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Commissioner’s overview

| am very pleased to present the State of the sector report 2012.

The report focuses on four central elements of public sector
administration and management which are: governance and
organisational performance; integrity and ethical conduct;
workforce planning and leadership; and workforce management.
These elements are considered vital to achieving and sustaining
high standards of administrative performance, and providing
efficient and effective services to the public.

The amount of work done across the sector in the last year

to maintain and improve public sector administration and
management has been significant, and demonstrates the
continuing partnership between public sector agencies and the
Public Sector Commission.

Raising awareness of conduct and integrity issues continued to be a priority in 2012 and
considerable progress was made in the development of agency workforce plans. Agency
discipline policies and processes are being revised to reflect the new legislative provisions,
and the use of greater flexibilities in recruitment processes is continuing. Nonetheless there
is still scope for further improvement in a number of areas which are identified in the report.

Key challenges facing the public sector in coming years include increased demand for
services and infrastructure, and the need to improve performance and efficiency in service
delivery in a tight fiscal environment. To meet these challenges, the public sector needs
strong governance systems and processes, focusing on accountability and performance. It
will need to ensure its available workforce has the skills and capabilities to plan and deliver
services and programs. To maintain high performance it will also need to ensure that it
sustains and improves professionalism and integrity. These issues are discussed in detail
throughout the report.

Commissioner's overview Public Sector Commission — State of the sector 2012



The process of improving the sector is an evolutionary one requiring a long-term, concerted
effort from all agencies to continue to strengthen their governance systems and improve
their culture, practices, planning and overall performance. Central agencies and oversight
bodies are working in partnership with line agencies to improve the efficiency, effectiveness
and accountability of the public sector. The Commission is committed to ongoing reform

to ensure that strategies are directed towards building capacity and capability across

the sector and that the regulatory environment enables this. The continuing efforts of all
agencies will sustain and build a public sector that is resilient and able to adapt to the
challenges of the future.

This report outlines the ‘state of play’ in the WA public sector in 2012. The significant input
and effort of those who participated in the survey program, and from Commission staff who
have structured the report to ensure it provides a comprehensive picture, are appreciated.

M C Wauchope
PUBLIC SECTOR COMMISSIONER

21 November 2012

Public Sector Commission — State of the sector 2012 Commissioner's overview



Introduction

Role of the Commission

The role of the Commission is to bring leadership and expertise to the public sector to
enhance integrity, effectiveness and efficiency. In addition to the performance reporting and
oversight functions reflected in this report, the Commission provides advice and assistance
to agencies and chief executive officers (CEOs) on a range of public administration and
management matters. This includes the delivery of training and development programs

to build the capacity of the sector and assist public sector bodies in meeting their
requirements under the public sector’s accountability framework.

Purpose of the report

The report addresses the requirement for the Commissioner to report annually to
parliament on the state of public sector administration and management, on the extent

of compliance with the principles set out in sections 8 and 9 of the Public Sector
Management Act 1994 (PSM Act), and on the extent of compliance with standards and
ethical codes established in support of those principles. It also covers the Commissioner’s
reporting obligations under section 22 of the Public Interest Disclosure Act 2003 (PID Act).

The report aims to provide parliament, public sector CEOs, agencies and the broader
community of WA with a comprehensive view of current public sector performance as it
relates to integrity, administration and management. It highlights some of the challenges
that will impact on the management of the WA public sector over the next five to ten years
and where the sector needs to focus its future planning.

Public sector agencies are encouraged to use the information contained in the report to
improve their understanding of the key dimensions of public sector administration and
management and to guide continuous improvement efforts. The State of the sector 2012
— Statistical bulletin (SOTS Statistical bulletin) that accompanies this report offers more
detailed comparative data that agencies can use to benchmark their performance against
other similar agencies or the sector as a whole.

Commissioner's overview Public Sector Commission — State of the sector 2012



Scope of report and data sources used

The report draws on a range of data and information sources, including the annual
agency survey (AAS); PID officers’ survey; the annual board and committee survey
(ABCS); the employee perception survey (EPS); and human resource minimum obligatory
information requirement (HRMOIR) data. Detailed information regarding the Commission’s
measurement frameworks, sample sizes, data sources, assessment rubrics and the type
and range of agencies included in the data presented in this report is at ‘Appendix A —
Public sector monitoring and evaluation framework’.

Accountability in the WA public sector is underpinned by a range of obligations that
support key principles enshrined in legislation. The monitoring and oversight of these
obligations is undertaken by a number of central agencies. Key trends and issues
observed by those agencies that are relevant to public administration and management are
referenced in the report to provide a more comprehensive overview.

Report structure
The report contains six sections:

e Section 1 ‘Commissioner’s overview’ includes a summary of the key issues the
Commission has noted from its monitoring and evaluation program this year. It also
highlights the challenges facing the public sector and service delivery in the next five to
ten years.

e Section 2 ‘Profile and structure of the Western Australian public sector’ provides
information about the State’s public sector workforce as at June 2012 and reports on
the profile and structure of entities that comprise the sector.

e Section 3 ‘Governance and organisational performance’ examines agency governance
systems and processes for strategic and operational planning; organisational
performance; financial and risk management; communications, information and records
management.

e Section 4 ‘Integrity and ethical conduct’ provides an overview of agency efforts to build
and sustain integrity systems, including reporting processes. It also provides information
on how agencies comply with the PID Act.

e Section 5 ‘Workforce planning and leadership’ discusses the progress made in
workforce and diversity planning, and highlights challenges for agency leadership.

e Section 6 ‘Workforce management’ focuses on workforce management related
activities such as recruitment, performance management and dealing with claims of
breaches of the public sector standards.

Public Sector Commission — State of the sector 2012 Commissioner's overview
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Changes to reporting

As foreshadowed in the 2011 report, this report reflects further incremental changes in

the Commissioner’s broader reporting and evaluation approach following changes to the
PSM Act that took effect in 2010. This year’s report gives greater emphasis to the theme
of ‘enhancing professionalism and integrity’. The central importance of professionalism
and integrity to public sector performance is reflected in commentary across many topics.
Agency case studies are included to highlight good practice and showcase the diversity of
public sector services.

For the last four years agencies have been required to evaluate the maturity of their
administrative systems using a scale (0 to 5). This year descriptions for the maturity
ratings were more specifically defined to provide clearer guidance on expectations for
each maturity level across the range of topics covered. This is likely to have resulted in
more considered self-assessment by agencies. In some areas it may also have resulted in
agencies rating themselves at a lower maturity level than the previous year.

Another change for 2012 is the treatment of public sector entities listed under Schedule 1
of the PSM Act. These fall largely outside the Commissioner’s jurisdiction, however some
of these entities have specific accountability requirements within their own legislation which
mirror obligations under the PSM Act or which require oversight by the Commissioner. For
this reason some Schedule 1 PSM Act entities were again included in the AAS'. There has
however, been a change from last year in how results for these entities are reported. This
year, AAS results for Schedule 1 PSM Act entities have not been included in the overall
results for the public sector. Where reported these results are shown separately. This
means that the overall results from previous years are not directly comparable with the
overall results for this year as Schedule 1 PSM Act agencies were previously included in
this data set.

1 Afull list of Schedule 1 PSM Act entities surveyed is at ‘Appendix D —
List of agencies required to report under the PSM Act, PID Act and EO Act’.

Commissioner's overview Public Sector Commission — State of the sector 2012



Overview of key findings

At the conclusion of each section in the report there is a summary of key findings which
has been compiled below. This overview of findings acknowledges good practice, outlines
areas in which progress has been made and identifies issues which require further attention
or action by agencies.

Governance and organisational performance

Organisational capability and effectiveness of governance systems
and processes

The majority of agencies have well established processes for strategic and operational
planning, and the reporting of performance indicators.

Agencies have shown consistent improvement in their ability to monitor and audit
financial performance.

The proportion of agencies managing and documenting their risk management
processes increased. Agencies are encouraged to continue to develop and implement
plans to identify and manage risks especially those agencies that do not have
documented risk processes in place.

There has been significant improvement in the level of monitoring, analysis and
evaluation of agency websites being undertaken.

The proportion of agencies that have taken actions to comply with, and raise awareness
of the State Records Act 2000 requirements is high and continues to improve.

Of the public sector boards surveyed in the ABCS, the majority reported that they have
effective, open and professional decision making processes.

Agencies that support boards are encouraged to assist those boards to build their
governance capability.

An increased focus on reducing the level of red tape and streamlining operational
processes remains an area for improvement.

Public Sector Commission — State of the sector 2012 Commissioner's overview
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Integrity and ethical conduct

Value based culture, compliance with codes, discipline and misconduct,
public interest disclosure

e There is a high level of agency compliance with the requirement to have a code of
conduct that reflects the public sector Code of Ethics.

e Agencies have been proactive in addressing areas they perceive to be high risk integrity
issues in their codes of conduct.

e The cumulative number of employees trained in the ‘Accountable and ethical decision
making’ (AEDM) program has increased over the last three years with the majority of
agency corporate executive members also trained in the program.

e A high proportion of agencies have implemented changes to their discipline policy and
processes to reflect the revised PSM Act disciplinary provisions and are making use of
the broader range of options available.

e Agencies are encouraged to implement improvements to disciplinary recording and
reporting systems so that they can monitor and report on all aspects of disciplinary
investigations.

e Agencies should ensure that all avenues for reporting allegations of wrongdoing are
included in agency policies and procedures.

e Public authorities should utilise the range of products developed by the Commission to
raise awareness of the public interest disclosure process and the protections available
under the legislation to increase the confidence level of employees in using this process.

Commissioner's overview Public Sector Commission — State of the sector 2012



Workforce planning and leadership
Workforce planning maturity levels and risks, diversity, leadership

Public Sector Commission — State of the sector 2012

Workforce plans now cover 99% of the public sector workforce, representing a
headcount of 155 300 employees.

The majority of agencies have developed and implemented a range of workforce
planning initiatives to attract a skilled workforce, including promoting flexible working
arrangements and streamlining recruitment processes.

It is expected that many of the sector’s leaders will retire in the next five to ten years,
with the SES having a median age of 53.4 years. To improve leadership succession
planning, agencies should identify critical leadership positions and invest in talent
management strategies.

Agency workforce plans need to include strategies to attract and retain managers,
given this occupational group is the most likely to impact on an agency’s ability to
deliver services in the future.

Agencies should focus on succession planning and knowledge transfer to retain
corporate knowledge and build workforce capability.

The retention of Indigenous Australians and people from culturally diverse backgrounds

is an ongoing issue being addressed through workforce planning initiatives and the

Aboriginal Employment Strategy 2011-15. To meet WA's target of 3.2% representation

of Aboriginal employees in the sector’s workforce, agencies need to ensure that the
number of Aboriginal people recruited exceeds the number of separations.

Commissioner's overview
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Workforce management

Employment framework, performance management, grievance, breach of
standards

A high proportion of agencies have utilised the flexibilities introduced through the
Commissioner’s instruction on filling a vacancy.

Considerable progress has been made by agencies in updating their agency HR
policies and procedures to reflect changes resulting from the introduction of the
Employment Standard but there are some agencies that still need to focus on this.

The majority of agencies have performance management processes in place but the
extent to which these processes are being used needs to improve. Agencies need
to ensure that employee participation in performance management processes is
monitored and effectively managed.

Most agencies have fully established processes to deal with grievances, and employee
awareness of these processes is high.

The number of grievances lodged with agencies has decreased by a third, with most
grievance cases resolved in a reasonable time frame.

The number of breach of standard claims referred to the Commission decreased slightly
this year, however there was an increase in the number of breach findings.

There was an increase in the number of employees claiming that they had been
subjected to workplace bullying and harassment. Agencies are encouraged to build
awareness about what constitutes bullying and harassment in the workplace and take a
preventative approach to dealing with these issues.

Commissioner's overview Public Sector Commission — State of the sector 2012



Future challenges

There are a number of challenges facing the sector now and into the future that have
influenced the treatment of issues in this report and of which the sector needs to be
cognisant.

Strategic and operational planning must take account of a
broad range of factors

WA's economy and population have been expanding at historically high levels with strong
growth in employment. These factors have fuelled increased demand for government
services and infrastructure in both urban and regional WA creating significant policy and
planning challenges.

While the sector is confronting challenging and complex demand issues it also faces
significant constraints on its resource base. The capacity to meet social and economic
infrastructure needs will continue to be impacted significantly by changes to the economic
and financial outlook for WA. Agencies are being encouraged to adopt a more rigorous
approach to reviewing and improving their business processes, services and programs in
order to achieve the savings needed to meet the efficiency dividend and budget outlook.

The focus on improving the overall performance of the sector and the cost effectiveness of
the services and programs it delivers will continue into the foreseeable future. Agencies will
need to look more closely at their business processes, programs and services and identify
opportunities to simplify practices and use alternative delivery models. The situation also
requires agencies to focus on workforce skills and productivity.

Effective workforce management and planning of the future workforce can help position
the sector to be ready for these challenges. The pool of potential recruits to the sector is
diminishing as the population ages. The WA public sector workforce now has 23% of its
workforce aged over 55 years, while the percentage of workers under the age of thirty
remains low at 15%. Workforce planning and attraction and retention will continue to be
critical issues and new participation and engagement challenges must be addressed.

Public Sector Commission — State of the sector 2012 Commissioner's overview
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Community perceptions are important to the sector’s reputation and there is increasing
public scrutiny on public sector conduct and performance. The Commission believes

it is vital to maintain and build community trust and confidence in the sector through
maintaining high ethical standards and ensuring integrity in decision making consistent with
core public sector values.

Keeping pace with community expectations for convenient access, quality and
customised services, while operating in a tight fiscal environment is increasingly difficult.
The geographical spread of WA adds to the complexity of service delivery, with 25% of
the WA public sector located in regional or remote areas. Technology offers new ways to
deliver services but this requires financial investment, new skills and expertise.

The Commissioner has a strategic role in improving the overall efficiency and effectiveness
of the sector and planning its future management. Over recent years there has been a
strong focus on building ethical workplace cultures, workforce planning and increasing
the capability of the workforce. Considerable attention has also been given to improving
governance systems and processes across the sector. Recently there has been an
increased emphasis on using innovation and collaboration to achieve better efficiency and
service outcomes.

Commissioner's overview Public Sector Commission — State of the sector 2012



Professionalism and integrity remains high but must be
continually enhanced

Integrity and professionalism are inherent values within the public sector context and can
be applied at all levels — the overall workforce, at an agency level and at an individual
employee level. The Code of Ethics and agency codes of conduct guide individual and
organisational behaviour and the way in which public sector employees carry out their
work. The commitment of every employee to public sector values and principles links
directly to the overall performance of the sector.

The operations of government touch every aspect of business and community life. Public
sector services range from providing direct services to administering regulations, managing
licensing regimes and approval processes for the State. It is vital that these roles are
undertaken transparently in the public interest and not in a manner that compromises
public confidence. To achieve this, all public sector workplaces must be underpinned by a
strong culture of professionalism and integrity.

