33 years the Board and the Government have taken a
number of steps to improve the access of women to employment and
promotion in the service. As a first step women were admitted to the
Clerical /Administrative structure in the Third Division in 1949. From
1919 to 1949 a1l women in the APS, apart from a few with professional
qualifications, were employed in low paid jobs in the Fourth Division,
doing work thought to be more appropriate for women than men such as
typing, routine clerical work, mail sorting and operating switchboards.
These women were generally paid at lower rates than men - a situation
vhich continued in the Service until the Arbitration Commission Decisions
of 1969 and 1972 which resuited in equal pay for work of equal value
throughout the work force.

Although women entered the Third Division in increasing numbers in
the fifties and early sixties they were not given the same opportunity as
men to make a career in the Service, as women had to resign from
permanent positions upon marriage. In 1965 only 18% of women employed in
the APS were permanent officers. The 'marriage bar' was repealed in 1966
and six months maternity leave, with automatic access to sick leave
credits, introduced to assist women combine domestic responsibility and a
career. Three months paid maternity leave was introduced in 1973 and the
total period of leave granted for maternity purposes extended to 12
months glater‘ amendments removed the automatic access to sick leave
credits).

By 1973, 61% of women were permanent and 20% of women were employed
in the Third Division. Despite these changes the Public Service Act and
Regulations sti11 contained sections which discriminated against women
and married women in particular. For instance the Regulations set out
allowances to be paid only to a 'married officer and his wife' and the
Act empowered the Board to determine that only males or only females be
appointed to particular offices eg Typist and Steno-Secretary in Training
and Data Processor Operator in Training were only open to females and
only men could apply for appointment as Trainee Meat Inspectors, Trainee
Flight Service Officers, for most apprenticeships and a number of other
occupations. The Board reviewed the Public Service Act and Regulations
in 1973, repealed the restrictions on ‘men only' and ‘women only' jobs
and began amending the Regulations to ensure that payment of allowances
vas made in a fair and non discriminatory manner.

The Board also removed the upper age limits applying to
appointments as clerks, clerical assistants and typists in 1973. This
action recognised that increasing numbers of older women were entering
the work force and that this seemingly neutral practice in fact placed
women at a much greater disadvantage than men.

Findings of the RCGA

Not surprisingly, the Royal Commission on Australian Government
Administration (RCAGA) reported that in 1973/74 'a segregation of the
sexes into different occupational categories is evident'. There being no
women in categories that had been closed to them and few or no women in
categories traditionally thought to be men's work. Over half the women
were employed in three occupations - telephonists, typists and steno
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secretaries and clerical assistants. Further, the sexes were unevenly
distributed across many departments and agencies, for instance in the
Departments of Agriculture, Transport and Housing and Construction less
than 12% of the staff were women and in the Departments of Health,
Education and Social Security over 50% of the staff were women. (1)

In 1974 there were 4 Second Division officers who were women, while
only a sprinkling of women were in senjor positions in the
Clerical /Administrative structure in the Third Division. 4% of Class 8
positions were filled by women approximately 2% of Ciass 9 and 10
positions and approximately 1% of Class 11 positions. RCAGA found that
Class 10 and 11 women were predominantly working in 'female' departments
and in the main were supervising sections with predominantly female
staff. These women tended to be supervising specialist areas, considered
women's areas, with small staff numbers compared to men who were found
supervising mainstream areas with larger numbers of staff. RCAGA also
found that a greater proportion of women than men in Classes 5 to 11 of
the Third Division 1n 1974 held university degrees or higher
qualifications, but commented on the low participation rate of women in
training courses conducted by the Board. (1) (2)

PSB Studies at the end of the 70's

In 1979 the Board conducted a study of the ‘Career Patterns of Women in
the Australian Public Service' which revealed, amongst other things, that
there were still no First Division women and women were only 1.8% of the
Second Division. Without any form of intervention women were expected to
be 5% of the Second Division by 1987. Women represented 2.9% of
Clerical/Administrative Officers Class 10 and above and it was estimated
that the proportion would rise to approximately 6% by 1987. (3)

When the 'marriage bar' had been removed it was thought that women
would now have the same opportunities as men to advance to senior
positions, however, cohort studies carried out by the Board in 1979
suggested that other factors were still impeding women's careers. Cohort
studies of officers appointed to the base level of the Third Division,
after the removal of the marriage bar showed that, of those who remain in
the Service non-graduate men were more 1ikely to reach the more senior
positions than non-graduate women and the same trend could be seen among
graduates. (3).

A further study in 1980 showed that the proportion of women in many
departments was still low (11-24%) and that 14 departments employing 53%
of the Service had no Second Division women. In addition occupational
segregation was breaking down faster, and with less assistance, for men
than for women. There were still 20 designations where no women were
employed but none where no men were employed. 39 designations had 10% or
less women whereas only 6 designations had 10% or less men. When women
had moved into traditional male areas, such as Meat Inspector, Air
Traffic Controller and Flight Service Officer, they had done so with the
active assistance of the Board and the department concerned, whereas men
had moved into nursing and social work etc without any assistance. The
study concluded that this, combined with the effects of technological
change, which was 1ikely to reduce traditional women's jobs in keyboard
and clerical support areas, constituted a poor outlook for women's
t(ar:gonment, unless women too were prepared to move into new work areas.
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The Situation in 1981

In 1981 women were 35.5% of all APS staff and 35.5% of all
permanent staff. The proportion of women who were permanent officers
{80.3%) was now approximately equal to the comparable proportion for
males. The proportion of women employed in the Fourth Division had
decreased over time to 69.4% but was still higher than the comparable
proportion of men (48.0%). The proportion of women in ali Divisions,
except the First Division, had been steadily increasing over the years
and by 1981 women were 44.6% of the Fourth Division, 24.3% of the Third
Division and 2% of the Second Division. (5).

Second Division Women at 31 March 1982

At 31 March 1982 there were no women in the First Division and
there were 30 women in the.Second Division.

The majority of women (ie 24 women) in the Second Division were
Level 1's while there were 2 level 2's, 1 Level 3 and 3 Level 4's. These
women were working in the 10 departments and 8 agencies set out in
Table I. At that time the following departments had no Second Division
Homen:~ Aboriginal Affairs, Business and Consumer Affairs, Capital
Terrd tory, Communications, Defence, Employment and Youth Affairs, Housing
and Constructios, Imaijgeadisy vl T80y 4% ddey, Talkty ol Somarca,
National Developnent and Enepgy, Science and Technology, Trade and
Resources, Traisport, Treasdry and Vaterais' Affairs.
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Eight of the women in the Second Division (26.7%) were
professionals, (three were Jawyers, three librarians and tvo medical
officers), the remainder (22) being in the Clerical/Administrative
positions. 13 women were in generalist Clerical/Administrative positions
while nine were in specialist positions typically heading units concerned
with the welfare, education or employment of women or children.

Only a minority of Second Division women (four officers (ie 13.3%),
are aged between 55 and 65 years and so would be expected to retire in
the next few years. The majority, (23 women ie 76.7%) are between 35 and
49 years of age. This differs from the age profile of men in the Second
Division; a larger proportion of men are in the older age groups and so
would be expected to retire in the next few years.

Homen are only 2% of the Second Division. Although the numbers of
women in the Second Division have been steadily 1ncreasi ng over recent
years (see Table 2), as mentioned previously, the Board's Research and
Informatfon Branch has shown that, without any form of intervention,
women could only be expected to be 5% of this Division by 1987
notwithstanding that in the next few years the overall rate of promotion
to the Second Division is expected to be rapid, as older officers retire.
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Women in Class 10 and 11 (and equivalent positions) in March 1982

At 31 March 1982 there were 198 women in Class 10 or 11 positions
or in positions with a maximum salary equivalent to, or above Class 10.
51.5% of these women (102 women) were in professional positions. The
majority (69 women) were medical officers, six were lega) officers and
five were 1ibrarians. The following departments and agencies employed
professional women at this level:- Department of the Attorney~General,
Commonwealth Legal Aid Office, Capital Territory Health Commission,
Department of Defence, Education, Health and Home Affairs, The National
Library The Departments of Housing and Construction, Mational Development
and Energy, Science and Technology, Social Security and Veterans'
Affairs. The high proportion of women in professional positions will
have a critical bearing upon opportunities for women's advancement, as
only 25% of Second Division positions are staffed by professionals and
fewer sti11 by medical officers.

96 (48.5%) of women at the top of the Third Division are in
Clerical/Administrative positions. 65 are generalists while 31 are in
positions which might be regarded as specialist positions eg archivists,
women's units etc. 12 departments and agencies empioyed only 1 Class 10
or 11 woman, 4 employed 2 or 3 Class 10 or 11 women, while 11 employed
from 4 to 6. The Public Service Board and the Department of Employment
and Youth Affairs had the targest numbers of Class 10 and 11 women, 9 and
8 respectively. The following departments had no women in Class 10 and
11 positions at the end of March 1982:- Aboriginal Affairs,
Administrative Services, Attorney-General's, Capital Territory and
Primary Industry.

The age distribution of the professional women differs from that of
the women in Clerical/Administrative positions. 50 professional women
are S0 years or older while only 22 Clerical/Administrative women are in
the older age groups. The majority of Cierical/Adninistrative Women ({e
68 women or 70.8%) are aged from 30 to 45 years.

Women are approximately 4.0% of Clerical/Administrative officers
Class 10 and above. Earlier studies conducted by the Board estimated
that this proportion will rise to approximatley 63 by 1987. The
proportion of promotees to these senior jobs who are women is still Tower
than the proportion of women in the pool of officers available for
promotion to those levels. Cohort studies performed in 1979 were
repeated in 1982 and showed once again that of officers appointed to the
basegrade of the Third Division Clerical/Administrative structure in
1967, 1970 and 1975 who remain in the Service, men are more 1ikely to
reach senior levels than women. In the new Studies this was found to be
true for graduates and non-graduates and the same pattern was seen in
regional and central offices.

It has been suggested that one factor which may contribute to
women's slower progress through the Third Division is their tendency to
take more Teave {eg for study, travel and domestic duties] than men.
Some of this leave may, of course, enhance womens' career prospects and
some may retard them. Chapman in his paper 'Sex Differences in
Earnings : An Examination of the Clerical/Administrative Division of the
Australian Public Service over the 1970s' designed an analysis which
enabled him to take account of the ‘relative intermittency of labour
force participation by women.' (6)
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In his paper Chapman examines the sex differences in earning for
Clerical/Adminstrative Officers in the Third Division in the period
1969-79. Despite adjustments for women's relative intermittent labour
force participation Chapman found men enjoyed saIary advantages beyond
what would have been expected. 'These differences', he says may be
interpreted 1n the context of direct employer di scrimi nation, but such a
conclusion must be tempered in the 1ight of inadequate information with
rf‘gard to abjiity, motivation and expected turnover differences between
the sexes'.

No evidence has been advanced to suggest that women in the
Clerical/Administrative Structure have less ability or fewer skills than
the men. Certainly their results in the Board's Clerical Selection Test
and Assistant Research Officer Selection Test do not suggest this. In
addition, as mentioned previously, RCAGA showed that women in the Third
l(); \)11 ?iA ()m generally had better educational qualifications than the men.

The Joint Council Sub-committee on Women designed a survey of
of ficers applying for promotion in the Third Division to test the
hypothesis that women were not advancing as rapidly as men because they
were not so motivated to apply for promotion. The survey will also
examine whether there 1s any relationship between selection for interview
and promotion and the sex composition of the interviewing committee.
This survey was conducted in April and May 1982 and analysis of this data
will commence in September 1982. Analysis will be by occupational group
and 1sgl:r‘y Tevel and broad indicators of departmental differences will be
provided.

The findings of the survey will need to be interpreted with care.
It would not be unexpected to find that in certain departments or areas
of departments suprisingly few applications were received from women when
Tooked at in the 1ight of the qualifications and experience required for
the jobs. The EEQ Bureau has found that certain areas of the Service
have an intensely male image, and few or no women apply for jobs in these
areas. Many women consider that if they were to apply for jobs in such
areas their applications would not receive serious consideration.
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4. BOARD POLICIES AND PROGRAMS

EED Policies and Programs

The Public Service Board has a policy of equal employment
opportunity which applies to all people employed and seeking employment
in the Australian Public Service. Therefore the principles and
procedures to be followed in the employment of women and all minority
groups are those of equal employment opportunity, fair treatment and no
improper or unreasonable discrimination in relation to the work to be
undertaken. (7)

The Board established the Equal Employment Opportunity (EEQ)
Section in October 1975, within its (then) Personnel Management
Division. It was upgraded in 1978 and thereafter known as the EEQ
Bureau. The Bureau’s responsibilities embrace development of EEQ
policies and programs for women, Aboriginals, the disabled and migrants
or members of ethnic communities either seeking employment, or employed,
in the Service. The Bureau also investigates and resolves complaints
alleging unjustified discrimination from members of its client groups; it
is assisted in this work by the Board's Grievance and Appeals Bureau.

On 30 January 1981 Sir William Cole, the Chaimman of the Public
Service Board wrote to Permanent Heads inviting them to join in a
strategy to introduce Equal Employment Opportunity Programs for Women
into APS departments and agencies. In his letter Sir William observed:

“To date the Service has a creditable record of achievement in the
area of women's employment and I am anxious to ensure that this is
at least sustained.” (Appendix 1).

The new EEQ Programs were to be based on the National Labour Consultative
Council (NLCC) Guidelines on Equal Employment Opportunities for Women.

A seminar was held in Canberra in April 1981 for Second Division
officers who were to be responsible for overseeing the introduction of
EED programs in their departments. At the Seminar it was explained that
following a comprehensive review of the employment of women in the
Service the Board had set two Service-wide goals for the new program.
First, to try to increase the numbers of women in senior positions and,
secondly, to try to increase the numbers of women in jobs not
traditionally done by women. (8)

Throughout the remainder of 1981 staff of the EEO Bureau conducted
seminars on women's employment in all the capital cities. At these
seminars it was explained that, following removal of formal barriers to
women's employment the target of attention was the more subtie form of
discrimination, usually known as systemic discrimination. This
discrimination is often unintentional, the consequence of administrative
practices and rules in organisations baced on outdated assumptions about
women's role in the workforce. The best way to overcome systemic
discrimination is by means of careful analysis of staffing and promotion
patterns within an organisation combined with measures directed to
meeting problems revealed by analysis, in other words by the introduction
of an EEO Program.
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In the first stage of an EEO Program systemic discrimination is
detected by a combination of statistical analysis and surveys of the
attitudes and views of staff. Problem areas are thus identified and EEQ
plans developed to remedy the deficiences revealed . The EEO plans
contain objectives and selected tasks, usually embracing recruitment,
staffing, training and staff development and other personne}
responsibilities appropriate to the organisation, especially chosen to
overcome fdentified inequalities and inequities (9).

