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FREFACE

Arrangements to ensure that appropriate action is taken in
! response to comments contained in the Committee's Reports have
been ip‘operation since 1952 although they have been reviewea
DUTIES OF THE COMMITTEE & periodically. These were known as Treasury Minute arrangements.,
. ] Fo. ing the creation of the Department of Finance on 7 December
Section 8.(1) of the Public Accounts Committee Act 1951 reaas. as 19%%°¥t 3as agr:eg that théharraSZemeﬁgs sgouidagontinue a: ©
follows: before but should be known as the Department of Finance Minute.

Subject to sub-section (2), the auties of the Committee ﬂ As. they now stand the procedures are:

are:

. . 1. The Report of the Committee is tabled by the

(a) to examine the accounts of the receipts ana Chairman in the Senate and by a Member of the
expenditure of the Commonwealth incluaing the : Committee in the House of Representatives.
financial statements transmittea to the ! Motions are moved in both Houses of the
Auaitor-General uncer sub-section {4) of section 50 Parlidment that the Report be printea as a
of the Audit Act 1901; Parliamentary Paper.

(aa) to examine the financial affairs of authorities of 2. The Chairman of the Committee thereafter
the Commonwealth to which this Act applies ana of forwards a copy Of the Report to the
intergovernmental boaies to which this Act applies; responsible Minister and to the Minister for

Financ th a t  t] i

(ab) to examine all reports of the Aucitor-General Rzgzrté dii " ccnsfggfzsion h:ﬁd hinéﬁﬁf 53:
(incluaing reports of the results of efficiency Chairman of the action taken to deal with the
audits) copies of which have been laia before the Committee's conclusions.

Houses of the Parliament;

{b) to report to both Houses of the Parliament, with 3. gg;argn?eprfg ;E.ce:.gie:éncem Mf::te'forrins‘ °fchef\
such comment as it thinks fit, any items or matters examined by the Committee and, together with
in those accounts, statements and report§, or any the conclusions of the Report to which it
circumstances connected with them, to which the relates, is submitted as soon as possible as
Committee is of the opinion that the attention of a Report to the Parliament,
the Parliament shoula be airected;

: 4. Should the ommittee f£in durin its

(¢c) to report to both Houses of the Parliament any ) examination oOf g}g:paztmentlbg FinancegMinute
alteration which the Committee thinks aesirable in that certain recommendations are not fully
the form of the public accounts or in the methoa of dealt with or are subject to a further
keeping them, or in the moae of receipt, control, Minute, it holds an exploratory discussion
issue or payment of public moneys; and with officers of the Department of Finance

. . . : < : X prior to the submission of the Minute to the

(d) to inguire into any question in connexion with the Parliament.
public accounts which is referrea to it by either
House of the Parliament, and to report to that 5. In reporting a Minute to the Parliament, the
House upon that question, i Committee, except in special cases does not
: . N N usually -make any comment other than to note

ana include such other auties as are assigneda to the recommendations not fully gealt with or

Committee by Joint Stanaing Oraers approvea by both subject to a further Minute..

Houses of the Parliament.

(iv)

(v)
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6., When the Committee next examines the f
Department concerned the Department  of
Finance Minute is considered by the Committee
if applicable.
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CHAPTER 1
INTRODUCTION AND COMMITTEE COMMENT

1.1 The. Committee's 202nd. Report on the Selection and
Development. of Senior Managers in the Commonwealth Public Service
was tabled in Parliament. on 28 October 1982. A summary of the
Report is presented in Chapter 2.

1.2 The recommendations of the Report together with the
Department of Finance Minute relating to the Report appear in
Chapter 3.

1.3 In December -1983 the Government issued a policy paper,
Reforming the Australian Public Service. The proposed reforms
addressed the increasing complexity of government operations and
the concomitant increase in managerial ability and
accountability. They also reflected the perceived requirement for
increased responsiveness by senior public servants to ministerial
requirements,

1.4 The reforms outlined in the policy paper were contained
in geveral pieces of legislation, the most significant being the
Public Service Reform Act 1985.

1.5 Many of the issues raised in the 202nd Report and many
of the recomhnendations were addressed by this legislation.

1.6 The Public Service Reform Act inter alia provided for:
- appointment of Secretaries for fixed periods
~ the establishment of the Senior Executive Service
(SES)
~ S8ES vacancies to be open to applicants from outside
the Australian Public Service (APS)
- greater mobility within the SES

~ regular appraisal of work performance and staff
development needs

~ establishment of a temporary assignment poocl
~ no appeals against ﬁromotions to the SES
- provision of improved staff development

opportunities on the basis of assessments of the
needs of individual officers.



1.7 A number of other personnel policy initiatives have
also been addressed, specifically:

- phe development of equal employment opportunity and
industrial democracy initiatives £
. f
= the establishment of permanent part-time employment
throughout the aPs i prey

- more departmental emphasis and rescources to' be
devoted to the development of internal management
devglopment programs and management training for
senior staff. '

1.8 Although the Committee is satisfied with the overall
Response tq the 202nd Report, it felt that a number of the
recommendations were not responded to adequately and sought
furtlgeg details from the BPublic Sexrvice Board on, these,
specifically Recommendations 10, 15, 25 and 31. The further
response appears in Chapter 3, Further statistical information
was also sought with reference to Recommendation 27,

1.9 The Committee recommended that ‘a Committee of Senior
Officials be established to identify Second and Third Division

Departments and suggest assignments to enhance their
deyelgpment'. The Public Service Board, whilst accepting the
principle of‘. the Recommendation, has varied the mechanism by
which _the objective could be achieved. The Committee sees merit
in this varied mechanism and the Response indicates the Board's
view that the intent of the Recommendation will be achieved.
Nonetheless, the Committee is disappointed that no special
arrangements have yet been put in pPlace to identify officers of
exceptional potential for promotion. The Committee notes that in

response to Recommendations 14 and 15 a pilot staff appraisal

scheme will seek identify suitable appraisal criteria and it ma
be that, when fully developed, the proposed scheme could go g
long way towards identifying potential promotees.

1.10 The Committee recommended the establishment of a Task
Force to investigate selection criteria for a written senior
staff appraisal scheme and which would report within 12 months to
the Minister Assisting the Prime Minister in Public Service
matters (Recommendation 15). The Task Force has not been
established and no report has. gone to the appropriate Minister.
The dgvelopment and implementation of the Staff Appraisal Scheme

1,11 Recommendation 21 recommended that the Public Service

" Board publishes a guide outlining the skills, knowledge and

target performence criteria for senior managers in the public
Service, The Committee looks forward to the guide being presented
and passed on to the the Committee immediately it becomes
available,

1.22 The establishment of permanent part-time work was an
important R dation (Recc dation 25). While the delay in
implementing this Recommendation is regrettable, the Committee
notes. that the Public Service Board has now announced that
permanent part-time work is now available in Commonwealth
Government employment. The Committee reguired the Public Service
Board to make a progress report within 12 months and was most
disappointed not to receive such a report, It is still expected.

1.13 Recommendation 27 stated that with a few exceptions no
officer should remain as a senior officer of the Board for more
than seven years consecutively. The Committee sought updated
statistics on the length of time senior officers have spent with
the Public Service Board. The Committee noted that the average
length of time spent in the Board's office by SEs staff had
dropped from 17.3 years to 13.8 years. However the average
continuous length of service with the Board was 11.1 years, with
the average length of service in present. position being 2.8
years. Although some improvement is evident, average continuous
length of service with the Board is still 4 years in excess of
the Committee's recommended length of stay.

1.14 The Committee further required the Public Service Board
to provide it within 12 months proposals for involving senior
officers in determining and receiving management training for
senior staff (Recommendation 31). The Committee has not received
these proposals and finds the Response to the Recommendation
inadeguate and unsatisfactory,

1.15 However, the Committee notes the large number of policy
revisions which have established new procedures relating to the
selection and development of senior managers, These new
procedures should go a long way towards redressing the
deterioration in the quality of the personnel in the senior
levels of the APS and ensure that the public service is manned by
competent and efficient officers.



CHAPTER. 2

SUMMARY OF REPORT 202

Background ]
2.1 The Committee'’s 202nd Report on the Selection gnd
Development of Senior Managers in the Commonwealth Public Service
was tabled in the Parliament on 28 October 1982. The Finarce
Minute was sent to the Committee on 9 September 1985.

2.2 The Inquiry addressed problems of Public sezv@ce
personnel policy, given that the management of the Public Service
was not meeting the demands of Government. The structure, rules
and procedures of the Public Service were seen to be increasingly
ill-adapted to managing efficiently and effectively an
organisation of such size and diversity as the Australian Public
Service and failed to take account of the complexity of modern
government. In particular the major immediate problem was to
ensure a sufficient pool of candidates of suitable quality for
promotion to Second and senior Third Division vacancies.

Objectives
2.3 The objectives of the Inquiry were:

(1) to foster improved selection and development
methods for senior public servants.

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

2.4 The Committee obtained information £from the Public
Service Board, Commonwealth Departments and a range of
Commonwealth instrumentalitics on:

. selection and development procedures for potential
senior managers;

. internal and external recruiting;

N training and refresher courses for senior
managers;

. mobility; and

. suggestions for improving selection and
development.

2.5 The Committee sought the views of a cross-section of
Department Heads and senior public servants, and heard evidence
from union representatives, staff associations, senior women
public servants, and academics. In May the Committee held its
third Parliamentary Seminar entitled i ili

Senior Public Servantg.

2.6 In addition, the Committee examined private sector
management selection and training, sought the advice of private
sector executives and personnel consultants, and considered
recent developments in senior public service staff selection and

development practices in Canada, the USA, Britain and other OECD
countries,

Profile of the Senior Service

2.7 Sir PFrederick Wheeler, former Chairman of the Bublic
Service Board, saw the Second Division thus:

'We believe that top administration and 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 abilitiesl.!

2.8 However this Committee found that this description
could no longer be applied to the second Division and improved
selection and development policies and practices were required.

2.9 Several developments over the last few years could go
some way towards improving the quality of senior management.
Senior level staff development programs such as the Executive
Development Scheme (EDS) and the Interchange Scheme should
accelerate the development of potential promotees and increase
the supply to the Second Division from within the main feeder
pool (i.e. the upper levels of the Third Division) and from other
areas.

Public Service Management

2.10 The Committee stated that tasks of senior Commonwealth
public servants have changed substantially since the 1959 Boyer
Report into Public Service Recruitment. Traditjonally, senior
public servants were expected to assist and serve Ministers., They
are now being held increasingly accountable for their capacity to
manage and direct and they 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. Sir Fredrick Wheeler,
i ice, Australian Journal
of Public Administration, Vol.30, No.l, 1971, p.l.



Recommendations

N The
following areas

2.12 The
Public Service

37 recommendations specifically addressed the

selection of Department Heads
structure of senior management
permanency

external recruitment

staff appraisals

senior selection and appeals system

role of the Public Service Board (PSB) in senior
selection

women in senior management

on-the-job development

mobility

training courses

development opportunities for senior women
departmental management development programs
the PSB and senior staff development

Department of Finance Minute incorporating the
Board response to the 37 recommendations folJsws.

CHAPTER 3
DEPARTMENT OF FINARCE MINOUTE ON REPORT 202

INTRODUCTION

3.1 The Public Service Board has prepared a response to
the thirty-seven Recommendations contained in the Report.,
That response is given below.

3.2 In October 1982, ‘the Joint Committee of Public
Accounts (the Committee) reported in its 202nd Report on
the selection and development of senior managers in the
Australian Public Service. There have been significant
reforms of the Australian Public Service in recent times
including in those areas covered by the Committee's
Report., That Report played an important role in the
development of those reforms.

3.3 In December 1983 the Government issued a policy
paper, Reforming the Australian Public Service, setting
out, as a basis for consultation, a wide range of
proposals for the reform of the Australian Public Service.

3.4 The proposals included in the policy paper have now
or are being implemented either by legislation or
administrative action, and the Board's responses to the
recommendations of the Committee take account of these
legislative and administrative changes. The main reforms
were those introduced by the Public Service Reform Act
1984. For ease of reference a copy of the Act and the
policy paper are at Attachments A and B.

3.5 Some. general background relating to the Public
Service reforms which have now been effected may be
helpful. The Public Service Board Annual Report 1983-84
provides a useful overview and copies of the relevant
pages of that Report are at Attachment C.

RECOMMENDATIONS
Recommendation 1

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

Response

3.6 The Reform Act did not provide for all Secretary
appointments to be made for a fixed term although an
option is available for persons from outside the Public
Service to be appointed to the APS as Secretaries for



fixed periods, with appropriate superannuation
arrangements (Section 27 Attachment a). However,
consistent with para 2.2.6 of ‘the policy paper a flexible
system for the rotation of Secretaries will be put into
operation. After a person has held a position of
Secretary for around five years the Chairman of the Public
Service Board will give consideration to raising with the
Secretary and the Minister the possibility of another
placement, and report to the Prime Minister on what action
would be appropriate under the circumstances. In order to
make the rotation system operate effectively the
Government has decided to «continue the practice of
maintaining the salary and status of a Secretary when

moved to another position that may have a lower salary

determined for it by the Remuneration Tribunal.
Recommendation 2

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

Response

3.7 The views of the Committee on this matter were
reflected in the policy paper at para 2.2.2 and the
provision relating to established candidates has been
repealed, The new provisions dealing with the appointment

of Secretaries of departments are contained in Sections

35-41 of the Public Service Act (Section 27 Attachment A).
Recommendation 3

R 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
bivision officers. of exceptional potential on the
basis of nominations by Departments and suggest
assignments %o enhance their development.. This
Committee should report annually to an appropriate
Cabinet sub-committee responsible for Public. Service
matters. (2.28)

Response

3.8 While a committee as proposed in this recommendation
has not been established the Public Service Board notes
the Committee's view in para 2.24 that the primary
objective of its Inquiry was to ensure the development of
an adequate pool of senior managers from which Department
Heads may be drawn. The Board agrees with the Committee's
perceived need to provide comprehensive caréer development
opportunities both early in a person's career and as they
progress through the Service..

3.9 It is primarily the responsibility of departments to
provide appropriate staff development for officers bélow
the Senior Executive Service (SES), including officers.
referred to by the Committee as 'high. flyers".

3.10 The Board does, however, provide a number of staff
development opportunities to officers below the SES on a
Service-wide basis, These include the Administrative
Trainee Scheme, re-introduced in 1985, the Personnel
Management Scheme and the Executive Development Scheme all
of which provide a mix of classroom training and practical
experience by placement in various departmental areas.
The: Board also offers a range of opportunities for
sponsored tertiary level study, including management
courses. Details of opportunities available are provided
in the Board's Annual Reports.

3.11 The identification of officers of exceptional
potential in the SES will be enhanced through the greater
involvement by the Public Service Board in the management
of the SES. {Details of the Board's involvement are
provided in the response to recommendation 8.)

3.12 Provision of improved staff development
opportunities is a significant feature of the SES. The
policy paper outlined a number of initiatives that are
being introduced such as:

. a special development program, called the Senior
Executive Management Program, which is designed to
assist all new entrants to the SES in the transition
to senior level management, and to enhance their
effectiveness at that level. The program is also
intended to promote esprit de corps and knowledge,
and observance of, required standards of Public
Service ethics (see also response to Recommendation
30);

. sponsorship of further management and skills
training, including Senior Executive Conferences and
Occasional Seminars, which are intended to help
members of the SES improve their range of management
skills and their understanding of the implications.
of important policy, legislative and administrative
developments (see also response to Recommendation
30);

. a staff mobility program and Temporary Assignment
program, (see for example responses to
Recommendations 9, 11, 13, 28 for more details).
Recommendation 4

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



Response

3.13 The Second Division was abolished and the Senior
Executive Service created by changes to the Public Service
Act which were proclaimed on 1 October 1984,

Recommendation S

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, (2.44)

Response

3.14 Although the Public Service Act provides that
promotions will still be made to positions rather than a
personal grade or 1level, in accordance with section 25(2)
of the Public Service Act (Attachment D) a Secretary is
responsible for the general working of a department and
may, in practice, allocate or reallocate specific tasks
between senior executive officers in her or  his
department. The Committee's attention is also drawn to
thst response to recommendation 6 in relation to this
matter.

Recommendation 6

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)

Response

3.15 This recommendation is now reflected in the Public
Service Act. Section 49C of the Public Sexvice Act
(Section 31 Attachment A) provides that in selecting a
person for promotion to an SES position regard will be had
to the relative efficiency of the available officers. The
section defines efficiency to mean the suitability to
discharge not only the duties of the vacant office but
also the duties of SES offices having classifications the
same as or equal to the classification of the wvacant
office. Thus, a person's ability to perform generally at
a relevant pay level is an important element in selection.

3.16 The legislation requires that assessments of
relative efficiency take into account the purposes for
which the SES is established, namely to provide a group of
officers who may undertake higher level policy advice,
managerial and professional responsibilities and who may
be deployed so as best to promote the efficiency of the
Service.
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Recommendation. 7

Departments have much greater f£lexibility to design
their top structures to accommodate the strengths
and weaknesses of particular senior executives (thus
a Department woul@ have freedom to promote an
individual to a higher 1level 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)

Response

3.17 The transfer to Secretaries of Departments of the
Public Service Board's power over the creation, abolition
and allocation of duties ‘to positions will greatly enhance
the ability of Secretaries to design their top structures
as they wish, including Ffor reasons relating to the
abilities and strengths of officers in the department.
This could include reclassification of positions, either
upwards or downwards, subject to any resource limitations.
and salary profile controls determined by the: Government
and subject to the Board's requirements relating to
classification standards. (See also the response to
recommendation 8.) The Public Service Act also provides
for SES officers to be transferred within or between
departments where this is in the interests of the
efficiency of the Service and the career development of
the officer.

Recommendation 8

Current Public Service Board control over top
structure be replaced by 1limits on the aggregate
number of officers at each level in the Senior
Executive Group, together with an activé role in
advising departments on promotion criteria, top
structure design and other aspects of senior
management. (2.44)

Response

3.18 As mentioned in the Board's response to
recommendation 7, Secretaries of Departments have been
empowered to create and abolish positions, these powers
being exercised within numbers and salary profile controls
approved by the Government following advice from the
Department of Finance. In relation to the Committee's
recommendation as it concerns the Board's role in advising
departments on promotion criteria, broad promotion
criteria are specified in section 49C of the Public
Service Act (Section 31 Attachment a).

11



3.19 As to the Board's role generally, it is intended.

that the SES be developed and managed as a corporate
entity, that is, staff .decisions will be taken in the
context of the needs of the Public Service as a whole, as
well as the short-term interests of . - particular
departments., The Public Service Board is required to take
a prominent role in staff selection, development and
placement. The Public Service Board is represented on all
selection committees and makes final Qdecisions on
appointments, promotions and on transfers between
departments, It has established a Senior Executive
Staffing Unit to provide a focus for the Board's
activities relating to the SES. The Unit’s main areas of
activity to date have been the:

. co-ordination of the transition from the former
Second Division to the SES;

. development and promulgation of detailed procedures
for advertising vacancies, for appointing, promoting
or transferring people and for making some types of
redeployments and retirements;.

. administration of the selection and placement
process;
. establishment of contact with Secretaries and with

key staff in their departments and the conduct of
information seminars for members of the SES;

. consultation. on specific issues with staf £
associations; and

. delivery and enhancement of staff development
programs for the SES..

3.20 In addition, considerable developmental work has
been done towards putting into effect the remaining
elements of the SES framework.

3.21 Management of the SES requires close consultation
and co-~operation between the Board and Secretaries of
Departments. To facilitate this the Board established in
August 1984 a Secretaries® Advisory Committee on senior
staffing matters, chaired by the Public Service Board.
Membership of the Committee is to be rotated among
departments and statutory authorities, The Committee
meets with the Board from time to time to discuss senior
executive staffing matters.

Recommendation 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. (2.44)

12

Response

3.22 This has not been provided for in the reform
legislation. There are significant practical
difficulties, such as creating long delays in £illing both
the initial vacancy and the position that would become
vacant as result of the trial placement, Increased
mobility including the Temporary Assignment Program,
however, will provide more opportunity for officers to
prove themselves in a variety .of work areas.

3.23 through the Temporary Assignment Program, B5ES
officers can be made available = to participate in
short~term, high priority tasks which need to be
undertaken in agencies other than their own. The Board
expects the Program to become operatiopal during 1985-86.

Recommendation 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)

Response

3.24 The determination of pay rates for specialist groups
(for example, medical practitioners, regearch scientists,
and other professional groups) including the senior levels
where rates are above the base level of the SES, reflects
particular occupational expertise and career structure and
recruitment and retention considerations. As such it is
not appropriate to equate positions in these groups with
senior management levels in the Australian Public Service
generally.

Further Response

3.25 The rates .of pay for genior positions in some
specialist groups. (for example, medical practitioners,
research scientists) already overlap senior management
salaries. Such rates. are set to reflect particular
occupational expertise and career structures and to
respond to recruitment and retention considerations., 1In
recognition of their specialist qualifications and duties,
senior officers in these structures though in receipt of
salary above the base level SES, do not usually form part
of the SES.

3.26 In certain cases where it is necessary to acquire
the expertise of a particular individual, and there can be
no. resulting pressure on overall classification standards,
a specialist officer may be placed at a higher salary than

13



that normally attaching to the job. The classification of
a position occupied on this basis would be reviewed on
vacancy.

Recommendation 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)

Response

3.27 The creation of the Temporary Assignment Program
will provide a means of implementing this recommendation.
As a general comment however the nature of any employment
arrangement must depend basically on the nature of the
work to be performed.

3.28 More opportunities are being provided for fixed term
employment in the senior levels of the Public Service.
Section 44 of the Public Service Act (Section 28
Attachment A) specifically provides for fixed term
appointments,

Recommendation 12

The concept of 'permanency' implicit in the Public

Service Act be re-~defined:

(a) so: that senjor career officers have
'permanency® within the public service but no
claim to a sgpecific 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)

Response

3.29 In the day to day management of SES staff it is
intended that continuing attention be given to the work
performance and staff development needs of senior
executives on an individual basis and that the performance
of staff be kept under review in the interests of the
efficiency and economy of the Service. It is normal

management practice for staff who for any reason can no

longer be used efficiently in one job or department to be
moved to another job or department. At all times the aim
is to place people in positions where they can perform
efficiently and to the best advantage of the Service with,
of course, regard for their own career wishes.
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3.30 The reform legislation provided specifically for
redeployment and retirement., fThe Public Service AGt now
provides for staff, who after reasonable efforts have been
made cannot be placed satisfactorily at their existing
levels, to be transferred to a position at a lower level
or retired from the Service. The criteria which must be
met before the Board may conclude that a person should be
dealt with in this way are set out in the legislation. &
right of appeal is provided to a tribunal, constituted
within the Merit Protection and Review Agency. Such an
appeal could be made, for example, on grounds that all
reasonable efforts have not been made to place the
officer, that the decision to reduce or retire is
incorrect on the merits or that any lower classification
level is incorrect.

Recommendation 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 BExecutive positions be openly
advertised, and be available for candidates from
outside the Public Service. (2.54)

Response

3.31 since the legislation establishing the SES came into
effect all SES vacancies are open to candidates from
outside the Public Service. All vacancies are advertised
in the Australian press and the Public Service Gazette has
been redesigned to bring together all vacancies.

Recommendation 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 advised by the Public Service Board. (2.60)

Response

3.32 The policy paper endorsed this recommendation
specifically and Service-wide staff appraisal is to be
introduced for the SES. Further details are included in
the Board's response to recommendation 15. While the
appraisal system will initially concentrate on the SES, it
is: envisaged that the system will be extended to the SES
feeder levels in time,

Recommendation. 15

The Minister Assisting the Prime Minister in Public
Service Matters establish a Task Force of three to
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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. fThe 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)

Response ]

3.33 The task of developing and implementing ‘the staff

appraisal scheme has been given to the Senior Executive

staffing Unit. In developing the scheme the Unit is
examining overseas practices in relation to staff
appraisal, obtaining expert advice on design of appraisal
systems and consulting extensively with Secretaries of
Departments, Senior Executive officers and  staff
associations. Endorsement of the general approach has
been sought from the Secretaries' Advisory Committee.

Further Response

3.34 As indicated in the Board's response to this
recommendation, the task of implementing staff appraisal
in the SES is already underway. A cdonsultant has been
engaged to advise on an appropriate form of staff
appraisal and is currently working on: the identification
of suitable appraisal criteria.. The consultant
recommended that the appraisal be introduced initially by
way of a pilot study in 6 departments. This approach has
been endorsed by a meeting of secretaries of departments
with the PSB, and the Board is currently negotiating with
departments for the establishment of pilot schemes.

3.35 The Board will be reporting on progress in its
annual report to Parliament. Given that implementation of
appraisal is proceeding smoothly, the Board does not see a
need for a separate report of the sort envisaged in
recommendation 15.

Recommendations 16 to 20

16. The establisbment of a single committee to
hear and determine all appeals against Senior
Executive Group promotions, The Chairman
should have wide senjior 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.
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i8. Each Departmental representative .on the
Committee for each separate appeal to be a
Second Division officer.

19. Each staff representative to be chosen from a
panel of Second pivision 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,

Response

3.36 Recommendations 16 to 20 relate to the establishment
and composition of an appeal committee for SES
promotions. The Government stated in its policy paper
(para 2.3.19}) that "appeals against promotions to or
within. the SES are no longer necessary". Appeal
provisions for the SES ceased on 1 October 1984 when the
SES was established.

Recommendation 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 pected to promotees to the Second
bivision. This gquide should be periodically
reviewed, (2.72)

Responge

3.37 Broad criteria for SES Selection decisions are now
set out in section 49C of the Public Service Act (Section
31 Attachment A). As mentioned in the response to
recommendation 8 a Senior Executive Staffing Unit has been
established within the Board's Office and takes a
prominent role in senior staff selection. There is a
Board representative on everyr SES selection panel,
Establishment of performance <c¢riteria of the kind
envisaged by the Committee is being examined as part of
the development of staff appraisal. It is also intended
that progressive improvement of selection processes in the
SES will emphasise, among other things, improved selection
criteria.