As stewards of public resources, public sector employees are expected to understand
and apply ethical principles in all their actions and decision making and to demonstrate

a high level of professionalism. Beyond that, professionalism at an employee level also
includes generic values relevant to any public institution, including transparency, diligence,
responsiveness, impartiality and effectiveness.

Professionalism also embraces the idea that public sector employees have the necessary
skills, knowledge and values to effectively carry out their duties. Therefore, as well as
having a high level of integrity, a professional public sector employee needs to have the
requisite level of competency and to be given the opportunity to continue to develop their
level of capability.

Employee professionalism and integrity contributes significantly to agency performance by:
® increasing public confidence and trust in the agency and reducing reputation and
operational risk

e promoting and building a workplace culture where professionalism is recognised and
valued, which also leads to improved employee retention

e encouraging and contributing to the building of core skills of the workforce

e enhancing the quality of decision making

e supporting succession planning.

At an organisational level, professionalism can be characterised by sound organisational
performance, a commitment to excellence and the demonstration of high levels of integrity
and accountability. These values are exemplified by a work culture that encourages
learning, strong customer service, excellence and continuous improvement in service

delivery, and where a high standard of performance at an individual level is encouraged and
recognised.

Public Sector Commission — State of the sector 2012 Commissioner's overview
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The culture of integrity and professionalism in the public sector must not just be strong in
practice but must also be perceived to be strong if it is to maintain the confidence of the
business sector and all sectors of the community.

This year has seen an increase in public scrutiny of the private use of public resources and
the effective management of conflicts of interest. Code of conduct guidelines have been
updated by the Commission to provide clear guidance to agencies on the key integrity
risk areas that should be addressed in agency codes. Both the Corruption and Crime
Commission (CCC) and the Office of the Auditor General (OAG) have finalised significant
reviews relating to the acceptance of gifts, hospitality and other benefits by public sector
employees. Notwithstanding these activities, the outcome of the employee perception
survey provides a strong indicator that public sector agencies are actively encouraging
ethical behaviour by employees and that a high proportion of public sector leaders
demonstrate honesty and integrity.

The continued commitment of public sector agencies to training staff in AEDM is
considered an important contributing factor to this outcome.

Commissioner's overview Public Sector Commission — State of the sector 2012



Workforce planning must focus on future service needs and
workplace dynamics

An ageing workforce and expanding service delivery requirements increase the need for
careful and integrated planning of the workforce and its capability.

Developing integrated strategic workforce plans at an agency level has been a priority for
the WA public sector since 2009. Significant progress has been made by the sector in this
area (discussed in detail in the ‘Workforce planning and leadership’ section).

Succession planning and talent management programs have been commenced. A sector
wide talent management system targeted at the senior executive level has been recently
developed and will be fully operational by 2014. Attraction and retention strategies have
been a major focus for the sector in recent years. This has resulted in more customised
recruitment processes, shorter recruitment time frames and better induction programs.
Flexible working practices and health and wellbeing programs are being increasingly used
to ensure an engaged workforce.

With the ageing of the workforce and level of recruitment needed in the next few years,
tapping into underutilised labour markets and doing more to retain older workers will
become increasingly important. Programs that encourage the sharing and transfer of
corporate knowledge and allow older workers to transition to retirement need to be part
of an agency’s workforce plan. The increase in the number of older workers and the range
of generations employed also creates workplace challenges for managers. Generational
differences can affect recruiting, team building, and attitudes to change. Motivating,
managing, and increasing productivity potentially across three generations constitutes a
new challenge in the workplace.

With 23% of the workforce already aged 55 years or above, continued investment in
workforce planning and capability building is needed in order to have dynamic and
contemporary workplaces that attract and retain high quality employees. During times
of budgetary pressures there is sometimes a tendency to scale back workforce-related
initiatives, however retaining and building on these strategies and programs is crucial
to recruiting and retaining employees with the right technical skills and cultural fit, and
providing them with the opportunity to perform at their best.

Public Sector Commission — State of the sector 2012 Commissioner's overview
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Concepts of governance must expand from compliance
management to performance excellence

The importance of improving performance across the sector, particularly in the current fiscal
environment, has been widely acknowledged. Efficiency and effectiveness are essentially
about aligning various elements of organisational performance, including strategy, risk and
performance feedback mechanisms, as well as critical skills, capabilities and behaviours.
These elements of corporate governance, together with effective leadership, ensure the
successful long-term operation of an organisation and are the foundations for improving
organisational performance.

Agencies are responsible for determining their own governance systems, structures and
approaches to delivering agency outcomes. The Commission supports agency efforts
in governance through its website that contains governance principles and supporting
resources developed specifically for the WA public sector, and by providing direct
assistance to public sector entities where required.

In the past, corporate governance in the public sector has tended to focus on meeting
statutory and other mandatory compliance requirements. More recently there has been

a shift in the way that governance is being approached, with a greater emphasis on
systems that control and improve organisational performance. It is important to have the
right attitudes and behaviours in the workplace to support effective governance systems
and processes. Additionally, as partnerships with other jurisdictions and other sectors
become more common, governance processes Will need to take account of these types of
arrangements.

The Commission is developing a governance framework to provide guidance on the range
of issues that WA public sector entities will need to consider as part of their governance
systems and processes. The Commission will also use a range of forums to facilitate
improved sharing of governance knowledge and experience across the sector and by
developing a communication hub where public sector entities can exchange governance
information on-line.

Public sector bodies in WA take a variety of forms. Governance arrangements need to be
tailored according to the type of public sector body, its primary functions and the context
in which it operates. The distinction and interaction between differing roles, responsibilities
and accountabilities at the varying levels of government can be complex but need to be
understood so that governance arrangements are appropriate and support sound decision
making. However, there is a balance between having sufficient processes in place to
prevent maladministration and having such a myriad of complex processes, procedures
and rules that they become an obstruction to organisational efficiency.

Commissioner's overview Public Sector Commission — State of the sector 2012



Across the sector there is a greater awareness of the need to not just deal with the
outcomes of governance failures but to promote a greater understanding of the underlying
causes and how they can be addressed and prevented. Many of the matters coming to the
attention of the Commission have been the result of inadequate governance arrangements
or practices. The findings in reports by other oversight bodies such as the OAG, the

CCC and the Ombudsman are also being used to identify areas of potential systemic
weaknesses in governance practices and to develop sector wide approaches to address
these weaknesses.

System and business process improvement is becoming
more important

Regular assessment of organisational performance allows an agency to identify areas
where the efficiency of systems and processes can be improved. This may require a range
of data sources beyond information reported annually in key performance indicators (KPls).
The ‘Governance and organisational performance’ section focuses on the importance

of aligning and integrating performance information, strategic and operational plans and
system and business process improvements.

Organisational culture also plays a major role in the successful implementation of system
and business improvements. Organisational improvement efforts have been shown to

be most successful when governance processes are integrated and aligned, and the
agency has developed a strong organisational culture that supports innovation, continuous
improvement and employee capability building.

Innovation through improved collaboration and use of
technology is essential

Ensuring service efficiency and responsiveness is a key principle under section 7 of the
PSM Act. As well as continuing to improve services at an agency level, it also means
providing greater choices in service delivery. Continual improvement requires creative
thinking and different approaches. The Economic Audit Committee 2 identified the need
for the public sector to do more to foster innovation and work across organisational
boundaries using collaborative approaches to develop policy and deliver services.

Many agencies have started exploring and encouraging innovation, collaboration and
greater use of technology to improve their services.

Collaboration in a public sector context refers to working with other agencies, jurisdictions
or sectors to explore issues, develop solutions or generate new ideas. Collaborative
practice is now becoming central to the way we work, deliver services and produce
innovations.

2 Economic Audit Committee 2009, Putting the public first — Partnering with the community and
business to deliver outcomes: final report
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The Delivering community services in partnership policy is an example of an initiative which
has been jointly developed by the public and not-for-profit community sectors?. It has an
emphasis on building genuine partnerships between government and the not-for-profit
community sector, articulating a range of funding and contracting options available, and
reducing the associated administrative burden imposed on the not-for-profit sector under
previous arrangements.

Innovation is the application of new ideas to improve the efficiency of processes or deliver
better services. According to the Global Innovation Index 2011 4, Australia’s ranking in the
use of innovation to improve productivity has slipped from 18th place down to 21st place
in the world. Innovation in a public sector context means providing products and services
more efficiently and effectively, facilitating community adoption of new approaches and
fostering innovation in the community.

There are a number of agencies, such as the Department of Agriculture and Food,
Landgate and Challenger Institute of Technology, with well established innovation programs
that have led to initiatives which significantly improved their organisational performance.
Some initial work on how to foster and stimulate innovation across the WA public sector
has already commenced and will be progressed further in 2013. The next step is to identify
some common principles and consistent approaches that agencies looking for further
guidance and direction can use.

Conclusion

These key issues highlight the administrative areas of performance where there will be a

shift in focus and an increased emphasis in future reports. The theme for the 2013 report
will be ‘innovation and collaboration” and will include information on how these initiatives

have been utilised across the sector to achieve better efficiency and service outcomes.

3 Department of the Premier and Cabinet 2011, Delivering community services in partnership policy,
a policy to achieve better outcomes for Western Australians through the funding and contracting of
community services

4 INSEAD 2011, The global innovation index 2011, accelerating growth and development
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Profile and structure of the

Western Australian public sector

The WA public sector is a diverse and dynamic environment. The shape and profile of the
workforce and the structures which comprise its ‘machinery’ are constantly changing and
need to be considered in the context of this report.

This section of the report provides information about Western Australia’s public sector
workforce and structure as at 30 June 2012. The profile relies on 2011/12 workforce data
provided to the Commission by public sector entities under the HRMOIR. Information
about the number and nature of entities that make up the sector is maintained by the
Commission.

Where relevant, workforce comparisons are made with Western Australian workforce and
population data obtained from the Australian Bureau of Statistics (ABS). The report includes
workforce statistics relating to salary, gender, age, occupation, employment arrangements,
region and tenure. This information is critical to understanding the workforce planning
challenges facing the sector.

For detailed workforce information, see the SOTS Statistical bulletin, or for data definitions,
see the HRMOIR data definitions on the Commission’s website. A number of terms used in
this section are also discussed in further detail in ‘Appendix | — Glossary’.

Public Sector Commission — State of the sector 2012 Profile and structure of the WA public sector
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Profile of the public sector workforce

24

Full-time equivalents (FTE) and headcount

At the end of June 20123, 156 892 employees representing 122 939 FTE were employed
by the 125 public sector entities that report workforce data to the Commission ®.

Between June 1998 and June 2012, the number of FTE in the WA public sector
increased by 40.3% compared with a 44.6% increase in the total WA workforce” and a
32.3% increase in the WA population?® (Figure 2.1).
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Figure 2.1  Full-time equivalents in the WA public sector, WA workforce, and WA population,
June 1998 to June 2012 (Source HRMOIR)

5 Datais calculated as at the last pay period in June 2012.

6 A number of Schedule 1 PSM Act entities provided only aggregated headcount and FTE figures.
These figures have been included in the total WA public sector headcount and FTE, but cannot be

further categorised.

7 ABS 2012, 6291.0.55.001 — Labour force, Australia, detailed — electronic delivery, July 2012.
8 ABS 2012, 3701.0 - Australian demographic statistics, March 2012.
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In accordance with the Premier’s economic statement in February 2009 and Cabinet’s
decision in July 2009, general government entities are required to comply with an FTE
ceiling. The public sector FTE ceiling for 2011/12 was 108 363. The ‘average paid FTE’ for
entities required to comply with the FTE ceiling for June 2012 was 107 199 (i.e. 1164, or
1.1% below the 2011/12 FTE ceiling).

Age profile

One of the issues facing the public sector is an ageing workforce, primarily attributable
to the ageing of the ‘baby-boomers’ generation born between 1946 and 1964. There
is a greater proportion of this age group in the public sector than is found in the private
sector, evidenced by the differences in the median age for the two sectors. In June
2012, WA public sector employees had a median age of 45.4 years compared with the
WA workforce median age of 40.1 years.

Figure 2.2 shows the age profile of the public sector and illustrates a concentration of
WA public sector employees in the 35 to 59 years of age range (64.7%). Nearly a quarter
(23.1%) of the WA public sector workforce is over 55 years of age, reflecting a significant
number of employees who may leave the public sector in the next decade.
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Figure 2.2 Age profile comparison of WA public sector employees with WA workforce
(Source HRMOIR and ABS)

The workforce planning activities being undertaken within the public sector to
address these issues are covered in the ‘Workforce planning and leadership’ section.
The Commission continues to monitor the profile of the sector and advises on data
collection and workforce planning matters.
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Salary profile

At the end of June 2012, the median salary of WA public sector employees was $70 036.
‘Salary’ here is defined as an employee’s equivalent annual base salary. For example, a
part-time employee of 0.5 FTE with an equivalent annual base salary of $100 000 will be
reported as having a salary of $100 000. Figure 2.3 presents salary rates for the most
common occupational categories in the public sector.

The salary and occupational profile for individual public sector entities can be found in the

SOTS Statistical bulletin.
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Figure 2.3

(Source HRMOIR)

Profile and structure of the WA public sector

B Professionals
= Community and Personal Service Workers
Sales Workers

m [ abourers

WA public sector salary profile and ANZSCO occupation categories by headcount
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Occupations

Understanding changing occupational profiles in the workforce, in the public sector and

in agencies is an important element of workforce planning and can assist to identify areas
where job redesign may be necessary or opportune. Consulting services, information
resources and information sharing forums managed by the Commission assist agencies to
undertake this planning.

Since 2007, the WA public sector has collected occupation data based on the Australian
and New Zealand Standard Classification of Occupations (ANZSCO)®. ANZSCO is a
skill-based classification of occupations, developed as the national standard for organising
occupation-related information for purposes such as policy development and review,
human resource management, and labour market and social research. The classification
includes all jobs in the Australian workforce.

When compared with the WA workforce as a whole, the WA public sector workforce has
a higher proportion of ‘Professionals’, ‘Community and Personal Service Workers’, and
‘Clerical and Administrative Workers’ 1°. The profiles of the two workforces by ANZSCO
defined ‘major occupational groups’ are set out in Table 2.1.

Table 2.1 Distribution of WA public sector employees compared with the WA workforce by
headcount in ANZSCO major groups, June 2012 (Source HRMOIR)

ANZSCO major groups WA public sector WA workforce
Managers 6.3% 12.2%
Professionals 45.4% 20.2%
Technicians and Trades Workers 4.1% 17.3%
Community and Personal Service Workers 20.9% 9.3%
Clerical and Administrative Workers 17.4% 13.5%
Sales Workers 0.4% 8.4%
Machinery Operators and Drivers 0.6% 9.0%
Labourers 5.0% 10.1%
Total 100.0% 100.0%

9 Australian Bureau of Statistics 2009, 7220.0 - ANZSCO - Australian and New Zealand Standard
Classification of Occupations, first edition, revision 1

10 ABS 2012, 6291.0.55.003 - Labour force, Australia, detailed, quarterly, May 2012.
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Based on information provided by public sector entities, the 20 ANZSCO defined
‘occupational groups’ that have the highest levels of representation within the public sector
are set out in Table 2.2.