In the first half of 1982 departments have been analysing the
position of women within their ranks. To reinforce moves by departments
Sir William Cole wrote to all Permanent Heads to inform them that the EEO
Bureau would offer a consultancy service to assist them to design EEQ
Plans to overcome identified problems {Appendix 2). Visits to
departments will commence later in the year and will provide an
opportunity to discuss with departments the information obtained by the
Bureau from the Survey of Women in Senior Positions.

Participation by Homen in the Board's Management Development Programs
oy fanag

A1l the staff development opportunities in the Service have been
open to women as well as men for some years. Nevertheless in the late
seventies the Board was concerned at the small number of appiications it
was receiving from women for its management development programs.

In 1978 the EEO Bureau wrote to all eligible women drawing their
attention to these programs and encouraging them to apply for the one
most suited to their training needs. This direct approach was considered
to have been a success as the application rate from women rose in
subsequent intakes. An improvement in women's participation in the
Executive Development Scheme (EDS) was particularly noticeable.

The Executive Development Scheme, which aims to accelerate the
development of officers who have potential for higher duties, was
established by the Board in 1977. Participants are drawn from the
Class 9 - Class 11 levels of the Third Division. Women comprise about 8%
of this group but over the last three years 21% of successful applicants
for the Scheme have been women {Table 3). This is more than double the
proportion of the previous three years. The relatively high proportion
of women now taking part in the Scheme is most probably a reflection of
the increasing use being made of the Scheme by senior officers, both male
and female, to move out of their present work areas where they consider
the opportunities for advancement to be limited. A very high proportion
of women in senior positions in the Third Division are likely to find
themselves in this situation.
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TABLE 3

MANAGEMENT DEVELOPMENT PROGRAMS IN 1980, 1981 AND 1982

Executive Ho
Development %
Scheme

Residential No

Management %
Scheme

’stgraduate No
tudy Awards %
Personnal No
Management %
Scheme

Interchange go

1980
Male Female
16 5
(76%)  (24%)
24 2
{92%) (9%)
4 4
(91%) (%)
33 9
(79%)  (21%)
51 4
(93%) (73)

1981
Male

34
(79%)
18
(100%)
2
(783)
33
(743)

62
(85%)

Female

9

(21%)
6

(223)

12
(26%)

1
(15%)

96

1982
Male

33
(79%)

15
(94%)

24
(75%)

24
(50%)

93
(90%)

Female
9
(21%)
1
(63)
8
(25%)
24
(50%)

10
(102)

Male

Female

Al
Staff

83 23 106
(78.5%) (21.5%) (100%)

57
(95%)
86
(83%)
90
(66%)

206
(898)

"3
(5%)

18
(17%)

45
(333)

25
(11%)

60

(100%)
104

(100%)

135
(100%)

231
(100%)
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The Interchange Program, which offers selected staff the
opportunity to work in the private sector, was introduced in 1977. Women
have also been an fncreasing proportion of the participants in this
Program in recent years, although not to the same extent as in EDS. In
the last three years women have been 11% of the Interchange
participants. The recent introduction of regional Interchange programs
should be of assistance to women from the regions who find difficulty in
accepting Tengthy training assignments away from their region.

Women have shown a keen interest in Postgraduate Study Awards and
have received 17% of these awards 1n the last three years. Women have
been 5% of the participants in the Residential Management Scheme - the
catchment area for this Scheme is Class 11 and above, where women occupy
about 3% of the positions.

The Board also administers the Personnel Management Scheme which
aims to improve personnel management in the APS by developing individual
officers skills and knowledge. The Scheme is open to staff in the middie
range of the Third Division working in personnel management (over 40% of
whom are women) and other officers of this level who demonstrate
convincingly that they have career prospects in this area. In past years
only half as many applications were received from women as would have
been expected. Particular steps were taken to encourage more women to
apply for this Scheme (see article in AEQUA 13) and in 1982 the intake
was 50% female bringing the overall participation by women in the last
three years to 33%. (10) '
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5. DESCRIPTION OF SURVEY OF WOMEN IN SENIOR POSITIONS
AND SUMMARY OF FINDINGS

The survey was designed to obtain information about the career
development needs and work experience of women in senfor positions in the
Australian Public Service (APS). A questionnaire was used to obtain this
information. The questionnaire was sent to the 228 women occupying
positions with salary levels at, or above the Class 10 range ($29,350 ~
$30,450 per annum.)

Of the 228 women, 110 held professional positions, 8 in the Second
Division and 102 in the Third Division. The other 118 women held
Clerical/Administrative positions, 22 in the Second Division and 96 in
the Third Division.

SUMMARY OF FINDINGS
RESPONSE

The response of women in senior positions to the survey was
generally enthusiastic. Many wrote comprehensive comments on
questionnaires to elaborate on their opinions and experiences. Others
telephoned to indicate their support for the project. Only 5 actually
refused to take part. There were 151 respondents who completed
questionnaires and returned them in time for inclusion in the report.
This represented a response rate of 66.2%. Sufficient responses were
received from all the main groups ie Clerical/Administrative and
professional, Second and Third Divisfons to ensure that the results were
representative of the views and experience of women in senior positions
in the Australian Public Service.

CLASSIFICATION OF RESPONDENTS

In compiling the survey results, respondents were classified
according to whether they were in the Second Division {23 respondents) or
the Third Division {128 respondents) and whether they were in Clerical/
Administrative work, (83 respondents), or were professiona) officers,

(68 respondents). In addition, when studying aspects of their work
experience, respondents were classified according to their type of
recruitment, whether they had been initially recruited to base grade
positions in the APS or to positions above the base grade (that is
laterally recruited.) There were 100 respondents who had originally been
recruited to base grade positions and 51 who were laterally recruited.

DEPENDENTS

Two significant findings about dependents emerged from the analysis
of responses. First, a large proportion of women in the survey (58.3%)
had no dependents. Second, the number of women known to have had their
first child after 30 years of age suggested a trend amongs members of the
group to establish a career before having children. Some women obviously
felt the weight of their dual responsibilities and their comments give an
indication of their views on measures which would ease the double load.
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"Permanent part-time work would be an advantage for many people”.

"Need for interrupted career paths - there have been times when I
would have been delighted to act lower and work a short week or on
a job-sharing basis - I am not prerated to forego seniority and
resign and then return to do base grade work".

"eveseso 1t vould be highly desirable for public servants to be
able to work part-time and/or tandem employment (this) should be
avaflable equally to men.

“It may be that maternity leave provisions should be extended into
perpetual LWOP (leave without pay)......"

"The 1 year 1imit on maternity leave also pushes many women to
resign with 1ittle help later to re-enter the APS".

"Re-entry procedures to the APS for women who would like to pick up
their career again would help women who may have 20 years of work
prior to retirement".

EDUCATIONAL AND PROFESSIONAL QUALIFICATIONS

As was expected, all respondents in the professional group had some
form of tertiary qualification. The high proportion of respondents
(97.6%) in the Clerical/Administrative group who had a tertiary
qualification was more noteworthy. An appropriate comparison would be
with men in the Second Division, 85.1% of whom have tertiary
qualifications.

The number of respondents who are currently studying or who have
completed a course of study since joining the Australian Public Service,
43 (28.5%) of all respondents is also worth noting. It is one of many
:j?di}:atigns of the interest in self-improvement which women in the survey

splayed.

MAJOR CAREER DEVELOPMENT PROGRAMS

In recent years special attention has been paid to the need to
encourage women to take part in major staff development programs. It was
therefore disappointing to find that less than half, 66 (41.7%) of the
respondents had undertaken any major career development program in the
Service. 1t was particularly disturbing to find how few of the
professional officers, 21 (30.9%) had received this type of development.

INFLUENCES TO UNDERTAKE CAREER DEVELOPMENT

The number of women indicating factors which influenced them to
undertake career development, 69 (45.7%) was consistent with the number
of women who had actually undertaken or had approval to undertake a major
career development program. The few professional women who have taken
such a program was emphasised by the fact that only 19 (27.9%) of
professional officers recorded any response.

The most frequent theme in the ‘other' factors (ie chosen by
respondent) was that of seif improvement. It was also interesting to see
that several respondents included a reference to encouragement from the
EEO Bureau amongst '‘other' influences.
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PERCEIVED CAREER DEVELOPMENT NEEDS

The women officers recognised the need to improve their own skills
continually and acquire more knowledge and qualifications to enable them
to advance in the Service. Typical comments from Clerical/Administrative
respondents on their own development needs as they perceived them were:

“More senior management courses”

"MBA coutld be useful for providing theoretical aspects of
management.eeeseee..

"Experience in different areas of the Public Service especially
those that would increase my knowledge of Australian Government
polticy"

"More varied job experience”

“Job rotation every few years for three months at a time......."

Professional officers were interested both in improving their
knowledge of administration and their qualifications:

"Course in medical administration"

YA public service scholarship to study for a Public Health
qualification®

"A higher degree M.Sc, M.R.C.P. or F.R.A.C.P. would be useful".

Some officers were concerned about women officers and the work
situation generally and wrote:

"there is a need to concentrate on the young women below Class 10
before they are irreversibly mou'lded into career patterns which
will hinder their development"

“the significant detriment to women's advancement is often their
own lack of faith in their own abilities”

“need to perform with more confidence and assertiveness and
therefore need for confidence bu11d1 ng training in addition to
training in management techniques"

"I am not sure who needs the training: males to learn to cope with
females who do not conform to their ideal image of sweetness and
gentleness - or females to learn to be assertive more effectively"

“real deveIopment has to take place in the minds of the top senior
management"

"thought needs to be given to the training of men to accept women

in various positions, to know how to relate to them from a work
point of view"
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PARTICIPATION IN CAREER DEVELOPMENT ASSIGNMENT INTERSTATE

Most women in senior positions, 112 (74.2%), including women with
dependents, are prepared to go interstate for three weeks or longer for
the purpose of developing their own career. Cierfcal/Administrative
officers were particularly enthusiastic about career development
assignments. Over half Clerical/Administrative respondnnts 47 {56.6%)
indicated they were willing to spend more than eight weeks interstate for
career development. This response also pointed to the strong interest in
caree;- advancement and/or self development amongst women in senior
positions.

MAJOR IMPEDIMENTS TO CAREER DEVELOPMENT

Clerical/Administrative officers in the survey believe "lack of
experience in a range of work situations” to be a major impediment to
career development. Despite a willingness to change city and department
to advance their career, few of these senior women officers have been
given opportunities to develop additional skills and experience by
managing diverse work areas. Many of the women concerned are prepared to
do this in order to achieve advancement. This is shown by their
responses to the question on their own career development needs.

" of encour t and career guidance from senior public
servants” was also perceived to be a major impediment by most
Clerical/Administrative women officers. While this factor may not
pertain only to women officers in these positions, the consequences are
Tikely to be more serious for women, given the other major impediments
perceived by respondents e "Tack of assertiveness.........." and “lack
of expertise in the techniques of management". Some women have also
written about the environment of senior management as being like a
"foreign culture”" or as a "masculine culture". In these circumstances
absence of encouragement on the part of senior management could be seen
by these women at best as indifference towards them, at worst as
hostility.

Professional officers' ratings of major impediments was not very
different to those given by Cierical/Administrative officers. They did,
however, assign more importance to ‘Domestic responsibilities'.

ADDITIONAL CAREER DEVELOPMENT NEEDS OF WOMEN

Few officers saw any need for additional career development for
wome;n; Those who did suggested confidence building and assertion
training.

WORK EXPERIENCE

The most significant feature of respondent's work experience was
the difference between the mobility patterns of Clerical/Administrative
officers recruited to base grade positions on the one hand, and the
mobility patterns of laterally recruited Clerical/Administrative officers
and professional officers on the other. The responses show that the
Clerical/Administrative officers originally recruited to base grade
positions have moved both geographically and between departments to
secure promotion. Generally professional officers and laterally
recruited Clerical/Administrative officers do not have this mobility.
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Homen 1n 'high prestige’ professfon: appear to reach senfor
positions more rapidly than do women in feminised professions and
Clerfcal/Adninistrative officers. This is true even when these
professionals transfer, or are promoted to Clerical/Administrative
positions during the course of their career.

PERFORMANCE OF HIGHER DUTIES

Professional officers appear to have more opportunity than
Clerical/Mministrative officers for working temporarily in more senfor
positions. The questionnaires of the 21 Clerical/Administrative officers who
had not workedtemporarily in a more senior position although promoted
in 1980 or before, were analysed further to ascertain whether or not the
officers concerned were interested in advancement. This analysis showed
that 11 of these officers had nevertheless demonstrated some {nterest in
career advancement by applying for promotion.

INTEREST IN PROMOTION

More than two thirds of the respondents 104 (68.9%) have indicated
they were interested in promotion. An ‘interest in promotion' was
defined as recent promotion either in 1981 or 1982, or as applying for
promotion since the last promotion or appointment to a senior position.
For Clerical/Administrative respondents the proportion interested in
promotion was higher (78.3%).

Question 12

The most significant feature of responses to the question about
long leave taken (leave of three months or more) was the number and
proportion of officers who took no long leave,and the difference between
Tong leave taken by Clerical/Adninistrative officers and professional
officers. Professional officers took considerably Tess leave than did
Clerical/Administrative officers.

REPRESENTING DEPARTMENT AT MEETINGS

According to their own view of what constituted a 'high-level
meeting or conference’ - 30.4% of women in the second Division and 49.2%
of wamen in the senior ranks of the Third Division had never attended
such a meeting as representative of their Department. Clerical/
Administrative officers (60.2%) were more likely to have had this
experience than professional officers (30.9%).
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6. CONCLUSIONS
EE0 Programs for Women in Departments

Thirty-three years after women were admitted to
Clerical /Adninistrative positions in the Third Division and sixteen years
after the removal of the marriage bar, women are stiil not found in
senior positions in any numbers {only 2% of Second Division). Without
some form of positive assistance the rise in the proportion of women in
senior positions in the next few years is expected to be small. Towards
the end of the '80s the proportion of women would be only approximately
5% of the Second Division. Occupational segregation is breaking down
faster for men than for women. This not only means that women are still
under-represented in trades and certain technological areas but also in a
number of major departments and agencies and in important policy-making
areas in others.

In an attempt to improve the status of women's employment in the
Service the Chairman of the Board invited Permanent Heads to join in a
strategy to introduce EEO Programs for Women in their departments in
1981. The Board set two Service-wide goals for the program. First, to
try and increase the numbers of women in senior positions and, secondly,
to try to increase the number of women in jobs not traditionally done by
women. This Submission contains a number of suggestions in the areas of
staff development, mobility and selection which would assist departments
prepare EEO plans to meet both these objectives. It is proposed to
submit these suggestions to the Board for formal consideration at an
early date but in the context that the EEO Bureau will continue to
provide a consultancy service to departments to assist in the design and
implementation of such plans.

A number of suggestions which will be put forward are already being
acted upon in some of the Board's present programs and in some
departments; eg the Board's Executive Development Scheme already includes
training in EEO policies and principles for senior staff and a mobility
component which enables senior women to gain experience in new work
areas. However, it was thought best to present these suggestions in a
composite form so they might be the basis for discussions with
departments.