Recommendation 22

»  The Public Service Board undertake and publish an
annual survey of senior officers. (2.74)
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Response

3.38 A Senior Executive Inventory is being developed to
support staff selection, placement and development
activities. The Inventory will provide a central record
of the gqualifications, skills and experience of all
members of the SES. It will be extended progressively to
staff at levels immediately below the SES.

3.39 The Inventory will be an important information
resource for identifying people who might be considered
for secondment or temporary transfer to undertake special
tasks or for substantive transfer to positions which
require special qualifications, skills or experience. It
will be useful on occasions when a strong f£ield of
applicants has not been attracted by advertising a
vacancy, by enabling the Board to put forward additional
names of people who may be suitable for the vacancy but
who did not apply at the time.

3.40 The initial stage of the Inventory, which provides
for a record of biographical and work history information,
has been established using information from the Board's.
Central Record of Personnel, During 1985 members of the
SES have been asked to verify and supplement the
information.

3.41 statistics on the SES will be published in the
Board's Annual Reports and Annual Statistical Year books.
The extent to which. other information on the SES will be
made publicly available will need to take account of
issues including those relating to privacy.

Recommendation 23

Within 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 gelection and development processes., (2.83)

Response

3.42 The ©Public Service Board responded to this

recommendation when it reported on action relating to
equal employment opportunity taken both by the Board and
in each department in its 1982~83 Annual Report (a copy of
the relevant pages of the Report is at Attachment E).

3.43 The Board has implemented a number of staff
development initiatives to create a more positive
environment for women, including:

. the development of training packages for mixed

groups on: management and supervision and
interpersonal skills to sensitise and educate male
managers to working with women;
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. the development of training packages specifically
for women on assertiveness skills and career
planning, both key skills needs identified in the
1981 survey of senior women;

. further encouraging women to take part in
Service-wide management training programs, for
example the Executive Development Scheme, by
individual letters of invitation to eligible women,
facilitating the formation of support and
information networks for women in each capital city
through seminars and workshops involving senior
women officers; and

. developing and promoting the inclusion of
information on the equal employment opportunity
responsibilities of managers in developmental
programs for senior staff, for example the Senior
Executive Management Program.

3.44 The Equal Employment  Opportunity Bureau has
continued to provide a consultancy service to departments
seeking advice on achieving equal employment opportunity
for women and to provide advice and counselling on
informal inquiries. It has also continued to investigate
formal grievances made by individual women officers.

3.45 Section 22B of the Public Service Act (Section 11
Attachment A), proclaimed on 1 October 1984, requires
departments and prescribed authorities. to gdevelop,
implement and maintain Equal Opportunity Programs to
ensure equal employment opportunity for women ,
Aboriginals, migrants and people with disabilities in the
Public Service. Through these programs each department
will be required to review its recruitment, promotion and
staff development practices to identify and eliminate
unfair discrimination and to set reasonable targets to
measure their improvement in all these areas, The Public
Service Board has set guidelines for these programs and
will monitor them and report on this and the effectiveness
of these programs through its Annual Reports to Parliament.

Recommendation 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)

Response
3.46 The Board recognises the value of advertising middle
and upper Third Division jobs outside the Service "as it

facilitates recruitment of people with particular skills
and, at the same time, provides an opportunity for the
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reappointment at suitable levels of qualified and
efficient former officers .(many of whom will be women who
have left the Service for family reasons). It is noted,
however, that staff associations have, from time to time,
expressed reservations about outside advertising of
vacancies.

3.47 Positive steps which can be taken to encourage women
to respond to vacancy advertising have been 1listed in
Egual Employment Opportunity Programs - Guidelines No., 3
which was published by the EE0Q Bureau in March 1985 (The
relevant section of Guidelines No. 3 is at Attachment F).

Recommendation 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)

Response

3.48 The reform 1legislation makes provision £for the
introduction of permanent part-time employment. The
legislation includes a requirement that the Board consult
with relevant staff organisations about implementation of
the permanent part-time work provisions. In accordance
with this requirement the Board has consulted with the
ACTU and three of its affiliated unions, aCOA, APSA and
POR. The basic framework has been agreed. As
implementation will proceed by way of awards of the
Conciliation and Arbitration Commission which will cover
the conditions of employment of part-time officers and the
detailed arrangements it 1is necessary for awards to be
negotiated with individual staff organisations. These
negotiations are proceeding. The Board will provide
information on permanent part-time employment in its
Annual Reports to Parliament.

Further Response

3.49 Negotiations with the ACOA about its award have been

completed and the draft cleared by the Commission. The

formal award will not be made until the related
superannuation regulations giving coverage to part-time
officers are completed. It is anticipated these
regulations will be finalised in April 1986. Discussions
are at various stages with APSA, FCU and POA concerning
their respective awards.
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3.50 The Board will provide information on permanent
part~time employment in its annual report.

Recommendation 26

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

Response

3.51 The Board recognises the consequences for Public
Service efficiency of inadequate investment in personnel
development for staff, particularly management development.

3.52 Consistent with the need for an increased focus on
more broadly-based development programs, the Board has
taken various initiatives. These include:

. establishment of an interdepartmental working group
to advise the Board on action required to upgrade
the training of personnel development staff
throughout the Service;

. commencement of a regular series of conferences and
workshops for managers of the personnel development
function within departmental Central Offices;

. in collaboration with departments, the introduction
in a number of State capitals of a series of
management development programs for middle to senior
level managers, together with trial programs to
facilitate interdepartmental staff mobility for
developmental purposes; and

. the broadening of conditions of eligibility under
the Studies Assistance Scheme and a review of the
scheme.

3.53 The Board intends to take further initiatives to
assist departments in upgrading personnel development
activities.

3.54 To encouradge a system of staff placements details of
the Executive Development Scheme (EDS) and of the
developmental technigues used in it have been advised to
departments. Several departments have introduced programs
along the lines of EDS for their own staff members.

Recommendation 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. (3.26)
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Response

3.55 A fundamental aim of the creation of the SES is to
ensure that senior officers become more mobile. The
objective is to achieve a balance of benefits for the
Service as a whole, departments and individual officers.
This policy will apply to senior Public Service Board
officers and the Board is developing a mobility scheme for
its own staff consistent with Service-wide practice. The
response to Recommendation 28 covers Service-wide mobility.

Recommendation 28

The Public Service Board in consultation with all
Department Heads draw up clear guidelines to develop
a mobility scheme for senior officers. (3.26)

Response

3.56 The Board is currently developing programs to
improve mobility of SES officers between departments. The
broad aims of these programs will be to:

. strengthen departmental management teams which for
one reason or another lack depth in management
skills or which need to change the mix of their

managers;
. enable priority tasks to be dealt‘ with through the
tempotary assignment of people with the necessary
skills;
. provide opportunities for SES staff to broaden their

skills and perspectives and exercise their e:lrecutive
and professional skills in a wider range of fields;

. increase job satisfaction by pr_oviding the
opportunity for more varied work experience and new
challenges;

. foster a corporate identity for the SES and promoge
greater co-~operation between Australian Public
Service departments and agencies by ensuring that
SES officers have the opportunity to work in more
than one organisation; and

. provide opportunities for women and members of
designated groups to enhance their career
development by gaining a broader range of work
experience,
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3,57 It is expected that the program will be directed at:

. management initiated mobility, by which Secretaries
can nominate ataff who would benefit from a
broadening of work experience in other agencies or
positions in their departments which could be filled
by people from other departments; and

. officer initiated mobility, by which SES G&ificers
can enhance job satisfaction or broaden their career
horizons by seeking transfer to other departments
without having to enter a competitive selection
process for positions at their own level.

3.58 Mobility within departments is a responsibility of
departmental Secretaries. The Board will be seeking
opportunities to discuss the levels and nature of
intra-departmental mobility with Secretaries.

3.59 The Board has. developed procedures for placing SES
officers who are unattached or who, for other reasons.,
have requested assistance with placement or transfer,
Early indications are that this sort of activity is very
time consuming, involving extensive negotiations with SES
officers and departments and searches to locate suitable
positions,

3.60 A further area of mobility is the Temporary
Assignment Program, through which SES officers can be made
available to participate in short~term, high priority
tasks which need to be undertaken in agencies other than
their own. As stated earlier, the Board expects the
program to become fully operational during 1985-86.

3.61 It is not intended that the staff mobility program
will prevent senior executives from pursuing nmore
specialised career paths within the SES if they wish to do
so, However such staff will be encouraged to develop a
broader range of skills, including skills relating to
management and policy advising, which will improve their
overall performance in their chosen fields and leave open
the possibility of pursuing other career options at a
later stage,

Recommendation 29
The Interchange and Executive Development Scheme
programs continue, The Public Service Board should
seek ways to promote and facilitate Interchange more
effectively and increase the challenge and worth of
its work assignments (3.36)

Response

3.62 The Interchange Program and the Executive
Development Scheme (EDS) will continue. The Board
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believes they are working very effectively. A major
evaluation of EDS is currently "underway with a view to
effecting further improvements in this scheme.

3.63 The Chairman of the Board has written to Secretaries
of departments encouraging ' them to take a personal
interest in nominating SES and other senior officers to
all of the Service-wide development progranms, ineluding
the Interchange and Executive Development programs, In
addition, letters about the Executive Develdpment Scheme
are sent to officers on their promotion to positions from
which they are eligible to participate in the Scheme., 1In
relation to the Interchange Scheme the Board has recently
improved its procedures for selecting. Interchange
placements, negotiating work placements, monitoring work
placements and for the process of re-integrating
participants to their departments on the completion of a
placement under the Program,

Recommendation 30

The following topics be included in Second Division
training programs:

. the y and C 1th exp iture;

. employer function of chief executives;

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

. general efficiency of public authorities
including industrial relations; and

. technology and modern tools of management.
(3.42)

Response

3.64 The topics recommended by the Committee have been
included in the Curricula for management coursework for
SES programs such as the Senior Executive Management
Program (SEMP) and Senior Executive Conferences. A copy
of the curricula for a recent SEMP and a list of Senior
Executive Conferences and seminars conducted in 1984-85 is
at Attachment G. A high priority has been givéen to staff
development as an integral part of the management of the
SES. Training and development opportunities for SES
officers have been substantially increased following the
introduction by the Public Service Board, during the
latter part of 1983 and early 1984, of new development
programs for these officers, Details are included in the
Board's response to recommendation 3,
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Recommendation 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,
(3.46)

Response

3.65 There have been consultations with Secretaries and
many members of the SES on the content of the Senior
Executive Management Program and suitable topics for
Senior Executive Conferences.

3.66 The Board has commenced a comprehensive survey of
staff development needs of members of the SES generally.
staff appraisal will include components designed to
collect information on the management skills of members of
the SES and to identify development needs and priorities.

Further Response

3.67 As indicated in the Board's response to this
recommendation, the Board has already taken steps to
involve senior officers in determining and reviewing
management training for senior staff. Indeed, such
involvement has become a normal feature of the design and
management of senior executive staff development., It has
included consultations with secretaries of departments,
heads of management services units within departments, a
comprehensive survey of staff development needs of SES
members {see Appendix I) and direct consultation with SES
members on both general and specific staff development
issues.

3.68 In addition, development programs are designed, as
far as possible, to be responsive and adaptable to the
specific needs of each group of participants.

3.69 Since these steps have already been taken, the Board
does not see it necessary to "provide the public accounts
committee with proposals",

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

Response

3.70 The head of the Equal Employment Opportunity Bureau

in the Board's Office was upgraded from Senior Execqti.ve
Service Level 1 to Level 2 in August 1983. This position
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was further upgraded to SRS Level 3 in. July 1984, The
Bureau head reports directly to the Board, fThese changes
reflect the priority which the Government and the Board
attach to promoting EEO in the Service and the increased
workload that will flow from the reform legislation. It
also serves to emphasise that EEO is relevant to all the
Board's responsibilities - not just those relating to
personnel management, The Bureau will undertake the
responsibility for negotiation with senior departmental
management relating to the monitoring of EEO management
plans.

3.71 The goals of the Equal Employment Opportunity Bureau
are effective implementation of provisions in the Public
Service Act relating to EEO Programs (section 22B - see
Section 11 Attachment A) and prohibition of discrimination
{section 33 - see Section 23 Attachment A). Specifically:

. adoption of measures to enable women and
members of designated groups (Aboriginals,
migrants and people with disabilities) to
compete for promotion and transfers and
pursue careers in the Service as effectively
as other people;

. elimination of all forms of unjustified
discrimination within the Service against the
above groups; and

. elimination of unjustified discrimination. in
appointments, promotions or transfers on the
grounds of political affiliation, race,
colour, ethnic origin, religion, sexual
preference, marital status or age.

3.72 Successful implementation of EEO Programs would be
expected to result in:

. an_ increase in the overall numbers of women
and members of designated groups employed (in
the Service generally, in particular

departments and particular regions or
geographic areas);

. an increase in the status of these groups
(that is, an increase in the numbers employed
at more senior levels in the Service and an
increase in recognition of the value of jobs
traditionally done by these groups); and

. an increase in the variety of jobs being

performed by members of these groups (that
s, a reduction in occupational segregation).
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Recommendation 33

The Public Service Board ensure that Departments are
able to devote more resources than at present to
introducing and upgrading internal management
developnent programs, ({3.54)

Response

3.73 Through various F.ozums,. the Board encourages
departments to upgrade  their internal arrangement
development program (see for example t_he response to
Recommengation 26). However, the up_gradmg of internal
management development: programs is a matter fpx:
Secretaries of Departments as part of theJ:r
responsibilities for the general management qf their
Department under section 25 of the Public Service Act,
having regard to the resources allocated to them by
Government.

Recommendations 34 to 36

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.

The senior staff of the Careers Unit consist of
promotion-~to-level positions avail'able 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.

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

Response

i i £fing
3.74 The Board through the Senior Executive Sta
Unit, manages 'in consultation with depart'ments the
placement, mobility and development of senior staff.
Staff development and mobility programs have been referred
to in the responses to several of the above
recommendations.

Recommendation 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. (3.64)
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Response

3.75 There would seem to be some advantage in letting the
proposed reforms be implemented and thoroughly tested
before any further review is contemplated.

3.76 To improve its effectiveness in managing its
operations the Board's Office was re-organised in July
1984. Further information was: provided in the BRoard's
Annual Report 1983-84 (Attachment H). As & next step the
Board decided that the development of a program management
approach, consistent with the Service-wide Financial

Management Improvement Program {(FMIP), was the best means

of co-ordinating and marshalling its resources, As part
of this exercise, during January and February 1985 a small
group, led by a management consultant, assisted managers
to develop the goals, objectives and program structure to
be incorporated in the Board's overall corporate plan,

I. CASTLES
Secretary
Department of Finance
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ATTACHMENT A

Refer to Public Service Reform Act 1984,
Parliamentary Paper No 63 of 1984.
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Foreword by the
Prime Minister of
Australin

The Honourable
R. J. L. Hawke,
AC, MP.

The Government. was clected on a platform which placed a high priority on
reform of the machinery of government,

1t was the first Federal Government clected with a detailed policy statement
in this area.

The Australian Public Service is a crucial clement of the machinery of
government, It is therefore fitting that, nine months after our election, we'
should already be in a position to announce our specific policy proposals.
Other important machinery of government issues, including the operations of
statutory authorities and budget reform, are also receiving intense scrutiny.

The Australian Public Service has served the Government well, and the
reform proposals are in no way intended to reflcct adversely onit, but rather to
ensure that it functions at thie highest possible fevel of cfficiency.

1 commend the paper to the Australian people asa basis for consultation. I
am confident that, after’ such consultations, it will provide the basis for
legislation. which will receive wide community support and a large measure of
bipartisan endorsement.

R. J. L. HAWKE
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Preface The reforms to the Australian Fublic Service outlined in this paper are

significant and wide ranging.
The paper is to serve as a basis for consultation so that the Government.can

be informed of and:take into account the views of political parties, staff. and’

i,

their organisations, emi indi Is, learned societies and the community
at large before legislation is prepared for introduction in.the Autumn Sittings
of the Parli in 1984, Arrang for these consultations have been set
in train.

The proposals reflect the Government’s deep commitment to a positive
program for the reform of the Australian Public Service, The conclusion of the
Coombs’ Royal Commission in 1976 that Commonwealth administration
needed ‘significant adaptation to deal responsibly, effectively and efficiently
with the tasks which confront it’ is still valid today.

Many of the proposals draw upon.the research, analysis and conclusions of
the (Coombs) Royal Commission on Australian Government Administration
and, more recently, the (Reid) Review of Commonwealth Administration and
the (Connolly) report of the Parliamentary Joint Committee of Public
Accounts on the selection and development of senior managers. They also
benefit from the work done on administrative reform during 1982 by the
Parliamentary Labor Party, which found expression in the. election platform
document ‘Labor and Quality of Government’,

The reforms address the main themes of the inquiries—re-assessment of the
role of central agencies, stronger and' more effective scnior management,
improvements in the allocation of resources and the development of personnel
policies providing an equal opportunity for all Australian citizens to compete
for positions in the Service.

The Government is confident. that these reforms will give Australians a
Public Service that is more efficient, more responsive, more ble to the

elected representatives of the people and more in harmony with the diverse
needs of the community it serves.

/{/M.

J. 8. DAWKINS

Minister for Finance and Minister Assisting the Prime Minister for Public
Service Matters
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1. INTRODUCTION

1.1.1  The responsiveness, efficiency and bility of Cc wealth
administration have a major impact on the quality of Australian democracy.

1.1.2  When the Government came to office in March 1983, it did so with a
detailed platform for the reform of the machinery of government, the Public
Service and other parts of C wealth administration, This platform was
set out in a document ‘Labor and Quality of Government’, released by the then
Leader of the Opposition and the then shadow Attorney-General on ¢
February 1983. The platform was developed out of the work of a task force of
members of the Federal Parliamentary Labor Party which during 1982 had
examined issues such as Cabinet organisation, Cabinet and Caucus relations,
the organisation and t of the Public Service and the accountability
of Commonwealth statutory authorities.

1.1.3 In Scptember 1982, the task force circulated a discussion paper.
Responses to the paper, and the results.of a seminar on it held late in 1982 by
the Shadow Cabinet, were taken into account in ‘Labor and Quality of
Government’.

1.1.4 ‘Labor and Quality of Government’ was informed by public inquiries
into aspects of Cc ith administration starting with the report of the
Royal Commission on Australian Government Administration in 1976, and
including the Review of Commonwealth Administration, the 202nd Report of
the Joint Committee of Public Accounts and the reports of the Senate
Standing Committce on Finance and Government Operations on statutory
authorities.

1.1.5 Since coming to office, the Government has further developed and
refined its views about administrative reform; it now wishes to move to
implement these. Before legislation is introduced, however, it wishes to consult
with political parties, staff organisations, authors of reports on administrative
reform and other interested persons and groups. The purpose of this policy
information paper, which sets out the Government’s intentions, is to facilitate
that consultation.

1.1.6 The objectives. of the Government’s proposals are to develop an
administration that:

« is more responsive and accountable to Ministers and the Parliament

o is more efficient and effective

o gives all Australian citizens an opportunity to compete on merit to join
and advance within it, and which provides greater opportunities for
disadvantaged groups, and

« has a more streamlined and independent system for protecting the rights.
of staff.
1.1.7 Tomeet these objectives the proposals focus on three main areas:
« the senior public service
» central resource allocation and review, and
o personnel policies and methods for handling grievances and appeals.
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1.1.8 In the senior public service the Government wishes to have a more
ficxible system for the appointment of Department Heads and to provide more
opportunity for officers at this level to move from one position to another.
Below the Department Heads, a Senior Executive Service (SES) will be
created in place of the existing Second Division. Competition for positions in
this Service will be open to outsiders and the deployment of staff within it will
be subject to a greater degree of central direction based, not on narrow
departmental interests, but on the interests of the Service as a whole. More
attention will be paid.to the development and career mobility of members of
the SES to see that they have the skills, particularly management skills, and
variety of experience required.

LL9 The Government will introduce separate legislation to allow Ministers
to engage consultants, after approval by Cabinet, for work on projects
nominated by the Minister or. on duties in a department, with the agreement
and under the supetvision of the Department Head. The legislation will also
enable Mini , and other Members of Parli to employ staff to work in
their offices, including electorate offices, on Public Service terms and'
conditions, unless determined otherwise by the Prime Minister. The
engagements and appointments under the legisiation will not be to the career
public service.

1.1.i0  Resource allocation will be improved by a much closer involvement of
Ministers in decisions, and a closer association of the determination of the
level, mix and distribution of financial and staffing resources. Measures will be
adopted to allow the Government better opportunities: for considering
long-term goals, and mechanisms will be introduced to see that programs are
reviewed regularly.

L.LI1 Personnel policies will be supported by a clear statement of merit
principles in the Public Service Act. Legislation will require the development
and implementation by departments and prescribed authorities of equal
employment opportunity and industrial democracy plans which will be
monitored by the Public Service Board. Permanent part-time work, with
superannuation cover, will be introduced in the Public Service.

LL12 A new, independent grievance authority for handling of grievances
and appeals will be established. The authority will be independent of the
Government, the Public Service Board and departmental management and its
members will be chosen from various interested groups, including staff
organisations.

LLI3  For statutory authorities not covered by the Public Service Act, the
Government will be taking initiatives to see that government employment
policies are impl d in some consil fashion in them. Other aspects of
statutory authority aperations are being considered separately.

1114 These reform measures are significant and wide ranging: The
Government. looks forward to useful. and constructive consultations before it
moves to introduce legislation in the Autumn Sittings of the Parliament in
1984,

36

———-
T

Department Heads
Appointment and
transfer

Rotation

Redeployment

Retirement

D,

SUMMARY OF PROPOSALS
SENIOR ADVISERS AND MANAGERS

overnor-General in Council to be empowered to appoint Depariment
E::g, 1o transfer them to other positions of Department Head, ar'\d to hold
them as unattached officers, in accordance with the recommendation of _the
Prime Minister and following consideration by Cabinet,, ?ftcr t}lc Prime
Minister has received a report from the Chairman of the Public Service Board.
(paragraphs 2.2.2-2.2.5)

cxible system for the rotation of Department Heads to be .adopted
$hgrcby. aftzr an officer has been in a position for five years, the. Chairman of
the Public Service Board will be required to raise with the officer an.d the
Minister the possiblity of another placement, with the Chairman reporting to
the Prime Minister as appropriate. (paragraph 2.2.6)

Procedures to be adopted whereby a Minister or a Department Head may
raise with the Chairman of the Public Service Board_ the poss|bx.llly of another
placement for the Department Head, with the Chairman making a report to
the Prime Minister. (paragraph 2.2,7)

To facilitate a policy of rotation of Department Heads between Dcpartmer!;t

Head positions, salary and status to be retained when they are so moved,
(paragraph 2.2.8)
The Public Service Board to be required to redeploy an unattached
Department Head. If it is necessary to redeploy to a‘.n‘on-Department Hee_id
position, including a statutory or ambassadorial position, the Board, at its
discretion, may determine that the officer continue to be treated asa
Department Head. for purposes of pay, all‘owax.lcs‘and associated condmf)qs
of service. If, in the Board's view, after attempting to (cdcp]oy_ the gﬂ'lger., itis
Rot, nor likely to become, possible to place the officer in a position in which it
would be appropriate for Department Head §alary and conditions to be
maintained indefinitely, the Board would be rgquuegl to place the o_fﬁcer at the
most senior level of the SES (that is, at a level equivalent to a senior Deputy
Secretary). At the Board's discretion, and after an income n}amtenanoc period
not less than that applying to other officers, ':hc officer’s salary could .be‘
reduced to that of the position in which he or she is placed, but superannuation
entitl ts would be retained at Department Head level, (paragraph 2.2.10)

The Governor-General to be empowered to retire a Department Head, with

' t dation he Public
the Department Head's on ar i of t
Secx'vicc%oard, with approp;iate separation benefits determined by the Board.