Table 2.2 ANZSCO occupational groups with highest levels of representation in the
WA public sector, June 2012 (Source HRMOIR)

Median %

Occupations

(ANZSCO groups) Headcount FTE (yaegt:s) :ge;ozv;

Registered Nurses 13311 10384 42.7 6.1% 49.7% 44.3%
Primary School Teachers 12381 8718 44.5 4.6% 46.6% 48.8%
Education Aides 12285 7090 45.2 57% 43.5% 50.7%
Secondary School Teachers 8434 6408 45.5 3.7% 452% 51.1%
Police 5762 5550 39.6 82% 61.6% 30.1%
General Clerks 5347 4336 455 129% 359% 51.2%
Commercial Cleaners 4486 2363 50.2 39% 30.9% 65.3%
Other Clerical and

(o) (o) 0,
Office Support Workers 3906 2334 46.4 8.0% 37.2% 54.9%

Vocational Education
Teachers (Australia) / 3501 2543 50.9 0.7% 31.0% 68.4%
Polytechnic Teachers (N2)

Nursing Support and

(o] [o) 0
Personal Care Workers 33802 2594 50.6 6.7% 27.9% 65.4%

Early Childhood (Pre-primary

(o) [o) 0,
School) Teachers 2919 1961 41.6 6.0% 54.0% 40.0%

Generalist Medical

" 2815 2432 325 44% 829% 12.7%
Practitioners

Contract, Program and

[0} 0, 0,
g 2775 2539 44.5 3.4% 479% 48.7%

School Principals 2394 2102 52.8 0.5% 27.8% 71.6%
Welfare Support Workers 2349 1947 47.6 4.3% 38.8% 56.8%
Prison Officers 2194 2073 48.7 0.5% 36.2% 63.3%
Office Managers 2106 1785 50.7 1.5% 29.9% 68.7%
Inquiry Clerks 1738 1435 425 147% 39.8% 455%

Other Information and
Organisation Professionals

Medical Technicians 1666 1346 41.9 9.5% 46.1% 44.4%

1709 1475 45.3 3.9% 45.3% 50.8%
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Length of service

Figure 2.4 sets out the length of service of public sector employees in their current entity as
at the end of June 2012, while the SOTS Statistical bulletin provides information about
length of service for each public sector entity.
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Figure 2.4 Percentage of workforce by length of service (years in current entity) for
WA public sector employees, June 2012 (Source HRMOIR)

e 53.2% of the WA public sector workforce have worked in their current entity for at least
five years, up from 52.8% in June 2011.

e 33.5% have worked in their current entity for ten or more years, down from 34.0% in
June 2011.

e 15.1% of employees have been employed by their current entity for less than a year
(14.6% in June 2011), and 25.0% for less than two years (24.0% in June 2011).
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Separations and commencements

In the WA public sector, each agency is an employing authority in its own right. The current
state of workforce data does not allow the Commission to report accurately on movements
around the sector. When an employee leaves an entity, either to work in another entity or to
leave the public sector, both are reported as separations from the entity.

In 2011/12, 26 928 permanent and fixed-term employees separated from their entities 1,
an increase of 27.6% on the previous year (21 098). Resignations decreased by 0.5%
from 8112 in 2010/11 to 8072 in 2011/12. Retirements increased by 0.5% from 1297 in
2010/11 to 1304 in 2011/12. Other employee movements may be due to movements
between entities or cessation of contracts. Meanwhile, there were 21 000 permanent and
fixed-term commencements, an increase of 11.1% on the previous year (18 906). Many
of the separations and engagements may reflect a level of healthy mobility between public
sector entities.

The separation rate for permanent and fixed-term employees has increased from 15.7%

in 2008/09, 17.5% in 2009/10 and 14.4% in 2010/11 to 17.8% in 2011/12. However, for
the reasons noted above, this figure is not truly reflective of the separation rate across the
WA public sector so should be used with caution. To ensure better accuracy of separation
data, the Commission is working on implementing a whole-of-sector employee identifier to
provide capacity to monitor and analyse mobility, and rates of internal recruitment within
the sector. This is intended to provide better supporting evidence to improve policy and
decision making around public sector employment issues.

As shown in Table 2.3, women have a higher separation rate compared with men, but this
can be attributed to a higher proportion of women being in fixed-term positions. As shown
in Figure 2.5, younger employees are also more likely to leave to progress their careers in
other agencies or other sectors. The high separation rate for those 65 years and above is
expected as employees reach retirement age.

11 Separation information includes only permanent and fixed-term employees. Employee movements are
at an entity level i.e. if an employee resigns from one entity to join another entity, this is still recorded
as a separation. Separation rate is calculated using the following formula:

No. of separations in the financial year

(No. of employees at the beginning of the financial year
+ Commencements throughout the financial year)
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Table 2.3 Separation rate by gender and age groups (Source HRMOIR)

2008/09 2009/10 2010/11 2011/12
WA public sector 15.7% 17.5% 14.4% 17.8%
Women 17.2% 18.9% 15.7% 19.9%
Men 12.6% 14.4% 11.7% 13.1%
Under 25 years 19.5% 21.3% 18.6% 21.2%
25-44 years 15.0% 16.6% 13.8% 16.3%
45 years and over 11.3% 12.2% 10.6% 13.1%

A description of workforce planning strategies in place and being promoted to increase
diversity in the public sector workforce is provided in the ‘Workforce planning and
leadership’ section.
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Figure 2.5 Separation rate by age group (Source HRMOIR)
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Gender profile

The public sector comprises women (69.6%) and men (30.4%). Women comprise a
significantly higher proportion of the public sector workforce compared with 43.8% in the
total Western Australian workforce 12,

The ‘feminisation’ of the WA public sector workforce over time has been influenced by
changes in occupational demographics, in particular, the privatisation of many ‘blue collar’
roles in the public sector and increased participation of women in human services roles.

In the last 25 years, the percentage of women in the WA public sector has changed from
47.0% in 1987/88 to 69.6% in 2011/12.

Figure 2.6 shows the change in the gender profile of the public sector across employee
age cohorts.

e \Women had a slightly younger age profile compared with men
(women’s median age: 44.7; men’s median age: 47.0).

e There was a higher proportion of women to men within the public sector in every age
cohort.
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Figure 2.6 Age and gender profile of the WA public sector workforce, June 2012
(Source HRMOIR)

12 ABS 2012, 6291.0.55.003 - Labour force, Australia, detailed, quarterly, May 2012.
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As Table 2.4 shows, a smaller proportion of women than men hold permanent positions
(69.7% and 76.7% respectively), while a larger proportion of women than men are on fixed-
term contracts, or are casual employees.

Table 2.4 Employment type by gender, June 2012 (Source HRMOIR)

Permanent Fixed-term Casual Others
Women 69.7% 18.6% 10.6% 1.1%
Men 76.7% 14.7% 6.1% 2.5%

Women had a lower salary profile than their male colleagues. Figure 2.7 shows the salary
range with the highest representation of men was $100 000 to $149 999, while that for
women was $40 000 to $49 999. The median salaries of females and males were $67 016
and $79 621 respectively.
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Figure 2.7 WA public sector employees’ salary range by gender, June 2012
(Source HRMOIR)

Another way to assess changes in comparative salaries for men and women is to consider
the equity index developed by the Director of Equal Opportunity in Public Employment. An
index of 100 for women indicates that the representation of women at each classification
level is proportional to that of men. The equity index for women over the last five years has
changed from 61 in 2007/08 to 64 in 2011/12.
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Geographic distribution of the workforce

Nine WA regions have been defined under the Regional Development Commissions
Act 1993. The WA public sector employs staff across all nine of the non-metropolitan
regions, as well as having staff located interstate and offshore.

The Perth metropolitan area comprises 75.1% of the public sector’s workforce, with 24.7%
of public sector employees employed across the other regions, as depicted in Figure 2.8.
Just 0.2% of public sector employees are located outside Western Australia.
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Figure 2.8 Distribution of WA public sector employees (FTE) by non-metropolitan region
(Source HRMOIR)
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Regional occupations

The employment profile of the non-metropolitan regions is generally similar to the public

sector as a whole, as shown in Figure 2.9.
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Public sector agencies by region

Factors influencing allocation of the public sector workforce to a region include the region’s
population, relevant social and economic drivers, available resources and existing and
future infrastructure. Table 2.5 outlines the number of WA public sector employees as a
proportion of regional populations 2.

Table 2.5 Profile of WA public sector employees by region, June 2012 (Source HRMOIR) 4

Public Public

) Public Public sector sector ©
Estimated a sector
B l5tion sector sector FTE median median
P headcount FTE per 100 salary e ears)
persons (%) gely
Gascoyne 9 621 814 600 6.2 58 465 44.4
Sl 59 489 3687 2829 48 66961  43.1
Esperance
Great Southern 56 884 4 322 3134 55 68 153 48.5
Kimberley 37 673 3672 3045 8.1 67 933 41.9
Mid West 55 609 4 055 3018 54 65 527 451
Peel 112 677 3 236 2 422 2.1 67 016 46.2
Pilbara 62 736 3310 2676 4.3 69 907 40.1
South West 158 615 8 396 6 051 3.8 67 343 47.6
Wheatbelt 72 856 5106 3 446 4.7 58 216 47.5
Metropolitan 1726 055 111 243 87 235 5.1 71794 45.3
Outside WA N/A 335 155 N/A 47 322 47.3
Suleilice N/A 8716 8327 N/A NA  NA

work locations
Western Australia 2 352215 156 892 122939 4.9 70 036 45.4

e There were 4.9 public sector FTEs per 100 persons, unchanged from 2011.

e The Peel region had the smallest proportion of WA public sector employees of all
the regions, with 2.1 public sector FTEs per 100 persons. It is likely that the majority
of services to the Peel region are provided by metropolitan based employees who
commute to the region when necessary.

e The Kimberley region had the largest proportion of WA public sector employees of all
the regions, with 8.1 public sector FTEs for every 100 persons.

13 ABS 2012, 3278.0 — Population estimates by statistical local area, 2001 to 2011.

14 A number of Schedule 1 PSM Act entities provided only aggregated headcount and FTE figures.
These figures have been included in this table as ‘unidentified work locations’ and cannot be
categorised further.
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e The median age of public sector employees across the nine regions ranged from

40.1 years (Pilbara) to 48.5 years (Great Southern).

e The median equivalent annual salary of regional WA public sector employees ($66 240)
was lower than the Perth metropolitan salary median ($71 794) and the WA public
sector as a whole ($70 036).

Profile of the Senior Executive Service (SES)

The SES is constituted under section 43 of the PSM Act. It comprises executive
officers who are capable of providing high level policy advice and undertake managerial
responsibilities (including promoting efficiencies) within agencies and across the sector.

Figure 2.10 shows that the number of SES has increased proportionately to the WA public
sector over the last four years.
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Figure 2.10 Number of SES compared with WA public sector FTE, (excluding Schedule 1
PSM Act) June 2000 to June 2012 (Source HRMOIR)

The SES includes executives in the WA public service employed in departments or SES
organisations. A large number of executives are also employed in the broader WA public

sector. More information on these entities is provided in the ‘Structure of the public sector’
section.
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Women in the SES

Since 2000, the representation of women within the SES has increased from 19.1% to
27.6%, as shown in Figure 2.11. Similarly, women comprise 26.8% of Tier 1 positions
(CEOs, Directors General [DGs]) in the public sector 8.

At the Tier 2 level, women in the public sector represent 30.9% of leadership positions
compared with 34.2% in local government and 39.1% in public universities .
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Figure 2.11 Western Australian public sector SES employees by gender, June 2000 to
June 2012 (Source HRMOIR)

While the steady increase since 2007 is encouraging, the ability to attract, recruit and
retain talented women in the SES is an area that requires further work. The Commission is
currently examining systemic issues and this work will influence sector-wide strategies and
approaches to agency level consulting in 2013.

15 See ‘management tiers’ in ‘Appendix | — Glossary’ for an explanation of Tier 1, 2 and 3 positions.
16 Director of Equal Opportunity in Public Employment 2012, Annual report 2012.
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Figure 2.12 provides a comparison of women in senior executive positions across
Australian jurisdictions.
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Figure 2.12 Proportion of women in senior executive positions across Australian jurisdictions,
2010/11 (Multiple sources )

17 WA HRMOIR; Office of the State Service Commissioner Tasmania 2011, Annual report 2010-11;
Queensland Public Service Commission 2011, Annual report 2070-117; New South Wales Public
Service Commission 2011, The NSW public sector workforce: a 2011 snapshot and snapshot tables;
Australian Capital Territory Chief Minister and Cabinet Directorate 2011, ACT public service workforce
profile 20710-11; Australian Public Service Commission 2011, State of the service report: state of
the service series 2010-11; State Services Authority Victoria 2011, The state of the public sector in
Victoria 2010-11; Office of the Commissioner for Public Employment Northern Territory 2011, State
of the service report 2010-11; Office of Public Employment and Review South Australia 2011, South
Australian public sector workforce information June 2011 — table 2.
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Age profile of the SES

At the end of June 2012, the median age of SES employees was 53.4 years (51.5 for
women and 54.4 for men), which is higher than the median age of the total public sector
(45.4 years). Therefore, it is likely that half of the SES will be eligible to retire within the next
decade. Figure 2.13 highlights the ageing profile of the SES over the last four years.
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Figure 2.13 SES employees by age group in the WA public sector, June 2008 and June 2012
(Source HRMOIR)

Profile of other diversity groups in the SES

The percentage of SES officers from culturally diverse backgrounds has decreased over the
last five years, from 7.8% in 2008 to 6.3% in 2012. Similarly the proportion of SES officers
with a disability has decreased from 4.4% in 2008 to 2.5% in 2012. Indigenous Australians
in the SES have also decreased from 1.0% in 2008 to 0.4% in 2012. Due to the size of the
SES (479 employees), the statistics are affected by relatively small changes in numbers.
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Structure of the public sector

The current public sector structure is outlined in Table 2.6. Some independent statutory
office holders, such as the Auditor General and the Commissioner, have a statutory
obligation to report directly to parliament. As these office holders are generally supported
by an administrative organisation, they are counted in the figures below.

Table 2.6 Public sector structure and number of entities as at 30 June 2011 and
30 June 2012

30 June 30 June
2011 2012

Description Examples

Departments

Primarily responsible for providing policy
advice and administrative support to
ministers. Departments are established,
divided, abolished and renamed under
section 35 of the PSM Act.

SES organisations

e Department of the
Attorney General

e Department of the 37 37
Premier and Cabinet

e Department of Commerce

Established under a written law to * Rottnest Island Authority

perform statutory functions, and e Botanic Gardens and Parks 41 40
generally responsible through a board Authority

to a minister. SES organisations are e Tourism WA

specified in Schedule 2 of the PSM Act.