Given the importance and urgency of making real progress in these
areas it is concluded that EEO Programs for Women should be given a
higher profile in departments and a Service-wide priority. To assist in
achieving this Programs should be monitored by the Board to check on
progress, and identify any problem areas and so assist in their
resolution. At present EEO Programs are not included in any of the
regular reporting arangements between the departments and the Board. It
will be recommended to the Board that we suggest to departments they they
prepare an EEO Plan once a year and report to the Board on what might
reasonably be accomplished in the forthcoming year and what was
accomplished in the previous year.

The NLCC Guidelines on Equal Employment Opportunities for Women
state that:

Management should be responsible for, and totally committed to, the

implementation of the EEQ Program. Unless such a commitment exists
at all levels of management the Program is uniikely to succeed (8).
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As the active and visible participation of top management is
obviously crucial, one of the key elements for the success of EEO Pians
in departments would be for the Permanent Heads to discuss their Plans
with senior staff on a regular basis. The Bureau will seek Board
endorsement to discuss this matter with departments during the planned
consultancy visits.

Staff Development

There are two important considerations for staff development in an
effective integration of women into senior management. The first relates
to the competence and readiness of the women involved. The second is
concerned with the recognition and acceptance of women as suitable
occupants of such management positions by senior male officers. Both of
these considerations need to be addressed in any plan which seeks to
hring about equal opportunity for women within the staff development
program for senior management.

Traditionally, informal support systems and various information
channels have been available through social contact to many young male
officers. Officers aspiring to senior management have received advice
through these channels on desirable work experience, useful courses, the
suitability or otherwise of various staff development options available
and other measures which have assisted them to make appropriate career
decisions. At times the givers of advice have also served as role models
for young management aspirants.

Overseas experience shows that the presence of female role models
in senior jobs is essential for the success of EEO Programs for Women in
any organisation. Senior women able to act as role models have not been
present in any numbers in the APS, until the Tast few years and are still
not found in a number of departments, offices and agencies.

Female officers have not had access to unofficial sources of advice
and information due to their different patterns of social interaction and
because, until recently, few women have been perceived as serious
candidates for senior pesitions. That women in the survey felt very
keenly their need for additional guidance and encouragement is shown by
their high response rate on the factor, “Absence of encouragement and
career guidance from senior public servants", when asked to indicate what
they perceived as major impediments to career development.

A number of women in the survey also reported that they had
problems, over and above those expected by any newcomer, in having. their
opinions on work matters heard and seriously considered by some male
colleagues. The senior men were unused to women in senior positions and
found it difficult to accept women as being competent to discuss
important work issues or as suitable representatives of the department at
high level talks or meetings. The women concerned suggested that they
needed a very high degree of competence and confidence and an assertive
yet tactful approach to overcome, without causing offence, the obvious
doubts about their competence evinced by the senior men. A number of
women said that they would Tike to have the opportunity to discuss these,
and other work related problems, with other senior women on a regular
basis.
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It will be proposed to Board that staff development programs within
departments and the Board's Office need to take account of women's
limited access to. sources of information and advice on career development
and women's additional need to prove their competence in senior positions
hy means of the following recommendations.

It will be proposed that the Board's Office should:

. Provide material for departments to enable them to assist female
officers with career development and planning needs eg training
packages and a career planning booklet for women staff.

. Provide through the EEO Bureau, formal and informal opportunities
for senior women to discuss work-related matters in order to assist
the women concerned and to discuss further measures which may be
needed to assist women in the Service.

. Continue existing measures and adopt new measures to encourage
women to take part in Service-wide management training programs eg
by producing a poster particularly directed towards women on the
r%rftge of development opportunities available for potential senior
officers.

. In departments, agencies and offices where there are no senior
women, arrange contact with other senior women who will act as role
models for women aspiring to senior positions.

. Provide material for development programs for senior staff which
contain:

(a) information briefings about management responsibilities in
EEC matters;

(b)  sensitisation of managers on EEO issues in staff relations.

. Include elements on EED information and sensitisation within the
Service-wide training schemes for senior management.

The Board's endorsement will be sought to the EEQ Bureau raising
the following points with departments when discussing their EEO Plans
later in the year. .

That departments should:

. Provide assistance with analysis of career development and planning
needs for women in senior positions.

. Conduct additional training workshops for women entering senior
positions on assertiveness training, confidence building, career
planning, and management skills and techniques.

. Ensure that women officers participate fully in informal )
development experiences within the department eg representation of
department at meetings, conferences and job rotation schemes.

. Arrange opportunities for potentially senior women to have contact

with senior women officers in the department who will act as role
models, and
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. Provide training and development for all senior staff, male and
female on:

(a) information about management responsibilities on EEQ matters:

(b)  sensitisation on EEQ issues in staff relations.

Hobility

An analysis of information available on the work experience of
women in the survey showed that women in senior Clerical/Admimistrative
positions have changed department and location in the course of their
career. This pattern of mobility is most in evidence in the work
histories of officers originally recruited to basegrade positions.

While mobility may have facilitated promotion to positions for
which their previous work experience fitted them, it has brought few
opportunities for these women to broaden their management skills or to
supervise more diverse work areas. In particular senior women have
seldom had experience in supervising large numbers of male and female
staff and in managing areas where women have not traditionally been
employed.

The historical reasons for the concentration of women into a narrow
range of occupations and work areas have been discussed elsewhere in this
paper but it is the consequences which are important here. One major
consequence for women aspiring to management positions was that certain
work areas, which were important for overall development, were not open
to women, either because of actual restrictions or by virtue of custom
and practice. Momen's prospects for advancement were diminished as a
result. Ten years after all restrictions were removed, the force of
custom and practice and women's limited work experience in these areas
still impedes their entry to management positions in non-traditional work
areas. '

Women in senior positions are well aware that a lack of variety in
management experience seriously hinders their chances of future
promotion. In the survey more women, 111 (73.5%), rated the factor "Lack
of experience in a range of work situations" as a major impediment to
career development, than any other factor. Yet the survey also showed
that most of the women concerned are both interested in promotion and
prepared to undertake career development assignments, even those arranged
interstate, to make good any deficiencies in their work experience.

It will be proposed to the Board, therefore, that the Board's
Office and departments develop formal staff rotation schemes which have,
as an objective for female officers, the provision of experience as
managers in a wide range of work situations. The range should include
work areas where few women are employed and work units which employ large
numbers of staff of both sexes. It will also be proposed to Board that
the EEO Bureau should suggest to departments that where staff rotation
schemes are operating already, and in Service-wide staff development
programs where work rotation is provided as part of the program, that
provision of management experience in a wide range of work situations be
a priority objective for female participants.
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Selection

There are still very few women in senior positions. Current trends
indicate that their numbers are not Tikely to increase in proportion to
the numbers of potentially senior women ie those available for promotion
to senfor positions. Given these factors there is a need for recognition
of any additional disadvantages which women experience in the promotion
and selection process, the adoption of measures to counteract these
disadvantages and procedures to determine the effectiveness of the
measures.

The most obvious disadvantage is found in the composition of
selection panels for senior positions. Few women are in senior positions
so few women take part in the selection process for senior positions,
other than as applicants.

Women officers have reported that they were sometimes actually
discouraged by senfor staff from applying for promotion in the past.
Others reported that they received no encouragement from supervisors when
they indicated an interest in senior positions. Because of these
practices women who were discouraged in the past may need some indication
from senior officers that their applications for senior positions will be
considered seriously now, particularly in those departments and agencies
where no, or very few senior women are employed.

The survey showed that a significant proportion of senior women,
even within the Clerical/Administrative structure were recruited
taterally - 28.9% of all respondents in senior Clerical/Administrative
positions were recruited laterally. Lateral recruitment of women to the
Second Division has been minimal however, only 3 women have entered the
Service at the level since 1973.

There are many other women in the community with the potential to
fi11 senior positions and who are now competent to operate in middle to
upper level jobs in the Third Division. Amongs suitable women would be
those who had already held positions in the Service, at or above those
levels, but had resigned because of family responsibilities.

It will be proposed to Board that a number of measures and
procedures should be adopted by the Board's Office and departments to
counteract disadvantages women experiece in the selection process for
postions in senior management.

It will be proposed that the Board's Office should:

. Continue to monitor the advancement of women in the Service through
periodic surveys of application and promotion rates for males and
females and cohort studies of men and women recruited in the same
years.

. Ensure that recruitment campaigns and advertising for all positions
in the Service positively encourage women to apply as well as men.

. Develop training material for departments on EEO principles
important in the selection process for senjor positions and use
this material in Service-wide interviewing programs.
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Board's endorsement will be sought to the EEQ Bureau raising the

following points with departments during discussions on the development
of EEO plans.

That departments:

Should give serious consideration to nominating a woman to sit on a
selection panel where a women is an applicant for a senior
position. Where no suitable woman in available in the department
to sit on a selection panel, departments could ask the Board to
assist with obtaining a woman interviewer from another department.

Check the qualifications/curriculum vitae and interest of ail women
officers in the department eligible for promotion to a senior
position, not only those who are applicants for the position.

Training in EEO principles should be included in training courses
for interviewer at all levels.

Monitor advancement of women in the department through periodic
surveys of application and selection rates. Special attention
should be paid to non-traditional work areas in such surveys.

Ensure that recruitment campaigns and vacancy advertising encourage
., women as well as men to apply for jobs in the department.

When considering the Board's Guidelines on Advertising Outside the
Service for above base grade positions (11), give due weight to the
fact that there may be women who may meet these criteria who are
wishing to resume a full-time career but who, because of their
background, skills and experience, would not wish to enter the
Service through the basegrade competitions.
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APPENDIX 1 - LETTER FROM SIR WILLIAM COLE, CHAIRMAN PUBLIC
SERVICE BOARD TD PERMANENT HEADS, 30 JANUARY 1981 -~ EEO
PROGRAMS FOR WOMEN

PUBLIC SERVICE BOARD

McLachlan Offices National Circuit Canberra A.C.T. 2600
TEL 723977

OFFICE DF
THE CHAIRMAN

Within the Australian Public Service we are all committed to
principles of equal apportunity and as a consequence of this
cammitment the Board has, over the years, intrecduced a number
of measures designed to achieve equal employment opportunity
(EEG) for women and members of minority groups. I am writing
now to invite you to participate in the next initiative, a
proposal to introduce equal employment opportunity programs
for women into Departments; and also to invite you to send a
representative teo an introductory seminar to be held in
Canberra in March to discuss the proposal in more detail.

This {initiative within the APS 4is consistent with a new
Government campaign to encourage employers to adopt equal
employment opportumity programs for women. Guidelines for
these programs were drawn up by the Committee on Women's
Employment of the National Labour Consultative Council (NLCC).
Copies of the Guidelines and other related promotional
material are enclosed.

The NLCC Guidelines provide a set of proposals designed to
integrate a policy of equal employment opportunity into all
aspects of persannel management in an organisation. It is not
intended or expected that the adoption of the Guidelines
should cause any increase in the workload of a participating
organisation. Instead, the program relies on adherence to
proper personnel practices including commitment to EEO
principles on the part of management, an on-going analysis of
personnel management functions in the 1light of equal
employment opportunity principles and the formulation of goals
and tasks which become part of the normal management
objectives of the organisation.

The Board believes that the adoption of the Guidelines within
the Service will consolidate the series of measures already
tsken to bring about equal employment opportunity for women
staff. To date the Service has & creditable record of
achievement in the area of women's employment and I am anxious
to ensure that this record is at least sustained.
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The NLCC Guidelines have had a favourable reception from
representstives of staff organisations on the Joint Council
and, given their endorsement by the tripartite NLCC, clearly
have the general approval of the trade union movement,
employer organisations and the Federal Government. It goes
without saying that in writing this letter I am signalling the
Board's firm support for the Guidelines.

Officers nominated by depsrtments to attend the seminar in
March will discuss the strategy for introducing EEQ programs
into departments. I would appreciate it if you would nominate
an officer, preferably a senior officer from your management
services area, to attend the seminar and act as liaison with
the EEO Bureau on the project.

I look forward to your co-operation in this matter.

R.W. Cole
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Public Service Board

McLachian Offices Nationai Circuit Canberra A.C.T. 2600 Tel 72 3877

APPENDIX 2: Letter from Sir William Cole, Chairman Public
Service Board to Permanent Heads, 21 May 1982 -
EEO Programs for Women

You will recall that I wrote to you in January last year inviting
you to participate in an initiative to introduce EE0 programs for
worien into departrments based on the National Labour Consultative
Council's Guidelines on this subject. At the time I signalled the
Board's firm support for the Guidelines. In the Tetter I also
invited you to send a representative to the first of a series of
seminars examining areas of personnel management to be studied when
drawing up EEO programs. This series of seminars comprised the
first phase of the initiative.

I am now writing to seek your support and continued co-operation in
the second phase of the initiative. As part of this phase officers
from the Board's EEO Bureau will provide a consultancy service on
preparing EED programs tailored to the particular requirements of a
department. This will involve discussions with departmental
officers on EEQ action in the department to date, identification of
significant EE0 issues within the departnent and an assessment of
the priorities related to those issues. It s envisaged that one
outcome of these discussions will be a workable EE0 program for
wonen staff based on the HLCC Guidelines.

In these first EEO programs the emphasis will be on devising EEO
tasks and plans related to priority areas rather than on proposals
covering every aspect of the work of the department. This is a
recognition of work pressures currently experiened by departments,
the differing situations in departments, and the importance of
focusing on achievements and results in EEQ action instead of the
development of elaborate but less practical EEO plans.



It is expected that formal consultations will commence in June. 1
would appreciate it if you could nominate a senior officer in the
managerent services area of your Department to facilitate liaison
between the Board's officers and your own staff in the arrangements
Teading up to the consultation.

I hope that the consultancy approach will be of value to.your
Department in developing an EEO program for women staff suited to
the Department's special needs. .

Yours sincerely

ﬁ.w. COL%
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APPENDIX 3

REPORT OF SURVEY OF WOMEN IN SENIOR POSITIONS IN THE
AUSTRALIAN PUBLIC SERVICE

Aim of Survey

To obtain information on the career development needs and
experiences of women in senior positions from women occupying senior
positions.

Hethod

A questionnaire with accompanying explanatory letter and material
was sent to all subjects at their departmental office by the Assistant
Conmissioner of the Equal Employment Opportunity Bureau of the Public
Service Board. Fourteen days later a follow-up letter from the Bureau
was sent to those subjects who had not yet responded. Questionnaire and
letters sent to subjects are at Attachment A.

Subjects

The subjects were the 228 women in positions at or above the Class
10 salary range ($29,350 - $30,450 per annum) in the Australian Public
Service. This Tncluded 30 women in Second Division positions. Of the
228 women, 110 held professional positions, 8 in the Second Division and
102 in the Third Division. The other 118 held Clerical Administrative
positions, 22 in the Second Division and 96 in the Third Division.