(paragraph 2.2.11)
The desi

Head' to be changed to ‘Department Head',

s P,
ton ‘Per

8
Senior Executive

Service
Creation

Entry

(paragrqsh 2.2.6)

A Senior Executive. Service (SES) to be established in. place of the existing
Second Division. (paragraph 2.3.3)

Vacancies in the SES to be advertised in a special section of the Qautte anq to
be open to people outside the Service on the basis of relative efficiency; outside
applications to be sought. actively through the press or executive seqrch in
Australia or jate cir Taf hs 2.3.5-2.3.8)

inapprop p
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Transfer

Promotion

Abolition of SES
appeals

Temporary

Entry to the SES from outside the Public Service to be governed by the
normal appointment or temporary employment provisions. (paragraph 2.3.5)

Fixed term temporary employees in the SES not already members of the
Commonwealth Superannuation Scheme. to be offered the choice of entering
that Scheme, or being covered by a superannuation endowment policy
providing separation benefits, as well as any special conditions of service
determiined by the Public Service Board. (paragraph 2.3.7)

The Public Service Board to be empowered to transfer SES staff between
departments after consultation with the person(s) and the Department Heads
concerned. Only infrequently as a last resort in, the interests of the Service
would it use its powers without the agreement of the staff concerned and a
Department Head. (paragraphs 2.3.13 and 2:3.16)

Promotions into or within the SES to be made by the Public Service Board on
the recommendation of a Department Head when the Board is satisfied that
the person is suitable having regard to likely performance at the level as well as
in the specific duties of the particular position; the Board may refuse to
promote a person if it believes that the procedures followed were not
appropriate, the person recommended is unsuitable, a wider search desirable
or, in the interests of the Service, an officer should be transferred to the
position. Action by the Board would be taken in consultation with Department
Heads and, only infrequently as a last resort in the interests of the Service,
would these powers be used without a Department Head’s agreement.
(paragraph 2.3.19)

Appeals against provisional promotions into and within the SES to be
abolished. (paragraph 2.3.20)

Pool

Development

Senior staffing—
consultation and
advice

Redeployment and
retirement

A Temporary Assi Pool, ad ed by the Public Service Board, to
lzae3 Py d to facilitate deployment of staff to shost-term tasks. (paragraph
.3.21

Senior staff’ development programs to be continued and enhanced, and an
expanded Senior Executive Fellowship Scheme to be introduced, with fundr io
be appropriated to the Board. (paragraphs 2.3.22-2.3.27)

The Public Service Board to be advised on the full range of senior staffing
matters by a committee of Department Heads. Consultations to be held as.
necessary between the Chairman of the Board and the Prime Minister on
Government priorities with respect to the deployment of senior staff.
{paragraph 2.3.35)

SES staff not to be covered by the Commonwealth Employees (Redeployment
and Retirement) Act, except for invalidity, but provision be made in
legislation for:

® declaration by the Department Head of SES officers as surplus to the
requirements of a department or as unsatisfactory performers

o redeployment of declared staff at the same salary level by the
Department Head or Public Service Board as appropriate

¢ the Board to transfer to a lower level declared staff whose performance
continues to be unsatisfactory, or surplus staff. who cannot be placed at
their existing level; such staff to have a right to maintain superannuation

entitlements at the previous higher level, updated in line with SES salary
movements
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o the Board to retire declared staff whose performance continues to be un-
satisfactory, or surplus staff who cannot be placed

o officers to have a right of appeal agamst decisions (o transfer to a lower
level or toretire, and

o the Board to determine what benefits.are to apply to staff affected by
transfer to a lower level or retired, providing that they will not be less
than those set out in the relevant determinations of the Public Service
Arbitrator (currently Determination 509 of 1977). (paragraphs
2.3.30-2.3.31)

A staff appraisal system to be established in each department wi.thin gui@elines
determined by the Public Service Board, these guidelines providing a right of
staff access to and comment on their individual appraisals. (paragraph 2.3.32)

A Senior Executive Staffing Unit to be-established as part of the Office of the
Public Service Board. (paragraphs 2.3.14 and 2:3.34)

A non-statutory position of Senior Executive Adviser to be established in the
Public Service Board’s Office to examine and advise on grievances concerning
SES staffing matters. (paragraph 2.3.36)

Arrangements to be made to ensure that SES profiles can accommodate re-
cruitment, pl t, staff develop and other requirements advised by
the Public Service Board. (paragraph 2.3.37)

Legislation separate from the Public Service Act to allow Ministers to engage
consultants for work on-projects nominated by the Minister, or on duties in a
department with the agreement and under the supervision of the Department
Head. It is proposed that:

« Cabinet approve all engagements on a report from a Meinister, ac-
companied in each case by a report from a merit panel whose compo-
sition has been approved by the Prime Minister, where relevant includ-
ing a nominee of the Department Head

o the consultants be engaged for periods up to three years, but that these
engagements be able to be terminated at any time by the engaging auth-
orit,

e the tyerms and conditions of the engagements be determined by the Puplic
Service Board, and the number of engagements be decided by the Prime
Minister

* consul not b of the C wealth Superannuation
Scheme to be offered the choice of entering that Scheme or bei'ng
covered by an endowment superannuation policy which would provide
separation benefits

» where practicable, consultants be engaged at a salary comparable to that
in the career service, and

o these. consultants to be a net addition to the resources available to the
Minister and for the Department Head. (paragraphs 2.4.11-2.4.15)

The legislation for the engagement of consultants to contain provisions en-
abling Ministers and other Members of Parliament to employ staff to work. in
their offices, including clectorate offices. Appointments to be on the following
basis:
« terms and conditions for employment to be tl}e same as those ap{plying in
the Public Service, unless determined otherwise by the Prime Minister
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@ tenure to be at the discretion of the Minister or other Member of Parlia-
ment, but to be otherwise related to the period for which the Minister or
Member holds the office from which the appointment derives

» the total number of stafl and their allocation between Ministers and
other Members and Senators to be determined by the Prime Minister,

and
® career Public Service staff to commue to be eligible for employment in
these positions and to retain p and re-integration rights within
the Public Service, (paragraph 2.4.16)
Remunennon
ation R ation packages for senjor public servants have become uncompetitive
with those for people with comparable qualifications and responsibilities in the
prwatc sector. The Pubhc Service Board will, therefore, consider further
ion issues, including for of fixed term employees, so that
they can be taken up as consultations proceed on the reforms outlined in this
paper. (paragraph 2.5.6)
R ation The R ion Tribunals Act. to"be amended to allow the Tribunal to
Tribunals Act  make determinations at different times for groups within its jurisdiction.
(paragraph 2.5.7)
RESOURCE ALLOCATION AND PRIORITIES.
Strategy review
Ministerial An annual ministerial meeting to be held to review national prospects and
priorities meeting  Government operations and priorities. Documentation for the meeting to be
developed through the Government’s normal advisory process, co-ordinated:
by the Department of the Prime Minister and Cabinet, and also to be provided
by Caucus and other appropriate sources. (paragraphs 3.2.1-3.2,5)
Integeation of
financial and
staffing decisions
Control of staff The staﬁ‘ ceilings system to be abolished and the allocation of staffing and
bers d by transferring from the Public Service Board to

Creation, abolition
and classification
of positions

the Department of Finance the responsibility (and personnel) for advising on
and administering controls on staff numbers and profiles by salary level, They
will be considered and administered along with the associated budget allo-
cations, with the Department of Finance consulting with the Public Service
Board on classification and, if relevant, recruitment, placement, development
and personal reward matters. (paragraphs 3.3.4-3.3.6)

Department Heads to be empowered to create, abolish and determine the
duties of positions in accordance with. Board classification guidelines and
within any bers and fi ial controls ad! ed by the Department of
Finance. (paragraph3.3.4)

The Public Service Board to be emp d to develop and administer clas-
sification standards and procedures, conduct audits of the classification of pos-
itions and reclassify positions as a consequence of these audits or of reviews of
occupational categoriesor classification standards. (paragraph 3.3.4)
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Department Heads to produce each year for Ministers a management im-
provement plan in the context of operational strategies and priorities and
focussed on a few key issues. (paragraph 3.4.5)

Thc Public Service Board to consult annually with Department Heads and
i concerning g gerial performance. (paragraph 3.4.5)

Programs and activities will be reviewed at appropriately regular intervais.
The Budget will continue to provide the primary vehicle for assessing
programs and establishing expenditure priorities. But to facilitate a coherent
approach to other reviews the Department of the Prime Minister and Cabinet
will form a small group to:

» provide a source of advice to departmems. authorities and Ministers on
the most appropnate method of review, including in particular any re-
view proposal requiring Cabinet endorsement and/or additional staff or
funds

* comment on proposed terms of reference and the scope of reviews

 assist, in consultation with the Senior Executive Staffing Unit of the Pub-
lic Service Board, in identifying expertise to lead or participate in review
teams, and

o report regularly to Cabinet on current reviews, progress made, results
and implementation, impending reviews and suggested areas for new re-
views. (paragraphs 3.5.1-3.5.5)

PERSONNEL POLICIES, GRIEVANCES AND APPEALS

A provision to be included in the Public Service Act declaring the objects of
the Act and the Government’s personnel management objectives. (paragraph
4.1.2)

The Public Service Act to declare that personnel management should be con-
sistent with stated merit principles. (paragraph 4.2.1)

Departments and prescribed authorities to be required by legislation to de-
velop, maintain and implement cqual opportunity management programs and
plans to be monitored by the Public Service Board, (paragraphs 4.3.2 and
4.3.5)

Permanent part-time employment, with suitable superannuation cover, to be
introduced, subject to detailed discussions with staff organisations. (paragraph
4.4.1)

Departments and prescribed authorities to be required by legisfation to de-
velop and implement industrial democracy plans to be monitored by the Pub-
lic Service Board, (paragraphs 4.5.2-4.5.3)

Joint selection committees, involving participation of staff organisation nomi-
nees in promotion selections, and the removal of the right of appeal where the
joint selection committee’s recommendation is accepted, be permitted in.
appropriate circumstances. (paragraphs 4.6.1-4.6.3)

The Public Service Board to be cmpowered to require reports from depart-
ments on personnel policies and practices and to take follow-up action on such
reports. (paragraph 4.7.1)
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New independent A Commonwealth employees gri Is and rights pr ion auth-
grievance suthority  ority to be established, mdependcm of the Public Service Board, The statutory
authonty to have appropnalc poweis in relation to:

as plated by Public Service regulations

33A-3BE

. appegls and reviews under sections 50 and 63D, and Part 1V of the Public
Service Act, Public Service Regulation 116.and section 15 of the Com-
monwealth Employees (Redeployment and Retirement) Act, in relation
to promotion, discipline, re-appointment, temporary transfers, redeploy-
ment and retivement, and

* the review of personnel decisions in relation to deferral of increments and
granting of leave. (paragraphs 4.8.1-4.8.5)
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2. Senior advisers and managers

2.1.1 Arrangements at the senior levels of the Public Service are critical to a
producuvc and responsive. rclahonshxp between Governments and the Service
in the formulation, impl ation -and administration of policies and
programs. This has been recogmsed by successive inquiries. The Royal Com-
mission on Australian Government Administration and the Review of Com-
monwealth Administrdtion both devoted considerable attention to it. The
202ad Report of the Parliamentary Joint Committee of Public Accounts was
concerned entirely with issues related to the selection and development of
senior managers. Similarly, a key element in the Government’s plans for the re-
form of the Australian Public Service centres upon Department Heads and
their senior managers.

2.1.2 Effective policy formulation, implementation and administration re-
quire that Ministers be supported by able, diligent staff whose judgement and
skills they respect. The Government’s reform proposals for the senior public
service focus on:

« ensuring that Ministers, through Cabinet, have the ultimate responsi-
bility for determining who will head departments

« providing Ministers with the ability to engage a limited number of con-
sultants who will work for the Minister on nominated projects or reviews
within the Minister’s responsibilities or in a department on duties agreed
between the Minister and Department Head and under the Department:
Head's supervision and direction

. developing a career Senior Executive Service (SES) free of political
patronage, which places greater emphasis on management ability, ap-
praisal of performance and flexibility of deployment in accordance with
government priorities, and

* opening the senior levels to able outsiders and seeking to provide a more'
attractive remuneration package,

2,1.3 To achieve this wilf require some adaptation of the pErsonncl system in
the Service. Management needs to be able to take a more active role in senior
staffing to ensure the best deployment of stafl’ and to see that they have the
skills to do their jobs, The Government accepts the implication that more in-
volvement by the central personnel authority in staffing decisions will be
necessary. It also accepts that greater management intervention in staffing
matters will require a more rigorous and-planned approach to the assessment
of senior staff, with the results of these assessments being used as an'input to
decisions on the placement of staff and their development, as well as for deter-
mining what action should be taken in the event of poor performance.

2.14 The Government sees its proposals as providing a much greater degree
of flexibility in senior staffing which will be in the interests of individuals and
the Service as a whole. It believes that they will deepen the relationship be-
tween Ministers and their senior advisers and managers, and improve: the
responsiveness of the Public Service to the needs of the elected Government,
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2.2.1 Under the Minister a Department Head is responsible for the manage-
ment of the department, the provision of advice to the Minister and the im-
pl tion and administration of policy within the depastment’s sphere of
activity. Thus, Department Head positions are the. focal point of a Govern-
ment’s relationship with its Public Service. Harmonious working relations
between: Ministers and Department Heads are obviously crucial to the sound
development of policy and the administration of government programs.

22.2 Traditionally, decisions on the appointment of Department Heads
have been made by the Prime Minister and his Ministers, although the pro-
cedures supporting these decisions have varied. In the Government's view, the
current procedures, set out in detail in the Public Service Act, are not satis-
factory. By creating distinctions in the tenurc the Government can offer to
candidates on the basis of the support they have received from officials, the
current procedures appear to place inappropriate power in the hands of public
servants and to inhibit the appointment of outstanding candidates: from out-
side the Service. In practice, the procedures have not prevented the govern-
ment.of the day from advancing its preferred candidates with full tenure, and
have merely proved to be cumbersome and irrelevant. They do not, however,
facilitate the search for and appointment of able outsiders. It is intended there-
fore that these provisions should be repealed.

2.2.3 The Government wants to obtain the services of the best people it poss-
ibly can as Department Heads. While it mus take the decisions about appoint-
ments, it wants to see that these decisions are based in each case upon the most
comprehensive advice. It intends therefore that new legislation should require
the Chairman of the Public Service Board to provide a report to the Prime
Minister before any decisions are taken to appoint a Department Head, unat-
tach an officer from such a position or to transfer a Department Head to
another Department Head position. It is expected that when a vacant position.
is to be filled, reports from the Chairman should generally follow an executive
search organised by the Public Service Board inside and outside the Public Ser-
vice, Given the changes proposed in the Board’s role in the management of the
senior levels of the Public Service, the Chairman of the Board will be especially
well placed to do this. The legislation is. similar in intention to that which
prevailed from 1922 to 1976, but stronger, to the extent that it requires, rather
than merely allows for, a report from the Chairman of the Board.

2.2.4 The Government expects that, as far as possible, the lists of candidates
provided by the Chairman will contain an equal number of men and women.

2.2.5 The appointment, unattachment and transfer of Department Heads
will be made by the Governor-General in Council, in accordance with the
recommendation of the Prime Minister, after consideration by Cabinet.

226 The Government intends to adopt a more active policy on the rotation
of officers from. one position of Department Head to.another. The Coombs’
Royal Commission on Australian Government Administration, the Reid Com-
mittee of Review of Commonwealth Administration and the report of the
Joint Cc i of Public A on the selection and development of
senior managers, all recognised that Department Heads could be left in one
position for too long. They suggested that the creativity and vitality of depart-
ments could be enhanced by the deliberate movement of staff’ at senior man-
agement levels:after a period-of say five to seven years in one position.. The
Government accepts this view and, as a matter of policy, a flexible system for
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the rotation of Department Heads will be adopted. After an officer has been in
& position for five years the Chairman of the Public Service Board will, as a
matter of course, raise with the officer and the Minister the possibility of
another placement and report to the Prime Minister as appropriate. Reflecting
this, the Government intends to amend the Public Service Act to change the
generic title of this group of officers from Permanent Heads to Department
Heads. This will not affect the use of the title ‘Secretary’ in-relation to individ-
ual positions, which properly symbolises the office holder's subordinate role in
relation to the responsible Minister.

2.2.7 Department Heads and Ministers usually are able to maintain an objec-
tive and mutually satisfying work relationship. From time to time, however,
for reasons of personality or a continuing inability to agree upon the way in
which administrative and other issues should be handled, it may become diffi-
cult for them to maintain the refationship of mutual respect. and trust that is
crucial to the sound development of policy and the administration of
programs. In these circumstances, it would be wrong to force them to work
together for a fixed period. While Ministers have always been able to approach
the Prime Minister in these cir and Department Heads the Chair-
man.of the Public Service Board (with a view to his informing the Prime Min-
ister), the Government feels that it is worthwhile underlining the importance
of cither party being able to approach the Chairman of the Board for advice
when they become aware of emerging difficulties. Experience has shown that
consultations between the Chairman, the Minister and the Department Head
will often resolve the difficulties. If the problems cannot easily be resolved,
however, cither the Minister or the Department Head may raise with the
Chairman of the Board the possibility of another placement for the Depart-
ment Head, When this is done, the Chairman of the Board will report to the
Prime Minister as soon as possible.

2.2.8 To facilitate the policy of rotation between positions, the Government
will continue the practice of maintaining the salary and status of Department
Heads in the event that they arc moved to a Department Head position that
may have a lower salary determined for it by the Remuneration Tribunal..

229 The Government appreciates that, whatever the formal legal position,
in a practical sense Department Heads do not have the same security of tenure
in their positions as other officers in the Public Service; they can be removed
from. their positions as much as a result of bad luck or over-riding political

ity 1o reshape the hinery of government as by poor performance.
(Over the period from November 1975 to November 1983, more than twenty
officers were removed from Department Head positions.) Sometimes this
occurs in-a context of public speculation or controversy. While the require-
ment to have a report from the Chairman of the Public Service Board will
reduce the risk of a government acting capriciously or in ignorance of the
consequences in unattaching a Department Head, from time to time it will be
inevitable that, as has happened in the past, there: will be no alternative pos-
ition immediately available.

2.2.10 The Government believes. that Department Heads should not have
less protection than other public servants in this situation. It intends, therefore,
that the Public Service Board should be required by legislation to attempt to
redeploy an unattached Department Head. If redeployment is to a non-
Department Head position, including a statutory or ambassadoriaf position,
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the Board, at its discretion, may determine that the officer continue to be
treated as a Departiment Head for purposes of pay, allowances and associated
conditions.of service. If, in the Board’s view, after attempting to redeploy the
officer, it is not, nor likely to become, possible to place the officer in a position
where it would be appropriate to apply Department Head salary and con-
ditions indefinitely, the Board would be required to place the officer at the
most senior level of the SES (that is, at a level equivalent to a senior Deputy
Secretary). Where this happens the Board should, at its discretion, and afteran
income maintenance period not less than that applying to other public ser-
vants, be able to reduce the officer’s salary to that of the position in which he or
she is placed. Officers would be able to retain superannuation entitlements at
their Department Head salary rate, as.that rate is updated from time to time.
Officers would become members. of the SES (whether or not they had been
career public servants prior to appointment as a Department Head). While the
officers would be eligible for consideration for further positions of Department
Head, once redeployment action had been completed by placement in the SES
they would have no right of preference over other members of the SES for
these appointments.

2.2.11 Insome circumstances, an unattached Department Head might prefer
to be retired from the Service, providing agreement can be reached on a suit-
able separation package. There are currently no provisions under which De-
partment Heads may be voluntarily retired early with appropriate benefits.
The Government intends to rectify this by giving the Governor-General a
power to retirc a Department Head, with the Department Head’s agreement,
on a recommendation of the Public Service Board. The Board would be
empowered to determine an appropriate separation package..

2212 No changes are proposed affecting the tenure of Department Heads
so far as discipline, invalidity or incapacity are concerned.

2.2.13  The Government believes that these changes to the method. of selec-
tion, the policy for rotation and'the 1 for y of Depart-
ment Heads will provide it with the flexibility it should have to fill these key
positions. At the same time, they will ensure that the Government is fully
advised on the available candidates, and that Department Heads will be

protected by the statutory obligations placed on the Public Service Board from

unfair dismissal from the Service.

23.1 Below the Department Head, the critical group of senior advisers and
managers is currently constituted as the Second Division of the Australian
Public Service. This group comprises the 34 women and 1320 men who hold
positions of Deputy Secretary, who fill high level advisory positions, or who
control the divisions, branches and bureaux which make up the Service,

2.3.2 Recent reviews of the Public Service have recommended that special
measures be taken to improve the performance of senior management. These
include:
o the formation of a senior executive category or group
* more.open competition for positions including from outside the Service,
with more involvement of the Public Service Board in the selection,
development and placement of staff’
® more emphasis o the development of managerial skills
* introduction of formal staff appraisals

» greater mobility of senior managers in accordance with Service needs,
and
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* more flexibility for Department Heads in the allocation and use of senior
staff resources.

The Government has decided upon reforms in each of these areas.

23.3 The existing Second Division of the Public Service will be reshaped into
a unified group to be called the Senior Executive Service (SES), in which ar-
rangements for staff selection, development, mobility, promotion and tenure

of position will be designed specifically to meet the requirements at. senior
levels.

234 The SES is not intended to be an elitist, protected group. Places in it
will be open to competition from outside the Public Service. The standards of
performance required will be high. Staff will be required to move jobs more
frequently, and with less say in where they are placed, both to respond to
government priorities and as an clement of personal development; and they
will have to accept redeployment or retirement as normal, rather than excep-
tional, methods of dealing with unsatisfactory performers.

235 Pcogle can enter the existing Second Division basically in three ways®

« promotion by a Department Head after a selection process which may,
but need not, include Public Service Board representation;. the pro-
motion is subject to appeal, and the Board has a reserve power to cancel
a provisional promotion

 appointment from outside the Service by the Board on the recommen-
dation of a Department Head, after a selection process which includes a
Public Service Board representative on the interviewing committee—
few positions have been identified in the past as open to external appli-
cants, or

« temporary employment (for example;, for a fixed term) after selection by
adepartment and with the approval of the Board.

2.3.6 People will be able to enter the SES in similar ways, although the
Government intends. that entry will be more competitive'and that high stan-
dards will be applied consistently across the Service. Two significant changes
will be made.

2,3.7 First, all SES vacancies will be open to competition from outside the
Service. Vacancies will be grouped together in a special section of the Com-
monwealth Government Gazette, published each week. Anyone from outside
the. Service who is suitably qualified will be able to apply. It would be too
costly, in terms of the assessment of applications and. the time taken to com-
plete staffing action, to advertise all vacancies widely. However, in selected
cases, particularly when it is clear. that the internal field is not strong, every
effort will be made to bring in.new people of top quality. This may be done
through advertisement in the press (in Australia and overseas) and by using
private sector ‘executive search’ services. To facilitate the entry of talented
outsiders, the temporary employment provisions.of the Public Service Act will
be used to provide opportunity for fixed term engagements. These staff, if they
are not already members of the Commonwealth Superannuation Scheme will
be offered a choice of joining that Scheme or being covered by a superannu-
ation endowment policy which will provide separation benefits. As well, the
Public Service Board has been.req d to ine relocation assi and
other conditions of service that would assist in attracting high quality people
from outside the Service.
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238 Second, the Public Service Board will be given greater powers and
responsibilities to ensure that promotions reflect these high Service-wide stan-
dards.

2.39 Thereisa clear necd to increase the mobility of staff in the senior ranks
of the Public Service. Many departments have taken some measures to move
their senior people, either through planned rotation programs or by making
senior positions in regional offices term postings. Top structure reorganisations
can. also provide an opportunity to move people to different jobs. But, by
themselves, these measures do not go far enough. There needs to be more mo-
bility between departments at senior levels, between policy and managerial
jobs and between the central agencies and other departments.

2.3.10 Existing systems for filling vacant positions rely on people offering
themselves for promotion or transfer in- open competition based on merit,
Understandably, people are more interested in promotion than transfer and
tend to seck promotion in the areas where they have the strongest claims in the
very short run. When selecting staff, departments tend, again understandably,
to give more weight to the specific requirements of the vacant positions in
question and to past experience directly relevant to those requircments, than
to the sorts of skills and qualities that will be useful in the Service at large in the
longer term. These tendencies are reinforced by the promotions appeal system
which focuses primarily on the qualitics relevant to the particular position.
This conflict between the short-term interests of departments and the longer-
term. interests of the Service as a whole has implications, of course, for the
quality of staff selected and their personal development as well as for their mo-
bility. It tends to produce a system in which officers are self-streamed into
either a policy or managerial career and into specialities within each: In gen-
eral, those filling the most senior positions in departments have come from the
policy rather than management stream. As a result, it is alleged, many of the
most senior officers in the Service have less interest in and experience and
knowledge of management than would be typical at the same level in the pri-
vate scctor or in other areas of public employment. Conversely, program man-
agers at times develop a narrowly institutional view of the world, without a
sufficiently critical awareness of the broader policies and aims of the Govern-
ment. The Government intends to tackle these problems in three ways.

2.3.11 First, as a consequence of recent but as yet unproclaimed legislation,
and proposed legislation, people in the SES will not have guaranteed tenure in
any particular position. They may expect to retain the salary levei they have
reached, providing their work continues to be at an acceptable standard. How-
ever, they will have to accept as normal transfer to other positions at the same
level, but not necessarily in the same. department, This is.in the interests of
both the Government, since it will result in a more systematic and thoughtful
matching of people and jobs, and of SES members themselves, since most can
expect a more varied work expetience and greater opportunity to broaden and
display their executive and professional skills.

2.3.12 Second, the Government intends that, in selecting a person to fill any
SES vacancy, more emphasis will normally be given to general management
and policy skills and less to experience relevant to specific duties. In other
words, a person’s ability to perform generally at the relevant pay level will be

48

Transfers

an important element in selection, rather than the emphasis being on pos-
session: of specialist knowledge gained from being in the area where the
vacancy exists. There are, of course, many jobs where specialised or pro-
fessional lgnowledgc is.important, There will be room for the general approach
tobe I.Y\Odlﬁed in cases where particular qualitics or specialised knowledge are
essential to the tasks to be undertaken or where selection of a person with par-
ticular qualities or specialised knowledge is necessary to provide a balanced
management team. Of course, even here, a candidate who could bring these
highly specialised skills in addition to generalist management and poticy skilis,
would be preferred to the narrow specialist.

2.3.13. Thfrd, the Government intends that the Public Service Board, in con-
sulta't{on with Department Heads, will develop and manage a vigorous staff
mobility program in the SES. The objectives.of the program will be to ensure
that senior sta!T are allocated in.accordance with Government priorities and
'thc need to maintain a high level of staff mobility between departments, taking
into account:

* the needs of departments for particular types of staff

¢ the requirements of career and replacement planning

® the staff development needs and priorities of individuals

¢ work performance, and

o the length of time each person has been in his or her current job,

2.3.14 T? support these arrangements, organisational and. institutional
f:hangcs will be necessary. A Senior Executive Staffing Unit will be established
in t.hc pfﬁce of the Public Service Board as a focus for the central co-
ordination of senior staffing matters. A committee of Department Heads will
be established to advise the Board on the full range of senior staffing issues, and
there will be consultations as necessary between the Chairman of the. Board
and the Prime Minister on government priorities and their implications for the
dcploymem of staff. A stafl appraisal system will be developed within
.gundelmcs determined by the Board; this will provide more comprehensi
information than is now available for decisions about staffing. Finally, equal
employment opportunity programs tailored to the special characteristics of the
SES will be given a high priority.

2.3.15 I the SES is to be developed as a coherent service, these arrangements
need to be backed by stronger Public Service Board powers over the promotion
and transfer of senior executives. At the same time, Department Heads must
retain the primary management role, and the Board will need to be meticulous
in consultations with them,

2.3.16 The legislation for the-transfer of staff between departments needs to
be amended. At present the Board has power to transfer a person temporarily
from one department to another, but substantive transfers are made by
Department Heads, subject to. Board approval, In the past it has been
necessary for the two. Department Heads to reach agreement before a transfer
could be made. Needless to say, the. losing Department Heads have been
reluctant on occasions to give up valued staff on transfer. A recent amendment:
to t.hc Pl!blic Scrvice Act, when proclaimed, will give the Board power to
arbitrate in cases where the Department Heads are unable to reach agreement.
However., the Government believes that, if the full benefits of a mobility
program in the SES are to be achieved, the Public Service Board needs stronger
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powers. The Government intends therefore to introduce legislation to give the
Board a clear power to transfer senior staffl from. one-department to another.
The power would be used where a person was selected in open competition as
the best officer to fill an:advertised vacancy, or to transfer a person as part of
the planned mobility program. In each case, the Board would be required first
to consult the ‘gaining’ and ‘Josing’ Department Heads and the person
concerned. As far as possible, it would try to reach agreement among all
parties, but agreement would not be essential for a transfer to go ahead. This
would occur only as a last resort, and when the Board had reached a
considered view that the transfer was in the interests of the Service asa whole.