Non-SES organisations e Forest Products Commission

Established under a written law to e Swan River Trust

perform specific statutory functions, e Western Australia Sports Centre 30 29
generally responsible through a board Trust

to a minister. e Legal Aid Commission

Statutory boards and committees

Established under law to perform

statutory functions such as guidance * Road Safety Council

and direction for an organisation; e Building Services Board 33 @ 156
regulation, registration and appeal; e Swan River Trust

coordination of policies and projects;
and advisory functions.

(@ The 33 boards and committees included in 2011 numbers were those that had notified the
Commission that they were covered by the PID Act. For more information about the number of
boards and committees, see the ‘Governance and organisational performance’ section.
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Table 2.7 Other government entities as at 30 June 2012

Description Examples

Schedule 1 entities

The remaining bodies and organisations constituted by law
to undertake specific public functions. They operate at arm’s
length to the Government and often in a commercial/semi-
commercial environment. Entities included in Schedule 1 to .
the PSM Act are not part of the ‘Public Sector’ as defined in * Police Force

Public universities
Water Corporation
e Port authorities

e LandCorp

that Act. e Courts and tribunals
Local government authorities

There are 140 elected councils, shires or local councils. e City of Perth
Services provided by local government include road e Town of Cambridge
management, waste collection, recreation, medical and e Shire of Brookton

other human services.
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Machinery of government changes

‘Machinery of government (MOG) changes’ refer to changes made to public sector
structures or administrative arrangements arising from decisions of executive government.
MOG changes include the creation, amalgamation, abolition or division of departments or
organisations or the movement of functions between departments or organisations.

To achieve and maintain operational responsiveness and flexibility, the Commission
provides advice to Government on MOG changes. MOG changes usually occur
immediately following an election or when ministerial responsibilities change.

In 2011/12, the following MOG changes occurred:

The Subiaco, East Perth, Armadale and Midland redevelopment authorities were
consolidated into a single Metropolitan Redevelopment Authority.

The Department of Treasury and Finance was renamed the Department of Treasury.

At the same time, the State Revenue, Government Procurement, Building Management
and Works, and Shared Services functions of the Department of Treasury and Finance
were transferred to the newly created Department of Finance.

The Office of Energy was abolished and its role and functions transferred to the newly
established Public Utilities Office within the Department of Finance.

In August 2011 legislation effected the abolition of the Builders’ Registration Board,
the Painters’ Registration Board and the Building Disputes Tribunal. A Building
Commissioner, assisted by a Building Services Board, now registers building service
providers. This new scheme is administered by the Building Commission, which is a
division of the Department of Commerce.
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Governance and

organisational performance

Governance encompasses the systems and structures by which an organisation is directed
and operated, and the mechanisms by which it and its people are held accountable.
Effective governance assists sound decision making, improves organisational performance
and provides accountability control. A strong focus on building and sustaining effective
governance systems and early identification of governance weaknesses will help agencies
address problems before they develop into more serious issues affecting organisational
performance.

The framework for governance and organisational performance in the public sector is
established by various acts, standards and instructions. The principles of public sector
administration and management in section 7 of the PSM Act and the functions of CEOs
and chief employees in section 29 are at the core of this framework. These provisions also
reference other legislation and obligations associated with the management of finances,
assets, procurement, records and information management.

This section focuses on the following governance systems and processes and also
considers governance of public sector boards and committees:

e strategic and operational planning

e organisational performance

¢ financial and risk management

e communications, information and records management.

Good governance structures also need to be supported by a strong focus on people and
culture which is dealt with in the ‘Workforce management’ section of this report.
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Strategic and operational planning

Strategic plans articulate how agencies intend to meet responsibilities established by
resource agreements and government policies, provide direction to employees and
communicate their goals and plans to stakeholders. Operational plans translate strategic
goals into practical objectives, activities and outputs that can be measured and monitored.

The AAS asked agencies to rate the maturity of their strategic and operational plans and
programs of work and to respond to the statement ‘A strategic plan outlines the
organisation’s key strategic goals, outcomes and outputs. Operational plans and programs
of work support the organisation’s key strategic goals and outcomes and are regularly
adjusted to changes in strategic and environmental imperatives’. While the survey results
for strategic planning processes remain positive, agencies’ assessment of their level of
maturity is slightly lower from an average rating of 4.2 in 2010/11 to 4.1 for this year (4.2
excluding Schedule 1 PSM Act entities).
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Figure 3.1 shows that 85 agencies (84 %) had well established and implemented strategic
plans with a rating of 4 or higher. An average maturity rating of 4 equates to clear strategic
plans which are focused on providing services to the community and are formally reviewed
with input from ministers and other stakeholders. It also requires operational plans to

have been systematically implemented and for most employees to be aware of relevant
measures of achievement. These results show that generally the sector is performing well
with regard to implementing strategic planning processes and ensuring that all levels of
employees have an understanding of their agency’s strategic plan.

The Commission notes all large and most medium sized agencies reported a high level of
maturity in this area of governance.

Very small 2 2 2 1 9
Small g1 4 19
o
3 .
<) Medium | 2 12
()]
>
2
o Large 8
<
Schedule 1 6 1 7
All public sector (not Schedule 1) ZEJI3 7 48

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Proportion of agencies
Maturity rating mNoresponse EQO H1 2 m3 m4 m5

Figure 3.1  Maturity of agencies’ strategic and operational plans and programs of work,
2011/12 (Source AAS)
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Case study

Improving organisational performance by alighing planning, values and
development activities

Challenger Institute of Technology is one of the state’s largest vocational education
and training providers employing close to 1000 people. Challenger has recognised
that to be regarded as a global leader in high quality vocational education and
training, then it must grow the collective capability of its people and develop a shared
culture of learning and innovation where leadership is clear, communication is open
and performance is rewarded.

A set of five core values, coupled with the organisation’s guiding principles, were
used as the foundation to develop a framework to enable the building of the
organisational capability needed to achieve Challenger’s vision. Through an extensive
employee consultation process the People Development Framework was established.
This framework comprises a comprehensive set of organisational and employee
development activities arranged under the following three tiers:

e Tier 1 — projects to build the systems, tools, technology, policy and practice
to enable and support a learning culture. Examples of projects planned for
2012 include enhancing wireless accessibility, implementation of a timetabling
tool, improving information and knowledge management through intranet
redevelopment and developing a workforce and diversity plan.

e Tier 2 — addresses the behaviour, shared values and beliefs, and the activities that
go beyond traditional training to support continuous learning in a work context.
Projects include a range of professional learning activities to support flexible,
innovative workplace practices. The projects being implemented for 2012 include
a professional development conference, a structured web-based process to
encourage and support innovation and excellence by employees, and an award
program that acknowledges employee success consistent with the strategic
direction and values of the organisation.

e Tier 3 — focuses on maintaining the individual expertise, skills, knowledge and
behaviours that are required to achieve the learning strategy. It aims to equip
and empower managers to be enterprising and comprises a leadership program
including leadership scholarships, coaching for managers and a survey to
measure and grow organisational capacity.

Challenger’s strategic plan, business unit operational plans and employees’ individual
performance plans are all integrated and linked to this framework. This ensures that
there is a consistent understanding of the approach and activities being undertaken
across all levels of the organisation and individual employees understand how they
contribute to this.
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At the WA Training Awards 2012, Challenger was named ‘WA Large Training

Provider Year 2012’ by the Department of Training and Workforce Development for
demonstrating creativity, excellence and innovation in not only its training delivery, but
also in its staff development and internal processes and systems.

The success of Challenger’s approach is also evident in the results of the 2012 EPS
where the average ratings given by Challenger employees across a range of factors
were higher than other agencies who participated in this survey. These factors related
to engagement with the organisation, feeling valued for their contribution, pride in
working in the public sector and a willingness to recommend the WA public sector as
a good place to work.

The approach taken by Challenger has also had a positive impact on service delivery,
with an increase in student and employer satisfaction in 2012 from an already high
base. The Australian Quality Training Framework Quality Indicators Survey revealed:

e More than 95.1% of students were satisfied with the training Challenger provided.
e 95.4% of employers said courses reflected current practice.

e  95.5% of employers reported the training was an effective investment.

Challenger has recognised that continuous learning will occur when people are given
the right opportunity, tools and environment and has made significant progress

towards its vision of being a high performing provider of workforce development,
skills recognition and community leadership.
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Organisational performance

Due to the fiscally constrained environment in which the sector operates, it is important
for agencies to deliver value for money services and maintain and improve outcomes.
Agencies should use organisational performance measurement information to inform their
strategic planning processes and to assist in meeting objectives.

The general principles of public administration and management contained in section 7 of
the PSM Act emphasise agency responsiveness and flexibility, service to the community,
structures that ensure judicious decision making and continued improvement in efficiency
and effectiveness. Consistent with these principles, KPIs are used to measure
organisational performance as well as to improve the efficiency of service delivery to the
community.
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Evaluating performance

Effective use of performance indicators enables an agency to accurately measure and
monitor its performance, identify areas needing improvement and optimise responsiveness
and service delivery in the longer term.

Since 1999, public sector agencies have been required to assess and report annually on
the alignment of KPIs to strategic goals using an outcome-based management framework.
This process is administered by the Department of Treasury and high-level agency KPlIs are
audited by the Auditor General.

Public sector agencies have responded positively to aligning KPIs with strategic goals and
maintaining records of performance against these KPIs. For 2011/12, the overall maturity
rating for the public sector in this area was 3.9 (4.1 excluding Schedule 1 authorities)
compared with an average maturity rating of 4.2 in 2010/11.

The AAS asked agencies to rate their agency against the statement ‘Business processes
and outcome specific key performance indicators are aligned to the organisation’s

key strategic goals and outcomes, and a record is maintained of the organisation’s
performance against these indicators’.

Figure 3.2 shows that of the nine agencies that rated themselves lower than 3 in 2011/12,
eight were categorised as small or very small. The Commission is able to provide advice
and assistance to smaller agencies that may be having difficulty in aligning their strategic
and operational plans with agency KPIs.

Agency specific ratings for these questions are provided in the SOTS Statistical bulletin.
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All public sector (not Schedule 1)
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Figure 3.2 Maturity of agencies’ alignment and measurement of business processes and
KPIs against key strategic goals, 2011/12 (Source AAS)
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Figure 3.3 highlights the shift in the maturity of the sector over the past three years.
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Maturity of agencies’ alignment of KPIs to organisation’s strategic goals and
outcomes and recording of performance against KPls, 2009/10 to 2011/12

(Source AAS)

The Commission understands it can often be difficult for agencies to connect strategies
and activities directly to measurable outcomes, particularly where there can be a lag in
tangible results. The very high percentage of agencies achieving high levels of maturity in
their systems is encouraging. The use of better data and more sophisticated approaches
to developing relevant and reliable indicators of achievement are essential to continuous
improvement.
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Red tape reduction, regulatory reform and
business process improvement

‘Red tape’ refers to the compliance burden and associated costs to business and the
community resulting from government regulations, departmental policies and rulings and other
requirements. The Department of Treasury supports specific red tape reduction initiatives
designed to limit the regulatory ‘footprint” established through legislation and regulation. The
red tape reduction initiatives across the sector aim to reduce this burden and improve overall
efficiency consistent with broader principles of administration and management.

When proposing new regulations, in the form of primary or subordinate legislation, agencies
must assess the potential impact on stakeholders, including business, consumers and the
economy to ensure the compliance measures are flexible and not unnecessarily onerous.

Figure 3.4 shows the types of initiatives that were being implemented to support the
government’s policy objective to reduce red tape and improve business processes. The
use of online systems to generate efficiencies was the most common method being
developed or employed by agencies to reduce red tape. Eighty-four per cent of agencies
have either fully or partially implemented any one strategy to reduce red tape.

Undertaken an associated review or regulatory impact
assessment

5

Developed target timeframes for specific decision
making processes

Published or communicated internal policies and
guidelines used in decision-making processes (emall,
intranet, information sessions) with the aim of...

Taken direct action to reduce regulatory burdens or

improve regulation making processes specific to a
core area of your business

Developed online systems to reduce paperwork
and/or speed up processes

Undertaken critical path or workflow analysis to
simplify tasks, systems and processes

Other 86

0% 20% 40% 60% 80% 100%
Proportion of agencies

Response mNoresponse  ENo Being developed  ®Yes - partially  ®mYes - fully

Figure 3.4 Agencies’ progress towards implementing red-tape reduction initiatives, 2011/12
(Source AAS)
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Information collected through CEO performance agreements also identifies initiatives
related to contributing the broad aims of red tape reduction. Red tape reduction has
been included in CEO performance agreements as a sector wide initiative for the last two
financial years.

In responding to this requirement in 2011/12, 62 CEOs identified 119 red tape reduction
initiatives. Table 3.1 provides a breakdown of the types of initiatives identified. There has
been a significant increase in ‘Other’ initiatives in 2011/12 (up from 12 in 2010/11 to 61 in
2011/12). More than 80% of these initiatives relate to the decommissioning activities of the
Office of Shared Services.

Table 3.1 Red tape reduction initiatives reported by 62 CEOs employed under section 45 of
the PSM Act, 2011/12 (Source CEO performance agreements)

Initiative category N_o. . i_n arives %. (.)f t_otal
established in agreements initiatives
Regulatory impact assessment 2 1.4%
Reviews 21 14.9%
Process change 40 28.4%
Reduction planning 17 12.1%
Other 61 50.8%
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The streamlining of internal operational processes with the objective of increasing

responsiveness to the general community showed slightly better results than red tape
reduction initiatives (Figure 3.5).

These results suggest that agencies need to focus on reviewing the administration of

services and programs to continually improve the timeliness of processes and decision
making.

Undertaken an associated review or internal impact
assessment

Developed target timeframes for specific internal
decision making processes (e.g. approval processes)

Published or communicated internal policies and
guidelines to streamline internal decision-making
processes (e.g. communicated via email, intranet,
information sessions)

Taken direct action to refine decision making
processes to improve internal efficiency (e.g. internal
delegation of authority, internal approvals/decisions

devolved to middle level managers).

Other
0% 20% 40% 60% 80% 100%
Proportion of agencies
Response m No response  ENo Being developed  ®Yes - partially ~ ®Yes - fully

Figure 3.5 Profile of agency initiatives being implemented to streamline internal operational
processes, 2011/12 (Source AAS)
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Financial management

The general principles of public administration outlined in section 7 of the PSM Act require
proper standards of financial management and accounting to be maintained at all times.
These principles are aligned to the requirements of the Financial Management Act 2006,
Treasurer’s Instructions (Tls) and related guidelines and standards.

There are a number of central agencies involved in the setting of financial policies and in
the oversight of financial management functions:

e The Department of Treasury is responsible for interpretation of accounting standards,
policies and the Strategic asset management framework.

e The Department of Finance is responsible for procurement and major works.

¢ The OAG oversights accounting and financial performance of agencies.

e The Commission seeks to complement central agency oversight reporting by using the
AAS to examine the maturity of agencies’ financial management systems, comparing
this with agency financial management information reported under the Financial
Management Act 2006.
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Processes to monitor financial performance

Treasurer’s Instructions set minimum requirements to be met on core financial management
matters, including accounting for revenue, expenditure, assets, standards of reporting and
such other matters necessary to ensure good financial management and governance.