Response (Survey Tables 1{a), (b) and {(c})

There were 151(66.2%) respondents who completed questionnaires and
returned them in time for inclusion in the results collated for this
report. Five officers wrote declining to do so. Information was
received about a further 11 officers who could not be contacted in the
time available because they were on leave, assignment overseas, had left
the Service etc. Five other responses were received too late to be
included in the analysis.

The 151 respondents (83 Clerical Administrative Officers and 68
Professional Officers) consisted of:

17 {77.3%) of the 22 women in Second Diviston Clerical/
Administrative positions

6 (75%) of the 8 women in Second Division professional positions
{e. 23(76.7%) of the 30 women officers in the Second Division

66 (68.7%) of the 96 women in Third Division, Clerical/
Administrative positions.

62 (60.8%) of the 102 women in Third Division, professional
positions. .

ie. 128 (64.6%) of the 198 women officers in senior Third Division
positions.
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Survey Table 1{a)

Respondents - Second Division

Second Division Clerical/Admin.  Professional Total
Officers Background

No. Percent No. Percent No. Percent

Rettrned 17 77.3% 6 75% 23 76.7%
Not Returned 5 22.7% 2 25% 7 23.3%
22 100% 8 100% 30 100%

Survey Table 1(b)
Respondents ~ Third Division

Third Division Clerical/Admin.  Professional Total
Officers

No. Percent No. Percent No. Percent

Returned 66 68.7% 62 60.8% 128 64.6%
Not Returned 30 31.3% 40 39.2% 70 35.4%
96 100% 102 100% 198 100%

Survey Table 1{c}
Respondents ~ All Subjects

Homen in Clerical/Admin.  Professional Total
Senior Positions

- No. Percent No. Percent No.  Percent

Returned 83 70.3% 68 61.8% 151 66.2%
Not Returned 35 29.7% 42 38.2% 77 33.8%
118 1002 10 100% 228 100%
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Respondents - Type of Recruitment (Survey Tables 2(a), 2(b) & 2(c))

Apart from a separation by division (Second or Third Division) and
work group (Clerical/Administrative or professionall, responses were also
classified into two groups according to type of recruitment: whether
respondents had been initially recruited to base grade positions in the
Service or to positions above the base grade that is, Taterally
recruited. Officers recruited to positions such as Legal Officer, Gr I
Social Worker Grade 1, Research Officer Grade 1 and Assistant Research
Officer were considered to have been recruited at the base grade.
Officers recruited to positions such as Research Officer Grade II,
Medical Officer Grade II, Clerk Class 6 etc were classified as laterally
recruited.

Lateral Recruitment

Of the 17 respondents in the Clerical/Administrative group of the
Second Division, six had been laterally recruited but only two of the six
were recruited directly to the Second Division. There were no
professional respondents recruited directly to positions in the Second
Division and only one of the six professional officers in the Second
Division was laterally recruited.

Amongst the Third Division respondents 18 (27.3%) of the
Clerical/Administrative group and 26 (41.9%) professional officers were
Taterally recruited.

Base Grade Recruitment

There were 11 responses from Clerical/Administrative Second
Division officers who had. originally been recruited to base grade
positions. Three of these officers had initial appointments as
professional officers. Five professional officers in the Second Division
had originally been recruited to base grade positions. One of these was
initially appointed as a base grade clerk.

Responses were received from 48 Clerical/Administrative officers
and 36 professional officers in the Third Division who had been recruited
to hase grade positions. Two of the professionals had held clerical
positions in their first appointment and five Clerical/Administrative
officers had initially been appointed as professionals.
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Survey Table 2(a)

Second Division Respondents - Type of Recruitment

Clerical/Admin.

Professional Total
Recrui tment
’ No. Percent No. Percent No. Percent
Lateral 6 35.% 1 16.7% 7 30.4
Base Grade 1 64.7% 5 83.3% 16 69.6%
17 100% 6 100% 23 100%
Survey Table 2(b)
Third Division Respondents - Type of Recruitment
Recruitment Clerical/Admin.  Professional " Total
No. Percent No. Percent No. Percent
Lateral 18 27.3% 26 41.9% 44 34.4%
Base Grade 48 72.7% 36 58.1% 84 65.6%
65 1003 62 100% 128 100%
Survey Table 2(c)
A1l Respondents - Type of Recruitment
Recruitment Clerical/Admin.  Professional Total
No. Percent No. Percent No. Percent
Lateral 24 28.9% 27 39.7% 51 33.8%
Base -Grade 59 n.1% 4 60.3% 100 66.2%
83 1003 68 100% 151 100%
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Question 1 - Dependents {Survey Table 3)

More than half of the respondents 88 (58.3%) were without
dependents although two of the 88 reported that they were expecting
children. Of the 63 (41.7%) who recorded dependents, two listed aged
parents and 61 (40.4%) 1isted children.

Further analysis of the questionnaires of the 61 respondents with
dependent children indicated that a number of women delayed having
children until after they were 30 years of age. Of a total of §0
respondents whose ages were known, 26 women were 30 year or older at the
time of their first confinement. The two respondents expecting children,
both from the Clerical/Admin group, conformed to this pattern.
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Survey Table 3

Dependents
Respondents Clerical/Admin. Professional A1l Respondents
No. Percent  No. Percent No. Percent
With Dependents 34 3% 29 43% 63 41.7%
Without Dependents 49 §9% 39 57% 88 58.3%
83 100% 68 100% 151 100%
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. Question 2 - Educational & Professional Qualifications (Survey Tables
4{a) & 4(b))

Al1 68 professional respondents and 81 (97.6%) of the 83 Clerical
Admin. respondents had some form of tertiary qualification. In the
Cierical Admin. group, 16 (94.1%) of the 17 Second Division and 65
(98.5%) of the 66 Third Division officers recorded tertiary
qualifications.

23 (33.8%) professional officers and 20 (24.1%) Clerical/Admin.
officers who responded had either completed a course of study since
Joining the APS or were currently studying.
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Survey Table 4(a)

Educational and Professional Qualifications

Clerical/Admin.  Professional A11 Respondents
No. Percent No. Percent No. Percent
With Tertiary 8] 97.6% 68 1002 149 98.7%
Qualifications
Without Tertiary
Quatifications 2 2.4% 0 0% 2 1.3%

83 100% 68 100% 151 100%

Survey Table 4(b)
Study Since Joining APS

Study since Clerical/Admin.  Professional A1l Respondents
doining APS

No. No. No,
Completed Courses 13 18 31
Currently Studying 9% 7* 16.

*Includes 2 who completed study previously while employed in the A.P.S.
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Question 3 ~ Major Career Development Programs Undertaken (Survey Table 5)

A total of 83 (58.3%) respondents had not undertaken any form of
major training or career development program during their career in the
Service. This total was made up of 41 (49.4%) of all1 Clerical/Admin.
officers and 47 (69.1%) of all professional officers.
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SURVEY TABLE 5

Major Career Development Programs Undertaken Since Joining A.P.S.

Development C/A Prof A11 Respon.
Program No. Percent No. Percent No. Percent
Undertaken 42 §0.6% 21 30.9% 63 a".7%
Never Undertaken L3 49.4% 47 " 69.1% 88 58.3%
83 100% 68 100% 151 100%
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(uestion 4 - Influences to Undertake Career Development

In this question subjects who had undertaken a major career
development program were asked what influences had induced them to
undertake that program. A total of 69 {45.7%) respondents answered this
question and nomfnated one or more of the four factors. Respondents also
had the opportunity to record additional factors of their own choice.

A study of the questionnaires of the 69 respondents who answered
this question showed that "staff circulars" 27 (17.9%) and
“supervisor/management encouragement” 26 (17.2%) were the most likely
infiuences. Only 19 (27.9%) of professional respondents answered this
question.

Question 5 - Perceived Career Development Needs

When asked to nominate carveer development useful to their future
advancement in the Service, 100 (66.2%) respondents nominated some form
of development. This number represented 67 {80.7%) of all
Clerical/Admin. officers and 33 (48.5%) of all professional officers.
The most common type of development perceived as useful for future
advancement was broader management experience. Officers answering
suggested work rotation, transfer, working in an "operational"
environment, interchange with other private or public enterprise, and
many other similar work experiences to meet this perceived need.

Assertiveness training and variations of this were also suggested.
Other officers recommended familiarisation with computer and accounting
systems and training in management techniques. Several respondents
suggested that there was a need for some senior male managers to come to
terms with the advancement of women to senior positions and that this
might be facilitated by seminars for senior officers which explored this
topic.

Question 6 - Likely Participation in Career Development Assignments
Interstate. {Survey Tables 6{a) & 6(b))

In this question subjects were asked whether they could participate
in career development assignments which would involve periods of time
spent interstate. Three options were given:

{a) not at all;
(b) from 3-8 weeks; and
{c)  more than 8 weeks.

112 (74.2%) respondents indicated (b) and {c) that they could
participate in career development assignments interstate, for three weeks
or Tonger. Those able to undertake assignments were 69 (83.1%) of all
the Clerical/Admin. officers and 43 (63.2%) of all the professional
officers. 67 (44.4%) of all respondents indicated that they could
participate for longer than 8 weeks. This figure was made up of 47
(56.6%) of alt Clerical/Admin. officers and 20 {29.4%) of the
professional officers.
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Survey Table 6(a)

Participation in Career Development Assignments Interstate

Undertake Career Clerical/Admin. Professional Total

Development

Assignments

Interstate No. Percent No. Percent No. Percent

Able 69 83.1% 43 63.2% 12 74.2%

Not Able - 14 16.9% 25 36.8% 39 25.8%
83 1002 68 1003 - 151 100%

Survey Table 6(b)

Duration of Career Development Assignments

Able to take Clerical/Admin.  Professional Total
Career Development
Assignments

No. No. No.
For 3-8 weeks 22 23 45
For More Than 47 20 .67
8 weeks

69 43 na
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Que?t';()m 7 - Major Impediments to Career Development {Survey Tables 7(a}
& 7(b .

Subjects were asked 1n this question to identify factors which they
saw as impediments to their career development and to evaluate these
impediments on a 1 to 3 scale (3 being most important). Respondents were
offered a range of factors from which to choose and also given the
opportunity to nominate other factors and evaluate them. Respondents
were divided into the Clerical/Adnin. group and professional group for
the analysis of replies to this question. On average, 80% of the
Clerfcal/Adninistrative group answered this question in contrast to 57%
of the professional group.

In the Clerical/Admin. group, 74 (89.2%) of the 83 respondents
rated "Lack of experience in a range of work situations” as a major
impediment and 44 (53%) gave a rating of 2 or 3 to this factor. Three
other factors were also rated as sfgnificant by a high proportion of the
Clerical/Admin. respondents. These were:

"Apsence of encouragement and career guidance from senior public
servants" - 69 (83.1%) of Clerical/Admin respondents.

“Lack of expertise in techniques of managément“ - 68 (81.9%) of
Clerical/Admin respondents and

"Lack of assertiveness in putting self forward for promotion" - 67
(80.7%) of Clerical/Admin. respondents.
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of the smaller proportion of professional officers who jdentified
and evaluated maJor impediments, 41 (60.3%) indicated "Absence of
encouragement.... was an fmpediment; while 40 (58.9%) indicated "Lack of
asserti .." and “Domestic rospons{bﬂiues + The next most
important factor for professional staff was "Lack of expertise 1n the
techniques of management” with 39 (57.4%) of professional respondents
rating this factor significant.
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Question 8 - Addftional Career Development Needs of Women

In question 8, subfects were asked whether they considered women to
have additional career developmental meeds to men. Few respondents
answered this question 1n the affirmative. Those who did suggested
similar types of career development programs to those already nominated
in gquestion 5.

Question 9 - Work Experfence (Survey Tables 8(a) 8(b) 8(c)

Subjects were requested to give details of their work experfence,
both within the Service and outside §t, in Question 9 however, no
analysis has been carried out on the responses related to employment
outside the Service for this report. Details of work experience within
the Service incTuded the titles and Tevels of positions held, the
approximate dates when position or transfer to these positions took
place, the departments or organisation in the Service for which the
subject has worked and the locations (eg. Canberra, Sydnay) in which they
had held positions. For this question respondents' questionnaires were
analysed on the basis of division, work category and type of
recruitment. Some major features are set out below.

Senior women officers who have progressed in the Clerical/Admin structure
to the Second Division and who were originally recruited to base grade
positions have very different characteristics from professional officers
or Clerical/Admin officers who were recruited laterally. Not one of the
11 base recruited officers who have reached the Second Division has
remained in one department in one location. Of these eleven respondents
som]e had :ro;‘ked in 4 to 8 locations and most had changed departments as
vwell as cities.

The other 12 Second Division respondents exhibited low mobility both
between departments and geographically. This group comprised six
lageraﬂy recruited Clerical/Admin offficers and six professional
officers.

Third Division Clerical/Admin officers recruited at the base grade
repeated the mobility patterns of their Second Division counterparts. Of
48 off{cers with this background only three had reached senior fevel
working in one department and one location. The other 45 had worked on
average in 3.1 Departments in 2 different geographic Jocations.

Professional women in the Third Division also reflected the Tow mobility
characteristics of their Second Division colleagues. The majority are
Medical Officers and opportunities for them within the Service are
limited to a few specialised departments.

130



18
SURVEY TABLE 8(a)
SECOND DIVISION RESPONDENTS 8Y MOBILITY

_Work Experience

Recruitment History and Number of Mean Number  Mean Number of
Designation Group Respondents of Depts Geographical
. Locations

Base~grade recruited

Clericai/Admin n* 2.9% 2.1%

Professional . 5 1.4 2.0
Laterally recruited to Third Division

Clerical/Admin 4 2.8 1.0

Professional 1 1.0 1.0
Laterally recruited to Second Division

Clerical/Admin . 2 1.0 1.0

Professional 0 . - -
TOTAL 23 2.3 1.8

*None of the 11 Clerical/Admin Second Division officers originally recruited to
base grade positions worked in only one department in one ltocation.
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SURVEY TABLE 8(b)

SENIOR THIRD DIVISION RESPONDENTS ORIGINALLY RECRUITED TO
BASE GRADE POSITIONS ~ BY MOBILITY

Hork Experience

Number of Mean Number Wean Number of

" Designation Group Respondents of Depts Geographical
. Locations
Clerical Admin © 48 3.1 2.0
Professional 36 1.4 1.1
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Time Taken to Reach Present Position

It was not possible to establish with accuracy exactly how long it
took respondents originally recruited to base grade positions to reach
their present positions. It appeared however that it took longer for
Clerical/Admin women, women in feminised professions and women in
scientific professions to reach senior positions. Women in high prestige
professions, even when they later transferred or were promoted to
Clerical/Admin positions, took less time to achieve senfor rank.
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SURVEY TABLE 8(c)

TIME TAKEN TO REACH PRESENT FOSITIONS BY DESIGNATION GROUP FOR
SECOND DIVISION OFFICERS ORIGINALLY RECRUITED TO BASE GRAODE POSITIONS

Second Division Years taken to Reach Present
Respondents Number of Position
Respondents 0-3 4-15 16 or more

Clerical/Adninistrative 1 0
Professional - 5 2

oo
wo;
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Question 10 - Tem;,)or;ry Performance in More Senfor Position (Survey
: Table

In this question subjects were asked whether they had worked
temporarily in a higher position since their last promotion. A total of
84 (55.6%) of the respondents had worked in more senior positions on a
temporary basis since their Tast promotion. This total represents 42
(61.8%) of the 68 professional officers and 42 (50.6%) of the 83
Clerical /Admin officers.