2.3.17 At present, promotions are made by Department Heads. The Public
Service Board may be represented on selection committees, and in some cases
has an opportunity to help departments to build stronger fields by adding
names of people who. might be considered as candidates, The Board has a
reserve power—rarely exercised at senior levels—to cancel a provisional
promotion. All promotions are made on a provisional basis, and are subject to
appeal; they arc confirmed if no. appeals are lodged or if appeals are
unsuccessful.

2.3.18 It has been said already that, wherever practicable, promotions into or
within the SES should be made on an assessment of likely performance at a
level rather than of a specific set of duties and that, in general, more thorough
searches should be undertaken-before vacancies are filled. Promotion decisions
should not be taken in isolation, but rather in the context of Service-wide,
senior personnel management objectives.

2.3.19 The Government believes, therefore, that the Public Service Board
must play a more prominent role.in promotion decisions for senior positions.
Legisiation will be amended to give the Board power to approve all promotions
into and within the SES. The steps involved in making a promotion will be:

e When a vacancy occurs at any SES pay level in a department, the
Department Head will first consider whether the opportunity should be
taken to rotate any.staff already at that pay level.

« If this is not to be done, the position will be advertised. Suitably qualified
people from outside the Public Service will be able to apply. In some
cases, a th gh search for appli from outside will be made. The
Board will be given an opportunity to nominate, from its records, people
who might be added to the field after consultation with them,

The Department Head will convene-a selection panel, which will include
a representative of the Board.

o After idering the sel ittee’s report, the Department
Head will make a. recommendation to the Board. If it agrees that the
person is suitable, it will make the promotion, The Board could decline
to make the promotion if it idered that procedures followed had not
been appropriate,. the person ded was itable, a wider
search desirable, or if, in thei of the Service, an officer should be
transferred to the position. !

In providing these powers to the Board, the Government will underline its
intention that they should be used sensitively, both with respect to the interests
of individuals concerned and to the primary management role of Department
Heads. The Public Service Board would always use them in consultation with

50

pE oy

Temporary
i Pool

Department Heads. Only as a Iast resort, and in the. interests of the Service,
would these powers be used without the Department Head’s agreement.

2320 The Government believes that these arrangements strike the best
balance between the immediate management responsibilities of Department
Heads and careful attention to the longer term staffing needs of the SES as a
whole, Competition for positions in the SES will be much keener, it will be
based on more. comprehensive information, including that provided from the
stafl appraisal system, and it will involve close consultation between the Public
Service Board and Department Heads at all stages. At present, appeals may be
lodged against provisional promotions in the Second Division, and decisions on
these are made by the Public Service Board after it has had a report from a
promotions appeal committee. Given the degree of involvement now proposed
for the Board in promotions, such appeal arrangements would not be
appropriate. Indeed, given the care, thoroughness and objectivity of the new
system, and the collegial nature of the assessments made, the Government
agrees with the view of the Review of Commonwealth Administration that
appeals against promotions to or within the SES are no longer necessary.
Therefore, Board decisions on promotions will not be contestable on their
merits, although new special arrangements, described below, will be made for
the handling of personal grievances of SES members.

2.3.21 The Public Service Board will establish a central ‘temporary

Staff development

pool’ of people in the SES who are available for deployment to
short- term tasks anywhere in the Service. Officers will be eligible to apply to
enter the pool on transfer, or-could be nominated for transfer by the Board or
their Department Head. There might also. be some opportunities for
outstanding individuals from outside to enter the Service through appointment
to the pool. The Board will exercise a tight control over those entering the pool
and will aim to develop a balance of skills and experience relevant to the tasks
fikely to be identified by Department Heads. The pool will include people of
outstanding promise who would benefit from an accelerated development
program. It might be used as a means for making good use of some highly
specialised stafl whose services are in demand in a number of areas. It might
also be used to assist people whose careers. need to be re-oriented, or whose
performance is flagging, providing they could benefit from a limited periodina
temporary assignment program. The temporary assignments will include high
profile tasks like participation in reviews of policy or' t and task
force activities, and the provision of short-term assistance to departments
facing particular . probl The assj, will normally be of
12 to 18 months duration.

2.3.22 The reports of the Joint Committee of Public Accounts and the
Review of Commonwealth Administration both gave clear warning of the
need for greater cfforts to train and develop senior executives. The Public
Service Board has taken some significant initiatives in this area in 1983.
Improvements the. Government is seeking in staff mobility are, in part,
designed to.give senior exccutives broader skills and practical experience, and
thereby to contribute to their development.

2,323 Both the staff mobility and stafl development programs will be
designed to promote equal employment opportunity at senior levels,

2.324 The Interchange Program and the Executive Development Scheme
will continue, and the Board is looking for ways to improve their effectiveness.
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2325 New entrants to the SES will be expected to attend a special training
course that will seck to broaden their understanding in areas such as:

» the economy and Commonwealth expenditure

o efficiency in public administration

« the role of a senior executive as manager and as adviser to Government
» industrial relations and participative management

* equal employment opportunity, and

o management techniques and leadership skills.

2.3.26 Senior officers will be encouraged and assisted to u.ndertake further
formal training relevant to the needs of the SES, including postgraduate
studies and attendance at residential management courses.

2327 An expanded Senior Exccutive Fellowship Scheme will be
introduced: This will enable experienced senior officers to undertake overseas
visits, normally of up to three months duration, to participate in ‘state of the
art’ activities of broad concern to their departments and the Service, or to
undertake short courses of study af overseas institutions. The objective will be
to provide opportunities for these officers to update and extend their skillsand
knowledge and to develop new ideas and perspectives. The funds necessary to
meet the travel and any educational expenses will: be appropriated to the
Public Service Board.

2.3.28 Ncither the Government nor the community can afford to keep in key
positions senior exccutives who are not performing satisfactorily. At the same
time, the Government recognises that poor performance at senior executive
levels is generally a very sensitive matter, and:is often caused by circumstances
beyond a person’s direct control.. Improved selection and placement of SES
staff shoutd help to minimise the number of poor performers; nevertheless, an
effective mechanism is needed for dealing with those cases that arise.

2329 Where staff become surplus to the requirements of a department, the
SES' mobility programs. will make it easier to. relocate them, but here again
there needs to be an effective mechanism for dealing with people who cannot
be found suitable, continuing work at their existing salary level.

2.3.30 The procedures of the Commonwealth Employees (Redeployment
and Retirement) Act are bersome and time i anﬁ in some
respects are not well attuned.to the particular sensitivities and requirements at
senior levels. That Act will continue to apply to the SES inrespect of invalidity
or medical unfitness for work, but a new set of procedures will be introduced
for SES staff who are surplus to requircments or whose performance continues
to be unsatisfactory.

2331 Inbroad terms, the new measures involver

 an appraisal of all staff at least annually

o3 more systematic approach to counselling staff on their work
performance and career development

o the declaration of an SES officer as surplus to the requirements of a
department or as an unsatisfactory performer, by the Department Head

o the redeploy of a declared officer, if possible at the same salary Ie\{el,
by the Depariment Head (within.a department) or the Public Service
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Board (to another department), as appropriate; in the case of
unsatisfactory performers the objective of redeployment would be to
find more suitable work at the same level

© the transfer by the Board to a position at lower salary level of a declared
unsatisfactory performer whose work performance continues to be un-
satisfactory or of a declared surplus officer who, after a reasonable
;)critl)d‘, cannot be placed in a suitable position at his or her existing salary
evel

* anappropriate right of appeal against transfer to a lower level

o the retention of superannuation entitlements at the previous higher level,
updated in line with SES salary movements, for an officer transferred to
alowerlevel

* the retirement by the Public Service Board of a declared surplus officer
who the Board concludes cannot reasonably be placed at a lower level or
a declared unsatisfactory performer whose performance at a lower
salary level continues to be unsatisfactory

 an appropriate right of appeal against a decision by the Board to retire an
officer, and

o the determination by the Board of appropriate benefits on transfer to a
lower salary level or compulsory retirement from the Service; these
benefits not to be less generous than those set out in the relevant deter-
minations of the Public Service Arbitrator (currently Determination 509
of 1977).

2.3.32 Department Heads and the Public Service Board will only be able to
take a more active part in the placement and development of senior staff if re-
liable information about their performance, qualifications, experience and
abilities is available. Therefore, in line with recommendations of the Review of
Commonwealth Administration and the report of the Joint Committee of Pub-
lic Accounts, departments will be required to develop and introduce staff ap-
praisal schemes.in accordance with general guidelines issued by the Board. Ap-
praisal will be of the individual’s performance against objectives or criteria.
determined in advance. The guidelines will provide for protection of the rights
of individuals (including a right to comment on appraisals and rigorous control
over access to them) and will try to ensure that there is sufficient uniformity to
facilitate a Service-wide approach..

2.3.33 Itisintended that the appraisal system would cover all staff in the SES
and, on a voluntary basis, those-ranks immediately below the SES. The infor-
mation would be used for staff placement and counselling, and the planning of
staff development, It. would. include in each. case a statement of the career
interests and staff development priorities of the person concerned.

2.3.34 Implementation of these proposals, and continued co-ordination of
the selection, development and placement of senior executives, will add signifi-
cantly to the work of the Public Service Board. As has been mentioned, a
Senior Executive Staffing Unit will be established in the Board's Office to
provide a focus for these new activities. This Unit will:.

® keep a central record of the qualifications, skills and experience of all
SES staff and, on a.voluntary basis, those.in the immediate feeder levels

» co-ordinate implementation of a suitable-appraisal scheme for SES staff

* develop programs of staff development and mobility designed to promote
equal employment opportunity at senior levels, to see that there is a
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2325 New entrants to the SES will be expected to attend a special training,
course that will seek to broaden their understanding in areas such as:

« the cconomy and Commonwealth expenditure
o efficiency in public administration
» the role of a senior executive as manager and as adviser to Government
« industrial relations and participative management
o equal employment opportunity, and
« management techniques and leadership skills.
2.3.26 Senior officers will' be encouraged and assisted to undertake further

formal training relevant to the needs of the SES, including postgraduate
studies-and attend at residential courses.

2.3.27 An expanded Scnior Exccutive Fellowship Scheme will be
introduced. This will enable expericnced senior officers to undertake overseas
visits, normally of up to threc months duration, to participate in ‘statc of the
art” activities of broad concern to their departments and the Service, or to
undertake short courses of study af overseas institutions. The objective will be
to provide opportunities for these officers to update and extend their skillsand
knowledge and to develop new ideas and perspectives. The funds necessary to
meet the travel and any educational expenses will be appropriated to the
Public Service Board.

2.3.28 Neither the Government nor the community can afford to keep in key
positions senior exccutives who are not performing satisfactorily. At the same
time, the Government recognises that poor performance at senior executive
levels is generally a-very sensitive matter, andiis often caused by circumstances
beyond a person’s direct control. Improved selection and placement of SES
staff should help to minimise the number of poor, performers; nevertheless, an
effective mechanism is needed for dealing with those cases that arise.

2:329 Where staff become surplus to the requirements of a department, the
SES mobility programs will make it easier to relocate them, but here again
there needs to be an effective mechanism for dealing with people who cannot
be found suitable, continuing work at their existing salary level.

2.3.30 The procedures of the Commonwealth Employees (Redcp!oyment
and Retirement) Act are t and time ing, and in some
respects are not.well attuned to the particular sensitivities and requirements at
senior levels, That: Act will continue to apply to the SES in respect of invalidity
or medical unfitness for work, but a new set of procedures will be introduced
for SES staff who are surplus to requirements or whose performance continues.
to be unsatisfactory.

2.3.31 Inbroad terms, the new measures involve:
e an appraisal of all staff at least annually

ea morc systematic approach to counselling staff on their work
performance and career development

o the declaration of an SES officer as surplus to the requirements of a
department or as an unsatisfactory performer, by the Department Head

o the redeployment of a declared officer, if possible at the same sa}ary lev'el,
by the Department Head (within. a department) or the Public Service
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Board (to another department), as appropriate; in the case of
unsatisfactory performers the objective of redeployment would be to
find more suitable work at the same level

¢ the transfer by the Board to a position at lower salary level of a declared
unsatisfactory performer whose work performance continues to be un-
satisfactory or of a declared surplus officer who, after a reasonable
Feri;}d, cannot be placed in a suitable. position at his or her existing salary
eve

* anappropriate right of appeal against transfer to a lower level

* the retention of superannuation entitlements at the previous higher level,
updated in line with SES salary movements, for an officer transferred to
alower level

o the retirement by the Public Service Board of a declared surplus officer
who the Board concludes cannot reasonably be placed at a lower leve] or
a declared unsatisfactory performer whose performance at a lower
salary level continues to be unsatisfactory

* an appropriate right of appeal against a decision by the Board to retire an
officer, and

 the determination by the Board of appropriate. benefits on transfer toa
lower salary level or compulsory retirement from the Service; these
benefits not.to be less generous than those set out in the relevant deter-
minations of the Public Service Arbitrator (currently Determination 509
of 1977).
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take a more active part in the placement and-development of senior staff if re-
fiable information about their performance, qualifications, experience and
abilities is available. Therefore, in line with recommendations of the Review of
Commonwealth Administration and the report of the Joint Committee of Pub-
lic Accounts, departments will be required to develop and introduce staff ap-
praisal schemes in accordance with general guidelines issued by the Board. Ap-
praisal will be of the individual’s performance against objectives or criteria
determined in advance. The guidelines will provide for protection of the rights
of individuals (including a right to comment on appraisals and rigorous control
over access to them) and will try to ensure that there is sufficient uniformity to
facilitate a Service-wide approach..

2,333 Itisintended that the appraisal'system would cover all staff in the SES
and, on & voluntary basis, those ranks immediately below the SES. The infor-
mation would be used for staff placement-and counselling, and the planning of
staff development. Jt would include in each case a statement of the career
i and staff d priorities of the person concerned.

23,34 Implementation of these proposals, and continued co-ordination of
the selection, development and'placement of sénior executives, will add signifi-
cantly to the work of the Public Service Board. As has been mentioned, a
Senior Executive Staffing Unit will be established in the Board’s Office to
provide a focus for these new activities. This Unit will:
o keep a central record of the qualifications, skills and experience of all
SES staff and, on 2 voluntary basis, those.in the immediate feeder levels

¢ co-ordinate impl ion of a suitable appraisal scheme for SES staff

¢ develop programs of staff develop and mobility designed to promote
cqual employment opportunity at senior levels, to see that there is a
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sufficient supply of high calibre people to meet the needs of the Service
as a whole, and to ensure that people are placed. where they are most
needed

» participate, or be represented, in all staff selections to ensure that the
highest standards are maintained

* maintain a pool-of staff who can be assigned to short-term tasks for staff
development purposes or to meet urgent needs, and

 advise on the redeployment or retirement of SES staff whose perform-
ance continues to be unsatisfactory.

2.3.35 The work of the Board and its Senior Executive Staffing Unit will be
assisted by a representative committee of Department Heads, who will advise
the Board on the full range of senior staffing matters. In addition, from time to
time there will be consultations between the Board and the Prime Minister to
ensure that the Board is kept informed' of any government priorities with
respect to the development and deployment of senior staff resources.

2.3.36 The Government recognises that there are often particular sensitivi-
ties in the handling of grievances concerning senior stafl and that such people
are often reluctant to resort to the normal avenues of appeal or complaint. It is
proposed that a non-statutory position of Senior Executive Adviser be estab-
lished in the Public Service Board's Office. The Senior Executive Adviser will
be able to examine any complaint on personnel matters in the SES, including
staff appraisal, promotion and staff placement decisions and other issues, in-
cluding working relations with a Department Head. The Senior Executive
Adviser will not have power. to overturn decisions, but will seek to resolve
disputes through-investigation, mediation and counselling. Except in relation
to promotion appeals, normal gri will continue to be available.

2,3.37 Department Heads need as much flexibility as possible to change their
top level organisation and the allocation of tasks to senior mianagers to keep
their departments responsive to changes in work requirements. This flexibility
will be ensiired by giving Department Heads the power to create, abolish and
determine the duties of positions, There will still be a need for. some central
controls over the use by departments of senior staff, since they are a scarce re-
source and changes in the numbers and levels of positions often reflect major
policy or program decisions. These controls will take the form of limits on the
numbsrs of staff that may be employed. in each department at the various
salary levels of. the SES. These limits will be set as part of the human resource
budget and be administered by the Department of Finance. The numbers and
profile limits (that is, the propartion of staff allowed at a series of salary levels)
will normally be reviewed during the budget cycle along with profiles for the
department as a whole, and hence will be directly subject to judgements by
Ministers on the basis of priorities. However, provision will be made so that the
Department of Finance may consult the Board about:
« thedifficulty and responsibility of individual jobs
» any need to adjust profiles to-allow staff to be moved between depart-
ments (for example, when there is no current vacancy at the pay level of
a person’s rank), and
o within appropriate limits, the recognition of an outstanding contribution
a personis making to his or her currentjob (in such cases, of course, the
pay level for the job would be reviewed once the person moves on).
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The l}oard may take the initiative, where necessary outside' the Budget con-
text, lf!h': bers, profile or fi ial controls admini: d by the Depart-
ment of Finance are relevant to any SES issue the Board wishes {0 pursue.

2.3.38 Within the financial and approved staff’ profile limits, Department
Heads will be free to abolish or create positions or to redefine the duties of pos-
itions, as needed, without reference (o the Board or to the Department of
Finance. Department Heads will be able to transfer a person in the SES into
any other position in their departments at the same salary level.

2.4.1 There is a strong tradition in Australia that Ministers should not be
involved.in the recruitment, promotion, transfer or dismissal of career public
servants, This tradition has been sufficiently powerful for it to affect even the
employment of personal support staff by Ministers and other Parliament-
arians, These staff are formally employed by the Department of the Special
Minister of State, as temporary employees under the Public Service Act, even
though Ministers and Parliamentarians make the effective decisions about who
will be hired and fired.

2.4.2 The tradition was developed through the great administrative reform
movements of the 19th century in response to the widespread political patron-
age, nepotism and institutionalised bribery then involved in the filling of senior
administrative posts.

2.4.3 The career service, staffed by officers selected on merit with an ethic of
impartial service to the Government of the day, is a model which, in the
Government’s view, has served Australia well and will continue to do so. The
nature of government, and the administration supporting it, however, has
changed vastly in the last century. The machinery of government is much more
complex. For Ministers, the interactions with and expectations of the elector-
ate.are more demanding and diverse. The departments of state have become
large and powerful institutions in their own right. Ministers have had to place
increasing reliance on the advice and support of their senior career officials. In
general, these career officials strive to provide this support and advice within
the framework of their understanding of a government’s fundamental
objectives—but the very need to provide advice on this basis to successive Min-
isters who might have quite different objectives tends to ensure that senior of~
ficials are either skilled but. dispassionate individuals with ‘centrist” views or,
less usually, dedicated to advancing, often with some doggedness, policies they
believe to be technically correct, and thus in some sense above politics, These
characteristics of individual senior advisers interact with the institutional ethos
of their departments, which is normally built around their dominant role, pro-
fessional background or principal clientel

244 There appears to be a general agreement among political parties, and
among those who have reviewed the Service in recent times, that the balance
of power and influence has tipped too far in favour of permanent rather than
elected office holders.

24.5 The Repost in September 1983 of the Liberal Party Committee of Re-

view said that “... the task of any incoming government in giving direction to

the modern public service; and remaining through its term of office in effective

&o}it.ical control of the public service, has placed almost impossible burdens on,
inisters’.
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2.4.6 In *Labor and Quality of Government’ the Australian Labor Party said
...that greater opportunity must be provided for appointment of officers with

spccml expcrllse, either on'secondment or contract, to create a more open and’

responswe service’, .

247 The Review of Cc wealth Administration also pointed to the
difficuities that the pressures of electorate and other demands placed on the
appropnatc participation of Ministers in the administration, of their depart-
ments’,

24.8 The Royal Commission on Australian Government Administration
concluded that “The present characteristics of the “career service™ enable the
administration to function to some degree as a self contained group exercising
significant power generally in the interests of the status quo but without effec-
tively being accountable for its exercise”,

?.4.9 )h{hxle there is 2 common concern about the need to redress the balance
in administration in the direction of enhanced political controf, there has not
been the same unanimity of view on the best techniques to achieve this:

» The Liberal Party Committee of Review proposed ‘an Office of Strategic
Priorities appointed from outside the Public Service: from the Govern-
ment’s own political staff”. It suggested’ substanually increased support
from personally appomted staff” and that ‘in general Ministets in filling
their senior staff positions, should appoint political staff of demonstrated
capacity, rather than apolitical stafl".

o The document ‘Labor and Quality of Government’ saw a need for a
Special Division of the Public Service consisting of Department Head
positions and up to 5 per cent of positions in the Second Division, with
the appomtmems to this -Division being made by Cabinet on the

dation of Mini:

. The Review of Commonwealth Administration argued for increased
‘political’ assistance to Ministers by parhamentary colleagues, special
advisers in ministerial private offices, and some revisions. of parliamen-
tary sittings.

The Royal Commission on Australian Government Administration said
that ‘the grading of ministerial private secretaries should be made suf-
ficiently wide to allow the employment of persons. capable of research:
and advisory functions’. The Commission went. on to say that where a
Minister wishes to have advisers at senior levels, even if appointed for a
limited tesm, they ‘should be integrated with the staff of the depan—
ment’. On the same theme, the Commission said ‘In cases where there is
a special need for * polmcal input it may be accommodated. through
task forces ... (or) ... it may be desirable to appoint a person with special
expertise as a consultant to either a department or a Minister or both’
and ‘In-cases where the minister wishes to engage a person or persons.to
makeinquiry ona spcclﬁc subjecl requiring special experience or expert-
ise, his needs may in some instances be better served: if the person is
engaged through the department asa Itant or 3
This procedure would seem to be particularly appropnatc wherc 1he
task is well defined and the adviser would not be expected to be “on call”
in the Minister’s office. It would also'be advantageous where the adviser
would, by the nature of his assignment, find it necessary to work within
the department and in collaboration with departmental officers”,
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Ministerial

The common thread to these. proposals is that ministerial—that is
democratic—control will be bolstered only if larger numbers of politically
committed people can have a closc involvement in the development and im-
plementation of policy.

24,10 Each of these feports, however, has also stressed the importance of re-
taining at the core of public.administration an-efficient, impartial career ser-
vice, The Government endorses that and accordingly intends to introduce re-

-forms that, while they will provide assistance to Ministers, will not involve

Ministers in making appointments and promotions within the career service.

24.11 The Govemment believes that simply to have large numbers of politi-

cally. app ployees answering directly to Ministers is likely to increase
rather than reduce ministerial overload, erect barriers in the relationship be-
twccn the Mxmstcr and a depariment and, over time, run the risk of producing
dupli political b acy. Hi , the Government is determined
tha! Mlmstcrs should have an enhanced lcvel of assistance on key projects
from able pecople who sharc llS values and objecuves or who can bring to
1 1 d skills. Accordingly,

Government relevant ised or
the Government proposes to introduce arrangements whereby Ministers will
be able to engage a limited number of consultants for work on nominated proj-
ects or reviews within the Minister’s responsibilities, or on duties agreed be-
tween the Minister and the Department Head and under the Department
Head's supervision and direction.

2.4.12 The Government is keenly aware of the need to avmd any actions that

may in reality or ‘appearance comp the indep of the appoint-
ment and promotion processes in the Public Service. Therefore, Ministers will
continue to be excluded from these pr and the independence of the

Public Service Board and Dcpartmcm Heads in making these decisions. will
not be affected.

2.4.13 On the other hand, the Government has been advxsed that the simple
use of contract arr toengage mini ial cc (a practice pur~
sued'by the previous Government) raises some legal.concerns. This is because
courts, the Auditor-General or parliamentary committees might have. clas-
sified the contracts on which these specialists. were engaged as contracts of em-
ployment rather than for the provision of specific services. Ministers, and for
that matter Department Heads, have never had a formal legal power to enter
such contracts —the Public Service Act providing the only general employ-
ment power. The Government believes, however, that the use of the existing
provisions of the Public Service Act by or on behalf of Ministers for these pur-
poses could be seen as politicisation of the career service. Accordingly, it be-
lieves it more appropriate that Ministers should have a power to engage
consultants under a new Act unrelated to the appointment and promotion pro-
visions of the Public Service Act. More specifically, the new arrangements will
have the following distinguishing features:

« Cabinet will approve all engagements on areport from a Minister that in
cach. case will be accompanied by a report from a merit panel whose
composition has been approved by the Prime Minister, and which would
include a nominge of the Department Head where the consultant is to
work under the Department Head’s supervision and direction
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s consul will be engaged for periods of up 1o three years, but the
engagements will be able to be terminated at any time by the Minister,
with appropriate separation benefits in each case

¢ the ber of 1 so engaged will be strictly limited and they will
not be included as part of the stafl budget of a department—that is, they
will be a net addition: to the senior available to the Mini
and for Department Head

# the terms and conditions of for the consul will. be
determined by the Public Service Board, while the number Ministers will
be allowed will be decided by the Prime Minister, and

e the consultants, if not already bers of the C wealth
Superannuation Scheme, will be offered the choice. of entering the
Scheme or being covered by an endowment superannuation policy
which would provide benefits on completion or termination.

2414 The strict separation betwecn the appointment and promotion
procedures used by the Public Service Board and Department Heads and the
powers of a Minister to engage consultants aims at ensuring that the former
cannot have its independence threatened or politicised by the latter, Nor will
the rights and legitimate expectations of career officials be prejudiced. At the
same time, the opportunity will be provided for a small number of ministerially
selected consultants to work on projects and in departments with career

officials in the formulation and ion of government policies.