As Tls are expressed in terms of control objectives rather than prescribed techniques or
procedures, agencies have flexibility in how they are applied.

All public sector agencies have their financial statements audited annually by the OAG.
However, effective financial control and governance requires agencies to monitor their
finances throughout the year.

To assess the level of maturity of agencies’ financial management systems and processes
in 2012, the AAS asked agencies to rate their maturity on a scale of O to 5 against the
statement: ‘Structured processes are in place to monitor and audit financial performance,
including the proper recording and reporting of financial transactions, against budget and
key strategic goals, both at executive level as well as by an independent audit committee’.

The average maturity rating of 4.5 for financial systems reflects well developed and
implemented financial management and accounting controls across the sector. This year
91 agencies (90%) rated their performance in this area at 4 or 5. A rating of 4 and higher
indicates that measures to ensure financial accountability are part of standard business
practice, financial performance in relation to strategic goals is assessable, internal audits
are a routine activity and external audits occur. Notably, 67 agencies rated themselves at 5,
indicating that financial performance in relation to strategic goals is also a routine business
item for the majority of agencies.

Figure 3.6 highlights consistent improvement in maturity ratings, a positive outcome for the
sector as it provides the wider community with the assurance that public money is
managed effectively and efficiently.
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Figure 3.6  Maturity of agencies’ structured processes to monitor and audit financial
performance, 2009/10 to 2011/12 (Source AAS)
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Budget management

The Financial Management Act 2006 requires agencies to effectively manage the
administration of public finances and report accurately and consistently.

Annual State Budget statements contain the estimated and actual financial performance
information and targets for those agencies that operate primarily with parliamentary
appropriation funding. The statements are presented on an accrual accounting basis and
disclose the cost of providing government services. For public sector agencies, the majority
of costs incurred relate to employee wages, supplies and services, interest and grants.

One of the general principles of public administration and management is that resources
are to be deployed to ensure their most effective and efficient use. The Commission has
undertaken an analysis to compare budget management outcomes as reflected by budget
variance relative to the size of an agency.

The sample consisted of 90 public sector agencies in the general government sector as
defined by the Department of Treasury. This included 31 very small agencies, 24 small
agencies, 21 medium agencies and 14 large agencies. The variance is based on the
budgeted financial position compared with actual total cost of services for the 2011/12
financial year, as lodged with the Department of Treasury.
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Results show that actual expenditure of almost half of the agencies examined (45.6%) was
either 10% more or less than budgeted for 2011/12:

e Medium and large agencies performed better than small agencies in forecasting their
budget and subsequently managing their expenditure (actual total cost of services) with
most (71.4%) expending within +/- 10% of their budget for the 2011/12 financial year.

e |ess than half (43.6%) of very small and small agencies’ expenditure was within
+/- 10% of their budget.

Figure 3.7 provides a snapshot of the 90 agencies sorted by the level of budget variance
and colour coded by size category.
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Figure 3.7 Percentage variance between budgeted and actual cost of services for
90 agencies, 2011/12 (Source Budget Statements)
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The relationship between agencies’ size and budget variance is also highlighted in
Figure 3.8, which illustrates the full range of variance as well as the average variance by
size category:

e \ery small agencies experienced the largest average variance of 23.2%.

e Small agencies experienced the lowest average variance of -1.9% under budget.
However, the range in variance was second highest (106.8%).

¢ Medium and large agencies experienced modest average variances at 4.4% and 8.0%
respectively. The range for medium (66.8%) and large agencies (59.2%) was also
modest compared with very small (121.9%) and small agencies (106.8%).

This information reinforces the importance of ensuring adequate agency systems and
management training that incorporates financial and budget management. Smaller
agencies are encouraged to consider further training for employees involved in budget
forecasting and management to improve their capacity in this area.
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Figure 3.8 Average and range in percentage variance between budgeted and actual cost of
services for 90 agencies, 2011/12 (Source Budget Statements)

2011/12 AAS results together with information presented in the Department of Treasury’s
Budget Statements indicate the following agencies have performed strongly with respect to
managing expenditure within budget:

e Commissioner of Main Roads

e Department of Training and Workforce Development

e Economic Regulation Authority.
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Risk management systems

Sound risk management practices support an agency’s level of responsiveness and ability
to provide continuity of services. To be effective, risk management needs to be integrated
into the planning and management of an organisation across all levels, including strategic,
operational and project areas.

The Insurance Commission of Western Australia, through its RiskCover division, supports
and facilitates good practice risk management arrangements in the sector and provides
advice to government on matters relating to risk management.

The AAS asked agencies to rate the maturity of their risk management regimes against the
statement: ‘Policies, practices and processes exist for the governance and management
of material risks. This includes all aspects of the organisation’s business ranging from
reputational, financial or physical to occupational safety and health’.
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The responses, while generally positive, indicate a lower level of systems maturity when
compared with the other aspects of governance covered in this report. As shown in

Figure 3.9, 73 agencies (72%) were systematically implementing policies and processes
and therefore rated at 4 or higher. A score of 4 indicates agencies have a risk management

framework that encompasses:

e Riskis centrally owned and managed, and its nature is well understood.

e Risks to the agency are identified and quantified, and response plans are developed

and implemented.

e Practices in relation to risk escalation are clearly

defined.

e Periodic re-assessment of risks and the risk management environment is undertaken.

There were 24 agencies (24%) that rated themselves at 3 or lower, indicating that they
either did not have a policy or process for risk management, or implementation of the
policies and procedures was largely left to line management. Four agencies did not

respond to this question.
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Figure 3.9 Maturity of agencies’ policies, practices and processes for the governance and
management of material risks, 2011/12 (Source AAS)
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The proportion of agencies with a maturity rating lower than 3 has decreased over the last
two years while the proportion of agencies that rated their performance at 5 has increased
for the third consecutive year (Figure 3.10). This indicates that the maturity of agency risk
management policies is continuing to improve.

The sector is responding well to the need to improve risk management, with two-thirds of
agencies actively managing and documenting their risk processes. However, 28 agencies
do not have documented risk processes in place. Agencies are encouraged to continue
to develop and implement response plans to identify and manage risks, especially those
agencies which do not have documented risk management processes in place.
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Figure 3.10 Maturity of agencies’ policies, practices and processes for the governance and
management of material risks, 2009/10 to 2011/12 (Source AAS)
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Information management

Managing information in a public sector agency includes managing communication
flows to responsible ministers, internal records, and information about clients and private
individuals.

Communication with ministers and
parliamentary representatives

Section 74 of the PSM Act requires a minister to establish protocols that set out the nature
of communication arrangements to be maintained between the minister’s office and each
portfolio agency. The Commissioner’s Circular 2009-10: Communication arrangements
between ministers and agencies provides direction to agencies on these arrangements.

A range of other compliance instruments regulate the management of other types of
information.

The AAS asked agencies to rate their agency’s performance against the following
statement: ‘Processes exist to manage communication and other interaction between
ministers and other parliamentary representatives and the organisation’.

For this question the overall maturity rating for the public sector in 2012 was 4.1 (excluding
Schedule 1 PSM Act authorities) and 3.9 (including Schedule 1 PSM Act authorities), both
lower than the previous year (4.3 including Schedule 1 PSM Act authorities). Figure 3.11
shows that 79% of CEOs (80) reported their agency had a maturity rating of 4 or higher. Of
these, 47% (47) rated themselves at 5, indicating that their processes were fully integrated
in accordance with the needs of the organisation, reviewed regularly and that overall staff
confidence in the process was high.
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For an agency to be rated at level 4, their communication agreement needs to address
issues such as responsiveness, accessibility of key staff or information. Agencies must

also have a means to determine the extent to which their Minister is satisfied that
communication is being managed effectively. To be assessed at maturity level 5 the
agreement needs to be an integral part of business performance monitoring and
improvement processes. Agency staff also need to have a clear understanding of
applicable processes and adhere to them. Figure 3.11 depicts how agencies have changed
their ratings in this area over the last two years.
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Figure 3.11 Maturity of agencies’ processes to manage communication and other interaction
with ministers and other parliamentary representatives, 2011/12 (Source AAS)

Communication within agencies

Effective communication within an agency assists efficient management, effective service
delivery, and a shared commitment to government priorities. Results from the EPS provide
some indication of the effectiveness of internal communication within public sector
agencies.

Of the 7536 employees who responded to the EPS in 2011/12, 67% agreed that
communication between senior management and employees was effective, and 81% of
respondents agreed that immediate supervisors made use of appropriate communication
skills. This result is similar to previous years, suggesting internal communication
mechanisms within the sector are being used appropriately and that the lines of
communication are effective.
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Website management

A considerable amount of information provided by the public sector is now being accessed
through the internet on a range of devices and platforms, including social media. Website
management ensures websites deliver on their business objectives and that website
expenditure is spent effectively.

In the 2011/12 reporting period, 101 public sector agencies reported on their website
management. Agency responses identified approximately $21 million was invested in
2011/12 across 477 active websites. Of the active websites, 17 were identified as new
websites and 28 were websites redeveloped during 2011/12.

Although not directly comparable to previous years, these figures show a continual
decrease in the number of current websites and a slowing in the rate of growth of new
websites. A total of 33 websites were reported as being decommissioned in 2011/12, an
increase of 11 compared with the previous year. This data suggest agencies are taking

a more proactive approach to reviewing and rationalising the number of websites they
operate and maintain.

Overall, the data suggests good governance and active management of website
information by agencies is occurring. Of the 17 new websites established, nine (53%) have
a business plan aligned to the website governance framework while seven (25%) have
plans which reflect this framework. This is an improvement on previous years.

Monitoring, analysis and evaluation of websites allows agencies to track how users interact
with their websites, ensuring business objectives and user expectations are met. Data
collected in 2011/12 indicates a significant improvement in this area, with 270 websites
(56%) being monitored and analysed regularly and 120 websites (26%) being monitored
occasionally.

The Department of Finance has responsibility for sector wide ICT issues which includes the
Website Governance Framework (WGF) set out under Commissioner’s Circular 2009-02,
and which incorporates the Web Accessibility project and Commissioner’s Circular
2011-04 - Social media guidelines for the WA Public Sector.
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Web accessibility project

Websites need to be developed to meet website accessibility standards and cater to a
broad range of needs.

Provision of equitable access to website content for people with disabilities is a requirement
under the Disability Discrimination Act 1992 (Commonwealth). All public sector entities are
required to ensure their websites meet web accessibility requirements and are compliant
with the current international website accessibility standards WCAG2.0 level A (minimum)
or AA (preferred) by 31 December 2013.

Based on the data collected, of the 101 agencies surveyed:
e 24 reported they have met the requirements and are compliant with the current web

accessibility standard of WCAG2.0 level A or level AA.

e 48 agencies have commenced the second, third or final phase (planning evaluating,
identifying and resolving).

e 20 agencies are still in the first phase (started discussing the project at executive level
and started planning and scoping the project).

e 12 agencies are yet to start the project.

e 3 agencies did not respond to the survey.

This information should only be taken as an indication of the number of agencies that are
working on the web accessibility project as an agency may have multiple websites but only

some websites may be compliant. Figure 3.12 provides a breakdown of agencies’ current
website accessibility levels.
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Figure 3.12 Agencies’ progress towards meeting website accessibility standards, 2011/12
(Source AAS)
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As shown in Figure 3.13, more than half of public sector agencies (56%) identified a lack
of resources to be the biggest challenge faced by agencies in meeting web accessibility
requirements. A lack of funding was also identified as a challenge by 15 agencies (15%).
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B Not enough time
Do not know where to start
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Figure 3.13 Issues facing agencies in meeting web accessibility requirements, 2011/12
(Source AAS)

In addition, more than half of agencies (563%) have identified that an evaluation
methodology and a whole-of-government reporting process may assist them in meeting

the web accessibility requirements.
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Social media

Social media is an effective communication tool and provides a platform for online
interaction with others while creating content—such as discussions, videos and photos.
However, agencies need to be mindful of the integrity risks associated with the use of
social media and ensure their practices are consistent with Commissioner’s Circular
2011-04: Social media guidelines for the WA public sector.

In 2011/12, 50 of 101 public sector agencies (60%) reported they had designed,
developed or implemented social media strategies. Of those, most are in the development
stage, with only a small percentage having fully implemented the tools required to support
social media initiatives. Figure 3.14 provides a breakdown of the areas targeted by the
social media strategies being developed or implemented to date.

Service delivery applications 52 9 6
Public consultation processes 58 11 2
Intra agency collaboration 54 7 3
Inter-agency collaboration 54 6 L
Gauging customer or stakeholder feedback 52 11 8
Other 81 9
O:% 1OI% 20% SOI% 4(;% SOI% 6(;% 7OI% 80I% 9(;% 1O(I)%
Proportion of agencies
Response mNoresponse ENo Being developed  ®Yes - partially B Yes - fully

Figure 3.14 Agencies’ implementation of social media strategies, 2011/12 (Source AAS)
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Of the 50 agencies that indicated they had commenced implementing a social media
strategy, 13 agencies had fully implemented all five of the good practice principles outlined
in the Social media guidelines for the WA public sector.

Figure 3.15 shows the extent to which agencies have implemented social media guidelines.

The business needs are determined, goals set and aims

defined 16

Risks are monitored and assessed and remediation plans
prepared

An overall project plan is prepared outlining staff skills,
individual responsibilities, resourcing, training, accessibility, 21
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The project plan is implemented, interal processes and

delegations defined L8
The project is monitored regularly to assess and address 15
ongoing risks
Other
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Figure 3.15 Agencies’ progress towards implementing social media guidelines, 2011/12
(Source AAS)
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Case study

Delivering more efficient and customer focused services

The Department of Commerce embraces a range of web based technologies,
including social media, to deliver better services to its customers.

Streamlining services for the not-for-profit sector: The department developed
and implemented an online system that is taking the management of information
related to incorporated associations (such as social, political, recreational or voluntary
services, or clubs) from a paper-based environment towards a more efficient and cost
effective online environment.

‘AssociationsOnline’, implemented in late 2011, allows incorporated associations

to manage their information, submit online applications and check registration
status, update information such as the association rules (Constitution) or purchase
a Certificate of Incorporation. It provides 24/7 access to information resulting in
reduced customer enquiries and departmental costs. Improved workflows allow

the department to efficiently manage transactions, while quality has improved due
to better controls. Importantly, the system has been designed in anticipation of
proposed legislative changes which will require associations to annually update their
status, rather than only upon registration or changes to rules.

With a steady increase in use of the system (14% at June 2012 increasing to 25% by
September 2012) the effect it will have on reducing workloads is already apparent.
The project has also had wider departmental benefits and has driven improvements
to the electronic records management system.