Of the 26 (38.2%) professional officer who reported "no temporary
performance” since their Tast. promotion, 13 had been promoted in, or
before, 1980. Of the 41 (49.4%) Clerical/Admin officers who reported "no
temporary performance" since their last promotion or appointment, 2 were
last promoted in 1980 or before. :
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SURVEY TABLE 9
TEMPORARY PERFORMANCE IN MORE SENIOR POSITION

Temporary . C/A Prof. Total
Performance since No Percent No Percent No Percent
Jast promotion

Yes 42 50.6% 42 61.8% 84 65.6%
No : | 49.4% 26 38.2% 67 44.4%
83 . 100% 68 100% '151 100%
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Question 11 - Interest in Promotion (Survey Table 10)

In question 11 subjects were asked whether they had applied for
promotion since their last promotion or their appointment to a senior
position. 61 (40.4%) of the respondents indicated they had applied for
promotion. A study of "work experience” details on the forms of other
respondents revealed that a further 43 (28.5%) had been promoted recently
{e. 1n 1981 or 1982, Only 47 (31.1%) of all respondents had been
promoted or appointed in 1980 or before and had not applied for promotion
since. The latter figure represented 18 (21.7%) of the 83 Clerical/Admnin
officers and 29 (42.6%) of the 68 professional officers.

137



25

* SURVEY TABLE 10

INTEREST IN PROMOTION

Interest in C/A

Prof. Total

Promotion . No Percent No Percent No Percent
Has applied for promot‘lon 41 49.4% 20 29.4% 61 40.4%
{since ast promption)
Has not applied for 24 28.9% 19 27.9% 43 28.5%
promotion but was recent'ly
promoted (81/82)
Has not applied for 18 2.7% 29 42.7% 47 31.1%
promotion and has not
been promoted since 1980

83 100% 68 1005 18] 100%
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(uestion 12 ~ Leave Taken During Career (Survey Table 11)

Question 12 sought informatfon from subjects about leave of more
than 3 months taken duri{ng their career, their substantive position at
the time, the duration of the leave and their reasons for taking it.

86 (57%) of respondents have taken no leave of more than 3 months
during their career in the Service. This represents 40 (48.2%) of the 83
Clerical/Admin officers and 46 (67.6%) of the 68 professional officers.

Maternity leave was taken by 26 (17.2%) of respondents for 32
confinements averaging 9.5 months Jeave on each occasion. Only 4 (5.9%)
of the 68 professional officers took maternity leave whereas 22{26.5%) of
the 83 Clerical/Admin officers took maternity leave.

14 (9.3%) of respondents took 17 periods of Jeave paid and unpaid
for study purposes averaging 10.6 months on each occasion.

12 (7.9%) of respondents took 13 periods of L.H.0.P. (leave without
pay) for recreation and travel averaging 10.3 months for each period.

17 {11.3%) of respondents took 20 periods of Long Service Leave
averaging 5.3 months on each occasion.

9 (6%) of respondents have taken other leave of more than 3
months. This 1nciudes three work assignments, two periods of sick leave,
one additional period of leave at maternity, one period of leave to
accompany spouse on posting and two others for purposes not specified.
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SURVEY TABLE 11
INCIDENCE OF LEAVE LONGER THAN 3 MONTHS

Leave Longer C/A Prof. Total
Than 3 Months No Percent No Percent No Percent

Taken 43 S8 22 3242 65 4%
Never Taken 4  48.2% 46 67.6% 86 57%

a3 100% 68 100 18 100%
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Question 13 - Representation of Department at High Level Meetings {Survey
Tables 12(a), 12(b), 12(c)

Subjects were asked in this question whether they had ever
represented an A.P.S. department or organisation at a high Tevel meeting
or conference. It was left to the individual respondent to determine
what constituted a "high 1evel meeting”.

Seven (30.4%) of the 23 Second Division respondents indicated that
they had not represented their department or organisation at such a
meeting or conference in Australia or overseas. OF the 128 Third
Division respondents, 73 (57%) indicated that they had never had this
experience. An analysis of the respondents by type of work ie. whether
Clerical /Admin or professional showed that a much higher proportion of
Clerical/Admin officers, 50 (60.23) than professional officers 21 {30.9%)
had represented their department.
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SURVEY TABLE 12 (a)
REPRESENTING DEPARTMENT AT HIGH LEVEL MEETING
SECOND DIVISION

Representation at C/A Prof. Total
High Level Meeting No Percent No Percent No Percent
Had Represented Dept 13 76.5% 3 50% 16 69.6%
Had never Represented 4 23.5% 3 50% 7 30.4%
Dept

17 100% 6 100% 23 100%

SURVEY TABLE 12 (b)

THIRD DIVISION

Representation at C/A Prof. Total
High Level Meeting No Percent No Percent No Percent
Had Represented Dept 37 56.1% 18 29% 65 50.8%
Had never Represented 29 43.9% 44 ng 63 49,2%
Dept

66 100% 62 100% 128 100%

SURVEY TABLE 12 {c)

ALL RESPONDENTS

Representation at C/A Prof. Total
High Level Meeting No Percent No Percent No Percent
Had Represented Dept 50 60.2% 21 30.9%% 71 47%
Had never Represented 33 39.8% 47 69.1% 80 53
Dept

83 100% 68 100% 151 100%
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1. BACKGROUND

Hay Associates has been requested to provide an
outline of the Hay approach to selection and development of
personnel in the Second Division of the Austrelian Public
Service.

The Public Accounts Committee is a committee of
members of Parliament lacking in executive powsr but having
influsnce becsuse its reports are tabled in Parliament. The
Committee is investigating selection and development of
Austrelian Public Service personnel against a background of
gome discontent with the quality of personnel especially at
Second Division level.

Evidence has been called from both the public and
privete sectors, in which witnesses have made reference to Hay
Associates. For example

- the Federal Public Service in Canada has made extensive
use of Hay Associates' technigques

- some Australian public compenies have mede reference to
the use of Hay services.

Hay Associates

An outline of Hay services "Hay Associates in
Profile" follows.

The Hay Group also owns MSL Australia Pty Ltd, one of
the vorld's largest executive selection companies.

Overview of Topic

While the topic to be addressed is "Selection and
Davelopment", the topic should be plesced within a broader
approach to human resources management. The following
commentary is based on Hay experience in public and private
sectors in Australia, including some limited experience in job
evaluation in the Second Division of the Australian Public
Service .
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PART A - JOBS
11, ORGANISATION DESIGN

There 18 a tendency towards bureaucracy in all large
modern organisations in both the private and public sectors.
the Macquarie Dictionary defines bureaucracy

"3, Excessive multiplication of, and concentration of
power in, administrative bureaus; a system
characterised by power without responsibility.

4. Excessive governmental red tape and routine"
In management terms bureaucracy can be characterised by
a. Overstaffing or feather bedding.

b. Too many hierarchical levels resulting in clogged
communication channels.

Co Unwillingness to assign accountability (power with
responsibility) to specific jobs as distinct fram
diffusing accountability through committees.

d. Slow decision making or bureaucratic delay.

8. Too small span of control in order to avoid having to
co-ordinate subordinates.

Typical remedies are in order
a. Reduce staff numbers to increase efficiency.

b. Decrease numbars of hierarchical levels in order to
improve communication channels.

c. Improve speed of decision making by delegation of
authority.

d. Increase span of contrel in order to increase the
management content of positions.

The Australien Public Service may be immune from
these deficiencies, but then it may not. However, these
issues are raised because they must be addressed before
selection and training could be improved. Hay Associates did
not invent the word "accountability" but has been in the
forefront of developing the applications of the concept in
organisations, both public and private sector, throughout the
world. Hay defines the word accountability as:
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"The eanswerability for en action and for the
consequences of that action. It is the measured
effect of the job on end results.”

A present danger is thet public services in Australia
are designed to administer policies rather than to produce
results. When an organisation is formed by the government to
produce results, it is often given the status of a statutory
authority. However, the spirit of the times is to make all
public services more accountable.

The following chepters indicate how this might be
done . .
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HUMAN RESOURCES MANAGEMENT

A. JOBS B. PEOPLE
ORGANISATION SELECTION
ARD
TRANSFERS
JOB ANALYSIS PERFORMANCE
AND APPRAISAL
EVALUATION l
PERFORMANCE PSYCHOLOGICAL
CRITERIA TESTS
PERSON TRAINING
SPECIFICATION AND
DEVELOPMENT

PERSON/30B MATCH
Figure 1

Figure 1 summarises a total human resources management
approach. It can be seen that "Selection and Transfers" and
"Training and Development” are only 2 of B relevant topics.

Compared with other companies in the human resources field,
Hay Associates is a '"high technology" company in that Hay
initiates research projects into human resources issues and
maintains links with academic institutions. Obviously not all
of the technology is eppropriate to all organisations all the
time, but it is available. A more difficult problem is the
re jection of some advanced approaches because they conflict
with vested interests inside an organisation.
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I11. J0B_ANALYSIS AND EVALUATION

Jdob_analysis refers to investigating the content of a
job and describing it in a "position description'. Most
position descriptions are merely a list of duties which fail
to capture the flavour of a job. Duty lists are adequate for
clerical jobs but for Second Division jobs. A position
description should cover

- role or purpose of the job

- relevent statistics and budgets
environment in which the job operates

- organisation structure

- human resources factors

- external committees

- in-house committees

- contacts outside the Public Service

- authorities

- principal accountabilities
(performance measures)

The overall purpose of a position description is to
designate the accountsbilities of each job in an organisation.

Jdob evaluation is a method of measuring the content
of a pasition. The Hey Guide Chart Profile Method of job
evaluation is the world‘s leading method of job evaluation and
has been used in the public sector in Australia, New Zealand,
Canada, the United Stetes of America and Britsin.

Haey Associates has already carried out a small
assignment in the Second Division of the Australian Public
Service.

Details of the Hay method of job evaluation can be
obtained in
Rock, M.L. (ed) Handbook of Wege and Selary Administration
McGraw Hill, 1973
A second edition is in preparation. However the 8 sub-factoars
concerned are

Know-How

1. Techpical/Specialised Know-How in the A.P.S. context
refers to educational qualifications and experience.

2. PBresdth of Management Know-How is the knowledge required
either to integrate decisions, departments and sections on
a line basis.

or to co-ordinate functions or activities on a staff basis.
Planning is an important element here.

3. Human Relations Skills are skills with people such as
motivation, negotiation, serving.
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Problem Solving
4., Environment (Breadth) relating to policies.

5. Challenge (Depth) requiring analytical, interpretive,
evaluative and for constructive thinking.

Accountability

6. Freedom to Act is the amount of authority or autonomy
vested in the position.

7. Magnitude relates to budgets usually expenditure budgets.

8. Job Impset on End Results of the organisation, that is,
staff or line.

Some of the lower level positions in the Second Division
would have a "job profile" of

Know-How 50%
Problem Solving 25%
Accountability 25%

"Job Profile" refers to the amount of emphasis placed on
each of the 3 major job factors

The higher level positions in the Second Division would
more typically have & "job profile"™ to the order of:

Know-How 42%
Problem Solving 28%
Accountability 30%

As can be seen the higher level the position the more
importance Accountability assumes and less relative
importance of Know-How.

1V. PERFORMANCE CRITERIA

In Chapter III, reference was made to Position
Descriptions which include Principal Accountabilities which
can .lead to performance measures and goals (a version of
management by objectives). Usuelly a position has 6 to 8
Principal Accountabilities relating to the key areas of
performance in the job.

One of the weaknesses in most public sector
performance appraisal schemes is that they consider traits or
factors which are general and not specific to each particular
pasition.
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V. PERSON SPECIFICATIONS

Chapter III outlines the 8 sub-factors by which all
management positions can be measured. Likewise person
specificetions can be set up, giving the requirements of the
person who is to fill the position.

Typically public sector person specifications may be
as follows:

Know-How

1. Technical/Specialiged Know-How
Public Sector person specifications typically emphasise
tertiary educational qualifications.

2. Management Know-How
This sub-factor is commonly referred to as "public
administration” and features well in public secter person
specifications.

3. Human Relations Skills are usually well covered.

PLORULERLLE RIS L ¥ ¥ 2-]

Problem Solving

4. Problem Solving Environment relating to policies is well
covered.

5. Problem Solving Chellenge relating to analytical skills is
well covered.

Accountability

6. Freedom to Act is often deliberately restricted in public
Jobs since it is argued that the doctrine of ministerial
responsibility under the Westminister system of government
gives the relevant Minister the ultimate accountability.
However, public sector jobs are sometimes performed in a
"2ero-risk" manner and Departmental precedents and
policies can be excessively binding.

7. Impact of Job on End Results is reasonebly well defined in
public sector person specifications. People who rate high
on this sub-factor are, in privete enterprise, sometimes
known as "shakers and movers", that is, they are people
who influence events.

8. Dimensions are usually well specified.

In summary, person specifications in the public
sector are generally quite accurate, but it is suspected that
the last 3 wsub-factors covering Accountability are
insufficiently emphasised when it comes to selection and may
be ignored entirely. ”
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Since some of the positions in the Second Division
contaip an Accountability level of 25 to 30% or more their
Accountability should receive an appropriate emphasis in the
person specification. Many people "are not capable of
performing at such & high level of Accountability. Just as
jobs have "job profiles", then people have "people profiles.
Some are suited to beck-room research jobs and some are suited
to tough negotistiona and accepting accountability for the
outcome of such actions.



PART B - PEOPLE
Vi. SELECTION AND YRANSFERS

As suggested in Chapter V in Person Specifications,
public sector selection often taekes into account e person's
Know-How and Problem Solving in selection but ignores the
Accountability aspects which become more important the higher
the person rises in the Second Division. Consequently
selection procedures should address themselves to
Accountability since Know-How and Problem solving are
reasonably readily assesseble by standard selection procedures
such as

- examination of the person's education and experience
- interview panels
- performance appraisals

The Armed Services have addressed themselves to such
matters in officer selection, for example, WOSB technigues
involving realistic outdoor exercises as well as group
activities. Revised performance criteria (see Chapter 1V)
usually leads to an increased emphasis on accountability.

VIl. PERFORMANCE APPRAISAL

Host public sector performance appraisals consider
traits or factors which are general and are not specific to
each particular position. Desirably, performance should be
measured against goals and objectives specific to that
position.

Effective performance appraisal is heavily dependent
upon adequate training of assessors which is seldom carried
out in most organisations. Also assessors need feed-back as
to their own performance as assessors.

Hay has wide experience in developing end applying
performance appraisal techniques based on measured performance
in respect of agreed job accountabilities.

However, it does not follow that past performance is
an infallible guide to future performance and complementary
approaches are necessary.