24.15  As in so much of government administration the proper working of
these new arrangements will depend to a large extent on the ability of
Ministers and Department Heads to come to sensible and orderly agreements
in each case. The Government is confident that they can lead to a more
constructive and.understanding relationship between Ministers and the Public
Service. The scheme is flexible; it avoids the potential for divisiveness inherent
in any great expansion of personal advisers working in Ministers’ offices and it.
does not affect in any way the normal appointment and promotion processes in
the Public Service. The scope it provides for combining the analytical talents.
and experience of carcer public servants with the special skills, commitment
and-creative imagination of good outsiders, must strengthen.the Government’s
policy development capability. The legislative provisions envisaged would also
be directly appropriate to appointment of ministerially selected staff as
envisaged by the Liberal Party Committee of Review.

24.16 The Government intends to provide in the new Act a power for
Ministers and other Members of Parliament to employ theit office and
clectorate staff. The terms and conditions of employment for these staff will be
the same as those applying in the Public Service, unless determined otherwise
by the Prime Minister, and the total number of staff and their allocation
among Mini and other Members will also be determined by the Prime
Minister.. The tenure of these personal staff will be at the discretion of the
Minister or Member, but will otherwise be related to the period for which the
Minister or Member holds the office from which the appointment derives.
Career public servants will continue to be cligible for these positions. Staff
appointed by Ministers and other Parliamentarians from the Public Service
will be able to continue to apply for positions in the career Public Service
without, subject to the agreement of the department in which the position is
located, being constrained to take them up. They will be regarded as being on
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leave without pay and when they wish to return they will be re-integrated at
the level they have been able to achieve by virtue of their right to continue to
compete for promotion. These arrangements are set out in ‘tier one’ of Part IV
of the Public' Service Act and currently apply to staff moving to statutory
authorities.

251 R fon for Department Heads and senior staff’ in the Public

Department Heads
and Senior
Executive'Service
staff

Compression of
senior salaries

Private sector
comparisons

Private sector
fringe benefits

Service always raises difficult issues.

2.5.2 There are often strong views in the community about what senior
public officials should be paid. Remuneration levels for these top officials are a
matter of public record, unlike those of their counterparts in the private sector.
There is an expectation that, when there is a need for restraint and moderation
in wage demands, those receiving top salaries should set a good example.
However, this.normally means that public sector top salarics are constrained
much more than those in the private sector.

2.5.3 Compared with the private sector there is a significant compression in
real rewards'in the senior levels of the Service. This has obvious implications
for the willingness of those already in the career service to expose themselves
to the more arduous and demanding life of the senior public service. It is
particularly relevant in the context of reform proposals providing for closer
and more regular assessment of senior public servants’ performance, more
practical methods for dealing with poor performers, and reduced autonomy in
career choice.

2,54 In the last ten years there has been a considerable erosion in senior
public service remuneration compared with that in the private sector. The
Commonwealth has never pretended that it could or should offer senior career
civil servants remuneration packages at levels directly comparable with those
provided at. senior levels in the private.sector. However, the extent to which
the-differentials in favour of the. private sector have-increased, particularly in
post-tax income, will act as a significant constraint on the Government’s.
objective of building the quality of the senior levels of the Service by selective
outside recruitment. In current circumstances, it is extremely difficult to
recruit people of quality from the private sector to senior jobs in the Public
Service, especially when a shift to Canberra is involved. Not surprisingly, in
recent years, private firms have. had little difficulty in recruiting senior public
servants. Put simply, to a significant extent, the community gets the public
service it is prepared to pay for.

2.5.5 It is particularly apparent from the surveys of private management
consultants that there has also been a major increase in the incidence of fringe
benefits.in senior private sector employment. The Board has estimated, from
this survey information, based on a comparison of benchmark positions, that
even when superannuation is taken into account on the Public Service side
alone—and at senior executive levels it is not clear that public sector
superannuation is superior to that provided by private employers—there is still
a very significant remuneration gap between comparable levels in the Public
Service and the private sector. This gap is wider the higher the level of position
considered, particularly if the tax liability implications of private sector
remuneration packages are taken into account.

2.5.6 Remuneration issues will have some bearing on the success of the
general reform measures. the Government intends to introduce in the senior
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levels of the Public Service. The Public Service Board has. been asked to
consider further some allowances and conditions of service so that they can be
taken up as consultations on the general reforms progress. In looking at these
issues, the Government will, of course, have to give proper weight to its
taxation policies and its support for the Conciliation and. Arbitration
Commission’s Principles of Wage Determination.

2.5.7 The Government intends to amend the Remuneration Tribunals Act to
allow that. Tribunal to consider the salfaries of Department Heads and
statutory office holders. separately from. other groups within its jusisdiction,
This was recommended by the Royal Commission on Australian Government
Administration. It will allow the salaries of these senior officials' to be
considered at an appropriate time in an atmosphere less affected by issues
relevant to the salaries of Members of Parliament.
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3. Resource allocation and priorities

Strategy review

3.1.1  Manag is the process of setting objectives, organising resources to
attain them and evaluating the results for the purposes of determining future
action. The proposals outlined here aim at improving Government’s manage-
ment capacity by:
® providing it with improved opportunities for considering longer term
goals
¢ streamlining the central system for or
sources t0 accc date greater
ment flexibility

® requiring Department Heads to develop management improvement
plans,and

« introducing a mechanism to ensure that programs are reviewed regularly
in the most appropriate way.

human and fi ial re-
ial involvement and manage-

3.2.1 Ministerial overload has been a persistent theme of recent reviews of
government administration in Australia and overseas. One of the consequences
of overload for Ministers, individually and collectively, is the lack of oppor-
tunity to form a clear picture of the nation’s performance across a broad front
and hence of the large issues and critical choices likely to be facing them. Min-
isters will never have the time to focus on these strategic considerations unless
it is deliberately provided for in the Cabinet timetable.

3.2.2  Accordingly, the Government proposes to institute a regular, at least
annual, meeting of Ministers to allow a collegiate examination of national
prospects and Government priorities and operations away from the immediate
pressures and distractions of office, without the participation of officials and
other advisers, and preferably away from Canberra. Governments in a number
of other countries have used techniques like this; for example, the annual
Canadian Cabinet ‘retreat’, the British Cabinet’s weekends at Chequers and
the use in the United States of the Camp David facility for strategy meetings of
Cabinet. A ministerial strategy conference would be designed to allow the
Ministry as a whole to lidate a picture of achi against platform,
to identify major existing or forecast problem areas and to analyse how the
Government might overcome these problems. In particular, it will focus atten-
tion on the relevance of the Government's overall programs to such issues, and
it will enable non-Cabinet Ministers to participate in structured discussions
with their colleagues on the central national issues. If necessary, the meeting
will point the way for new paths, and. may result in the commissioning of’
program reviews.

3.23 To assist Ministers in their discussions, papers will be prepared
highlighting major issues and options. There is, of course, already a wide range
of advice available to the Government from a variety of sources and through
forma! and informal channels. The Government sees no need to add to these at
this stage by the formation of any new bureaucratic structures. Accordingly,
the Department of the Prime Minister and Cabinet will co-ordinate con-
tributions from Commonwealth agencies. But it would be expected that papers
could also be provided direct to the strategy conference by Caucus committees
and the Party Sccretariat.
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3.24 The meeting will be scheduled toward the end of each calendar year or
carly in the following New Year, and will be a useful forum for developing
broad priorities and initial dircctions for the subsequent budget processes.

3.2.5 Specific provision for Ministry consideration of broad strategy and
priorities is unusual in government in Australia. It is intended therefore that
the usefulness of the mechanism now proposed be monitored closely and
changes and adaptations be made as needs suggest.

3.3.1 Under previous Governments, ceilings have been employed to control
the numbers of staff in the Public Service and certain other areas of Common-
wealth employment. Decisions on staff ceilings have been taken by the Prime
Minister on reports provided by the Public Service Board. In the Public Ser-
vice, the number of positions (as distinct from the number of stafl) has been
controlled by the establishment provisions of the Public Service Act; here, de-
cisions have been taken by the Governor-General on recommendations from
the Public Service Board after reports from Department Heads.

3.3.2 The staff ceilings system was highly centralised and imposed at times
quite arbitrary limits on the size of the Service and on individual departments
and agencies. Not all Ministers and departments were necessarily or usually in-
volved in the final negotiation and determination of ceiling limits.

3.3.3 The Government believes that there should be 2 much closer involve-
ment of Ministers in decisions about the level, mix and distribution of re-
sources. It believes that this will happen in.a more coherent way if there is a
greater degree of integration of decisons on financial and personnel resources.
The Government wants to maintain a reasonable level of central control and
oversight of resources while increasing the flexibility, responsibility and ac-
countability of departmental managers.

3.3. 4 Under interim arrangements adopted by the Government staff

ions are taken mini mu,,wnhm idelines established by the
Expenditure Review Committee of Cabinet, in a way which allows more con-
sultation with Ministers and departments. The Government now wishes to
move further to integrate staffing and other resource negotiations in the nor-
mal estimates and new policy proposals processes of the Budget and, at the
same time, to provide departments with a greater degree of flexibility in the use
of their staff resources. The Government intends that:

* Department Heads will create, abolish,.and determine the duties of pos-
itions. This-will enable them to adjust staff levels to meet program needs,
providing they remain within financial, total staff number and pro-
portion. by salary level, that is, profile limits, to be administered by the
Department of Finance,

. Thc Department of Finance will be responsible for advising on and

ing staff and profile controls so that they may be
ed and admini d along with the associated budget allo-

.

cations.

* The Public Service Board will be responsible for the design of classifica-
tion structures for occupationa) groups and for the determination of re-
lated pay rates. The Board will continue to prepare classification stan-
dards, develop p dures and' guideli audit departments’
classification decisions on a selective basis and, if necessary, reclassify
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positions, The Board will have a power also to reclassify positions across
the Service as a result of general reviews of occupational categories or
classification standards,

3.3.5 Departments will submit their bids for staff numbers, profile by salary
level, and the associated funding for continuing programs and new activities,
along with their program and administrative bids, to the Department of
Finance. Staff bids will need to be justified by reference to program activities,
indicators of workload, productivity and compliance with thie Board’s classifi-
cation guldelmes Departments will be expected.to consult staff organisations
regularly in relation to staff numbers. In discussions between the Department
of Finance and departments, and subsequently among Ministers, the aim will
be, wherever practical, to link program, financial and staffing issues. It is only
by doing this that the arbitrary nature of the previous ceiling systems, under
which staff. numbers were sometimes reduced without regard to the reduction
of functions or. new programs. introduced without consideration of their
staffing implications,.can be eliminated, The resulting decisions, however, will
be aggregated to the maximum extent for each department to emphasise the
broadest numbers and profile controls consi with an ble risk of
budget over-run and future budget lock-in. This progressive aggregation of
staffing decisions taken as the budget is compiled will enable the Expenditure
Review Committee, and subsequently Cabinet, 1o maintain an overview of the
impact of their decisions on staff numbers and profiles for departments, groups
of- departments, and the Service asa whole.

3.3.6 It is notintended that the Budget should be the means through which
classification standards will be protected. This will be the responsibility of the
Public Service Board, with the emphasis progressively being placed on guid-
ance to departments, agreement on procedures and audit of decisions, rather
than on establishment profiles or approval of departmental decisions on indi-
vidual positions. The Department of Finance will, nevertheless, have the ex-
pertise: to. analyse departments’ bids for staff numbers and salary profiles
against the Board’s classification policies. The Department will be able to call
on the Board for advice if this appears necessary. The advice sought would re-
late to classification, or, if relevant, recruitment, placement, development and
personal reward issues, (It will not be necessary for Department Heads to ap-
proach the Public Service Board on questions of stafl numbers and profiles.)
Similarly, and particularly in relation to the Senior Executive Service, the Pub-
lic Service Board may take the initiative (if necessary outside the budget pro-
cess) to raise these matters with the Department of Finance if the numbers,
profile or fi 1 controls administered by that Department are relevant to
any SES issue the Board wishes to pursue. Apart from its audit responsibilities
and its consequent power to reclassify positions, the Board will not be involved
in decisions on the classification of individual positions.

34.1 For Department Heads, greater management flexibility will bring with
it a need for greater responsibility and accountability. While the Department
of Finance can be expected to test bids for resources vigorously and the Board
will conduct audits of departments’ classification decisions, there is a need for
more positive action to ensure better management performance.

3.4.2 There will be an increased emphasis on the Public: Service Board’s
general responsibility to provide mobility programs, training courses and
educational opportunities to improve management skills in the Service.
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3.4.3 Action has been taken to develop the Review of Commonwealth
Administration recommendation for a financial management improvement
program: The Public Service Board and the Department of Finance have been
working for some months to-plan. how such a program can best be introduced
into departments and authorities. That planning includes identifying, how'
senior ives can rees using modern techniques and systems
and with a heightened awareness of the financial, budgetary and economic im--
plications relevant to their activities. Managers will co-ordinate resource
plans, estimates and budgets.in line with overall departmental and Service-
wide policies. The program will assist with other changes to budget develop-
ment and presentation which require greater attention by managers to the use
of their resources.

3.4.4 The functional presentation of Budget information and the publication
of the forward estimates are changes that have been made. The impending de-
velopment of program budgets is a further step in a process that will show how
reseurces are used to achicve identifiable ends and thus allow the assessment of
management performance.

3.4.5 Greater ministerial involvement in decisions on resource allocation
should be seen as an element of increased ministerial responsibility for depart-
mental operations. Ministers will need to be informed on how these decisions
are followed through. The Review of Commonwealth Administration
proposed that Department Heads should each year prepare a management im-
provement plan for consideration by. the Minister, The Review also recom-
mended that the Public Service Board consult annually with cach Minister and
department on these matters. The Government intends to implement these
recommendations but notes that management improvement plans, rather than
necessarily being bulky ‘corporate plans’ covering all aspects of each depart-
ment’s activities, might better focuson a few strategic issues.

34,6 The management improvement plans and the proposed integration of
staffing and financial decisions would complement an increased emphasis in
the budget system on program budgeting. In turn, the establishment of data
bases for program budgeting would assist in' program control, resource
productivity assessment, priority setting and management reporting. Any
introduction of program budgeting and the systematic reporting by
departments to their Minister will, of course, be properly co-ordinated.

3.5.1 It is a continuing responsibility of departmental managers to monitor
and assess the effectiveness of programs. Departments and Ministers are
assisted by an array of program review mechanisms, each appropriate for
different purposes and differing with respect to their emphasis on policy,
administration and expenditure reduction. Budget reviews and examination of
new program proposals by the Expenditure Review Committee of Cabinet will
continue to be the most important way in which programs are assessed and:
expenditure prioritics established. External inquiries, joint management
reviews and efficiency audits will also continue to be carried out. The measures
outlined below will strengthen Ministers® role in reviews and bring more order
to their programming;

3.5.2. A particular innovation has been the usc of the Expenditure Review
Committee to conduct comprehensive assessments. of the cffectiveness of
continuing programs outside the budget context. This enables Ministers to
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focus on what may be large or complex issues without the immediate timetable
pressures of the budget period. These reviews will concentrate on finding the
most effective ways of meeting the Government’s under]ymg objcclwes Care
will be taken to see that the rcsponsd)le Minister is deeply mvolved in and
committed to the review. The Jomt 2 d by the
Public Service Board, in conjunction with departments, will continue to
provide opportunities for upgrading the management of departments and the
management and efficiency of programs. The Government is looking at the
needs of the Auditor-General's Office for its program of audits that seek to
analyse the efficiency with which government policies are implemented.

3.5.3 It is the Government’s intention that these review mechanisins should
be actively used, that programs and activities should be subject to regular
assessment and that program managers should plan accordingly.

3.54 To see that these reviews are co-ordinated and to suppl the
Expenditure Review Committee’s effectiveness review procedures, the
Government intends to require that any review requiring Cabinet
endorsement for its establishment and/or additional staff or funds must be
referred to the Department of the Prime Minister and Cabinet so that it can:
« advise Ministers, departments and authorities on the most appropriate
form of review
* comment on the proposed terms of reference and the scope of reviews
 assist, in consultation with the Public Service Board’s Senior Executive
Staffing Unit, in identifying expertise to lead or participate in review
teams (the proposed SES Temporary Assignment Pool could provide
high quality staff to assist departments in internal reviews), and
. regularly report 1o Cabmet on current reviews, progress made,
ion, of fi , impending reviews and suggested areas for
i new reviews.
Departments and authorities would be encouraged, of course, to seek the
advice of the Department of the Prime Minister and Cabinet even where
additional resources were not required.

355 1In the Government’s view, all of these initiatives will contribute to a
more purposeful and efficient administration. They will remove the arbitrary
and ad hoc nature of previous methods of controlling staff’ resources, better
organise the processes of review and foster a greater ministerial involvement in
the development, management and evaluation of the Government’s programs.
They do not require, however, the establishment of any large new bureaucratic
structures and can be readily modified in the light of experience. The
Government is determined that strategy review and resource allocation
processes should reduce the burden on Ministers and simplify their tasks. If the
approaches do not achieve this the Government will move quickly to adjust
them to see that they produce the results that are desired.
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Merit principles

4. Personnel policies, grievances and
appeals

4.1.1 The Government. is committed to a Public Service which, with full
regard for the public interest and the effective conduct of public business, is
managed in a way that:

® precludes discrimination on the grounds. of political affiliation, race,
cthnic origin, religion, sex, marital status, age, disability or sexual
preference
® recognises the privacy and other legal rights of individuals
© promotes equality of employment opportunity, and
* recognises the right of staff’ to participate, including through registered
staff organisations, in decisions which affect them at work.
This will not, of course, prevent justified and reasonable distinctions being
made where necessary, for example, the minimum age requirement for the
recruitment of Air Traffic Controllers required under International Civil

Aviation Organisation regulations, or as part of equal opportunity action for
disadvantaged groups.

4.1.2  To provide a set of standards against which personnel policies and prac-
tices can be measured and to provide a greater awareness of these standards
the Government intends that they. should be included in a declaratory state-
ment in the Public Service Act,

4.1.3 The Government’s plans for improving personne! management in the
Public Service focus principally on three areas:

 a clear statement of the merit principles by which people are selected for:
entry to the Public Service or. for advancement within it, and the pro-
vision of a more independent system for protecting the rights of individ-
uals and groups'

* equality of employment opportunity that gives all Australian citizens the
chance to compete equally, on merit, for entry to the Public Service and
assists: those within it to compete. equally, on merit, for advancement,
and

more participative forms of management and organisation of work to
improve both the quality of decisions and the job satisfaction of staff.

The Government also intends to introduce permanent part-time work in the
Public Service.

4.2.1 The Public Service Act does not define the merit principles governing
the recruitment, ad and. pi of staff, although it does make
clear that entry to the Public Service is to be by open competition and that pro-
motion is to be on the basis of relative efficiency. A clear statement. of merit
principles will be included in the Public Service Act as a basis for developing
and administering personnel policies. These principles are:

* recruitment will be open to all Australian citizens

® selection and advancement will be on the basis of relative efficiency
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« there will be, wherever possible, open competition which‘fairly assesses
relevant ability, knowledge and skills and assures cquality of oppor-
tunity

« all employees will receive fair and equitable treatment

 all employces will be expected to high standards of integrity
and conduct, and

» employees will be protected against reprisal for lodging an appeal or
complaint in accordance with any legal rights.

Equalityof 4.3.1 The Government is firmly committed to a policy of equal employment
opportupity  opportunity throughout the cc i

2 tly. In its own area of responsi-
bility as an employer, it intends to set an example. In particular, the Govern-
ment is committed to policies that will lead to greater employment of groups
traditionally under-represented in the Australian Public Service—women, Ab-
originals, migrants and the disabled. This policy is seen as sgreng'thcnmg the
merit principle, as it is aimed at removing those barriers which d|§advamage
some groups in merit competition, It will not.inhibit. the designation of pos-
itions as having special renuirements (for example, some positions in thq De-
partment of Aboriginal Affairs require an ability to communjcate effectively
with Aboriginals and a knowledge and und ding of their cuiture). The
Public Service Board will be expected to play a more vigorous central role in
pursuing these policies.

432 In addition to its determination to eliminate discrimination
(paragraphs 4.1.1 and 4.1.2 above), the Government intends to legislate to
place a positive obligation on departments to develop and implement equal
opportunity management programs for disadvantaged groups.

433 It is intended that the legislation will apply to some statutory
authorities, not staffed under the Public Service Act, to be prescribed for‘
that purpose. This will facilitate the application of the Government’s equal
employment opportunity policies in these authorities.

td

4.3.4 Each equal opportunity t program-would i
o review of personnel practices within.the agency (including recruitment
techniques, selection criteria, training and staff development programs,
promotion and transfer policies and patterns, and conflitions of ser_vEce)
with a view to identifying and correcting any discriminatory provisions
or practices
o development of action-oriented plans designed to meet equal
opportunity objectives, including
— elimination of identified sources of discrimination
— ion of special designed by the Public Service
Board to reduce inequalities, for example, special skill training,
language training for migrants, and aids for the disabled, and
— setting numerical targets, where this can reasonably be done, against
which the success of the program can be measured
« consultation with staff organisations on the development and
implementation of these plans
« communication of the plans to staff
« collection and ding of rel information, and
« development of means of evaluating the results of the program.
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4,35 Responsibility for impl ion of equal opportunity management
programs will be placed with people at senior levels within. the agencies. The
Public Service Board will promulgate guidelines for the development,
implementation and evaluation and will monitor programs in each agency.

4.4.1 Associated with. its policies. on equal employment opportunity, the

part-time
employment

Industrial
democracy

Government intends to introduce permanent part-time employment with
superannuation cover in the Australian Public Service.

4.4.2 Permancnt part-time employment will be provided when it is in the
department’s interests. It will not be a right or a condition of service; however,
it will give departments wider scope to develop a more dependable and regular
supply of needed skills, It will enable them to retain the investment in initial
training of staff whose domestic or other responsibilities make it difficult for
them to continue in full-time employment, at least for a period of their career,
and who now find it necessary to resign.

4.4.3 From the staffs’ point of view, permanent part-time employment will
help to meet the special needs of people such as those returning to duty after
illness or maternity leave, those wishing to combine a career with family
responsibilities, or those approaching retirement. Permanent part-time
employment will provide career continuity and' will enable staff to return to
full-time employment should their circumstances change, without the need to
compete again on merit for appointment. It also will assist staff to return to
full-time employment at a level close to or the same as their former full-time
levelin the Service.

444 The Government recognises the concern of the ACTU that part-time
work should not be created at the expense of full-time jobs. It has asked the
Ministers for Finance and Employment and Industrial Relations to develop
firm proposals for permanent part-time employment in the Australian Public
Service, and in doing so to take into account the views of, among others, the
staff organisation peak councils. The Ministers have. been asked to develop
these proposals with a view to the introduction of the necessary legislation in
the 1984 Autumn Sittings.

4.51 The Government believes that public administration will be more
efficient if it is based on more open and democratic systems of organisation and
management than those which have traditionally prevailed in public services.
A more participative approach to management will improve decision making
by ensuring full opportunities for the staff who will be affected to make their
views known and to have them properly considered. An administration more
responsive to the needs of staff will enjoy improved morale and performance,
while at the same time enriching the working lives of men and women who are
part of the Government's workforce.

4,52 There are, of course, special issues to be faced with industrial
democracy in the Public Service. Constitutionally, except as otherwise might
be provided by the Parliament, Ministers, cither individually or collectively,

ibl of the exccutive government. Further, the

are resp for the d
Public Service Act and other legislation places

responsibilities on' Department Heads and the Public Service Board that they
cannot abrogate. Without detracting from. these constitutional and legistative
responsibilities the Government is nevertheless determined to pursue the
promotion of industrial democracy. To this end, the Government intends to
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amend the Public Service Act to require each department and prescribed
authority to develop, maintain and implement an industrial democracy action
plan which will be monitored by the Public Service Board.

45,3 Promotion of industrial democracy will also involve:

* pasitive requirements for appropriate forms of employee participation at
suitable decision points

o guidelines for staff participation in the development of industrial
democracy plans within agencies

« identification and removal of obstacles inherent in legislation, guidelines,
circulars, determinations, work practices and other aspects of the
structure of government employment, and

o pilot projects to help identify the benefits and difficulties of industrial
democracy in practice.

4.54 Without wishing to limit its scope, implementation of industrial
democracy policies will be concentrated initially in the following areas:

 the organisation of work at all levels

« financial and human resource planning

® occupational safety and-health

« introduction of new technology

« variation in terms and conditions of employment, and
 review processes, both within and across agencies.

4.5.5 The Public Service Board and the Depariment of Employment and
Industrial Relations (which has responsibility for the broader introduction of
industrial d in the ity) will conduct a survey of current
employee participation in management in all Government departments and
authorities to provide baseline data.

4.5.6. An Industrial Democracy Unit has been established in the Office of the
Public Service Board, It will provide advice and assistance to departments on
the introduction of more participatory management and will conduct
education and training activities to increase awareness of industrial democracy
concepts and practices. The Industrial D y Unit, in conj ion with
the Joint Council, is reviewing, the Public Service Act and Regulations and
existing personnel and management procedures to identify ways in which any
barriers to the introduction of more participatory management might be
removed, and to suggest other ways in which industrial democracy might be
promoted. Clearly, the introduction of industrial democracy will require
detailed discussion of many issues, including staff representation, access to
information and the extent, if any, of the administrative support they should:
receive. The Government will be consulting with staff organisations on these
issues.

4.6.1 Consi with its policies on industrial democracy, the Government

committees

will introduce legislation: for joint selection tees, that is, ittees
including a staff organisation representative, to enable their use in selecting
people for promotion. Appropriately, this concept was developed through the
Joint Council some years ago but not ifnplemented at that time. Joint selection
committees will provide an opportunity for participation in an area of very
significant interest to staff. The committees will, as well, speed up the filling of
vacant positions. :
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Reports on
personnel
management

A new grievance
authority

4.6.2 When a number of vacancies at the same level have io be filled ir)"a
large work arca, the task of considering the claims of all applicants is very time
consuming. In addition, it is common for large numbers of multiple appeals to
be lodged against the provisional promotions. In effect, the selection task has
to be done twice., In these and other circumstances, joint selection committees
can reduce delays while giving protection to the rights of staff,

4.6.3 Within guidelines, and with the agreement of the appropriate staff
organisation, a Department Head will be able to choose to use a joint selection
committee. The vacancies will be advertised as ones subject to assessment by a
joint selection committee. The joint selection committee will have three
members: an independent chairman, one nominated by the Department Head
and one staff nominee selected following consultation with the staff
organisation, If the Department Head pts the 1 dation of a joint
selection committee, the promotions made by the Department Head as a result
will not be subject to appeal. If a Department Head promotes an officer not
recommended. by a joint selection committee, then that promotion would be
subject to appeal in the normal way.