Improving science and innovation investment outcomes: A new online tool is
assisting the department to evaluate applications for funding under the WA Innovation
Development Schemes. Prior to implementation, applicants were required to submit
business cases which could vary widely in content and rigour. The new system is
easy to access and provides a methodology aligned to internationally accepted
norms, assisting applicants to clearly define the expected benefits of their proposal. It
also provides an objective and transparent basis for investment recommendations to
government and delivers significant efficiency gains to the department.
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Consumer rights at their fingertips: In December 2011, the department
developed and launched iShopWA, a smart phone application (app) for WA
consumers. The launch was part of a collaborative effort with the Australian
Competition and Consumer Commission and other jurisdictions to raise awareness of
the new Australian Consumer Law (ACL) *® prior to the busy Christmas period.

iIShopWA, available free through iTunes, provides consumers, traders and other
businesses with easy access to their legal rights and obligations under the new
legislation. It also allows consumers to directly contribute to the department’s
compliance activities, and addresses growing issues relating to consumer use of
group buying and gift cards ', and illegal returns policies commonly displayed in retail
outlets. Using the app, consumers can store photos of receipts and set reminders
for pick-up dates for lay-bys or expiry dates for warranties, gift vouchers or online
coupons. Consumers can also email photos of illegal ‘no refund’ shop signs to the
department for action.

Early indications are that illegal sign reports are on the increase with double the
number received in the first six months compared with the previous 12 months.
One month after launch, almost 2000 users had downloaded the app, equalling

the distribution rate normally achieved using hard copy brochures over a six month
period. Future legislative changes can easily be delivered direct to users through the
app, keeping consumers up to date with their rights.

18 The ACL is a single, national law concerning consumer protection and fair trading, which
applies in the same way in each State and Territory. The full text of the ACL is set out in
Schedule 2 of the Competition and Consumer Act 2070 (Commonwealth).

19 Concerns relating to the use of gift cards were first raised in June 2011 by the COAG
Legislative and Governance Forum on Consumer Affairs and identified through Department of
Commerce analysis of consumer complaints and enquiries.
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Records management

The management of information and effective recordkeeping are important elements of
administrative governance and underpin transparency and accountability, particularly
through the accurate recording of communications that have led to significant decisions.

The State Records Act 2000 (the Records Act) was enacted primarily to strengthen
accountability and transparency in recordkeeping practices and promote best practice in
records management by state and local government agencies in WA. The Records Act
empowers the State Records Commission to establish principles and standards to govern
recordkeeping by government organisations, produce guidelines outlining the requirements
for government organisations’ recordkeeping plans, and to inquire into breaches or
possible breaches of the Records Act.
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As shown in Figure 3.16:

e A considerable proportion of agencies either partially or fully monitored correct usage of
the agency’s recordkeeping systems and tools (83%); conducted regular monitoring of
recordkeeping practices in the agency (84%); and provided employee access to a copy
of the agency'’s recordkeeping plan (88%).

e There has been an increase in monitoring of allegations of non-compliance with the
agency’s recordkeeping plan across the sector, up to 57% in 2011/12 (from 41% in
2010/11).

These results show a trend of continual improvement in relation to the proportion of
agencies taking action to ensure compliance with, and raise awareness of, recordkeeping
requirements.

Provide employees access to a copy of the agency’s
recordkeeping plan

Provide employees access to the State Records Commission
Standards on government recordkeeping

Conduct regular monitoring of recordkeeping practices in the
agency

Monitor correct usage of the agency’s recordkeeping system/s
and tools

Monitor allegations of non-compliance with the agency’s
recordkeeping plan

The agency’s internal audit plan includes records management

Other

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Proportion of agencies

Response HNoresponse  ENo Being developed Yes - partially ~ ®Yes - fully

Figure 3.16 Measures undertaken by agencies to ensure compliance with the
State Records Act 2000, 2011/12 (Source AAS)
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The AAS asked agencies to rate the maturity of systems that support the Records Act
and their recordkeeping plan (Figure 3.17). The overall maturity rating was 3.6 (excluding
Schedule 1 authorities). For comparative purposes the maturity rating in 2011/12 including
Schedule 1 authorities was 3.5, marginally lower from 3.6 in 2010/11.

Sixty-two agencies (62%) were systematically implementing strategies and initiatives to
support the Records Act and their recordkeeping plan, and thus achieved a maturity rating
of 4. Sixteen agencies (16%) achieved a maturity rating of 5, indicating that they were
regularly reviewing the implementation process.
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Figure 3.17 Maturity of agencies’ systems to support the State Records Act 2000, 2011/12
(Source AAS)

74 Governance and organisational performance Public Sector Commission — State of the sector 2012



The AAS asked agencies to indicate what measures had been adopted to advise staff
about the requirements of the Records Act and to build staff capacity in records
management. As shown in Figure 3.18, most agencies (88%) had partially or fully
conducted in-house training on recordkeeping. This included 100% of large agencies,
91% of medium agencies, 93% of small agencies and 65% of very small agencies.
Furthermore, 87% of agencies monitored the usage of the agency'’s recordkeeping system.
Three agencies indicated they had received allegations of non-compliance with the
Records Act.

Provide online advice about record keeping requirements 6 25

Staff have completed in-house recordkeeping training 6 37

Monitor the usage of the agency’s record keeping system 9 37
Other 3

T T T T T T T T T T 1

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Proportion of agencies

Response ®Noresponse ENo Being developed Yes - partially ~ ®mYes - fully

Figure 3.18 Measures undertaken by agencies to advise staff about the requirements of the
State Records Act 2000, 2010/11 (Source AAS)
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Records management training

Agencies reported implementing a broad range of awareness raising strategies, and most
employees in the EPS survey sample have a reasonable understanding of recordkeeping
requirements. AAS data indicates 35 550 employees have completed records training
over the last three years. Agencies are encouraged to ensure that all employees undertake
records training.

Employee perceptions about records management

Of the 7536 public sector employees responding to the EPS in 2011/12, two-thirds (66%)
agreed that their agencies supported and promoted good information management
practices. Three-quarters of respondents (76%) agreed that they received appropriate
training or had access to information that enabled them to meet recordkeeping
responsibilities in their agencies.

g 9

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%  100%
Percentage of responses

‘Good information management practices are promoted and supported in your
work area’

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Percentage of responses

‘You receive appropriate training or have access to information that enables you to meet
your recordkeeping responsibilities’

Strongly : ; Neither agree
Mildly disagree nor disagres Strongly agree

Figure 3.19 Profile of employees’ responses to statements on information mangement
practices and recordkeeping responsibilities, 2011/12 (Source EPS)

Governance and organisational performance Public Sector Commission — State of the sector 2012



Governance for boards and committees

The governance framework also applies to the administration of public sector boards

and committees (hereafter referred to as ‘boards’). Governance principles and related
supporting resources for boards are available on the Commission’s website. These
principles are not mandated but have been developed as a general guide to overarching
governance issues and can be applied flexibly depending on each board’s circumstances.

Public sector boards

In terms of the roles they perform and the means by which they are established,
government boards are as diverse as the public sector itself. Different types of boards
include: governing bodies of SES and non-SES organisations; boards regulating a specific
industry; policy and strategic ‘think tanks’; and boards that provide community and
industry input to the management of local areas and projects. There are also boards of a
judicial and quasi-judicial nature. Boards, particularly governing boards, fulfil a vital role in
supporting the performance of the agencies they govern and their ability to meet required
outcomes.

The Department of the Premier and Cabinet (DPC) maintains the State Government Boards
and Committees Register (the register). During 2012, the Commission assisted the DPC
with a review of boards and committees to be included on this register. As part of the
review, the Commission surveyed all ministerial portfolios.

The Commission and other oversight bodies have reviewed or conducted inquiries into
a number of circumstances and events relating to board governance arrangements.
The outcomes of these reviews and inquiries indicate the need to improve the level of
understanding and application of:

e clearly defined lines of authority, responsibility and accountability between the
responsible minister, the board and the executive management of the agency governed
by the board

e the public sector ethical framework, particularly the management of conflicts of interest
and public interest considerations

e the role and responsibilities of board members

e core legislative accountability requirements.

In addition to providing advice, the Commission is developing a training program to assist
boards in improving their governance capability.
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Annual board and committee survey

The inaugural ABCS was based on the Commission’s ‘Good governance guide for boards
and committees’. The elements of board governance examined included dynamics within
boards, adequacy of board structure, the level of scrutiny and oversight in decision making,
completion of AEDM training and level of diversity on boards.

The survey was sent to 360 boards which were listed on the draft register and had at least
one paid member. Of these, 184 completed surveys were returned. The final sample did
not include 28 of these surveys as the board’s legislative basis was not clearly established.
Figure 3.20 shows the mechanism by which boards participating in the ABCS were
established. Refer to ‘Appendix A — Public sector monitoring and evaluation framework’
and ‘Appendix D — List of agencies required to report under the PSM Act, PID Act and

EO Act’ for further details on the sample of boards.

Organisations specified in column 2 of Schedule 2

to the Public Sector Management Act 1994 =

Non-SES organisations within the meaning of that
term in section 3(1) of the Public Sector 18
Management Act 1994

Bodies established for a public purpose under

written law 83

Bodies established by the Governor or a minister 518

Other §9)

0% 10% 20% 30% 40% 50% 60%
Proportion of boards / committees

Figure 3.20 Mechanism by which boards participating in the ABCS were established
(Source ABCS)
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As shown in Figure 3.21, 31% of board chairpersons indicated they were very confident
that individual board responsibilities with respect to core legislative accountability
frameworks are well understood, with a further 40% quite confident of this. These
frameworks include the Financial Management Act 2006; Records Act; Statutory
Corporations (Liability of Directors) Act 1996; PID Act and EO Act. Similarly:

e 42% of boards were very confident and 35% were quite confident that their induction
process helps members understand their obligations and fulfil their role quickly.

e 47% of boards were very confident and 24% were quite confident that their code of
conduct is current and comprehensive.

Collective and individual board responsibilities with respect
to core legislative accountability frameworks are well
understood. This includes: Financial Management Act 17
2006; State Records Act 2000; Statutory Corporations
(Liability of Directors) Act 1996

A comprehensive induction process ensures new board
members understand their obligations and can fulfill their 18
role quickly.

A current and comprehensive code of conduct for board

members exists and application is reviewed regularly. ¢ e
Board members ‘lead by example’ in relation to standards 3 48
of ethical behaviour expected in the public sector.
Policies and procedures for identifying and managing 7 43
conflicts of interest are effective.
0% 20% 40% 60% 80% 100%

Proportion of boards / committees

Response  ®No response B Not applicable or not addressed
Needs addressing or needs improvement Quite confident this is addressed
B Very confident this is addressed

Figure 3.21 Chairperson’s confidence that the responsibilities of board members are
understood and enacted, 2011/12 (Source ABCS)
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It is important board members understand the public sector environment in which they
operate. Accountability in the public sector has additional complexity compared with that
operating in the private sector. Public sector board members need to be aware of these
differences when thinking about conflicts of interest, in particular perceived and potential
conflicts of interest.

There has been a commitment by boards to up-skill their members to understand the
ethical framework in the public sector. In 2011/12, 56 boards indicated that one or more
members undertook the Commission’s AEDM training. In line with the Commission’s
commitment to AEDM training, it delivered training to an additional 18 boards in 2011/12
and 16 boards in 2010/11.

Results in relation to board governance are very encouraging, with 87% of boards
confident that they have policies and procedures to identify and manage conflicts of
interests effectively (Figure 3.21).

As shown in Figure 3.22, 24% of boards recognise they need to address further
development opportunities for board members, while 22% of board chairs stated that
processes used to evaluate board and board member performance need improving.
However, boards noted they had limited resources to fund training.

Appropriate processes are in place to evaluate the
performance of the board and its members.

Opportunities for board members to up skill are available. 37 34

0% 20% 40% 60% 80% 100%
Proportion of boards / committees

Response ® No response B Not applicable or not addressed
Needs addressing or needs improvement Quite confident this is addressed
m Very confident this is addressed

Figure 3.22 Chairperson’s confidence that the board’s and board members’ ability to add
value is consciously and continuously developed, 2011/12 (Source ABCS)

The systems and practices needed to support board governance arrangements may need
to be reviewed over time as circumstances change. Boards are encouraged to monitor and
review their systems, practices, and governance framework to ensure that those systems
and practices remain relevant and current to the board’s situation. The Commission is
developing a training program specifically designed to build the knowledge and capacity of
boards in the area of governance.

Key strengths highlighted in the survey and summarised in Figure 3.23 are that most
chairpersons consider that they have effective board dynamics, with 94% confident that
the board arrives at decisions through open and professional debate, while 86% indicated
that their culture encourages critical performance evaluation and reflection.
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The board arrives at decisions through open and
professional debate, with all board members 23
participating.

The culture within the board encourages critical
performance evaluation and reflection.

0% 20% 40% 60% 80% 100%
Proportion of boards / committees

Response ® No response m Not applicable or not addressed
Needs addressing or needs improvement Quite confident this is addressed
m Very confident this is addressed

Figure 3.23 Chairperson’s confidence that the board’s dynamics are effective, 2011/12
(Source ABCS)

As shown in Figure 3.24, 92% of chairpersons were confident that board meetings involve
frank and open discussion and 82% indicated they provide adequate scrutiny and
oversight on administrative decision making.

The board’s decision-making process meets the
ethical standards of the public sector and considers
the requirements of multiple stakeholders.

Board meetings involve frank and open discussion,
advanced circulation of board meeting agendas and
papers, a record of decisions made and a record of
the actions or progress against those outstanding.

The Board provides appropriate and adequate
scrutiny and oversight on administrative decision

making.
0% 20% 40% 60% 80% 100%
Proportion of boards / committees
Response m No response ® Not applicable or not addressed
Needs addressing or needs improvement Quite confident this is addressed

m Very confident this is addressed

Figure 3.24 Chairperson’s confidence that the board engages appropriately in accountable
and ethical decision making, 2011/12 (Source ABCS)

Public sector boards and committees are covered by section 139(3) of Part IX of the

EO Act. The key objective of Part IX of the EO Act is to promote equal opportunity and
diversity in the public sector. The Commission believes increasing the diversity of people
serving boards brings varying voices, experiences and approaches to the decision making
process.
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Data provided by 151 of 156 board chairs on the diversity of their board members
highlights excellent diversity within public sector boards. The results indicate that:

e 38.2% of board members are women (compared with 27.6% in the public sector SES).

e 4.0% of board members are Indigenous Australians (compared with 2.6% in the public
sector workforce and 0.4% of the SES).

e 7.5% of board members are from a culturally diverse background (compared with
11.5% in the public sector workforce and 6.3% in the SES).

e 2.1% of board members have a disability (compared with 2.6% in the public sector
workforce and 2.5% in the SES)

As summarised in Figure 3.25 below, 19% of boards indicated that they need to improve
diversity on their board, and 21% indicated that they need to develop a succession plan or
improve it to address the skills needed by the board.

Diversity information on the general public sector workforce is discussed in detail in the
‘Workforce planning and leadership’ section.

The board understands the process or
requirements for board appointments, including 33
any role for the minister.

There is sufficient diversity on the board. 29 56

A succession or development plan is in place that
identifies and addresses the skills needed by the 4 33 47
board.