VIII. PSYCHOLOGICAL TESTS

Hay Associates has developed psychological test
batteries which can give a valuable guide, in conjunction with
normal gselection procedures, whether a person is suited for a
Second Division position. In brief these tests place
particular emphasis on measuring a person's level of
accountability. These tests measure such factors as

- empathy with people
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- level of drive
- planning and organisation ability

Other studies have in general verified the Hay
research discoveries. There is a transition range at the
upper end of the 3rd Division (say Classes 10 and 11) where
decisions could be made indicating the suitability of people
for the 2nd Division. These tests are non-discriminatory
towards minority groups.

On a more positive basis these tests can be used to
identify telent in the 3rd Division who could be encouraged to
try for promotion to the 2nd Division. Normelly the person
has access to the results of the tests and is counselled on
the meanings of the results.

A second positive benefit is to essist the individual
overcome some of his deficiencies by attendance at appropriate
courses. For example, some of the tests measure a person's
level of achieved educetion as distinct from his "paper
qualifications™, such as degrees. Nevertheless it should be
pointed out that some skills are in the "learnable but not
teachable" category.

IX. TRAINING AND DEVELOPMENT

Training and development experiences suitable for
Second Division include

~ specific short courses

- management training such aes the Advanced Course at
the Australian Administrative Staff College

- negotiation skills

- Jjob rotation

It is appropriate that management education be
emphasised at the Second Division level.

X. SUMMARY

In summery, & Hay approach applied to selection and
development in the Australian Public Service would emphasise
an overhaul of human resources management.

Apart from specific techniques mentioned above, it would
involve

a. Review of organisation design.

b. Increased emphasis on accountability.
C. Improved job analysis. .
d. Performance criteria relevant to each position.

e. Assessment of management suitability by the use of
psychological tests.

f. Training and development emphasising the abave
aspects. .
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APPENDIX 9

SECOND DIVISION STATISTICS
(Sources: Public Service Board)

TABLE 1: Permanent Second Divigion Officers by Level and Sex
31 December 1961

SEX : LEVEL

1 2 3 4 5 3 Total
No % No % No % No % No % No % No

Male 648 49.1 283 21.4 249 18.9 92 7.0 30 2.3 18 1.4 1320
Female 22 84.6 2 7.7 2 7.7 =~ - - 26

Total 670 49.8 285 21.2 249 18.5 94 7.0 30 2.2 18 1.3 1346

TABLE 2: Permanent Second Division Officers by Age and Sex
31 December 1981

. ' AGE GROUP
SEX < 30 30-39 40-49 50+
No % No % No % No % Total
Male -3 0.4 237 18.0 468 35.6 606 46.1 1314
Female 1 3.4 10 38.5 11 42,3 4 15.4 26
TOTAL 4 0.4 247 18.4 &79 35.7 610 54,5 1340
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TABLE 3: Second Division Separationg: Alternate vears
1970/80, and 1981(a)

lLevel

Year 1 2 3 4 5 6 Total
1970 15 7 3 4 - 2 31
1972 12 11 6 2 - - 31
1974 28 15 18 3 - - 64
1976(b) 49 19 . 25 6 1 1 101
1978 69 12 21 7 - 1 101
1980 43 18 15 7 2 2 87
1981(c) 46 30 30 9 4 3 122
Notes:

(a) Separations are defined as losses from the APS by
resignation, retirement, death, movements to
statutory authorities etc., Total separations 1971-81
were 864.

(b) Introduction of new superannuation provisions

(¢} Introduction of early retirement provisions

The separation rate for the years 1982 ta 1990 can be
projected using the following data and assumptions:

. Age profile of Second Division staff at 31 December
1980.
. Estimated separaticn rates (Based on separstions in

the years 1978/1980 and a calculation of the future
rates of voluntary early retirements).

. Continuation of the current profile for age of entry
to the Second Division.

. Growth Rate of 2% per annum.

The projected figures for the period 1982 to 1990
indicate that the number of separations will be in the range
100 to.120 per annum.

The demand for new Second Division Officers over the
period 1982 to 1990 should total about 1240, but the issue of
the size of and rate of supply from the feeder group is quite
complex. The group of current Class 10 and 1ll's is not the
sole source of entry to the Second Division from the
Clerical/Admin group, when looking at an extended pericd. The
Class 10 to 11 group is replenished over time by promotian
from lower grades. However, some 68 per cent of entrants to
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the Second Division come from the group of Class 10 and 1ll's
current at the start of each vyear. About 12 gper cent of
entrants to the Second Division are lateral appointments,
which includes a large number of re-appointments from
Statutory Authorities, etc.

Considering the group of Class 10's and 11's current
at December 1981 as 'a feeder group' for the years 1982 to
1990, the proportion of entrants to the Second Division each
year coming from that group will diminish as the group itself
diminishes through promotions to the Second Division and
separations from the Service. Oata on entrants to the Second
Division during the years 1977 to 1981 indicate that some 490
entrants to the Second Division in the period 1982 to 1990
will come from staff who were Class 108's and 11l's at December
1981, These 490 staff represent 20 per cent of the group at
Oecember 1981. Assuming a separation rate of 7 per cent per
annum and estimating staff each year remaining from the 1981
population it has been calculated that about one third of
eligible staff will enter the Second Division, a selectivity
quotient of about 1 out of 3. On past experience 68% of
entrants to the Second Division should comprise promotions
from the main !'feeder pool’ consisting of senior
Clerical/Administrative staff,

The age, sex and years of service of this group sre
shown in Tables 4 and 5 below. Nearly 80% have had over 10
years service and nearly one helf (44.2%) are less than 40
.years old.

TABLE 4: Permanent Class 10 and 11 Third Division Officers
by Age and Sex 31 December 1981

S AGE GROUP
SEX < 30 30-39 40-49 50+
No % No % No % No % Total
Male 28 1.2 975 4z2.2 687 29.6 624 27.0 2314
Female 0 a 6l 62.9 19 19.6 17 17.5 97

TOTAL 28 1.2 1036 43.0 706 29.2 641 26.6 2411

157



TABLE 5: Permanent Class 10 and 11 Third Division Officers
by Sex and Years of Service

31 December 1981
YEARS OF SERVICE

SEX < 5 years 5-10 10-20 20-30 Over 30 TOTAL
No % No % No % No % No % No
Male 85 3.8 373 16.2 958 41.3 453 19.5 445 19.2 2314
. Female 5 5.2 32 33.0 48 49.5 8 8.2 4 4.1 97

TOTAL 90 3.7 405 16.8 1006 41.7 461 19.2 449 18.6 2411
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TABLE 6: Promotions and Appointments* to Second Division
in Selected Departments, 1976-1981

DEPARTMENT TO:

DEPARTMENT/ Attorney Foreign Health PMC PSB Treasury
AGENCY FROM: Genergl's Affairs Finance
Att. General's 28 1

Parlt. Counsel 1

Foreign Affairs 39 2 1
Health 18

Primary

Industry 1

PMC 14 18
Aud.-General's 1

PSB 1 1 1

ACT Legal Aid 1

Social Security 1 1

IAC 1
Treasury/Finance 1 26
Defence 1

Business & Cons.

Affairs 2

ACT Health Commission 1

Sub-Total 32 42 23 17 20 28

% from own R

Department 87.5 92.9 78.3 82.3 90.0 92.9
Appointments 1 2 3 8 2 3
TOTAL 33 44 25 26 22 31

% from own

Department 84.8 88.6 72.0 53.8 81.8 83.9

* Appointments from outside the Australian Public Service,
including reappointments to the Service.

The level of interdepartmental transfers is alsoc very
low. Staff movements. to and within the Second Division
through appointment, transfers and promations from 1974 to
1981 are shown below in Table 7. For the past three years
about 1 in 4 promotions have been to 'other departments'. (In
some cases these promotions occurred with apparent rather than
real movement as the department changed in name or a Division
changed departments). Table 7 clearly shows that in recent
years interdepartmental transfers are as rare as appointments
from outside the Service.

159



TABLE 7:

Staff Movements to Second Division Positions

(Including movements within Second Division) 1974-81

Appointments Transfers Promotions Promotions to
Other Departments
. %
41 2 240 54 22.5
44 12 201 42 20.9
14 10 116 9 7.8
15 19 255 39 15.3
16 22 298 49 16.4
5 14 209 50 23.9
15 20 219 64 29.2
5 9 167 44 26.3
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APPENDIX 10

This paper was prepared by P.J. Thorne, E.P. Zasiadczyk
and Dr G.P. Rothman. Comments and interpretations in

the paper have been made by the authors from a statistical
point of view and do not necessarily reflect the views of
the Board.

REVIEW OF MAJOR SERVICE

STAFFING TRENDS

1981

Planuing, Research & Information Branch
Office of the Public Service Board
CANBERRA  ACT 2600

July 1982
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REVIEW OF MAJOR SERVICE STAIFING TRENDS

INTRODUCTION

The intention of this paper is to present and apalyse the more important
statistical trends and changes in Public Service Act staffing. In
particular, it seeks to summarize the detaiied information contained in
the Board's annual Statistical Yearhooks.

The topics covered by the paper are:

(i1)
{i14)
(iv)
{v)
(vi)

size, growth and composition of the APS;
inoperative staff;

separations from the Service;

permanent appointments;

educational qualifications; and
mobility.

This paper is primarily concerned with permanent staff employed
under the Public Service Act 1922. It is based almost exclusively
on information contained in the Continuous Record of Perconnel
{CRP), a central computer-based personnel data base maintained by
the Board's Office, which contains extensive information on
permanent staff appointed under the Public Service Act, their
movements within and separations from the Service. However, some
information has also heen obtained from regular staffing returns
such as the Forms PSB 39 submitted by departments to the Board's
Office. Full-time staff refers to permanent, temporary and exempt
staff ~ see explanation below.

Not all data has been adjusted to account for administrative
changes to Public Service Act coverage. Detailed adjusted data is
contained in Appendices A to C. However, the paper excludes
details of.staff employed in the former Postmaster-General's
Department who were removed from Public Service Act coverage on

1 July 1975 when the Australian Postal and Telecommunications
Commissions were established.

Employment category:-

Permanent officers: persons appointed full time to a division of
the Service after satisfying conditions as specified in section 34
of the Public Service Act.

Temporary employees: persons engaged under the Public Service Act
in a temporary capacity on the condition that such employment shall
be for a specified period or for the period necessary to compiete
specified work. The category also includes people whose services
are required but who have failed to satisfy statutory criteria for
appointment as officers (eg medical grounds).
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Exempt employees: persons empioyed in categories which, under
section 8A of the Act, have been exempted by the Governor-General
on the recommendation of the Board from specified provisions. of the
Public Service Act and Regulations. This category of employee
includes fndustrial and day labour staff and other specfal
employment categories whose conditions of employment may vary from
those of permanent and temporary staff.



MANAGEMENT SUMMARY

The more important points that have emerged fram an analysis of the
Public Service Act employment trends (excluding staff of the former
Postmaster-General's Department}, primarily over the la.t 4e-ade, are:

Staffing Growth: From June 1945 anwards, the growth pattern of
full-time Public Service Act employment has gone through five
distinct periods (figure 1.1 refers).

{i) 1945 ~ 1951: this period demonsirated strong prolonged
growth with an average annual growth rate of

2.4%;

{i4) 1851 - 1954: 4 brief period of sharp decline - full-time
staffing fell by an average of 5.4% pa;

{iii) 1954 -~ 1960: 3 low growth period with an average annual
growth of 0.9%;

{ivl 1960 - 1876: a strong growth period with an annual average
growth rate of 4.6%; and

{v) 1976 - 1981: the current restricted growth period - with an
average annual decline of 0.8%.

However, after adjusting staffing levels for all net changes to
Public Service Act coverage, it can be seen that the current period
of restricted growth actually commenced in 1975/76 when fuli-time
Public Service Act staff fell by 4.2%. 1In 1976/77 there was a
furth%alfa'l‘l of 1.7% followed by small annual increases to

dJune .

Division and Employment Category: In recent years there has been a
shift in the composition of the Service favouring, on a divisional
basis, the Second and Third Divisions and, on an employment
category basis, permanent staff. Since 1975 (taking account of
changes 1n coverage of Public Service Act employment} the Second
Division increased by 20%, the Third Division increased by 8%,
while the Fourth Division decreased by 9%; over this period
permanent staff increased by 10%, while temporary and exempt staff
decreased by 51% and 28% respectively.

Women: One of the most significant trends over recent years has
been the increase in the representation of women in the Service at
all levels. Over the last decade the number of women employed
full-time in the Service has increased by 40.4%, compared with an
increase of 10.6% for men. This has resulted in women increasing
their representation as a proportion of total fuli-time APS
staffing from 29.3% to 34.5%. By way of comparison, at May 1981,
37.0% of the labour force were women.

Age Structure: Overall, the age structure of permanent officers
exhibits a marked bimodal form with a targe peak of young officers
aged between 20 and 35 years and a somewhat smaller but significant
(in terms of implications for future separations) peak of officers
aged between 50 and 60 years.
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Inoperative Staffing: OF the five major components of inoperative
staffing, three - maternity leave, compensation and long service
leave - have been stable with predictable seasonal trends. The two
other components of inoperative staffing - leave without pay and
sick leave - have exhibited important changes in recent years:

(1)  a sharp reduction from early 1976 to Tate 1977 in the
proportion of APS staff on leave without pay, which appears
to have resulted mainly from the inclusion of this component
in staff ceilings. A sharp reversal of this trend occurred
after December 1977 as revised ceilings arrangements took
effect; and

(i1} a reduction since June 1979 in the percentage of APS staff
on long-term sick leave.

Separations: There were significant increases in the separation
rates for each Division over the period 1973 to 1976, followed by
overall decreases in these rates since 1976. However, there were
sTight increases in the Second and Third Division rates in 1980.
The overall decreases since 1976 reflect decreases in resignation
rates which constitute a large proportion of separations. The
effects of the overall reduction in appointments since 1976 and,
possibly, the effects of further ‘tightening’ of the labour market
have contributed to the decline in resignations. The other
important trend was a significant increase in invalidity
retirements, and, to a Tesser extent, age retirements. From 1975
to 1977 invalidity retirements increased by nearly 150%, however
they stabilised during 1978 and dropped by 18% in 1979 and a
further 26% in 1980, Age retirements demonstrated a similar trend
during 1976, increasing by 89%, then steadily declined but rose
agafn in 1980. '
Appointments: An analysis of appointment levels for permanent
staff over the last decade reveals the following trends:

(i) a slight overall increase in the total number of permanent
appointments to 1975 followed by a substantial decline
during 1976 due to staffing restrictions. Appointment
Tevels partially recovered during 1977 but declined again
slightly during 1978, 1979 and 1980;

(i)  the level of female appointments to the Third and Fourth
Division continued to increase. While there were some
fluctuations in appointment levels over the decade ending
1980, female appointments into the Third Division increased
overall by 13.2% with male appointments over the same period
declining by 13.7%; female appointments into the Fourth
Division increased overall by 8.8% while the corresponding
figure for male appointments was a decrease of 31.0%;

(ii1) the annual number of graduate appointments to the Third
Division increased by 152% over the decade ending 1980.
Another significant development has been the increasing
proportion of staff with tertiary degrees being appointed as
Clerks Class 1 through the Clerical Selection Test (312 in
1980 compared with only 15% in 1976);
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Educational Qualifications. Over the last decade there has been a
substantial growth in the number of tertiary qualified staff in the
Service. The overall proportion of staff with degrees in the
First, Second and Third Divisions has. increased from 17.4% in 1970
to 27.2% in 1980. The two major reasons for this growth are:

(i) the considerable increase in graduate appointments,
particularly into the Third Division; and

(ii) the sigmificant numbers of officers that graduate each year
under various study assistance schemes. The number of staff
studying under these schemes increased from 11160 in 1976 to
12530 in 1981 (about 10% of permanent staff).