4.7.1 So that the implementation of the Government’s personnel policies can
be monitored, the Public Service Board, will be empowered to require reports
on personnel policies and practices from departments and authorities covered

by the Public Service Act and to take appropriate follow-up action in cach
case.

4.8.1 At present the Public Service Board makes a wide range of personnel
management rules for the Public Service and at the same time adjudicates on
grievances arising from their administration, sometimes when it or its delegates
are the initial decision makers. These two functions do not fit comfortably
together. Therefore, an important element, of the Government’s plans for.
reform of personnel management in the Public Service is the establishment of a
new, independent statutory authority responsiblé for handling grievances and'
appeals of public servants now heard under-the aegis of the Public Service
Board. This will remove any potential for conflict between the role of the
Board as an appeal body and its role as principal employing authority.

4.8.2 The new grievance authority, comprising an independent chairman and
L flecting other appropriate i including stafl’ organisations

and management, will have powers in relation to:

1 of ]

*p Py as plated by Public Service Regulations
33A-33E

© appeals or reviews under sections 50 and 63D, and Part IV, of the Public
Service Act, Public Service Regulation 116 and section 15 of the
Commonwealth Employees (Redeployment and Retirement) Act in
relation to promotion, discipline, reappointment, temporary transfers,
redeployment and retirement, and

» review of personuel decisions in relation to-specific matters currently
provided in the Public Service Act and Regulations, such as. under
section 31 and Regulation 61U in relation to deferral of increments and
the granting of leave.

4.8,3 Existing righis under the Administrative Decisions (Judicial Review)
Act (for example, the right to seck a written statement of reasons for decision)
will not be affected, Similarly, while discrimination could be an element of
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complaint in any of these grievances or appeal proce_dur;s. Commonwealth
employces will not be precluded from making application to the Human
Rights Commission in relation to such complaints as it can deal with;

dministrative ar will be developed to ensure the most expeditious
and effective treatment of such complaints as between the Commission and
the new authority.

484 Further consultation will be necessary before u;«: structure and
working arr ts of the gri authority are delermu.led.Thcr.e \yo\_lld
be advantages in the existing Promotions Appeal Committecs, Discipline
Appeal Boards, Redeployment and Retirement Apgeal‘ 'Tnbunals. and
Re-appoiniments Review Committees continuing as tripartite committecs,
that is, an independent chairman and staff and departmental nominees. They
would, however, be under the general ¢ of the gr authority,
which would nominate the chairman on each occasion.

4.8.5 Notwithstanding the advantages of the tripartite structure of these
various committees, there may, given the membership and structure of the new
grievance authority, be some scope for streamlining »yhat are now f.an'ly
complex procedures. This could. be achieved by hearings before a single
official, holding appointment as ‘Hearings Officer’, whose decision would. be
subject to disallowance by the authority. While there are limitations with this
approach, the Government beli¢ves it is worth further exploration.

49.1 The issues discussed in this chapter affect all staff in the Public Service
more directly than matters raised in other parts of the paper. They are alsg of
very great intercst to stafl organisations. F.or these reasons, the: Slgta}lcd
implementation of the various personnel po}xcy and management initiatives
will figure prominently in the consultations with the staff organisations.
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rms to the

"Australian Public Service

During the past year the legislative framework within which the Australian Public Service
operates has been significantly reformed. The legislative reforms are a clear expression of
the Government’s intent in this area-and, as they are implemented, they are likely to result
in other changes in the way in which the Public Service operates.

The changes are aimed broadly at increasing the responsiveness of the Public Service
to ministerial leadership, improving the efficiency of the Service and promoting equity in
administration. Much of the attention given to the proposals has focussed on changes in
the organisation and staffing of the senior levels of the Service. However, the reforms also
will have far-reaching effects on the working environment. The work that is proceeding on
equal employment opportunity programs, industrial democracy and permanent part-time
employment will improve the working lives of many staff,

In addition to the detdils that appear immediately below, further information on the
reforms is contained in the appendix item ‘The Public Service Reforms — An Overview'.

Background

In December 1983 the Government issued a policy paper, Reforming the Australian Public
Service, setting out a wide range of proposals for the Australian Public Service. The
decisions outlined in the paper were based upon reports made to the Government by a
task force chaired by the Minister Assisting the Prime Minister for Public Service Matters.
The Chairman of the Board was a member of the task force.

The preparation of the policy proposals had been.foreshadowed in papers and reports
prepared by Government members when. in Opposition. Attention also was paid to major
reports on Commonwealth administration over the past ten years; the Coombs Royal
Commission on' Australian Government Administration in 1976, the Reid Committee of
Review in 1983, and the 202nd report of the Joint Parliamentary Commiittee of Public
Accounts in 1982.on the selection and development of senior managers. Common themes.
in-these reports were the need for a more responsive, efficient and open public service and
an improvement in the quality of senior management.

In view of the significance of the changes foreshadowed, the views of departmental
management, staff organisations and other interested parties were sought and lengthy
discussions and' negotiations, to which the Board contributed, were undertaken before
final decisions were taken on the legislative amendments proposed.

Although some of the reforms suggested in the policy paper could have been
introduced by administrative action, the Government considered that legislation was
necessary for most of the reforms so as to facilitate implementation. On 9 May 1984 the
Minister Assisting the Prime Minister for Public Service Matters introduced the following
Bills in the House of Representatives:

» Public Service: Reform Bill 1984;

« Merit Protection (Australian Government Employees) Bill 1984; and:
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« Members of Parliament (Staff) Bill 1984.

In his Second Reading Speech the Minister Assisting outlined the Government's '
objectives in the foflowing terms: '
First, there is the need' for Ministers to supervise more closely the management of thejf
dep. and for dey to be more responsive and accountable to their Ministers.

Second, new arrangements need to be made for senior management in the Public Service.io

ensure a fully productive relationship between it and Governments, and. to enable senor

managers in the Service to realise their full potential.

Third, processes of resource allocation need to be improved by a closer involvement of
Ministers and a greater co-ordination of financial and staffing resource decisions, coupled with
better opportunities for the review of programs and their administration.

Fourth, there is a need for more explicit legislative support for more enlightened personne!
policies and practices especially equal employment opportunity and industrial democracy, and
for more appropriate arrangements to be made for the independent handling of staff grievances
and' appeals These will form the basis of a more equitable administration,

Although a number of individuals and organisations disagreed with parts of the
Government's proposals — and this should not be unexpected given the large number of
changes announced — the overall response was very favourable. The three reform Bills.
were passed by the Parliament and were given Royal Assent on 25 June.

Relationship Between Ministers and the Public Service

One of the principal themes of the reforms was the reinforcement of the Westminster
System principle of ministerial control of, and responsibility for, the public service. The
changes introduced take into account the growth of the public sector and the increasing
complexity of its operations over the years,

To an extent the reforms in this area are a reflection of the frequently expressed
community concerns that parliamentary democracy is being undermined by a powerful
bureaucracy. Of course reality is far more complex, but such popular beliefs do hightight a
legitimate concern about the role of the Australian Public Service in our political system.

The Public Service Act 1922 has been amended to clarify the traditional understanding
of the relationships between Ministers and Secretaries of Departments. Except where
specific powers are vested in a Secretary by statute, the legislation now makes it clear that
a Secretary's responsibility for the general working of a department is subject to the
Minister's: powers under the Constitution,

The provisions of the Members of Parliament (Staff) Act 1984 permit, among, other
things, the engagement of ministerial consultants who will, with the agreement of the
Secretary of the relevant department, be able to work within departments. Where
consultants do work within a department, they will be responsible to the Secretary of that
department, but having been chosen directly by a Minister — subject to a merit panel and
approval by the: Prime Minister — can expect to reinforce the general outlook of the
Minister within the department. They will be additional to the normal staff numbers of
departments and. it is expected that working in combination with departmental officials
they will enhance the policy development capabilities of governments. The Board notes
that the new provisions do not affect the independence of appointment and promotion
processes in the Public Service itself which remain the responsibility of Secretaries of
Departments and the Board.

The reforms also facilitate involvement of Ministers in departmental operations in other
ways. The move towards Program Budgeting is designed to make it easier for Ministers.to
involve themselves in the allocation of resources, and administrative mechanisms are
being established which will enable Ministers to be informed regularly on how their
decisions are being followed through. A significant element in this process will be the

preparation by each Secretary of a management improvement plan for consideration by
the Minister. These plans will not attempt to comprehend all. aspects of the department’s
management, but rather concentrate on a few strategic issues. The Boar(_j will play. an
jmportant role in the process by cohsulting annually with-Ministers and their departments
on the management improvement plans.

Finally, the transfer of responsibility for advice to the Government on. staff numbers
from the Board to the Department, of Finance, and the move from a system of
establishment control by the Board to a system of control based on staff pr.oﬁles
administered by the Minister for Finance, as discussed below, places greater respons@ilily
in the hands of Ministers and is a return to the type of arrangements traditionally associated
with the Westminster System.

Overall. these changes. will make the Public Service more responsive to the needs of
Ministers and, through them, the community.

Other amendments to the Public Service Act enable the Governor-General to appoint,
transfer or unattach a Secretary of a Department in accordance with a recommendation of
the Prime Minister after the Prime Minister has obtained a report from the Chairman of the
Public Service Board who will have consulted the relevant Minister This offers greater
flexibility for government in relation to these most important positions,

Senior Management of the Service

A major element of the Government's plans for the: reform of the Public Service centres
upon remodelling the former Second Division into a Senior Executive Service to be
regulated. by distinctive personnel and other arrangements.
In the words of the legislation:
The Senior Executive Service is established in order to provide for a group of officers who may
undertake lugher level policy advice; managerial and professional responsibilities in depart-
ments; and [whol may be deployed. by Secretaries within departments, and bv':he Bo_ard
between departments, $o as best to promote the efficiency of the Australian Public Service
The new arrangements for the Senior Executive Service have a numl_aer of objective_w
« First, the encouragement and development of a corporate identity: among senior
managers and advisers in the Service. Perhaps more than in any other group, senior
staff need to think of themselves in terms of the Service as a whole rather than as
members of a particular department or authority. The attitudes of staff are central to
the development of a corps of senior managers who are more mobile, flexible and
adaptable. . . .
Second, the development in all senior staff of managerial and policy advisory
abilities — in addition to any specialist skill needed — consistent with the overal)
.administrative responsibilities which are an integral part of work at this level of the
Service. . _
Third, the provision of greater opportunities for management intervention in the
deployment.of senior staff across the Service-as a whole The Board and departments
now will be required to see that staff are deployed in a way that best‘mak"hes the
‘objectives and’ priorities of the Government and the interests of the Service as a
whole, as well. as the interests of the individual department and individual officer
Greater emphasis will be placed on the transfer of staff between different work
areas and. between. departments in order to develop the skills and potential of s;aff
and to encourage their flexibility, but in a way that recognises the need for specific
professional skills. in certain areas. o ) . i
Fourth, the development of-a more open and competitive senior service by allowing
people from outside the Service to apply for all vacancies, and by establishing a more
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rigorous and thorough-going system for the consideration of persons.for promotion,
appointment and. transfer.

In order to achieve these objectives, significant developments are taking place in the
staffing arrangements for senior management. The creation of a professional, highly-skilled
Senior Executive Service will depend fo a large extent on the effectivenes of the processes
used. While ability to perform efficiently the specialised duties of a vacant position wilt
remain important, the new arrangements will ensure that consideration also is given to
management skills generally applicable to senior executive positions and to the talents and
strengths of other senior executives in the department concerned,

All vacancies at these levels will be advertised in the Commonwealth of Australia
Cazette and in the Press. In particular cases when it is clear that the field of applicants may
not be strong, more intensive advertising campaigns may be conducted or private sector
‘executive search’ services used. The opening of the Senior Executive Service to outside
applicants is one reflection of the desire to ensure the highest quality staff at the senior
levels in the Australian Public Service.

The Board will be represented on all selection committees for senior executive staff,
Appointments of outside applicants and promotion of existing officers to. the Senior
Executive Service will be made by the Board: on the recommendation of Secretaries of
Departments. In relation to promotions, the Board will have authority to refuse to promote
staff on certain specified. grounds, but it will be unable to substitute the promotion of
another officer. There will be provision for people to be appointed on a fixed-term basis
where this is appropriate.

The new arrangements will not provide for appeals against promations, but there will
be adequate protections of the rights of staff through arrangements. for staff appraisal, by
the participation of the Board in- all promotion decisions and the engaging of a Senior
Executive Advisor by the Board to counsel senior executive staff. Officers also will have
the right to approach the Merit Protection and Review Agency where discrimination or
other improper practice is alleged.

The Board is. to develop a system of staff appraisal and a central staff inventory. A
temporary assignment pool also will be managed by the Board in consultation with
Secretaries of Departments. Staff who enter the pool will be given specially chosen work
assignments to develop their management skills. The Board also is devoting considerable
resources to improving staff development opportunities for senior. executives. A number of
initiatives in this area are being implemented, including special development programs for
new entrants to the Senior Executive Service, sponsorship of further management and skills
training and an extension of the Senior Executive Fellowship Scheme.

The actions taken by the Government in this area are indicative of a thorough
reassessment of its expectations of how the Service is tc administer the Government's
policies. The Board does not believe that these actions should. be seen as a reflection on
the Service and its staff. or as an indication that the Service has declined in its ability to
serve governments and the community. In fact, the Service now has staff who are better
educated and better equipped to tackle the very difficult, wide-ranging and in some ways
more complex tasks of government than their predecessors. The Board notes that the
Minister Assisting the Prime Minister for. Public Service Matters said earlier this year that;

The overwhelming experience of Ministers since taking office has been of efficient, candid and

high quality advice and support. Many of us who had never held office before were surprised

and impressed at how comprehensive and sensitive that support has been and the dedication of
those who provide it.

The changes are more a recognition that in a continually changing political and
cultural environment there is a need to review regularly the organisation and performance
of the Service. Such a process is essential if the Service is to be capable of adapting to the
challenges of the future. The expansion of the role of the Public Service into new areas also

76

has meant that it is desirable to have a more diversified range of experience among senior
officers. The vast majority of senior positions will continue to. be filled by career public
servants, and the Service will be enhanced if those promoted in future include a high
proportion of women and other groups at present under represented, and if a proportion of
senior executives from outside the Service can bé attracted to join it.

Promotion of Equity in the Service

One of the major aspects of the reforms has been the enhancement of programs to promote
fairness and equity in the Public Service. These are the obligations placed on departments
to implement equal employment opportunity programs, the introduction of permanent
part-time employment, the requirement to. develop, maintain and implement industrial
democracy plans and the establishment of the Merit Protection and Review Agency

While the Board actively pursued a voluntary approach to equal employment
opportunity over the past decade and some progress had been made, the overall results
had been disappointing. There was little indication of any general. departmental progress
towards a planned, results-oriented approach to achieving equality of opportunity The
Government concluded therefore that legislation was necessary to raise equal employ
ment opportunity to the level of. a major Australian Public Service management strategy
and to achieve real progress.

The Public Service Reform Act 1984 contains provisions which place a positive
obligation on departments to develop and implement equal employment opportunity
programs for women-and certain designated groups, and. to report to-the Board on these
programs.

The Board anticipates that the greater emphasis to be' given to equal employment
opportunity programs will have significant advantages for management. Not only will it
reflect a more equitable treatment of staff, but it will promote the optimum use of all the
human skills available. The Board also is of the view that the Public Service will be better
able to meet its obligations. to advise and- support government when it is more
representative of the community.

As part of the reform legislation, the Government announced its intention; associated
with its policies on equal employment opportunity, to introduce permanent part-time
employment, with superannuation cover, into the Australian Public Service. The necessary
provisions to amend the Public Service Act to enable permanent part-time employment
were included in the reform legislation and regulations will be made under the
Superannuation Act 1976.

The legislation includes a requirement that the Board consult with staff organisations
prior to the introduction of permanent part-time work and negotiations in this respect are
proceeding. As part of these consultations, and in recognition of staff organisations’
concerns, the Board has agreed to certain restrictions which will apply to the scheme
initially.

The Board sees the introduction of permanent part-time employment as providing
significantly greater opportunities. for staff to combine work with. personat commitments,
including family responsibilities, and an important practical step in enhancing equal
employment opportunity within- the Service, In addition, it provides management with
greater flexibility where full-time staff are not needed to.perform the required work or to
overcome situations where recruitment difficulties occur. The Board intends to undertake
a review of the operation of the scheme at the end of twelve months operation.

Another important aspect of the Government's policy is the encouragement of
industrial democracy in the Public Service. The Government’s views were reflected in the
policy paper Reforming the Australian Public Service as follows:
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The Governmeént believes that public administration will be more efficient if it is based on more
open and: democrafic systems of isation and than thase which have
traditionally prevailed in public services, A more participative approach to management wil)
improve decision making by ensuring full opgortunities for the staff who will be affected to make
their views known and to have them properly considered. An administration more responsive to
the needs of staff will enjoy improved'morale and-performance, while at the same time enriching
the working lives of men and women who are part of the Government's workforce:

The Board expects. an improvement in industrial relations in the Service with
increasing involvement of staff in departmental decision making. Departmental councils
will provide a forum for the identification and resolution of potential difficulties before-an
industrial dispute occurs and will enable the development of a more positive relationship
between management and unions than has traditionally been the case.

The amended Public Service Act will require departments and prescribed authorities to
develop and maintain industrial democracy plans. Agencies will be required to submit a
copy of their industrial democracy plans to the Board, and information on the
implementation and operation of plans is to be included in departmental annual reports.
The legislation also refers to guidelines on industrial democracy plans to be provided by
the Board. These guidelines are being prepared through the Joint Council Sub-committee
on Industrial Democracy.

Industrial democracy plans are to be developed' in consuitation with relevant staff
organisations, and with such other persons as the Secretary of the Department. considers
appropriate. Where departmental councils exist, these could. be-used as the consultative
mechanisms for developing the plans.

The Board is aware that because of differences in functions, size, occupational
groupings and geographic dispersal, industria} democracy-plans will differ markedly from
one organisation to another and that, at least initially, there will be some uncertainty as fo
what these plans should contain. It is expected that useful plans will develop over time
through the process of consultation between management and staff organisation.

In the past the- development of personne! policies has been based on-an extrapolation
of merit princidles inherent in Public Service legislation. Specific provisions have been
inserted into. the Public Service Act which clarify the obligation on managers to act in.
accordance with the principle of. selection and advancement on the basis of merit alone.
They also preclude discrimination on a variety of grounds including political affiliation,
race, religion or sex. The successful administration of these policies has, in the past,
depended to a large extent on exhortation. The Parliament has now provided a more
substantial legislative framework for the implementation of personnel: policies, and
implementation will require co-operation between the Board and departments.

Another element in the promotion of fairness and equity in the Public Service is the
creation of the Merit Protection and Review Agency. When this organisation is established
later in 1984-85, the Board's role in the adjudication of grievances and the administration
of appeals bodies will be transferred to the Agency. The Agency also will investigate
complaints about discrimination in employment. These functions now are being

performed by the Board, but do not sit comfortably with its responsibilities as the principal
employing authority. The Board sees that the performance of these functions by an'

independent authority will encourage further staff confidence in the handling of their
employment grievances.
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The Public Service Reforms — An
Overview

In June 1984 Federal Parliament passed three Bills to reform the Australian Public Service
The Bills were given Royal Assent on 25 june 1984.

The Acts, the Public Service Reform Act 1984, the Memboers of Parllament 1staiitt Act
1_984, and the Merit Protection (Australian Government Employecs) Act 1984, which were
directed at the need lo improve the effectiveness of the Public Service and it
responsiveness lo the needs of the Government and the community, addressed many areas
of change throughout the Service.

The following outlines the major changes provided forin the legislation Further details
of the reforms are contained in the Major Developments section of this Report.

Secretaries of Departments

Secretaries of Departments — who were formerly designaled in the Public Service Act
1922 as Permanent Heads — will be appointed, transferred or unattached by the
Governor-General on the recommendation of the Prime Minister, after the Prime Minister
has received a report from the Chairman of the Public Service Board.

The legislation governing the appointment and placement of Secrelaries of Depart-
ments is similar in intent to the provisions existing between 1922 and 1976, but stronger,
in that it requires, rather than merely allows for, a report irom the Chairman.

An option is available for Secretaries to be appointed for fixed periods, with
appropriate superannuation arrangements.

Where a Secretary is unattached, there is a.legisiative obligation on the Public Service
Board to attempt to secure the redeployment of the officer, with the Board being able to
determine that pay, allowances and associated conditions of service should continue at
the level applicable to a Secretary. If it appears that a suitable position is not available,
then the Board is required to place the person at the most senior level in the Senior
Executive Service, with a right to retain superannualion. entitlements at the appropnate
Secretary of Department salary rate, as updated from time to time.

A flexible system for the rotation of Secretaries has been implemented. After a4 person
has held a position of Secrelary for five years the Chairman.of the Public Service Board will
raise with the Secretary and the Minister the possibility of another placement, and report to
the Prime Minister on what action would be appropriate under the circumstances. In order
to make the rotation system operate effectively the Government will continue the practice
of maintaining the salary and status of a Secretary when moved to another position that
may have a lower salary determined for it by the Remuneration Tribunal,

The Public Service Act has been amended to clarify the traditional understandling of the
relationship belween Ministers and Secetaries of Departments in refation to their
responsibilities for the administration of departments. Except where specific powers are
vested in a Secretary by statute, legislation will now make it clear thal a Secretary’s
responsibilities for the general working of a department is subject to the Minister’s powers
under the Constitution.
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Senior Executive Service

The Senior Executive Service (SES) has been established to replace the former Second
Division of the Public Service. It includes staff who carry the more important policy
advising and managenal responsibilities; it also includes some high level professional staff.
The SES will be more open and competitive than the former Second Division, and a high
prionty will be given to careful selection, development and placement of staff.

It 15 intended that the SES be developed and managed as a corporate entity, that is,
important staff decisions will be taken in the context of the needs of the Public Service as a
whole, not just the short-term interests of particular departments. The Public Service Board
15 therefore to take a prominent role in staff selection, development and placement. It has
established a special Senior Executive Staffing Unit (SESU) whose main functions are:

« to establish and maintain a central record of the qualifications, skills and experience

of all SES staff and staff in the immediate feeder groups;

* 10 advise the Board and depariments og all SES staffing matters and assist in

selections for appointment, transfer or promotion;

« to implement programs for improving staff development, mobility and equal

employment opportunity in the SES; and

* {0 provide advice and counselling to SES staff as required through the non-statutory

position. of Senior Executive Advisor.

Management of the SES requires close consultation and co-operation between the
Board and Secretaries of Departments. To facilitate this the Board has established a
Secretaries” Advisory Committee on senior staffing matters.

Entry to the Senior Executive Service

The SES includes all serving officers of the former Second Division. All vacancies, except
those to be filled by rotation/transfer of staff at existing salary levels, will be advertised. The
advertisements will be grouped together in a special section of the Commonwealth of
Australia Gazette for ease of reference. All SES vacancies are open to appropriately
qualified people from outside the Service. If a person from outside the Service is selected,
the normal conditions for appointment to the Public Setvice apply, although there is.
provision for people to be appointed on a fixed-term basis where this is more appropriate.
Appointments to the SES will be made by the Public Service Board on the recommendation
of Secretaries of Departments.

The Board is looking at ways to improve relocation assistance for senior executives
taking up duty. People appointed for fixed terms will be offered the choice of joining the
Commonwealth Superannuation Scheme or being covered by an appropriate superannu-
ation endowment policy.

Staff Mobility

Greater mobilty among staff in the SES is to be encouraged. Being prepared to move jobs
as required, subject to certain guidelines, is regarded as being part and parcel of making a
career in the SES. Any assessments of staff for promotion.are required to take into account,
along with relative efficiency for the particular duties, ability to undertake policy and
management work generally and the overall combination or balance of experience,
traiming, qualifications and personal qualities among senior officers in a- department.

The Board 15 to develop and implement a program to increase the mobility of senior
executives through lateral transfers. Features of the program will incfude:

« issue of guidelines for promoting mobility within departments as one element of the

broader program. .
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* Regular appraisal of the work performance and staff development needs of all staff.
Relevant infarmation will be held as part of the SESU’s inventory of senior staff. The
appraisal scheme will be developed in consultation with staff organisations and will
provide appropriate protections of the rights of staff,

Use of the central staff inventory described above to identify people who may have
qualifications and skills for any vacant position, who have expressed interest in
transfer or whose career development might benefit from transfer.

. Establishment of a temporary assignment pool, that is, a small group of positions in
the Board staffed for limited periods by promotion, transfer or secondment. The pool
will be managed by the Board in consultation with the Secretaries of Departments.
Staff who enter the pool will be given a series of work assignments of varying length.
The pool will be a valuable staff development aid, including for officers of
outstanding potential and others whose careers need to be re-oriented or whose
performance would benefit from a period of rapid job rotation. The assignments will
be nominated by departments and. undertaken in departments under normal
management arrangements. .

Secretaries of Departments are able to transfer an officer from one job to another within
a department. The Board has the power to transfer an officer between departments after
consulting the person and the gaining-and losing Secretaries concerned, including where a
person applies, and is selected for, transfer to an advertised vacancy. Any decision to
transfer an officer within a department or between departments will ‘be made having
regard to the efficient operation of the Service, the career development of the officer and
the views of the officer. The last requirement gives officers the right to have any relevant
personal circumstances taken into account.

It is not intended that the staff mobility program will prevent senior executives from
pursuing more specialised career paths within the SES if they wish to do so. However, such
staff will be encouraged to develop a broader range of skills, including in management and
policy advising, which will improve their overall performance in their chosen fields and

leave open the possibility of pursuing other career options at a later stage.