0% 20% 40% 60% 80% 100%
Proportion of boards / committees

Response m No response m Not applicable or not addressed
Needs addressing or needs improvement Quite confident this is addressed
m \ery confident this is addressed

Figure 3.25 Chairperson’s confidence that the board is structured to fulfil the required role -
board appointments, diversity and succession planning, 2011/12 (Source ABCS)

The Commission supports diversity planning and workforce planning through its
partnership with the Director of Equal Opportunity in Public Employment. Agencies with
boards are encouraged to expand the scope of their diversity planning activities to include
consideration of both the diversity profile and the level of cultural awareness that the board
has about the needs and aspirations of diversity groups that are represented in their client
communities.
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Key section findings

The majority of agencies have well established processes for strategic and operational
planning, and the reporting of performance indicators.

Agencies have shown consistent improvement in their ability to monitor and audit
financial performance.

The proportion of agencies managing and documenting their risk management
processes increased. Agencies are encouraged to continue to develop and implement
plans to identify and manage risks especially those agencies that do not have
documented risk processes in place.

There has been significant improvement in the level of monitoring, analysis and
evaluation of agency websites being undertaken.

The proportion of agencies that have taken actions to comply with, and raise awareness
of the State Records Act 2000 requirements is high and continues to improve.

Of the public sector boards surveyed in the ABCS, the majority reported that they have
effective, open and professional decision making processes.

Agencies that support boards are encouraged to assist those boards to build their
governance capability.

An increased focus on reducing the level of red tape and streamlining operational
processes remains an area for improvement.
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Integrity and ethical conduct

Public sector employees must operate with integrity and maintain high standards of ethical
conduct to ensure community confidence and trust in the sector. Conduct and integrity

in the public sector are guided by the general principles of official conduct in section 9 of
the PSM Act and the following principles contained in Commissioner’s Instruction No. 7 —
Code of Ethics:

¢ Personal integrity — \We act with care and diligence and make decisions that are
honest, fair, impartial, and timely, and consider all relevant information.

¢ Relationships with others — \We treat people with respect, courtesy and sensitivity
and recognise their interests, rights, safety and welfare.

e Accountability — We use the resources of the state in a responsible and accountable
manner that ensures the efficient, effective and appropriate use of human, natural,
financial and physical resources, property and information.

Agency codes of conduct and related policies must be consistent with these principles and
address seven key areas relating to conduct and integrity 2°.

This section provides an overview of agency efforts to build and sustain integrity systems,
including reporting processes and the promotion of ethical leadership. It also provides
information on how agencies comply with the PID Act.

20 From 3 July 2012 a seventh area was added: reporting suspected breaches of the code. Prior to this
there were six conduct areas.
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How the sector is maintaining a culture of ethics and integrity

Maintaining a workplace culture with strong ethics and integrity is part of the governance
framework and is fundamental to good organisational performance. This section examines
key elements that contribute to ensuring an ethical workplace culture:

having an agency code of conduct which defines and sets expected standards of
conduct for all employees within the agency

raising awareness about those expected standards of conduct and promoting an active
dialogue about integrity issues and risks

ensuring that leaders embody and promote integrity
encouraging employees to report conduct which does not comply with ethical codes

taking appropriate action where there is suspected non-compliance with ethical codes
and conduct requirements.

Information about the extent to which these elements are in place and operating effectively
draws on responses to questions in the AAS and EPS, as well as observations from
consulting activities undertaken by the Commission.
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Agency codes of conduct

In 2012, 91% of agencies reported having a code of conduct that clearly articulates
expected standards of conduct and integrity in their workplaces. Seven agencies did not
respond. Two small agencies indicated that they did not have a code of conduct.

Similarly, 90% of agencies indicated their code of conduct reflects the current public sector
Code of Ethics. Two small agencies indicated that their code does not reflect the current
Code of Ethics, and eight agencies did not respond to the question. The Commission

will follow up with these agencies and provide assistance where needed to ensure this
requirement is addressed.

Agency codes of conduct should address the seven key areas of conduct as outlined in
Commissioner’s Instruction No. 8 — Codes of conduct and integrity training 2!. Figure 4.1
shows the priorities for agencies are managing confidential information, conflicts of interest,
personal behaviour, fraudulent and corrupt behaviour and procurement. More than 90%

of agencies considered these issues highly important and included them in their codes of
conduct and associated policies.

The offer and provision of gifts and benefits to public sector employees is covered in more
than 90% of agency codes. This indicates that agencies are addressing these types of
risks, which were the subject of specific investigations and reviews recently undertaken by
the CCC 22 and the OAG 2,

The Commission provides consulting support to agencies developing and revising codes of
conduct and is acting on the results of the AAS to target its support and monitoring role.

21 Commissioner’s Instruction No. 8 — Codes of conduct and integrity training has been in place
since 3 July 2012. Among other obligations, this instruction establishes the requirement for public
sector bodies to develop their own code of conduct. Commissioner’s Instruction No. 8 replaced
Commissioner’s Circular 2009-08, which was in place from February 2008. Under this circular, all
public sector agencies were required to develop, implement and promote a code of conduct and
ensure compliance with their codes of conduct.

22 CCC 2011, Report on the investigation of alleged public sector misconduct in relation to the purchase
of toner cartridges in exchange for gifts outside government procurement policies and arrangements

23 OAG 2011, Second public sector performance report 2011 — Use of ICT contractors in government —
acceptance of gifts and benefits by public officers in the Department of Health (7/2071)
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Managing confidential information 98
Personal behaviour

Conflicts of interest

Fraudulent and corrupt behaviour
Procurement

Record keeping and use of information

Use of public resources (e.g. government vehicles, computers,
stationery)

Reporting of breaches of the Code

Gifts and benefits

Requirements relating to communicating to Ministerial Staff
Secondary employment

Contact with Lobbyists

Other

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Proportion of agencies

Agency size  ® Not covered / No response Low Medium  ®mHigh

Figure 4.1 Conduct and integrity issues covered in agency codes and/or associated policies
by importance, 2011/12 (Source AAS)

Raising awareness of expected standards of conduct

Communicating and raising employees’ awareness of the expected standards of conduct
is a key success factor in creating and sustaining an ethical culture.

Information collected in 2012 indicates that public sector agencies are continuing to use a
range of communication methods to ensure employees are familiar with the public sector
Code of Ethics and their code of conduct.

The most frequently used approaches to raise employee awareness of ethical codes were
written information during induction (92%) and provision of this information interactively

or face-to-face (81%). Providing information to employees during the course of their
employment was done less frequently, which is a continuing trend from previous years.
This suggests that there is a potential benefit to agencies implementing initiatives that
enforce expected behaviours throughout an employee’s service in an agency, such as
articles on the intranet, newsletters or other communications from the CEO.
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Employee perceptions of ethical codes,
policies and procedures

Results from the EPS showed that:

e 70% of respondents were familiar with the Code of Ethics.
e 84% of respondents were familiar with their own agency’s code of conduct.

* ©66% of respondents agreed their agency had policies and procedures to assist
employees in managing conflicts of interest.

e 81% of respondents agreed confidential information is only disclosed to appropriate
people.

e 69% of respondents were aware their agency had policies or procedures in place
regarding receiving and giving gifts.

e 61% of respondents disagreed that decisions about purchasing are influenced by
favouritism, gifts or incentives.

These figures indicate a high level of employee awareness of conduct requirements and
associated policies and procedures.

Accountable and ethical decision making training

AEDM training increases employees’ knowledge and awareness of ethical and integrity
issues. It is a requirement under Commissioner’s Instruction No. 8 — Codes of conduct and
integrity training for public sector bodies to provide this training for their employees using

a common curriculum developed by the Commission. A strong and visible commitment to
AEDM training by agencies has a practical as well as a symbolic value in demonstrating
leadership and in communicating expected standards of conduct.

AEDM training material is arranged under seven modules, mirroring the seven conduct
areas in Commissioner’s Instruction No. 8 — Codes of conduct and integrity training and
the Commission’s Conduct guide. Agencies are encouraged to adapt the material to suit
their operating environment using realistic scenarios to illustrate key integrity risks for their
business and the ethical challenges employees may encounter.

The AEDM program continues to be a priority for the Commission to inform and educate
employees about ethical requirements in the public sector. In 2011/12, the program was
reviewed and resulted in two changes. Firstly, the ‘conflict of interest’ module was updated
to include an emphasis on the risks associated with the acceptance of gifts and benefits.
Secondly, a new module on ‘the reporting of wrongdoing’ was included to ensure agencies
are aware of and actively address their specific integrity issues.
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In 2011/12, the Commission delivered the program to:

e 7 new CEOs and DGs, taking the total number of agency heads trained in ethical
decision making to 132

e 98 ministerial staff across all ministerial offices

e 278 regional employees across a range of agencies

e 1179 public sector employees based in a range of metropolitan agencies.

The cumulative number of employees (including those in Schedule 1 PSM Act agencies)
trained in AEDM over the last three years has increased, with agencies reporting that
1930 AEDM training sessions have taken place and 11 165 employees have attended the
training in 2011/12. Since the collection of this data commenced in 2009/10, 42 434
employees have been trained in AEDM (Figure 4.2).
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Number of AEDM participants, 2009/10 to 2011/12 (Source AAS)
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Online training data available to the Commission indicates a steady uptake in the roll

out of online delivery models for the AEDM training program and a significant increase

in the number of employees enrolled in online AEDM training over 2011/2012. While the
Commission expects to report more fully on this information next year, the growth in the
use of online training is supported by Department of Finance data on the CUA indicating
expenditure on AEDM training has increased over the last three years as shown in

Table 4.1.

Table 4.1 Agency expenditure on AEDM training under the CUA contract,
2009/10 to 2011/12 (Source Department of Finance)

Year 2009/10 2010/11 2011/12
Expenditure $132,893 $209,103 $312,646

Preliminary observations from a review undertaken by the Commission into how agencies
promote integrity indicate agencies should:

e give consideration to refresher programs for staff that undertook training when the
program was first introduced

e review case study material used by agencies to ensure ongoing relevance

e consider the benefits and risks of providing AEDM training solely in an online format.

Some agencies may find it economical to deliver the training online, but interaction is

an important element of the program. Agencies using online delivery are encouraged to

include interactive prompts in the program and supplement the training with face-to-face
debrief sessions and discussion of scenarios at a branch and team level.

The majority (718) of agency corporate executive members have participated in AEDM
training, including:

e 69% of corporate executive members in very small agencies

e 87% of corporate executive members in small agencies

e 100% of corporate executive members in medium agencies

e 100% of corporate executive members in large agencies.

The Commission will assist smaller agencies to work towards meeting the requirements
and to ensure all corporate executive members have participated in the training.
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Ethical leadership

Strong ethical leadership is essential to maintaining a value-based culture. The modelling of
ethical behaviour by leaders has been shown to influence employee behaviour and can be
a powerful deterrent to unethical behaviour.

The behaviour of public sector leaders continues to come under increasing public scrutiny.
AAS results show that two-thirds (66%) of CEOs indicated their agencies provided
managers/supervisors with information or training about their role in upholding ethical
principles, the Code of Ethics, and their agency’s code of conduct. Agencies should
consider using a range of approaches to strengthen ethical leadership, such as providing
more training, leaders inviting 360 degree feedback from their employees to test their
perceptions of leadership styles and ethical behaviour, or mentoring and coaching to guide
leaders in the development of ethical approaches.

Employee perceptions about ethical leadership

Figure 4.3 highlights that public sector employees have very positive perceptions of ethical
behaviour demonstrated by their leaders. The figure indicates that perceptions of ethical
behaviour vary between different demographic and diversity groups. Key results include:

e 73% of employees agreed that senior managers lead by example in ethical behaviour,
which compares favourably with other Australian jurisdictions (Figure 4.4).

e 86% of respondents agreed their agency actively encourages ethical behaviour by all
its employees. This also compares very favourably with other Australian jurisdictions
(Figure 4.5).

e 75% of respondents also agreed their agency promotes management practices and
processes that create and sustain a culture of integrity.

e 385% of respondents agreed their immediate supervisor demonstrates honesty and
integrity.

e 389% of respondents agreed their immediate supervisor treats them with respect.
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EPS question
¢ You are treated with respect by your immediate supervisor
Your agency actively encourages ethical behaviour by all of its employees
Your agency promotes management practices and processes that create and sustain a culture of integrity

X Senior managers in your agency lead by example in ethical behaviour

Figure 4.3 Employee perceptions with respect to key ethical and integrity questions, 2011/12
(Source EPS)

Figure 4.4 Percentage of WA public sector employees who agreed that senior managers
lead by example in ethical behaviour compared with other Australian jurisdictions
(Source see Appendix A%

24 These benchmarking questions have been developed by the Australian Public Service Commission’s
(APSC) Working Group on Survey Design and Analysis to enable comparison of performance in core
human resource management areas between jurisdictions. Care needs to be taken when making
comparisons due to the differences in response scales (e.g. size and make-up of the Likert scale).
Question wording may also vary slightly between jurisdictions.
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The positive perceptions in the EPS data on ethical leadership and behaviour compare
favorably with results from other jurisdictions (Figure 4.4 and Figure 4.5). This suggests that
AEDM and other strategies being implemented to support ethical behaviour are effective.

Figure 4.5 Percentage of WA public sector employees who agreed their agency actively
encourages ethical behaviour by all its employees compared with other
Australian jurisdictions (Source see Appendix A 25)

25 As per previous footnote.
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Monitoring ethical conduct
and compliance with codes

94

Agencies are encouraged to monitor the level of employee compliance with ethical codes
using a range of strategies. Examples of such strategies include culture climate surveys,
targeted exit interviews or focus group exercises, analysis of case-specific data from
disciplinary matters and conducting audits on inappropriate use of government equipment
and services (e.g. internet, vehicles, and credit cards). This enables agencies to be
informed of the ethical health of the organisation and take action as appropriate.

Figure 4.6 indicates ‘internal reviews and audits’ were the most popular method, used by
76% of agencies. The AAS did not examine the breadth and scope of this audit activity but
the Commission is encouraged that integrity culture outcomes are considered valid and
relevant for internal audit.

Internal reviews and audits were conducted (e.g. audits of
procurement decisions, gifts and benefits registers,
conflict of interest declarations)

External reviews or audits (e.g. audits conducted by a
central agency OAG, PSC)

Employee feedback through formal surveys

Information obtained through established employee
consultative committees

Employee feedback through performance management

Employee feedback during exit interviews

Analysis of complaints or issues raised about non-
compliance

Regular corporate executive monitoring of outcomes

Other
0% 20% 40% 60% 80% 100%
Percentage of agencies
Agency size m\Very small Small Medium ®Large

Figure 4.6 Methods used by agencies of different sizes to assess compliance with
ethical codes, 2011/12 (Source AAS)
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While agencies use a number of methods to monitor compliance with ethical codes, they
reported using a smaller range of mechanisms to assess how employees demonstrate and
consistently apply the values articulated in the code of conduct.

The most common measure agencies use to assess employees’ application of values is to
include it in performance assessments (used by 47% of agencies).

Agencies that are using performance assessments to determine the application of values
by employees need to ensure that performance processes are being undertaken regularly
(i.e. at least annually) to be effective.