Mobility: The level of staff movements on promotion between and
within departments and/or states was of a relatively low order in
1980. This is particularly evident for inter-state movements. In
1980 15.8% of promotions involved a change of department and 6.7% a
change of state.
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1. SIZE, GRONTI AND COMPUSITION OF APS

Size of APS

1.1  Fuli~time Public Service Act employment, in absolute tevms,
contracted considerably during the latter part of the 1970's. There are
a number of reasons for this, the most obvious being the creatjon of the
Postal and Telecommunications Commissions of 1 July 1975 when 122,000
staff separated from Public Service Act empioyment. The continued
substantial decline from 1976 onwards reflects both the transfer of
Public Service Act staff to the Northern Territory Public Service and the
impact of staff ceilings restrictions.

Growth of APS

1.2 Excluding the influence of the former Postmaster-General's
Department, the pattern of growth in full-time Pubiic Service Act
employment since June 1945 falls into five relatively well defined
periods, as can be seen in figure 1.1:

. the first period of post war expansion lasted from 1945 to 1951 and
established the highest prolonged annual average growth rate of
12.4%;

. the second phase from 1951 to 1954 saw a sharp fall in staff levels
with an annual average decline of 5.4% - most of this decrease
occurred in 1951;

. the third phase covers the period 1954 to 1960. During this period
continued restraint on staffing levels resulted in a low average
annual growth rate of 0.9%; .

. the fourth period stretches from 1960 to 1976. This period showed
an annual average growth rate of 4.6%. This period coincided with
a relatively strong expanding economy and an expansion of
Commonwealth government activities; and

. finally, the current restricted growth period which began in 1976
and refiects the transfer of staff to the NTPS and the impact of
continued restrictions on staff ceilings. Full-time employment
peaked in 1976 at 157,765 but has since declined to 151,761 in
1981, an absolute drop of 6004 or 3.8%. Appendix A illustrates the
magnitudes of the annual growth rates in this present phase. The
actual staffing level, after adjustments for net changes to Public
Service Act staff, began to decline in 1975/76 when it went down by
4.2%, then a further 1.7% in 1976/77, and increased by 1.1%, 0.9%,
0.4% and 0.7% in 1977/78, 1978/79, 1979/80 and 1980/81 respectively.

1.3 In view of the current government policy towards public sector
expenditure, and the consequent tight restrictions on staffing levels,
anticipated growth rates for Public Service employment during the earl
1980s will be merkedly Jower than that experienced in the period 1960-76
when there was an annual average growth of 4.6%.
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Divisional Composition - Full-time Staff

1.4 Over the ten year period to June 198] the Second Division increased
in size by 92%, the Third Division by 32% and the Fourth Division by

10%. Figure 1.2 demonstrates the growth patterns of each Division over
the last decade (these figures have not been adjusted for changes in
Public Service Act coverage). =

1.5 The growth pattern for the Second Division between 1970 and 1976
was particularly strong, with an average annual growth rate of 11.7%.
There was a marginal decline in 1976/77 and a more moderate growth from
1977 to 1981 when the average annual growth rate was 3.0%. After
adjusting for changes in coverage to Public Service Act employment Second
Division staffing has increased by 20% since June 1975 (an annual average
growth of 3.1%).

1.6 The Third and Fourth Divisions each experienced moderate growth
throughout the decade, 1971-81. The Third Division increased at an
average annual rate of 5.6% to 1975, followed by a slight decline in 1976
and 1977 and a marginal increase over the remaining four years to 1981.
After adjusting for changes in coverage of Public Service Act employment
Third Division staffin% has increased by 7.1% since 1975 (an annual
average growth of 1.1%). The Fourth Division increased steadily until
1976 at an average annual rate of 4.4% followed by a slight reduction
during 1977; stabilized in 1978; and declined during 1979, 1980 and

1981. The increase in 1976 was Targely attributable to the transfer of
technical staff formerly employed under the Naval Defence and Supply and
Development Acts, to the Public Service Act. After adjusting for changes
in coverage of Public Service Act employment Fourth Division staffing has
decreased by 9.6% since 1975 (at an annual average decline of 1.7%).

1.7 Appendix B details growth rates by Division for the period 1975 to
1980 taking account of the adjusiment to Public Service Act employment
due to administrative changes.

Composition by Employment Category

1.8 Figure 1.3 clearly illustrates the structural changes that have
occurred in permanent, temporary and exempt employment categories during
the period 1971 to 198i. The most noticeable change has been the
significant increase in permanent staff. Conversely, temporary staff
{except for 1975 when employment increased marginally) has had a
continuous and marked decliine. Exempt staff demonstrated a relatively
stable trend to 1976, followed by a substantial deciine to the end of
1981. In absolute terms, over the decade to 1981, permanent staff
increased by 47.6% (39852), temporary staff dectined by 63.0% (9218} and
exempt staff decreased by 21.1% (6085).

1.9  Structural changes ‘over the decade have consequently led to changes
in composition by employment category. Details of the composition of the
Service by employment category at June 1981 shown below (with
corresponding June 1971 figures) illustrate the increasing trend towards
permanent employment:

June 1981 dune 1971
Permanent Staff: 81.4% - 65.8%
Temporary Staff: 3.6% 11.5%
Exempt Staff: 15.0% 22.7%
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1.10 Appendix C shows the net compositional movements between 19/% and
1981, after accounting for variations in coverage of the Public Service
Act due to administrative changes. Between 1975 and 1981 the permanent
category increased by 8.8% while the temporary and exempt categories
dropped by 51.0% and 27.5% respectively.

Composition by Sex

1.11 At June 1981 women represented 34.5% of fuli-time staff, made up of
2.2% of Second Division staff, 24.1% of Third Division staff and 43.2% of
Fourth Division staff. Over the period 1971 to 1981, the percentage
increase in the number of full-time women (40.4%) was markedly higher
than that for men (10.6%). As illustrated in figure 1.4, representation
of women has increased as a percentage of total full-time staff, from
29.3% to 34.5%.

1.12 The increase in representation of women in full-time employment
over the decade is most significant in the Third Division where they have
risen from 17.1% in 1971 to 24.1% in 1981. In the Fourth Division their
representation has increased from 37.6% in 1971 to 43.2% in 1981.

1.13 By way of comparisen with national employment trends, it is worth
noting that the proportion of the labour force who are women has
{ngreased from 33.3% in May 1971 to 37.0% in May 1981, as shown in Figure

1.14  Although the number of women Tn the higher Tevels of the Service is
small, their representation at senior levels has increased substantially
over recent years. This can be attributed to a number of factors,
including changes to employment practices with regard to women (removal
of marriage bar, maternity leave provisions etc); greater career
awareness among women in the Service and the community generally;
improved educational qualifications of women and so on. For example,
over the period December 1970 to December 1980 the number of permanent
women in the Third Division clerical/administrative group classified
Class 8 or above has increased from 58 to 711, while the number of
permanent women in the Second Division has increased from 1 to 23 over
the same period.

1.15 The significant trend of increases in the number of women
represented in the higher levels of the Service is expected to continue
as:

. the average 'experience’ or length of service of women increases.
The median length of service of women employed as permanent
officers has increased from 2.6 years at December 1970 to 4.) years
at December 1980. The corresponding figures for men were 6.8 years
and 8.2 years respectively; and

. the proportion of appointees to the Service who are women increases
{especially to the Third Division, para 4.2 refers).

Age Structure of the APS

1.16 The age structure of the Service has significant implications for
future trends in a number of closely related areas such as separations,
mobility, promotions and experience levels.
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1.17 The age structure for permanent staff, as illustrated in figure
1.6, in aggregate terms, exhibits a pronounced bimodal form with a large
percentage of young officers aged 20 to 35 years and a smaller but
important group of officers falling into the 50 to 60 year range.

1.18 The age structure for women is basically unimodal with 63% of
Bemanent female_staff falling into the 15 to 30 year age group at
ecember 1980. This peak (figure 1.6) drops very sharpiy between the 24
and 35 year age group. with the remainder spread fairly evenly over the
age range 35 to 55, then tapers off to age 65. The pattern for men is
considerably different to the pattern for women with the bimodal
characteristic prominent in the 20 to 35 year range, followed by a less
gronounced but highly significant peak in the 50 to 60 year bracket.

his latter 'age hump' is significant for planning purposes because of
inevitable retirements (age and invalidity retirements), and the option
for staff to retire voluntarily under the provisions of the Commonwealth
Employees (Redeployment and Retirement) Act. It has been estimated that
approximately 60% of Second Division staff will have separated from the
Service within the next 10 years.

1.19 Figure 1.7 illustrates age structures for permanent staff on a
Divisional Tevel. The distributions of Third and Fourth Division staff
are very similar except that the Fourth Division distribution is more
skewed towards the younger age group. The Second Division age
distribution, not surprisingly, is heavily biased towards the older age
group with about 40% concentrated in the 50 to 60 year age hump, and a
Tess prominent peak of nearly 35% concentrated in the 40 to 50 year
group. At December 1980 nearly 50% of Second Division officers were 50
or more years of age and 30% were 55 or more years of age.
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- FIGURE 1.5
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FIGURE 1.6

PERMANENT STAFF - AGE & SEX
DECEMBER 1980
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AGE (Yrs)

FIGURE 1.7
PERMANENT STAFF - AGE & DIVISION
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2.

2.

INOPERATIVE_STAFF

Inoperative staff are defined to be staff on continuous leave with

or without pay for periods of 12 weeks or more. The following trends
relating to the five major components of inoperative staff {as a
percentage of total APS staff at quarterly intervals from June 1976 to
June 1981) are exhibited in figure 2.1.

2.2

Maternity leave: shows a relatively stable downward trend from the
December 1976 quarter. At June 1981 officers on maternity leave
represented 1.3% of total Public Service Act emplioyment.

Leave Without Pay: This component has demonstrated a highly
variable pattern with 3 very substantial decline from March 1976 to
December 1977. The major reason for this is believed to be the
inclusion at that time of inoperative staff in departmental staff
ceilings. In October 1977 revised ceiling arrangements were
advised removing inoperative staff from ceilings and the trend then
reversed resulting in an overall increase. There appears to have
developed a somewhat predictable seasonal dip during each December
quarter from 1978 onwards. At June 1981 LWOP had increased to over
1.5% of total Public Service Act staff, just above the previous
maximum of 1.4% set in March 1976.

Sick Leave: There was a substantial increase in the incidence of
sick leave to mid 1977 when it peaked at just under 1.0%. This
stabilised during 1978 and 1979 at about 0.8%, and since June 1979
there appears to have been a marked decline in the incidence of
sick leave. Long term sick leave in the Service has important
implications for overall levels of invalidity retirements.
Analysis of a survey taken at December 1977 indicated that 80% of
staff on Tong term sick leave were pending invalidity retirement.
The general decline in sick leave from June 1979 coincided with a
sharp drop in invalidity retirements during 1979 and 1980.

Long Service Leave: This component of inoperative staffing has
displayed a rather predictable seasonal pattern, fluctuating within
a range of about 0.2% to 0.4%, with the peaks occuring during the
June quarter of each year. One point of interest is the unusual
trend increase from the March 1980 quarter.

Compensation: A stable component at approximately 0.7% of total
staff with no noticeable disturbances in the trend at all.

Details of the five major components of inoperative staffing are

not available earlier than December 1975 in any accurate or consistent

form.
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3. SEPARATIONS FROM T)

e SERVICL

3.1  During 1980 the overall secparation rate (1) for permanent

officers was 9.5%. Resignations were the largest single component of
separatfons from the Seryice accounting for 75.9% of losses during 1580.
The remainder of the separations were: Tlosses of officers due to changes
in administrative arrangements (1.9%); invaiidity retirements (9.7%); age
retirements (8.0%); withdrawal or annulment of appointments (3.3%); and
deaths and dismissals (1.2%). It has been suggested that 'losses' of
staff due solely to changes in administrative arrangements, or following
the withdrawal of appointment offers, are published in separation figures
for reasons of statistical convenience and are not true measures of
separations. For this reason these two components are excluded from the
subsequent analysis. On this basis the 1980 separation rate for
permanent officers is 9.0%.

Separation Rates by Division

3.2 There has been a marked similarity in the pattern of separation
rates for all Divisions with a significant absolute increase in each from
1973 to 1976 followed by an overall decline to end 1980, aithough this
decline has not returned to 1973 levels.

3.3 Figure 3.1 illustrates trends for separation rates by Division for
the years 1973 to 1980. The separation rate for the Service during 1980
was 9.0% and the corresponding rates by Division were: Second Division
5.4%, Third Division 8.1% and Fourth Division 10.0%.

Resignations

3.4 The significant increase in the separation rate over the period
1973 to 1976 was followed by an overall decrease to end 1978 and a slight
increase to 1980, The decrease in 1976-78 was strongly influenced by the
substantial decline in resignations. Over the period 1976 to 1978
resignations dropped by 21.0%, then rose by 17.1% from 1978 to 1980,
giving an overall decrease of 7.5% for the period 1976 to 1980. The drop
in resignations is beTieved to be due to a number of factors, including:

. the effects of the overall reduction in appointments since 1976
(resignations occur most frequently in respect of staff with very
short periods of service), and
possibly, the effects of further tightening of the labour market.

3.5 Resignations comprised about 75% of separations in 1977 and 1978,

77% in 1979 and 80% in 1980. Figure 3.2 demonstrates the trends in

annual resignation and retirement rates for permanent staff.

Age and Invalidity Retirements

3.6  The pattern of age and invalidity retirement rates during the
1970's exhibited relatively strong fluctuations, as seen in figure 3.3.

(1}  Separation rates are defined as the number of separations from a
group expressed as a percentage of staff in that group at 30 June
in any particular year.
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Invalidity Retirements: A stow long~-term increase to 1975 was
followed by extreme rises in 1976 and 1977. This trend was
reversed over the following two years with a slight increase during
1978 and a very sharp decline in 1979 and 1980. Invalidity
retirements. increased by 324, or 80%, over the period 1970 to 1975;
Jjumped by almost 1100, or 150% over the following two years 1976
and 1977, declined by 333, or 183, during 1979 and further declined
by 397 or 26% during 1980. The increase from 1976 {s relTated to a
number of factors, including the changing age structure of the
Service; the number of ex-servicemen approaching retirement;
changing community attitudes towards health; and changes in the
superannuation provisions for age and invalidity retirements.