Promotion

{n order to ensure: that staff selections are made in a Service-wide context and after a
thorough search to find the most suitable person, the legislation provides for new
arrangements to apply to SES promotions. Power to promote a person rests with the Board;,
after a vacancy has been advertised, applicants have been assessed and the Board has
received a recommenidation from the Secretary of a Department. The selection committee
will undertake its assessments in consultation with the SESU, and will include a
representative of the Board; often a member of the SESU. The Board will have the power to
make a promotion as recommended by the Secretary of a Department or to decide not to
make it on specified grounds. It will not have power to substitute the promotion of a
different person. The specified grounds for not making a promotion are that the person
recommended is unsuitable, that the procedures followed were not adequate, that the
vacancy should be further advertised or that an officer should be transferred to the position
in the interests of the Service.

in relation to transfers, the Board and Secretaries of Departments will be expected to
work together in close co-operation.

The new arrangements do- not provide for appeals against promotions, since the
Government believes that such appeals would be inconsistent with the general framework
being established: for managing senior staff. There are, however, adequate protections of
the rights of staff, through arrangements for staff appraisal, the close participation of the
Board in all. promotion decisions, the establishment of the Senior Executive Advisor
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posttion to counsel staff and the right to approach the Merit Protection and Review Agency
in any cases where discrimination or other improper practice is alleged.

The Board continues to have the power to permit an.officer to decline a promotion or
transfer without prejudice to rights of future promotion or transfer.

Staff Development

Provision of improved. stafl development opportunities on the basis of assessments of the
needs of individual officers is a significant feature of the the SES. The policy: paper
Reforming the Austrahan Public Service outlined a number of initiatives that are now bieing
taken including:

+ a special development program, called the Senior Executive Management Program,
for new entrants to the SES;

« sponsorship of further management and skills training, including Senior Executive
Conferences and Qccasional Seminars;

« exlension of the Senior Executive Fellowship Scheme providing for “state of the art’
overseas visits programs, participation in short courses or work experience programs
with: overseas organisations; and

« the staff. mobility program and temporary assignment pool also will be important
elements in the overall staff development program.

Unsatisfactory Performers and Surplus Staff
The arrangements outlined above for day to day management of SES staff are designed to

ensure that continuing attention is given to the work performance and staff development:

needs of senior executives on an individual basis and that the disposition of staff is kept
under review in the interests of efficiency and economy of the Service. It is to-be normal
management practice for staff who.do not perform satisfactorily in a particular job or who
become surplus to the requirements of departments to be moved to other jobs as part of the
staff mobility program. No stigma will be attached to people moved in this way. At all
times the aim will be to place people in positions where they can perform efficiently and to
the best advantage of the Service with, of course, regard for their own career wishes.

The reform legislation provides for staff, who after all reasonable efforts have been
made, cannot be placed satisfactorily at their existing levels, to be transferred to a position
at a level lower, ar retired from the Service. The criteria which must be met before the
Board may conclude that a person should be dealt with in this way are set out in the
legislation. The legislation also provides a right of appeal to a tribupal, constituted under
the Ment Protection and Review Agency, on grounds that all reasonable efforts have not
been made to place the officer, that the decision to reduce or retire is incorrect on the
merits or that any lower classification level is incorrect.

Where, in the interests of the Service, a person agrees to retire voluntarily, the Board
will be able to determine any additional benefits that are appropriate in the circumstances.

These arrangements are intended to provide a more appropriate way of dealing with
sentor staff who. can no longer be used properly at their existing levels. There will be no
change to the existing procedures for redeplaying or retiring' staff on the grounds of
invalidity or medical incapacity for work.

Ministerial Consultants
It is intended to raise the level of assistance available to Ministers on key projects from

people who. share the Government’s values and objectives, or who can bring to
Government relevant specialised or technically advanced skills.
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The Members of Parliament (Staff) Act provides for Ministers to engage, by contract, a
timited number of persons or companies to work as consuftants. on nominated duties
directly for a Minister or under the direction of the Secretary on duties agreed belween the
Minister and the Secretary.

The engagement of ministerial consultants is not a new concept. Governments in the
past have taken on consultants either by the use of simple contract arrangements or by the
use of the temporary employment provisions of the Public Service Act. The: legislation.
removes any doubt about the legal basis of such engagements,

Each engagement requires the Prime Minister's approval on a recommendation from
the Minister concerned. The Minister's recommendation will be accompanied by a report
from a merit panel.

Consultants may be engaged for periods of up to three years, but tenure will be at the
discretion of the Minister and dependent on the Minister continuing in the portfolio in
which the engagement was made. Consultants will have no tenure in.the Public Service.
Where they are placed in depariments, they will be regarded. as supernumaries. They will
not exercise delegated powers.

Where appropriate, superannuation cover will be available through membership of the
Commonwealth Superannuation Scheme or by provision of a superannuation endowment
policy. Other terms and conditions, including in the case of career public servants, for
re-enlry to the Public Service on.completion of the engagement, will be determined by the
Public Service Board.

Personal Staff of Ministers and Other Members of
Parliament

The Members of Parliament (Staff) Act allows Ministers, other Members of Parliament and
office holders to employ their own staff,

In the past, such staff were engaged under the temporary employment provisions of the
Public Service Act and decisions about their engagement were formally laken by the
Department of the Special Minister of State.

Under the new arrangements, the number and allocation:of staff for Ministers and other
Members continues to be determined by the Government on the recommendation of the
Remuneration Tribunal. Terms and conditions. of employment are now based. on those
applying to public servants, but the Prime Minister has the power to vary them to take into
account the special circumstances of the group. 5taff have the same access to arbitration as
other Commonweaith employees.

The tenure of staff members is at the discretion of the relevant Minister or Member, but
the legislation provides for the employment to terminate automatically where the Minister
or Member ceases to hold office or loses the-entitlement to staff. There is provision for the
Prime Minister to approve continuation of employment for a period, for example, to permit
a winding down’ period or for other special circumstances.

Officers of the Public Service who take up employment under these arrangements have
the right to apply for positions within the Public Service without having to take up any
position they may win on merit, in order to establish the minimum level at which they may
be re-integrated. to.the Service on completion of their emplayment. They also have access
to a Re-integration Assessment Committee, which decides-the actual level at which they
may be returned to the Service.
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Personal Staff of the Governor-General

The Gavernor-General Act 1974 also has been amended so that provisions similar to those
outlined above for the personal staff of Ministers, Members and Senators apply to the staff
of the Governor-General,

Remuneration

The policy paper Reforming the Australian Public Service referred to the significant and
widening gap between remuneration in the senior levels of the public and private sectars
and the difficulties, particularly at this time, in.taking any action.that would alleviate this
problerm.

So far as the reform legislation is concerned two changes have been made:

» first, all fixed-term appointees as Secretaries of Departments and to the Senior
Executive Service, and all ministerial consultants and staff of Ministers, Senators and
Members are able to take out a superannuation endowment policy providing for
benefits on completion or termination as an alternative to the standard superannu-
ation cover available under the Commonwealth Superannuation Scheme; and

« second, the Remuneration Tribunals Act 1973 has been amended to allow the
Tribunal to review the salaries of the groups within its. jurisdiction at different times.

Resource Allocation

An important change in the management of staffing resources was a legisiative amendment
to devolve to Secretaries power to create and abolish positions. These decisions formerly
were taken by the Governor-Generaf on a recommendation from the Public Service Board.
Secretaries can also reclassify positions.

The Board continues to be responsible for the design of occupational groups, including
the development of classification standards and guidelines and the determination of
related pay rates. The Board has power to direct a department to reclassify a position.

As a result of the legislative changes the Department of Finance now advises the
Government on, and administers, human resource budgets, which pravide for a greater
integration of financiaf and staffing decisions than was previously the case and allows for
greater parlicipation of Ministers and Secretaries of Departments in the final decisions
about the numbers of staff for their departments.

Resource allocation has been improved by the implementation of a Financial
Management Improvement Program which promotes the use of modern techniques and
systems and heightens the awareness of. senior managers of the financial, budgetary and
economic implications of their activities.

Greater opportunities also have been provided for Ministers to be involved in
departmental operations by the use of management improvement plans to be prepared by
departments and. to be used’ as a basis for discussions between Ministers and their
departments.

Personnel Management
Merit Principles

A clear statement of merit principles is now included'in the Public Service Act as a basis for
developing and administering personnel policies. While the' Act already made clear that
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1,[ entry to the Public Service was by open competition and that promotion was to be on the

basis of relative efficiency, these criteria have been made more explicit.

The Act now provides that:

« persans who are eligible for appointment to the Service are to be given, as far as
practicable, reasonable opportunity to apply for appointment;

» appointment is- to be on the basis of an assessment of the relative suitability of
applicants, having regard to the nature of the duties to be performed and the abilities,
qualifications, experience and other atiributes of applicants that are relevant to those
duties; and

» appointments, transfers and promotions are to be made in a way that preciudes
patronage and favouritism or any unjustified. discrimination, including on the
grounds of political affiliation, race, colour, ethnic origin, social origin, religion, sex,
sexual preference, marital status, pregnancy, age or physical or mental disability.

Equal Employment Opportunity

The Public Service Act has been amended to place a positive obligation on departments to
develop and implement equal employment opportunity programs for women and
designated disadvantaged groups. Departments are required to develop, in accordance
with guidelines issued by the Board, programs which include the examination of
employment practices to identify any which unjustifiably discriminate against women or
persons in designated groups and which set out a plan of action for eliminating such
practices. The programs are required to specify their objectives-and proposed procedures,
] and include quantitative and other indicators by which their effectiveness can be assessed.
b They include details of the allocation of resources to give effect to the programs.

Departments are required to take action to give effect. to equal employment
opportunity programs. The Board has.the power to require reports from departments and to
make recommendations on action that should be taken to improve the effectiveness of the
programs. A Secretary who does not accept a recommendation of the Board will be
required to give reasons to the Minister for not accepting it.

The [legislation includes provision for equal employment opportunity programs to be
extended to other areas of Commonwealth employment by regulation, after consultation
with the authorities concerned and’ appropriate staff organisations.

Permanent Part-time Employment

In association with its equal employment opportunity policies, the Government has made
provision for permanent part-time employment, with superannuation cover, in the
Australian Public Service.

In the past the Public Service Act provided for employment of part-time staff on a
temporary basis only. The provisions of the Commonwealth Superannuation. Act 1976
only applied to full-time employees.

Permanent part-time employment gives. greater flexiblity to management in the
efficient organisation of work. It also assists permanent staff who wish to maintain career
continuity but who, for various reasons, are unable, for periods, to work on a normal
full-time basis. .

The main features of the scheme are:

+ permanent part-time employment will be provided, at the initiative of either

management or staff, when it is in a department’s interests, because:

— the nature or extent of the work or difficult recruitment market is such that
employment of staff on a part-time basis is desirable, or

— staff wish to work part-time for personal reasons under arrangements acceptable to
a department;
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in developing any propusals for the introduction or extension of part-time

employment, management will endeavour not to-convert positions from full-time to

part-time;

there will be no pressure on fulltime staff to convert to part-time work;

the same principles as apply to the staffing of full-time positions in relation to

advertising, transfer, promotion and appointment apply in staffing part-time

positions; and

there 1s to be appropriate superannuation cover provided; and rates of pay and most

conditions of service for part-timers will be the same as apply to full-time officers, on

a pro-rata basis. .

Staff organisations are to be consulted on the administration of part-time employment.
The question of permanent part-time employment in authorities not staffed under the

Public Service Act, or not in statutory relationship with the Public Service Board, will be

pursued as appropriate by the Minister for Employment and Industrial Relations.

Industrial Democracy

Departrents are required to develop and implement industrial democracy plans as a
means of achieving a more participative approach to management and ensuring that staff.
have appropriate apportunities to be consulted on decisions which, affect them in their
work.

Plans will be developed in consultation with staff and within guidelines issued by the
Board. The Board has the power to recommend to departments any action which could or
should be taken to improve the effectiveness of the plans. A Secretary who does not accept
a recommendation of the Board will be required to give reasons to the Minister for not
accepting it.

The legislation includes provision for industrial democracy programs to be extended to
other areas of Commonwealth employment by regulation, after consultation with the
authorities concerned and' appropriate staff organisations.

Joint Selection Committees

Consistent with the policies on industrial democracy, the legislation includes provision for
joint committees — that is, including a staff organisation representative — to select people
for promotion. Joint sélection committees provide an opportunity for participation in an
area of very significant interest to staff and will speed up- the filling, of vacant positions,
particularly in cases where a number of vacancies at the same level have to be filled in a
large work area.

Within guidelines, and’ with the agreement of the relevant staff organisation(s), a
Secretary may choose to use a joint selection committee for a particular vacancy. The
vacancy will be advertised as one: subject to assessment by a joint selection committee.
The committee will have three members: an independent chairman, one nominee of the
Secretary and one staff nominee of the appropriate staff organisation.

If the Secretary accepts the recommendation of the committee, promotions made as a

result will not be subject to appeal. If a Secretary promotes an officer not recommended by

a joint selection committee, then that promotion would be subject to-appeal in the normal
way.

Nationality Requirement for the Public Service

The Public Service Act has been amended to provide that, in general, appointees to the
Australian. Public Service must be Australian citizens, rather than British subjects as in the
past. There will continue to be no nationality requirement for employees. Appropriate
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action will also be taken to amend nationality requirements in other areas of
Commonwealth employment.

Personnel Management Reports

In order to help the Board promote better personne! management in the Service, the Public
Service Act includes a specific power for the Board to require departments to provide a
report on any aspect of personnel management in the department. After considering the
report, the Board will be able to make recommendations to the department on action that
could or should be taken to improve personnel management. A Secretary who does not
accept a recommendation of the Board will be required to give reasons to the Minister for
not accepting it.

Merit Protection and Review Agency

The Public Service Board makes a wide range of personnel management rules for the
Australian Public Service and at the same time adjudicates on grievances arising from their
administration, sometimes when it or its defegates are the initial decision makers, These
two. functions do not sit comfortably together. Therefore, a new, independent statutory
authority has been legislated for to handle the grievances of public servants which were
dealt with under the aegis of the Board. The various statutory appeal and. review
committees which deal with, for example, promotion and discipline appeals, also come
under the auspices of the Agency.

The Merit Protection and. Review Agency will comprise a full-time Director and up to
four other members, two of whom also may be full-time. At least one full-time member
will be appointed after consultation with unions. The Agency’s responsibilities include:
the overseeing and administration of various statutory appeal and review committees
— Promotion Appeal Committees, Disciplinary Appeal Committees, Redeployment
and Retirement Appeal Committees, Re-appointment Review Committees, and
Re-integration Assessment Committees;
reviewing particular decisions where a right of review of those decisions is provided
in the terms and conditions of employment of staff;
the investigation of grievances;
conducting investigations at the request of the Minister responsible for the Agency, or
of the Board; and

« providing advice to staff in relation to their grievance and appeal rights.

An important element of the Merit Protection (Australian Government Employees) Act
is that it includes provisions to enable the various appeal, review, and grievance avenues
to be extended to areas of Commonwealth employment outside the Service. In particuiar,
it will be possible far Preamotion Appeal Committees and Disciplinary Appeal Committees
to be made available for appeals from the staff of statutory authorities. Additionally, the
terms and conditions of staff in statutory authorities will be able to provide access to the
Merit Protection and Review Agency to enable the Agency to hear appeals on the merits of
particular employment decisions and also to investigate actions complained of by staff.

Initially the jurisdiction of the Agency will be limited to the Public Service but over
time, and after consultation with the various statutory authorities and relevant staff
organisations, it is expected that the Agency’s services will be available throughout the
wider area of Commonwealth emplayment.
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ATTACHMENT D
1 R 2 1922
25 (2) The Secretary of a Department shall, under the Minister,

be responsible for its general working, and for all the business

thereof, and shall advise the Minister in all matters relating to
the Department.
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Equal Employment Opportunity

The Board has continued to encourage in departments. a valuntary program approach
to equal employment opportunity while working to improve mechanisms for the resolu-
tion. and redress of complaints of discrimination. The Board’s programs are directed
towards ensuring that management in the Service accepts responsibility for the intro-
duction and monitoring of measures to promote equality of opportunity for staff,

The Board's Equal Employment Opportunity (EEO) Bureau assists departments in
devising and implementing their own programs for disadvantaged groups as part of the
development of normal departmental objectives. in personnel management. Subject to
the procedures required by the Public Service Act 1922 the EEO Bureau also investi-
gates and resolves complaints alleging discrimination in the Service.

During the latter half of 198283 there was an increased volume of requests from
departments for advice concerning the development of equal employment opportunity
units and management plans. The EEO Bureau was involved extensively in implement-
ing Service-wide the Government’s policies on equal employment opportunity for
women and minority groups. These included affirmative action for Aboriginals and
proposed anti-discrimination legislation and other measures directed towards equal
employment opportunity for women,

Women

At the request of the Joint Committee of Public Accounts (JCPA) the Bureau prepared a
spbmissmn, ‘Selection and Development of Women in Senior Positions in the Austra-
lian Public Service’, to assist the Committee in its inquiry into the selection and de-
velopment of senior managers.

In November 1982 the Board approved several new measures aimed at increasing
the number of women in senior jobs. It is the view of the Board. that, despite the
rem'oval‘ of formal restrictions, on average, women face more difficulties than men in
attaining senior levels in the Service. The action approved by the Board. is aimed at:

® raising awareness of EEQ issues among senior male and female managers,

o improving staff development activities for women,

« widening the range of jobs occupied by women,

» increasing the involvement of women in the selection process, and

 obtaining firm commitment from senior departmental management to EEO pro-

grams.

Altogether the proposals approved by the Board form a plan to facilitate the entry of
women into senior positions. They also address many of the relevant recommendations
qwade by the Review of Commonwealth Administration and the JCPA report ‘The Selec-
tion and Development of. Senior Managers in. the Commonwealth Public Service'.

The Board has recognised that effective integration of women into management
positions depends. on the acceptance of the women by senior male managers as well as
on the competence  and' readiness of the women themselves. The Bureau has therefore
given early attention to staff development initiatives,

A stafi development package, ‘Management and Interpersonal Skills’, has. been de-
veloped by a consultant for use by departments in. senior management conferences and
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seminars, The package, which is intended to assist senior male managers to relate to
and work with women in senior positions, is being adapted by the consultant for use in
other Service-wide and departmental staff development programs.

A second consultant has developed a training package on career planning and con-
fidence building for women,

During the year Bureau officers assisted EEO staff in the Board’s Regional Offices in
the presentation of seminars designed to increase awareness among the more senior
women in the Service of measures and strategies. to assist their progression to senjor
management positions.

Facilitating the movement of women into senior positions is only part of the task
confronting the Board in furthering equal employment opportunity for women, Of con-
cern to a larger number of women is access to jobs which have in the past tended to
be regarded as for males only or predominantly. The Board's Regional' Offices, in par-
ticular those in Melbourne and Sydney, made a determined effort over the course of.
the year to encourage more young women to apply and to be considered for appren-
ticeships across the Service.

To encourage management commitment to EEQ for women the Board has decided
to include highlights of EEQ' programs in its Annual Reports. As mentioned in the ‘Re-
view of Major Developments’, the Chairman wrote on 25 March to heads of depart-
ments. seeking information on achievements and future plans for EEQ for female staff.
Some highlights of these responses follow:

o The Department of Housing and Construction reported that it had been active in
the EEQ area since 1979 and was the first department to allocate full-time re-
sources to achieving EEO objectives. The Department attaches a high priority to
EEQ and established an executive committee called the EEO Policy Committee in
December 1981 to manage the formulation of its EEO program and to monitor
the program'’s implementation. This committee is chaired by the Deputy Secretary
and has as members the First Assistant Secretaries of the Major Projects No 1
Division, the Management Division and General Works Division in Central Of-
fice and the Director of the Victoria/Tasmania Region. The committee meets regu-
larly and reports to the Permanent Head..

In September 1982 the Depaitment adopted a comprehensive EEO program
which included targets and timetables for achieving, EEO objectives. This im-
plementation of a program and deliberate emphasis on EEO has had an impact
on the recruitment of women. to traditional male jobs. for instance, ten. of the
Department’s seventy-five first-year apprentices are women. At the base grade
professional level, two of the nine Architects and two of the thirteen Engineers
recruited in 1983 are women, as are seven of the eighteen Assistant Research
Officers.

The Department of Transport has developed an EEQ program for women, includ- |
ing the establishment of a database to provide detailed data on recruitment, staff

development and staffing profiles. Progress has been, achieved in many areas,

most notably in recruitment of women apprentices and professionals. it is also

intended that an officer be nominated to be responsible for EEO policy and to

work with an. EEO policy committee at executive level, to advise the Permanent

IHead and. oversee' progress. .

The Department of Defence has re-issued and strengthened statements of policy
on EEQ for women. The Department aiso has an EEQ program for women which
aims to increase the numbers of women in non-traditional areas. The program
has brought .about an increase in numbers of women in Naval Cadet Architect
and Trainee Technical Officer and Draftsman positions.
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The Department of Aviation’s Flight Service Report included a report of women’s
career progress in relevant occupations. Staff Counsellors are to be recruited,
whose duties will include conducting and monitoring EEO programs.

The Department of Immigration and Ethnic Affairs has, as part of its EEO ac-
tivities, recently introduced a ‘women’s desk’ which will be involved with inter-
nal matters as well as with migrant women's activities in other departments. The
Department also has a women’s advisory group, which has been functioning for
several years. To assist the Permanent Head in his consideration of EEQ de-
velopment programs, it has produced a number of reports on matters including
career structures of Third Division women as against Fourth Division, permanent
part-time work, training for women and sexual harassment.

The Department of Industry and Commerce Customs Board' of Management has
considered a paper which canvassed the establishment of a program of formal
processes to handle EEOQ matters. The Board' of Management will shortly consider
a proposed EEO policy and work plans. There are- now women working as Pre-
ventive Officers, dog handlers, and instructors, and women have also undertaken
training as aircraft observers. These designations were previously staffed only by
men,

The Department of Administrative Services has established a senior level person-
nel practices and development committee to oversee EEO and' other staffing and
personnel development matters, and has published a statement of EEO policy.
The Department of Territories and Local Government has established a. commit-
tee to report on and make recommendations to ensure that effective EEO policies
and programs are developed and implemented. The membership of the commit-
tee aims to draw together experience and expertise spanning the wide range of
employment within the Department..

The Department of Home Affairs and Environment is taking action to prepare a
departmental policy statement on EEQ and a program for its implementation.

The Department of Defence Support is developing a co-ordinated EEO program,
which has been delayed in the past by a history of extensive departmental re-
structuring and administrative rearrangements.

The Department of £ducation and Youth Affairs is proceeding to: staff a position
of EEO officer. Work will then proceed with the design and implementation of an
EEO program.

The Department of Resources and Energy has recently established a senior pos-
ition in the personnel management area which is reponsible for significant per-
sonnel policy initiatives, including EEQ matters.

The Attorney-General's Department has proposed the establishment of a position
in the recruitment unit, designated the Staff Welfare and EEO Officer, which will
be responsible along with other duties for ensuring that the selection and: place-
ment of staff is made in compliance with EEO guidelines.

The Department of Social Security is paying particular attention to ensuring that
women in middle management positions have the opportunity to undertake man-
agement development training. For example, three women have participated’ in
the Executive Development Scheme and two women have been awarded schol-
arships to attend the Australian Graduate School of Management.

The Department of the Prime Minister and Cabinet has chosen a woman to take
part in the exchange arrangement that exists between the Canadian Privy Council
Office and the Department. Women have also been seconded to other
departments—one woman took part in an industrial relations legis{ation. review,
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another was selected to take part in the World Roads Congress Secretariat, De-
partment of Housing and Construction,

The Department of Foreign Affairs applies uniform criteria in the selection of
officers for overseas service. Ways of achieving an even spread of male and
female officers in all regions are being actively pursued as the high percentage
intake of women officers that has been achieved in the diplomatic, consular and
administrative streams is beginning to be reflected at the higher levels.

The Department of Veterans’ Affairs has sponsored women to attend the
Graduate School of Business Administration in Melbourne. Nine of the twenty-
two apprentices in Repatriation General Hospitals are women.

The Australian Bureau of Statistics initiated discussion on the: topic ‘“Women in
Management’ as part of its residential middle management workshops. Later a

. ‘Women in Management’ discussion group was set up by women in the Bureau
with management support. Selection procedures have been adopted to ensure
that where there are women applicants for positions the selection panel includes
a woman,

The Joint Council Sub-committee on Women in the Service, chaired by the officer
leading the Bureau, was particularly active during the year in examining issues of con-
cern to women in the Service.

The Sub-committee set up a Working Party on Anti-Discrimination Legislation
which completed a report on mechanisms necessary for the effective operation of
complaint-based sex discrimination legislation in the Service and is undertaking an
examination of affirmative action mechanisms.

Other matters considered by the Sub-committee included the Working Party Report
on repetition strain injury statistics in the Service, and the results of surveys of
application/selection rates in the promation process, women's involvement in promo-
tions appeal committees and' the operation of the ‘Guidelines for Resolving Cases of
Sexual Harassment',

Aboriginals

A national campaign was conducted for the third intake under the Clerk (Aboriginal
Services) Program. Thirty-six clerks commenced duty in May-June 1983.

In. September 1982 the Board approved the introduction of the Clerical Assistant
(Aboriginal Services) Program to improve employment opportunities for Aboriginal
people in the Service and to fill a need for new staff within the Fourth Division with
knowledge and abilities relating to Aboriginal culture. A total of ninety-five clerical
assistants commenced duty in May-June 1983,

The Board. co-operated with departments in developing a program of course work
to assist these Aboriginal Services recruits in their first year,
| Of the total of 131 Aboriginal Services recruits, appointments were made as fol-
ows:

o twenty-two to the Department of Aboriginal Affairs,

o five to the Department of Education and Youth Affairs,

o twenty-four to the Department of Empioyment and Industrial Relations,
o two to the Department of Foreign Affairs,

o five to the Department of Housing and Construction,
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o five'to the Department of Immigration and Ethnic Affairs,

» eight to the Public Service Board, and

e sixty to the Department of Social Security.

This brings to 198 the number of Aboriginal Services recruits since the inception of
the Clerk (Aboriginal Services) Program in 1980-81. An evaluation of the success of
this Program is being conducted by the EEO Bureau.

The Board approved the sponsorship of twenty-six staff to Aboriginal Task Forces or
bridging courses under the 1983 Aboriginal Australian Public Service Staff Sponsorship
Program, the highest number of approvals since the scheme was established ten years
ago. Sponsorship approval was extended to Tranby Aboriginal College in Sydney,; in
addition to the South Australian. Institute of Technology, Darwin Community Coilege
and the Western Austrafian Institute of Technology. The EEO Bureau is carrying out an
evaluation of the: Sponsorship Program to see if it has achieved its. aim of assisting
Fourth Division Aboriginal staff to compete successfully for entry to the Third Division.

Following a. pilot extension of the Sponsorship Program to university studies in 1982
the Board approved the introduction of the Aboriginal Undergraduate Study Award
Scheme (AUSA), in recognition of a. Service-wide need for Aboriginal staffl with tertiary
qualifications to fill senior identified positions in policy and program development
areas, Four Aboriginal officers received AUSA Awards in 1983 to study for a Bachelor's
degree, bringing 1o five the number of Award. holders.

During 1982--83, 582 National Employment Strategy for Aboriginals (NESA) trainees
were accepted for training in the Service. This brought to 2900 the number of Aborigi-
nal trainees accepted since 1978, of whom 783 were placed in employment, the
majority in the Australian Public Service. At 30 June 1983, there were 474 NESA
trainees in the Service.

The number of Aboriginals employed in the Service has continued to grow. The
Board's annual survey of the ‘Employment of Aboriginals in.the Australian Public Ser-
vice’ revealed that 804 Aboriginals were employed under the Public Service Act at 1
October 1982, an increase of 13.4 per cent over the previous year. At 1 October 1982
Aboriginals comprised 0.53 per cent of total full-time staff employed under the Public
Service Act.

Further work was undertaken to identify those positions where the ability to com-
municate with Aboriginals and a knowledge and. understanding of Aboriginal culture is
seen as desirable for the efficient performance of the duties of the positions. There are
now 876 identified positions in the Service, ranging across ten departments, About 31
per cent of these positions are occupied by Aboriginals.

Disabled Persons

During the year the final seminar of the Board's. program for the International Year of
Disabled Persons, ‘Employment of People with Emotional lliness in the Australian Pub-
lic Service’, was held in Canberra.

The soundrslide sequence, ‘Learning About Disabled Co-Workers', produced by
Film Australia for the Bureau, was launched at a meeting of departmental and. voluntary
organisation representatives in' Canberra in. December 1982. The soundsslide sequence
is a seven part program which aims to inform: supervisors and co-workers prior to the
placement of a disabled person in the work area.

The Interdepartmental Steering Group on the Employment and Training of the
Handicapped in the Australian Public Service completed a report on the Rehabilitation.
and Reinstatement of. Injured Australian Public Service Staff.
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in December 1982 the Board approved a proposal for a program of ‘Aids for Dis-
abled Australian Public Service Staff’. Funding has been sought under the program for
the purchase of work-related aids for disabled staff in the Service. )

The Board's continuing special emphasis on recruitment activities for disabled pet-
sons resulted in an increase in the number of disabled people assisted by Specn{d
Placement Officers (SPO’s) and placed in jobs. The SPO’s assisted 1559 di_sabled appli-
cants, of whom 438 were appointed and a further forty-seven placed in temporary
employment, o

During. the year 130 rehabilitees completed their training m‘departmer"ta under the
Work Therapy Scheme. Of these forty-nine gained employment in the Serv:cc’.

Regular distribution commenced of a casselte version of the EEO Bureau’s newslet-
ter ‘AEQUA’. This is a service to assist visually impaired staff.

Migrants

The Ethnic Liaison Officer Scheme Working Group No. 3, chaired by lh_e Bureau, com-
pleted a report, ‘Public Contact Staff Training in Multicultural Australx'a'. The appen-
dixes of the Report have been released for general distribution as ‘Multicultural Public
Contact Training—A Resource Handbook’. The Mandbook has already proved to be
very popular with staff. development officers. ) .

The Bureau. is assisting the Board’s Regional Offices with the planmn.g and presen-
tation of seminars for staff development officers on multicultural training for public
contact staff. N

The Board has agreed to the introduction of a second lgvel of the Linguistic
Availability/Performance Allowance for staff who gain accreditation at Level I from the
National Accreditation Authority for Translators and Interpreters. The new level came
into operation on 7 April 1983, .

The Multilingual Information Program has continued to increase }he awareness 9f
parents from non-English speaking backgrounds of. career opportunities for their chil-
dren in the Australian Public Service. Thai, Filipino and' Indonesian have been addedl )
the initial six language: translations of brochures outlining the many Jobs_the Service
offers. Recruitment advertisements will be placed in ethnic newspapers to increase the
Program’s effectiveness. In. addition, the Board is continuing to review its clerical _sel_ec-
tion and allocation processes to ensure that appropriate weight is given to specific job
requirements, including bilingual skill. . .

The EEOQ Bureau’s newsietter "AEQUA’ is distributed in Arabic, Croatian, Greek,
ltalian, Serbian, Spanish and Turkish. Material on conditions of employm_ent and ap-
prenticeship opportunities for young women has also been translated into a wide
number of languages.
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ATTACHMENT F

Equal Employment Opportunity Program

Extracts from Guideline No.

{pp 5, 30, 31)
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3 - March 1985

dob advertising

1.2.4  The specific actions listed below could be selected for an EEO
Plan to achieve the objective of ‘increasing the proportion of
appiications from eligible women and members of designated groups for
appointment and promotion':

. use' of an EEQ slogan in internal and external advertisements, eg
“"Department X is an Equa) Opportunity Employer";

. distribution of recruitment material to target group members at
schools and tertiary institutions;

. presentation of job advertisements so as to encourage
applications from all qualified, experienced or eligibie
applicants;

. distribution of recruitment material and job advertisements to

specialist areas of the Commonwealth Employment Service, to draw
opportunities to the attention of unemployed group members of
target groups;

. placement of advertisements where they are most likely to be
read or heard by women and members of the designated groups, eg
ethnic radic and newspapers;

. inclusion of pictures of women and members of d'esignated‘ groups
in illustrated advertisements;

. elimination of unnecessary or irrelevant qualifications from
duty statements so that they are not stated as pre-requisites in
Jjob advertisements;

. presentation of the Department as an Equal Opportunity Employer
in  departmental publications which may 1influence job
applications such as annual reports and information brochures;

. distribution of dinformation about recruitment campaigns to
peopie working in the Department; and

. external advertising action by departments should take full
account of the availability of interpal applicants from the four
target groups. (See the Board's Guidelines on Advertising
Outside the Service for Above-Base Grade Positions in Volume 7
of the Personnel Management Manual. (10)})

1.2.5 The Selection Guidelines in the Pubiic Service Board's Personnel
Management Manual (PMM) VYolume 7 outline the procedures that should be
followed to ensure that selections are properly based and that selection
comiittees comprise persons able to make a fair assessment of the
relative merits of candidates, Parts II -V of these Guidelines contain
information about the rights and special needs of women and members of
désignated groups in selection, and EEO Plans which i{liustrate these.
Listed below are a number .of specific actions which could be taken and
which are common to each. graup., These specific actions could be chosen
to meet the objective of ‘increasing the proportions of women and members
of designated groups selected'. Such specific actions include:
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Job_advertisements

2.7.5 Some departments may have difficulty in attracting applications
from women for jobs in the Department generally. In others difficulties
may only be experienced with jobs in certain occupations or areas, or at
more senior levels. This may illustrate a need to improve the image of
the Department as an employer of women generally or the desirability of
taking positive steps to encourage women from inside and outside the
Department to apply for certain jobs. Specific actions common to all
groups are listed at paragraph 1.2.4 but additional actions which may
encourage female applicants are listed below:

. e]iminate sexism in language, in advertisements and recruitment
literature. Use words which have no gender, eg ‘person’ and
‘applicant’;

. phrase advertisements to encourage applicants of both sexes eg
‘men and women may apply' or the more eye catching 'women and
men may apply’'. This is particularly important when advertising
Jobs which are not traditionally done by women;

. ensure: that any drawings and photographs used in advertisements
or recruitment posters and brochures portray both women and men.
as workers, and are not in sex stereotyped work roles;

. consider placing job advertisements in magazines frequently read
by women and' encourage these magazines to write stories  about
women working in the Department, particularly in non-traditional
areas and management;

. advise employment. referral agencies such as the CES and Careers
Reference Centres that your organisation now has an EEO Program
and welcomes applications from women for non-traditional jobs;

. direct recruitment programs to women as well as men when
visiting secondary or tertiary educationa) institutions. Ensure
that pictures of women doing a variety of jobs are included in
career literature and displays and a woman is available to talk
to young women;

. give people in the Department access to information about
recruitment campaigns.  Young women working in keyboard,
Clerical Assistant or c¢lerical jobs may well be interested in
applying for entry to a non-traditional occupation in the
Department;

. advise supervisors of the need to include women in informal
advice about vacancies arising in the Department;

. when deciding to- advertise an above-base job outside the Service
remember that there may be women who wish to resume a ful)-time
career but who, because of their background, skills and
experience, would not wish to enter the Service through the base
grade competitions. Some may have spent a numbér of years in
the APS but resigned for family or other reasons. (The Board's
Guidelines on Advertising OQutside the Service for Above-Base
Grade Positions are found in Volume 7 of the Personnel
Management Manual (PMM). (10)) and
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. when advertising management and senior management jobs, invite
suitable women from inside and outside the Department to apply -
the Board may be able to assist here.

2.7.6 The results of a Department's Information Gathering Phase may
suggest a need to review all aspects of the selection process for all or
certain jobs in the Department. Paragraph 1.2.5 gives a number of
specific actions, common to all groups, for ensuring that the selection
process is free from discrimination. Listed below are actions specific
to women. They should be read in conjunction with the Selection
Guidelines in Volume 7 of the Board's PMM. (24)

. Selection tests should be reviewed to ensure that they do not
contain any inadvertent sex bias and are truly predicting job
performance, Many written selection tests in use in departments
today were drawn up in a period when psychologists were unaware
that such tests could in fact have an inherent although
unintended bias against women,

. Wherever practicable, at least one woman should be included on
each selection committee, If sufficient women are not available
for a11 selections in the Department, the highest priority then
should be accorded to selections for positions in areas where
women have not traditionally been employed and for senjor
positions. For this purpose, senior positions in central
offices are defined as .Clerical/Administrative Class 9 and above
and in regional areas as Clerical/Administrative Class 6 and

above.
. Women should have the opportunity to chair selection committees.
. Lists of women who are willing to sit on staff selection panels

should be compiled, Selection committee work should be spread
reasonably among those on the 1ist ensuring that unreasonable
demands are not made on the time of some women while others are
denied opportunities to take part in the selection process.

. Lists can be extended by contacting EEO/Personnel Officers in
other departments and the Public Service Board and by including
women who are not currently officers of the Service but who are
willing to sit on selection committees.

B Women should be given the opportunity and encouraged to attend
staff selection courses.

. Courses on staff selection should contain segments on
EED principles including interviewing women and members of
designated groups,

o Work areas shouid be encouraged to consider nominating women as
departmental nominees for Promotions Appeal Committees.

. Women and men applicants shouid be interviewed using the same
gbjective criteria, Information on interviewing women
applicants is. contained in Volume 7 of the PMM., The key points
are:
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SEMP' 8 -~ RESIDENTIAL. COURSE’

Many.of these sessions realte to more than one stream. The
sessions have been placea in the area of their major rocus,

participant Skills Forum ana Participant airectea activities can
also be usea to adoress streams or sessions where participants
have particular neeas ana interests which may not otherwise be

adaressed.

STREAM SESSION

Stratc_egic Planning ana Management Projects.

Managing Change
Goal Setting
Managing Change
Corporate ‘Planning
Negotiation Skills

Promoting Reform in the PS

Responsiveness ana Equity

Ethics

Committees ana the Senior Executive

policy Aavising The policy process

Eftective Resource Meaia Workshop

Management Interpersonal SKills
Inaustrial Relations

People Pertormance ana work
Practical Management Skills

Work Lire Planning
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Change: Evaluation or Revolution

Bqhicy ana service aelivery
Managing attituainal change

ATTACHMENY G (Part 2)

SENTOR EXECUTIVE CONFERENCE AND
OCCASIONAL SEMINARS

six conferences, two workshops ana seven seminars were
conductea auring the year, catering tor approximately 800 senlor
executives. Topics coverea ana the SPONSOring OepartMents weresd

Inoustrial Democracy (Puplic Service Boara,
Canberra)

The Sex Discrimination Act ana Deparwmental
Operations ({Public Service Boara, Canperra)
Management Of .Resources (Finance, Cannerra)
Managing an EEO Program in the Australian Public
Service (Public Service Boara, Canperra}
Management Issues Common to Qperational ana Service
Orientea Departments (Veterans' ALrairs, Canberra) .
Managing Better Orfices (Housing ana Construction,
Canberra).

Four conferences on Corporate Planning (Public
Service Boara, Canberra)

Two workshops on Presentation Skills (Public
Service Boara, Canberra ana Sy aney)

Health Promotion in the Workplace (Public Service
Boaraq, Capberra)

securing Business Data Communications (Public
Service Boara, Canberra)

women in Managément (Public Service Boarg,
Canberra) .



ATTACHMENT H

Public Service Board Annual Report 1983-84

pp 10-12
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The Financial Management Improvement Program. is being developed to encourage
managers to focus more clearly on the objectives of government programs and the
resources they use. A primary aim.is to orient:management. perspectives on results,.on the
real outcomes intended. of each program, and on the- effectiveness with which. they are
being achieved. As such, the Program complements moves towards introduction of
program budgeting. The faunching of the Financial Management Improvement Program as
a co-operative venture between the Board and the Department of Finance, with the
support.of departments, was mentioned briefly in the Board’s 1982-83 Annual Report. An
Interdepartmental Advisory and Development Committee supports the high-level Steering
Committee responsible for managing the Program. Special support units in the Department
of Finance and the Board. also were set up during the year to assist with the Program’s
implementation.

A review of other management improvement activities, both past and proposed, will be
undertaken with special emphasis to be given to the views of departments themselves. The
revised program, when adopted by the Board, will need to fit into the proposed system of
departmental management plans. One avenue to be explored.is the possible development
of “flatter’ organisational structures in which authority, responsibility and- accountability
are moved downwards and outwards from the centre of organisations. This movement is
critical for increasing the opportunity for people to make a more meaningfu! contribution
in the workplace and for achieving improved work structures. In broad terms there are two
main ways by which the Board can attempt to realise this objective: to encourage
departments to devolve further authority within existing structural' arrangements, or to
reduce the number of levels in employment structures in- order to eliminate unnecessarily
long organisational chains. Any combination of the two approaches also might be
adopted.

The Changed Role of the Board

As outlined above, the reform legisiation has had a major impact on the role and functions
of the Board. Several major functions have been: transferred. from the Board to other
departments and authorities. These include the establishments function and responsibility
for advice on. staff numbers, promotion and other appeals and for general grievances. At
the same time, the:Board acquired several new functions, such as the management of. the
Senior Executive Service and the overseeing of equal employment opportunity progtams
and industrial democracy plans. It also intends to widen its role in-personnel. policies and
practices, and in the initiation of management improvement and’ staff development.

In the past, responsibilities relating to establishments and staff numbers have given the
Board a considerable degree of influence with departments that has extended beyond
these narrow areas. At the same time, however, these responsibilities have, on occasions,
been the cause of friction and tension in the Board’s relations with departments. Further,
the Board's role in advising governments on numbers of staff has been frequently
misunderstood. Government decisions on total staff numbers have been represented as
Board decisions and the Board's necessarily subordinate and.advisory role in this area has
no doubt affected the perception of it as an independent personnel authority. The new
arrangements.will avoid these confusions and perceptions and'should enable the Board to
develop a more co-operative relationship with departments. They will both allow and
require the Board to take a more energetic.role in promoting improvement and innovation
in the Service as a whole.

The Board now can focus its attention more fully on improving the quality of
administration in the Service arid improvements in personnel management. A key concern
of the Board is to improve the quality of the work experience for people in the Service,
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from which both agencies and individuals stand to benefit. There is a wide ambit to the
activities that may be undertaken in pursuit of this aim. They include improvements in staff
selection, training, types of jobs offered, the physical working environment and an array of
avenues through which the quality of working life of staff may be enhanced. The heart of
the issue is the design of jobs and their deployment.in organisations in-ways that can offer
their. occupants suitable challenges and rewards.

The need for a co-operative relationship with departments is nowhere more clearly
needed than in the senior staffing area. it will be essential, if the new responsibilities which
the Board will share with Secretaries of Departments for the management and deployment
of senior staff are to be met, for relations to be open, frank and collaborative. The
legislation creating the Senior Executive Service requires the: Board to consult with
departments in actions it may take in placing staff, and the Board will pursue this
meticulously. The greater degree of joint Board and departmental intervention in the
placement of staff in.the Senior. Executive Service will succeed only on this basis, and after
consultation. with the individuals who are affected. The Board is confident that
departments will respond positively to the new arrangements, even though in some
instances the overall' interests of the Service and those of a department may not coincide:

Reorganisation of the Board

The Board was reorganised on 2 July 1984 to meet its changed responsibilities. With.some
of its regulatory and reactive functions removed, the Board will need to see itself less as an
organisation reacting to demands so as to keep the system going, and more as an initiator
of desirable change and a promoter of innovation. Furthermore, the proposals and
programs that the Board puts forward to departments will have to stand or fall on theirown
merits, It will' need to focus on trying to achieve excellence in what it undertakes.

This in no way detracts from the importance of improvement of continuing functions.
Obviously the Board: must fulfil'its statutory responsibilities in such areas as recruitment,
pay, job classifiction, conditions of employment and industrial relations, and do 50 in such
a way as adds to the Board’s credibility as a management organisation.

These concerns are reflected in the new organisation which contains seven primary
management groups. These groups have been designed to focus the attention of senior
management, and indeed of afl Board's staff, on the main objectives the Board will be
pursuing in the next few years.

The major groups are:

+ Pay and Classification. Division — In addition to continuing responsibility for
advising the Board on pay matters, this division will have the substantial task of
developing and maintaining classification standards and guidelines for departments.
Bringing the two functions together reflects the close link between them, implicit in
the Government's decision to retain responsibility for position classification in the
Board while transferring responsibility for establishments to departments and staff
numbers to the Department of Finance.

Personnel. Management Division — This division will be the main focus for the
Board’s efforts in the next few years to promote better personnel management in
departments. Its responsibilities will- include staffing and. staff development. matters,
except in relation to the Senior Executive Service. It will seek to identify advances in-
the field of personnel management that should be adopted in the Service, develop
associated policies and practices, and promote their adoption by departments.

Management Improvement Division — While all areas of the Board contribute to
improving the management of the Service, the Management Improvement Division
will be the area of the Board's organisation devoted entirely to promoting throughout

106

# the Service management practices that contribute to efficient, effective and

accountable administration. The role of the Management Improvement Division is
being reconsidered to.ensure that it will be able to.cater for the needs of the next
decade. The Board has taken steps. to have the role and charter of the Division
reviewed by an outside consultant. It is anticipated that as a result of this review
there will emerge a coherent set of principles or themes that will characterise the
Board’s management improvement activities and assist in communicating the
Board's aims in this area.
Working Environment and Conditions Division — This new grouping recognises the
importance of the quality of working life as an emerging issue in public
administration and the need for the Board to make a.concerted effort in this area. The
Division will cover employment conditions, physical working conditions, aspects of
occupational health and safety for which the Board has responsibility, promotion of
industrial democracy, and-any other matters which are primarily concerned with the
quality of working life.
Senior Executive Staffing Unit — This unit will bring together all activities related to
management of the-Senior Executive Service: appointment, selection for promotion
or transfer, mobility, staff development, counsefling and retirement. The Unit will
absorb some functions and staff tocated in existing branches of the Board. The status
of the position of Director. reflects the importance the Government and the Board
attach to improving the performance of senior managerment in the Service. It is
intended that the position will normally be filled on a term transfer basis.

- Equal Employment Opportunity Bureau — Establishment of a separate and upgraded
Bureau within the Board recognises the priority which the Government and the
Board attach to promoting equal empfoyment opportunity in the Service and the
increased workload that will flow from the reform legislation. it also serves to
emphasise that equal employment opportunity is relevant to all the Board's
responsibilities, not just those refating to personnel management. The Bureau will
have the responsibility for consulting senior departmental management in relation to
the monitoring of equal employment opportunity management plans.
Corporate Management and Secretariat Division — This division brings together.
those functions which relate to servicing the Board as a corporate entity: legislation,
parliamentary liaison, information, research, management services and the provision
of secretariat services to the Board. It will play a leading part in developing the
Board's own corporate strategy and the future evolution of the Board's role.

The Grievance and Appeals Bureau will cease to. exist when the Merit Protection and

Review Agency is established. The Bureau's functions will be transferred to the Agency..

The reorganisation described above affects.the Board's Central Office only. However,

a reorganisation of the Board’s Regional Offices is under consideration.



ATTACHMENY T

STAFF APPRAISAL POR THE SENIOR EXECUTIVE SERVICE

The Government's intention to establish a staff appraisal
system for the SES and the reasons for its introduction were
outlined in the 1983 Poliey Paper "Reforming the Australian
Public Service". The general purpose of staff appraisal was
seen in the following terms

‘Department Heads and the Public Service Board will
only be able to take a more active part in the
placement and ‘development of senior staff if reliable
information about their performance, qualifications,
experience and abilities is available.

More specifically, staff appraisal was described in the
Policy Paper as a means of .

. providing systematic feedback and counselling
to staff on work performance

. providing a systematic framework for staff
career counselling

. providing input to staff placement decisions.

Staff appraisal schemes are already used in 2 number of
departments below SES levels, while a few departments have
adopted informal schemes for SES officers.

Pilot Stage

The Board believes that staff appraisal for the SES should
be implemented. in stages. a pilot approach will be
developed as a first step. A number of departments/agencies
which are interested in participating will be involved in
developing and trialling three proposed options and
evaluating the overall approach.

The Public Service Board will participate in the pilot
study, while the participation of other interested
departments is still to be finalised.

A steering committee will be established to provide a focus
for the pilot stage. Its core membership will comprise
representatives from each participating department. The
pilot stage is expected to last 18-24 months.

The pilot studies will be used to test

- development of job objectives or job
accountabilities

. workloads involved in each of the three options

. the scope or need for standardisation
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. requirements for training of appraisers

links between appraisal and the
selection/placement process

effectiveness of each option in meeting the
Government’s objectives in staff appraisal.

Access to Records

i i i in departments.
SES staff appraisal vecords will be retained in p
The procedures covering access and hanqlxng w%ll be
developed in consultation with SES officers with due regard
to confidentiality and privacy.

Pse in Placement and Selection

The issue of what use should be made of apprﬁifaé records in
selectin eople for promotion or.transier wil e
considergdpas part of the evaluwation of the pilot study. In
the meantime, it will be up to individugl SES member§ to
decide whether to put forward any appraisal records in
support of job applications they make.

Training

Training in goal setting, performance appFaisal and
counselling will be an important part of implementation.

Core Characteristics

Appraisal schemes to be piloted will all include the
following core characteristics

a statement of either individual job objectives
or job accountabilities establisheq and agreed
with the SES officer at the beginning of an
appraisal period

- job objectives are specific statgments
about expected outcomes and require the
identification of specific performance
indicators such as deadlines, resource
usage, output quantity and guality

- job accountabilities, on the other hand,
are less precise. They describe the
types of work done rather than the
outputs of a job. They cover the_area§
of work activity in which the officer is
expected to invest time, energy and
expertise. Typical examples include
strategic management, policyl
development, program menitoring angd
control
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. a recorded assessment of actual achievements
against job objectives or job accountabilities
which clearly indicates to. the appraisee the
degree to which his or her work is considered
acceptable

. a recorded assessment of job related personal
characteristics (e.g. skills and knowledge)
which clearly indicates to the appraisee
whether his or her capabilities match
expectations.

Options

To allow for departments' individual needs, the following
three options have been developed for the pilot stage.

OPTION 1 : Semi-Structured Performance Discussion

This option meets the minimum criteria established. It
requires minimal formal preparation. Its features are

. establishment of a jointly agreed list of job
accountabilities at the commencement of the
appraisal cycle, to. be used as the criteria for
assessing the officer's performance

. an annual appraisal meeting to discuss the
officer's performance based on the agreed job
accountabilities, to provide feedback on job
related personal characteristics and to discuss
a personal development path

. any interim discussions to review progress
outside the annual appraisal meeting to be held
at the initiative of either party

. the formal record to be a set of narrative
responses to predetermined questions about the
officer’'s performance against each of the job
acountabilities, together with any relevant
comments on the officer's job related personal
characteristics and a personal development
plan.

OPTION 2 : Ratings of Job Accountabilities

This option incorporates the features of option 1, with the
addition that rating scales are to be used for all job
accountabilities and job related personal characteristics.
Features include

. the rating scale for each job accountability
and personal characteristic to provide clear
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definitions or examples of what constitutes
different levels of performance

. the development of criteria and standards for
the rating scales to be based on job analyses
for a representative sample of SES jobs

. the formal appraisal record. to comprise ratings
of job accountabilities, ratings of job related
personal characteristics, a personal .
development plan and any relevant supporting
comments.

OPTION 3 : Objective Setting and Achievement

The third option is more structured than the first two in
that it requires a greater amount of planniqg‘and review of
progress. against formally stated job objectives. Features
include

. performance criteria to be a list of job
objectives with supporting action plans
developed by the officer, and agreed at a more
senior level, at the beginning of the appraisal
period

. rating scales for job related personal .
characteristics to be developed and presented i
the same manner as in Option 2

. performance reviews, in which the officer
reports progress against action plan§ and the
continuing appropriateness of objectives
assessed, to be held regularly (desirably as
part of existing work reporting arrangements)

. the formal appraisal record for ‘this cption to
include assessments of performance against
stated job objectives, statements concerning
the constraints experienced in attaining the
objectives, ratings of job related personal
characteristics, a personal development plan
ané any relevant supporting comments.
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