' Age Retirements: A steady Tong term increase took place from 359

in 1970 to 622 in 1975 followed by a sharp jump of 464 (or 89%) to
986 in 1976 and a significant decline over the periaod 1977 to 1979
to 659 just above the 1975 Tevel. 1980 saw a Targe increase of 269
{or 41%) to 928.

Over the period 1976 to 1980 invalidity retirements accounted for
an increasing proportion of total retirements. This ratio peaked
in 1978 when invalidity retirements accounted for over 73% of all
retirements, and then fell to 55% in 1980. The corresponding ratio
i 1970 was 53%.

Seasonal Trends .

3.7

Figure 3.4 ﬂ’lustrate§ separatiom patterns for permanent, temparary

and exempt empioyment on a quarterly basis from June 1978.

Permanent. Staff: This category has demonstwated a fairly stable
quarterly pattern with minor fluctuations about ihs 3% level aver
the perfod June 1978 to June 1981 - with peaks in the March and
September quarters.

Exempt Staff: The pattern for this category has been similar to
that of permanent staff, with a maximum of 11% in September 1978
and a minimum of 4% in December 1978, follawed by mild fluctuations
about the: 5% mark. to June 1981 quarter.

Temporary Staff: Large fluctuations between December 1978 to
December 1979, within the range of 15% to 30%. This categary also
demonstrated an oscillatory patterm with the strongest fluctuations
during 1979. The March 1981 figure of 29% was only slightly lower
tham the previous. peak of 30% in the March 1979 guarter.
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4. APPOINTHENTS

4.1 Excluding transfers of staff resulting from changes in Public
Service Act coverage, there was a slight increase in the number of
appointments of permanent staff from 1970 to the end of 1975 followed by
a sharp downturn during 1976, due to a marked reduction in appointment
levels to achieve staff ceilings. During 1977 appoiptment levels
partially recovered aithough they declined again during 1979 and 1980.
As indicated in figure 4.1, the downward trend has become particularly
evident from 1975 onwards. The impact of reduced appointment levels has
been felt mainly by non-tertiary qualified applicants (figure 4.2).
Recruitment restraint was more severe in the Fourth Division and reduced
recruitment to the Third Division resulted in a lower percentage of
non-tertiary qualified applicants being selected as on average they do
not perform as well in selection tests as thosc with tertiary
qualifications.

Appointments by Sex

4.2  Over the period 1970 to 1980 the number of women appointed as
permanent officers increased by 10.2%, compared with a decrease of 21.8%
for men. The number of men appointed exceeded the number of female
appointments for the period 1970 to 1973. This trend was reversed from
1974 onwards, except for 1976 when female appointments dropped
considerably below the male appointment level (figure 4.1 refers).
However, 1976 was greatly influenced by the transfer of (predominantly
male) technical staff employed under the Naval Defence and Supply and
Development Acts to the Public Service Act - such transfers being
formally recorded as appointments. In absolute terms, over the decade
1970 to 1980, female appointments increased from 7053 to 7770 (peaking at
8956 in 1975} while male appointments decreased from 8574 to 6705
(peaking at 8981 in 1973). Over the decade ending 1980 female
appointments to the Fourth Division increased by 8.8%, compared with a
corresponding decrease of 31.0% for men. Comparative figures over the
same period for the Third Division show that female appointments
increased by 13.2% while male appointments dropped by 13.7%.

4.3 In 1980 38.8% of total appointments to the Third Division were
women, and the corresponding figure for the Fourth Division was 65.4%.

Graduates, Diplomates and Others

4.4  Dver the period 1970 to 1980 the number of graduate appointments to
the Third Division has increased substantially with the overall intake of
graduates increasing by 152% to 2764, as illustrated in figure 4.2. This
increase reflects the change in the general community standard of
education and the better performance of graduates in the Clerical
Selection Test. As with other categories, there was a significant drop
in the number of graduates agpointed during 1976 due to recruitment
restrictions in that year. One of the most significant developments in
recent years has been the high proportion of staff with tertiary degrees
being appointed as Clerk Class 1 through the Clerical Selection Test
{CST). For example, of those staff appointed as Cierk Class 1 in 1980
31% were graduates. There were also 144 graduates appointed to the
Fourth Division in 1980.
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4.5 Figure 4.2 shows that appointments to the Third Division of staff
with neither graduate nor diplomate sfatus approximated 5000 annualily to
the end of 1975. This figure dropped very sharply during 1976 to 2445
due to severe staff ceiling constraints, and following a partial recovery
during 1977, declined again during 1978, 1979 and 1980.

4.6  The number of diplomates appointed to the Third Division remained
stable during the decade ending 1980 (figure 4.2 refers). .
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5. EDUCATIONAL QUALIFICATIONS

5.1  One of the most significant long term trends in the staffing of the
Service has been the substantial growth in the number of tertiary
qualified staff. The following figures for the decade 1970 to 1980
demonstrate this growth.

Percentage of First, Second and Third Division Staff with degrees, by
Tevel of highest qualification

Level of highest December 1970 December 1980
?ua'l ification .
degree Division Division

1 2 3 TOTAL 1 2 3 TOTAL
Pass 53.8{a} 43.3 11.8 12.3 60.0 42.3 19.6 20.]
Honours 14.8 3.6 3.8 16.7 18.1 4.7 5.0
Higher 34.6 10.5 1.2 1.3 16.7 12.9 1.8 2.0
Level
not known - - - - - 0.3 0.1 0.2
Total 88.4 68.6 16.6 17.4 93.4 73.6 26.2 27,3

{a) Includes Honours degrees

5.2 The above figures show that the overall proportion of staff with
degrees in the First, Second and Third Division has increased
significantly from 17.4% in 1970 to 27.3% in 1980.

§.3 A major reason for the growth in the number of tertiary qualified
staff in the Service is the increase in graduate appointments,
particularly into the Third Division. 1In 1980, 43.5% of Third Division
appointees were graduates compared with only 16.4% in 1970. In addition,
significant numbers of officers graduate each year under various study
assistance schemes.

Study Assistance Schemes

5.4  The percentage compositions of officers studying under various
assistance schemes from 1976 to 1980 is exhibited in the following table:

1976 1977 1978 1979 1980 1981
Assisted Part-time Study {a) 84.6 86.4 84.5 ng 82.1 77.5

Cadetship 1.0 0.8 1.4 0.3 0.4
Final Year Scholarship 0.3 0.3 0.3 0.2 - -
Postgraduate Scholarship 0.5 0.6 0.5 0.6 0.4 0.3
Postgraduate Study Award - - - - - 0.2
Financial Assistance 0.2 0.2 0.2 0.2 0.2 0.2
Traineeships 13.4 11.6 13.4 14.3 16.9 21.5
Total Number Studying 11160 11240 11403 11817 13526 12530
Number studying as % of

Permanent Staff 9.6%5 9.7% 9.5% 9.8% 11.1% 10.1%
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{a) Was changed to the Assisted Part-time Study Scheme in 1980 from the
Fees Refmbursement Scheme.

5.5 The Assisted Part-time Study Scheme was by far the largest single
component averaging 83.2% over the 6 year period 1976 to 1981, followed
by Traineeships which averaged.15.2%.

5.6 The Assisted Part-time Study Scheme has shown a slightz'dec'line
since 1977 while Traineeships have shown a marked increase as a
percentage of staff studying.

Fields of Study

5.7 Figure 5.1 illustrates trends in the 8 most popular fields of study
over the period 1976 to 1981 under the Assisted Part-time Study Scheme
(previously Fees Reimbursement Scheme). The 8 major fields of study make
up over 70% of the total number of staff studying under the Assisted
Part-time Study Scheme.

5.8 The major fields of study exhibited steady trends from 1976 to 1978
- with Arts, Administration/Management, Accounting, Engineering and
Economics/Comerce declining while Computing, Applied Science and Law
increasing. However, there have been a number of sharp fluctuations
since 1978:

. Arts - increased in 1979 and 1980 then decreased in 1981;

. Administration/Management - increased substantially in 1979 but has
since decreased very sharply;

. Accounting decreased substantially in 1979 but then increased
sharply in both 1980 and 1981;

. Economics/Commerce has increased slightly since 1978;

. Applied Science has decreased since 1978.
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6. MOBILITY

6.1  Consideration of mobility, for the purpose of this paper, is
restricted to the movements of permanent officers to fill vacancies by
romotion. Departments are not obliged to notify the Public Service

Board when internal transfers of staff occur which do not involve a
change in designation, state, division, salary or department.
Consequently, as complete data is unavailable mobility with regard to
transfers is not considered in this paper.

Promotions

6.2 Figure 6.1 {llustrates the rate of promotions of permanent officers
to Second, Third and Fourth Division positions over the decade ending
1980. The following trends are evident:

an overall substantial increase in the rate of promotions to Second
Divisions positions to the end of 1973, followed by a substantial
decline in promotions to the end of 1976. This was followed by a
partial recovery during 1977 and 1978; however there was a further
downturn during 1979 and the rate remained at that level in 1980;

. the promotion rate of Third Division officers has fluctuated
between 15 and 26% over the period 1970 to 1980. It reached its
highest Tevel in 1973 when the service was growing rapidly but then
dropped quite sharply in 1976 - mainly due to the staffing
restrictions applied at that time;

. the promotion rate of Fourth Division officers has shown a decline
over the period 1970 to 1980; there was a brief rise in 1973 and
1974 and a sharp drop in 1976; and

. the promotion rate for each Division declined over the period 1970
to 1980, indicating that the level of staff movements by promotion
has somewhat diminished.

Mobility

6.3 Mobility on promotion, as measured by the proportion of staff
movements involving a change of department and/or state is of a
relatively low order. This is particularly evident for inter-state
mobility and is ilTustrated in table 6.1. For example, overall mobility
between states on promotion during 1980 was 6.7%, and between
departments, 15.8%.
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TABLE 6.1

Inter-State and Inter-Departmental
MabiTity (1) on Provisional Promotion

1980

Division Mobility on Promotion

State Department
(%) (%)

Second 10.8 27.2
Third 7.6 16.2
Fourth. 5.1 14.9
Total 6.7 15.8

(1) Mobility on promotion has been calculated on the following basis:
In the case of inter-State mobility, the number of promotions during a

given year involving a change of State divided by the total number of
promotions during that year. Similarly for mobility between departments.

194



0261

wax o
6L61 8L6T L1617 9L6T mm_mm 6T £L67 (2434
! ] - ] 1 1 1 ]

TL6T
[

oL6t

URISIALY 41400y
Sieg

Fa00g .

0861-0/61 JAVLIS INANVWHEd *(INOL IV) NOISIAIQ

HOV3. J0 FOVINIDYEd V SV SNOISIAIQ HI¥NO4

ANV QUIRL ‘GNOOIS NIHLIM OGNV 0 SNOILOWO¥d

1°9 JYNOIA

0

ot

of

oy
INIO¥Id

195



APPENDICES

(A 2

196



APPENDIX A

RECENT STAFFING HISTORY

YEAR ACTUAL VARIATION IN.STAFFING*
3

1970/71 + 3,082
1971/72 + 4,202
1972/73 + 4,828
1973/74 + 5,208
1974/75 + 6,313
1975/76 - 4.7
1976/77 - 1.69
1977/78 +1.15
1978/79 +0.89
1979/80 +0.43
1980/81 +0.70

*Note: Variations are calculated after adjusting for net changes to the
coverage of Public Service Act employment (ie after taking account
of transfers of staff into and out of employment under the PS Act)

(a)  exclude PMG
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Year at June
1975
1976
1977
1978
1979
1980
1981

Year
1975/76
1976/77
1977/78
1978/19
1979/80
1980/81

BY DIVISIONAL GROUPING:
(adjusted for changes to PS Act coverage

FULL-TIME STAFF IN THE APS:

1975 - 1981

that occurred prior to 30 dJune 1981)

Second
No
1142
1232
1206
1262
1302
1344
1375

Divisional Grou
(ExcTudes First Division)

%

0.7
0.8
0.8
0.8
0.9
0.9
0.9

Third
No

61889
60457
60023
61653
63503
65068
66277

%
39.7
40.4
40.8
4.5
42.3
43.2
43.7

Fourth
No
93033
87860
85788
85806
85225
84257
84078

%
59.6
§8.7
58.4
§7.7
56.8
55.9
55.4

Annual Percentage Growth in Divisional Group

Second
+7.9
- 2.3
+ 3.2
+ 4.8
+ 3.2
+ 2.3

Third
~ 2.3
- 0.7

T s

+ 3.0
+ 2.5
+ 1.9
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Fourth

6.6
2.4

. 0.0

0.7
1.1
0.2

Total
- 4.2
- 1.7
+1.
+0.9
+0.4
+0.7

APPENDIX B

Total
No
156064
149549
147015
148701
150030
150669
151730



Year at dJune
1975
1976
1977
1978
1979
1980
1981

Year
1975/76
1976/77
1977/78
1978/79

' 1979/80

1980/81

BY EMPLOYMENT CATEGORY:
{adjusted for changes to PS Act coverage

FULL-TIME STAFF IN THE APS:
1975 - 1981

that occurred prior to 30 June 1981)
(Excludes First Division)

Employment Category

Permanent

Ho

113575
113101
113054
116483
120188
122343
123515

Annual Percentage Growth in

%.

72.8
75.6
76.9
78.3
80.1
81.2
81.4

Permanent

- 0.4

0.0
+ 3.0
+ 3.2
+1.8
+1.0

Tenporary

No

1

1063
8343
7578
7095
5958
5439
5416

Temporary

-28.6
- 9.2
- 6.4
-16.0
- 8.7
- 0.4

199

%
74
5.6
5.2
4.8
4.0
3.6
3.6

Exempt
No

31426
28105
26383
25123
23884
22887
22799

Total
%
20.1
18.8
17.9
16.9
15.9
15.2
15.0

Divisional Group

Exen;gt

-10.6
- 6.1
- 4.8
- 8.9
- 4.2
- 0.4

Total
- 4.2
-1.7
+1.1
+0.9
+0.4

“+ 0.7

APPENDIX C

o
166064
149549
147015
148701
150030
150669
151730



APPENDIX D

FURTHER READING

1.

P. Thorne, Mobility in the APS - A Background Paper, also,
Supplement To Paper on MobiTity: 'Time Spent in
Classification/Level’, Planning and Analysis Sub-section, Public
Service Board, October 1980.

M. Carter, K. Tario, J. Trevithick, Career Patterns of Women in the
Austraiianh Public Service, Planning, Research and Information
ranch, Public Service Board, May 1980.

R. Forster, Separations of Staff from the Australian Public Service
- 1973 to 1978, Planning, Research and Information Branch, April
1979,

979.

Information on any of the above papers can be obtained from the Director,
Planning and Statistical Services Section, Public Service Board.