Employee perceptions about their colleagues’ compliance
with ethical codes

Employee perceptions about the achievement of a high integrity culture were very positive,

particularly in response to questions (included for the first time) about their co-workers’

conduct and behaviour. Approximately 90% of employees agreed:

e they are treated with respect by other employees in their agency

e their co-workers demonstrate honesty and integrity in their workplace

e employees in their workplace behave ethically, professionally and fairly when making
decisions that affect their clients and customers.

These results suggest that the work that has been done by agencies is effective in building
a culture that strongly supports the upholding of integrity and acting in the public interest.
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Reporting unethical conduct

Part of building a strong culture of integrity within an organisation involves ensuring:

e employees are confident that avenues for reporting perceived wrongdoing are
accessible

e confidentiality is maintained

e appropriate action is taken (and seen to be taken) when allegations are sustained.

The reporting of unethical conduct or wrongdoing occurs along a continuum. At the lower

end, employees may report perceived wrongdoing to their line manager to be addressed

informally, encouraging greater awareness of expected standards of conduct and practice

improvement. At the more serious end, under section 28 of the Corruption and Crime

Commission Act 2003 the principal officer of a notifying authority has an obligation to notify
the CCC in writing of any suspicions of misconduct that have reasonable grounds.

In response to the question about strategies in place to encourage employee reporting of
wrongdoing (Figure 4.7), more than three-quarters of agencies have:

e published their CEO’s commitment to the reporting of wrongdoing in their codes of
conduct or related policies (reinforcing the link between ethical leadership and an ethical
culture)

¢ included the reporting of wrongdoing in their codes of conduct or related policies
e published the names of who to report wrongdoing to

e expressed in their codes or related policies that victimisation of those who report
wrongdoing will not be tolerated.
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The CEO has publicised his/her commitment to the
reporting of wrongdoing in the code of conduct or within  [Ci§e8 4 11 78
policies and/or other employee communications

The reporting of wrongdoing is covered in the code of
conduct or in policy that is accessible to employees

The organisation communicates to its employees about
how to report wrongdoing (e.g. employee newsletters,
emails)

The code or relevant policy contains a statement that

victimisation of those reporting wrongdoing will not be
tolerated

Public interest disclosure internal procedures are
published and accessible to employees

The names of who to report wrongdoing to are published
and accessible to employees

A confidential phone or email service has been set up to
encourage the reporting of wrongdoing

Managers receive training in how to manage reports of

wrongdoing
Other 90 9
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Proportion of agencies
Response mNoresponse HENo Being developed Yes - partially  ®Yes - fully

Figure 4.7 Methods used by agencies to encourage employee reporting of wrongdoing,
2011/12 (Source AAS)

Commissioner’s Instruction No. 8 — Codes of conduct and integrity training, introduced in
July 2012, specifies ‘reporting suspected breaches of the code’ as an aspect of conduct
management that needs to be included in an agency’s code of conduct. Figure 4.7 shows
this is included either partially or fully in the majority of agency codes (95%) and that
three-quarters of agencies use communication such as emails and newsletter to inform
employees how to report wrongdoing.

Just over half of agencies (54%) trained managers in how to manage reports of
wrongdoing. In agencies where managers are the first point of contact for reporting
wrongdoing, it is important that they are trained or made aware of an agency’s processes
in relation to the management of these issues. The Commission offers training for agencies
in PSM Act disciplinary processes and provides advice and assistance to agencies on
these matters as required.
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Employee knowledge and confidence in reporting
unethical conduct

The majority of agencies have strategies to encourage the reporting of wrongdoing, with
EPS results indicating that:

e 77% of respondents were aware their agency had policies and procedures in place for
reporting unethical behaviour, workplace bullying and misconduct.

e 73% were aware of their agency’s conduct and discipline processes

e 44% indicated they are confident in their agency’s conduct and discipline processes.

e 41% of respondents agreed people who report unethical behaviour in the workplace are
protected from victimisation and harassment (33% indicated they did not know or the
question did not apply to them).

If systems for responding to specific cases are to be effective in supporting a high integrity
culture, staff must have confidence that the agency will respond appropriately to allegations
and report possible breaches of ethical codes. The Commission is working with agencies
to build confidence in reporting wrongdoing. This is discussed in detail later in this section.
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Employee perceptions on unethical behaviour

The EPS asked employees if they were aware of an occurrence of unethical behaviour in
their workplace in the past 12 months. In considering this data it is important to note the
possibility of multiple reporting of a single incident. If a number of employees are aware
of a high profile case in an agency it is likely that this will lead to over-reporting through
employee opinion surveys.

In this context, the responses were as follows:

e 7453 employees responded to the question.

e 23% of respondents (1733 employees) indicated they believed there had been an
occurrence of unethical behaviour in their workplace in the past 12 months.

e (Of those, 23% always reported it, and 35% reported it sometimes.
Figure 4.8 shows that there were:

e 1347 alleged occurrences relating to personal behaviour
e 1137 alleged occurrences relating to conflicts of interest

e 1081 alleged occurrences relating to communication and official information.

Use of public resources (e.g. vehicles, computers)

Theft (e.g. stationery, computers)

Record keeping and use of information

Personal behaviour (e.g. inappropriate language,
misuse of drugs or alcohol, disrespectful)

Improper use of internet/email

Fraudulent and corrupt behaviour

Conflicts of interest

Communication and official information (e.g.
unauthorised disclosure of information)

0O 200 400 600 800 1000 1200 1400 1600

Number of alleged occurrences

Figure 4.8 Perceived occurrences of unethical behaviour, by conduct category, 2011/12
(Source EPS)
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Assessing allegations of
wrongdoing and misconduct

100

The processes that agencies use to receive and assess allegations of wrongdoing vary.
The purpose of the assessment is to determine whether the matter should be dealt with as
a suspected breach of discipline, an alternative approach, such as dealing with the issue
through another mechanism (such as a grievance process), should occur, or that no action
should be taken.

The Commission’s view with respect to managing these issues is that there is not a single
ideal model which all public sector agencies should use. Devolved, centralised and shared
responsibility models each have their strengths and weaknesses and each is suited

to different types of agencies. The size, professional profile, operational and industrial
environments of the agency, and the extent of geographic distribution are all important
factors to consider.

Whichever model is adopted, successful implementation requires:

e a strong commitment to act on allegations and suspicions of misconduct or
wrongdoing

e policies and procedures that are accessible, easy to understand, clear, and include
information about the accountabilities and responsibilities of staff, managers and
officers with specific roles

e well understood relationships between related processes, and well understood triggers
for initiating those processes—for instance, discipline, grievance and substandard
performance management processes.

e officers with specific responsibilities to have the required skills and resources to
undertake their role

e employees to have confidence in the overall framework and in the extent to which rights
and responsibilities are respected

e strong organisational capacity to manage these issues, and effective and consistent
communication to all levels of the organisation

e a strategic approach to the development of whole of agency misconduct management
policies and processes 6.

26 CCC 2010, Report on the investigation of alleged public sector misconduct by employees of the
Department for Planning and Infrastructure in relation to the inspection, licensing and registration of
motor vehicles
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Figure 4.9 shows the methods used by agencies to ensure allegations of wrongdoing are
investigated. Most agencies (91%) have a position or section responsible for managing and
investigating allegations of wrongdoing, while 86% have a policy (which may include their

code of conduct) outlining how wrongdoing will be managed and investigated.

The code of conduct outlines how allegations of
wrongdoing will be managed and investigated

The organisation has a policy outlining how wrongdoing
will be managed and investigated

A position or section within the organisation is responsible
for managing and investigating allegations of wrongdoing

Managers are trained in how to receive reports of
wrongdoing and are aware of who to refer it to for further
investigation

Managers are trained in how to conduct or oversee an
investigation

Public interest disclosure officers attend PSC training to
ensure they understand their obligations under the Public
Interest Disclosure Act 2003

No process is in place to ensure wrongdoing is
investigated

Other
0% 20% 40% 60% 80%
Proportion of agencies
Agency size ®\Very small Small Medium ®Large

Figure 4.9 Methods used by agencies to ensure wrongdoing is investigated, and where

appropriate, action taken, 2011/12 (Source AAS)
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Managing discipline in the public sector

102

The way in which disciplinary issues and their consequences are managed can influence
community confidence in the public sector. It is therefore in the public interest to ensure
that allegations of breaches of discipline are properly managed.

Breaches of discipline as defined in section 80 of the PSM Act can arise from disobeying
or disregarding a lawful order; contravening conduct provisions in any relevant Act;
committing an act of misconduct; being negligent or careless in the performance of duties;
or through committing an act of victimisation as it is defined under the PID Act.

For those employees to whom the provisions of the PSM Act apply, the processes and
procedures must be consistent with legislative provisions set out in Part 5 of the PSM Act
and the requirements of the Commissioner’s instructions relating to discipline of current
and past employees.

For other employees, the provisions that apply vary and may be contained within a statute,
industrial instrument or common law. Regardless of the provisions that apply, the Discipline
Standard, one of the ‘Public sector standards in human resource management’, applies to
all disciplinary processes undertaken in the public sector. The Discipline Standard sets out

the minimum requirements of merit, equity and probity for disciplinary processes.
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Agency procedures for dealing with discpline

Robust policies and procedures enable CEOs to assess allegations and to deal with
breaches of discipline or misconduct consistently, efficiently and fairly. A clearly defined
policy and procedure:

e promotes equity in decision making, including consideration of materiality and
proportionality; and the application of sanctions

® sends a clear message that misconduct is not tolerated and that employees engaging
in inappropriate behaviour will be held accountable for their actions

e provides certainty for those involved as to the process to be undertaken and reduces
the risk of mismanagement of processes

e assists in maintaining public confidence and trust in the operations of the public sector.

Each agency may formulate its own discipline policies and procedures providing they are
consistent with higher level statutory and industrial requirements.

As set out in Figure 4.10, (81%) of the agencies that responded that they needed to
comply with the Commissioner’s Instruction had either revised their policies and procedures
or are in the process of doing so.

Changes to policies and procedures have been made to
accommodate the new provisions and are endorsed by executive

Training has been provided to staff that are involved in
administering discipline provisions

Training and/or information sessions have been run for line
managers and supervisors of staff

Communication strategies have been developed or implemented

Updated policies and procedures are accessible on the agency's
intranet

Changes to discipline policies

Other

0% 20% 40% 60% 80% 100%
Proportion of agencies
Response ®Noresponse  ENo Being developed Yes - partially ~ ®Yes - fully

Figure 4.10 Number and proportion of agencies that have developed, implemented and
communicated disciplinary policies and procedures, 2011/12 (Source AAS)

Nearly two-thirds (64%) of large agencies have policies and procedures endorsed by the
CEO and implemented, or in progress (21%). Considerable progress has also been made
for other agency size groups with 88% of very small and small agencies, and 73% of
medium agencies, having made changes to policies and procedures to accommodate the
new provisions.
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Building capability in managing discipline

Irrespective of the model and framework in place for managing discipline, those
responsible for managing disciplinary processes need a thorough understanding of the
legal requirements and the obligations of all parties to ensure the integrity of the system.
The Commission notes that agencies are taking action to build employee awareness and
internal capability to effectively and efficiently manage disciplinary matters. AAS results
show that:

e 35% of agencies have trained those involved in administering disciplinary processes,
and a further 14% are in the process of doing so.

e Updated policies and procedures are accessible to staff in 40% of all agencies, while
almost one-third of agencies (31%) have partially or fully developed or implemented
communication strategies.

e More can be done by agencies in providing training and information sessions for line
managers and supervisors of staff, with only one-fifth of agencies (21%) either partially
or fully implementing training at this stage.

The Commission considers training of managers and supervisors is particularly important

in agencies where responsibility for addressing minor discipline issues is devolved to the
supervisor level to address before they escalate. Just over half of all large agencies (57 %)
have taken action to increase their capability for administering disciplinary processes. There
is evidence however, that more work in this area could be done given that:

e 70% of all agencies are yet to train managers and supervisors, and more than
half (51%) are yet to train staff who administer disciplinary processes.

e Approximately one-third of agencies (31%) are yet to commence developing a
communication strategy to increase awareness of disciplinary processes.

The Commission has been working closely with agencies to improve the sector’s capability
to manage discipline matters. This has included the development of comprehensive
guidelines and the provision of one-on-one advice and assistance to agencies on the
application of PSM Act disciplinary processes. Training for agency HR practitioners on
PSM Act disciplinary procedures is delivered several times a year and forms part of the
curriculum for the ‘Foundations of government human resources’ (FOGHR) program.
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Employee perceptions of discipline processes

The efforts of agencies and the Commission are evident in the high level of employee
awareness of the Discipline Standard and agency policy and procedures over the past
three years. The EPS asked employees about their knowledge of their agency’s policies
and procedures and the Discipline Standard. Responses in 2011/12 indicate high levels of
awareness:

e 73% of respondents said their agency has a policy and procedure for discipline
investigations.

e 89% of respondents are aware that standards for discipline exist in the public sector
(includes redeployment and termination standards).
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Discipline investigations

In previous years (2009/10 and 2010/11), the AAS only sought data on disciplinary matters
that were dealt with under the PSM Act. This year the survey question was expanded

to capture all disciplinary matters regardless of the statutory basis on which they were
managed.

As shown in Figure 4.11, there were 1562 allegations of breaches of discipline and of
misconduct (including breaches of agency codes of conduct, or the Code of Ethics)
followed up and investigated during the reporting period?”. Of these:

e 612 were investigations under the PSM Act (39%)

e 950 were investigations under other instruments (61%).

Number of cases still underway carried . 68
over from 2010-11 137

Number of new cases underway in _ 544

2011-12 813

Total number of cases completed in _ 471

2011-12 714

0 200 400 600 800 1000
Number of cases

B PSM Act Other instruments

Figure 4.11 Cases of discipline and misconduct followed up as a breach of discipline, 2011/12
(Source AAS)

The number of investigations undertaken by each agency varies widely, with more than
90% of investigations undertaken in large agencies.

e Qver one-third (545) were investigated under the PSM Act and almost two-thirds of
matters (924) were investigated under other instruments.

e On average, each large agency undertook around 85 investigations during the reporting
period, compared with an average of less than one investigation for each other agency.

e \When the number of discipline cases is put in the context of discipline cases per
100 employees the incident rate is lower for large agencies than smaller agencies.

27 A comparison to disciplinary data for 2010/11 has not been made due to reporting anomalies for that
reporting period.
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Outcomes of investigations

This year, the AAS sought information on areas of the Code of Ethics and agency codes of
conduct that were breached. In 2011/12, a total of 1199 investigations were undertaken
with 653 (54%) found to have been substantiated. The breakdown across the principles of
the Code of Ethics is as follows 28;

¢ Personal integrity (44% of all substantiated breaches)
Acting with care and diligence and making decisions that are honest, fair, impartial, and
timely, and consider all relevant information.

e Accountability (7% of all substantiated breaches)
Using resources of the state in a responsible and accountable manner.

¢ Relationships with others (38% of all substantiated breaches)
Treating people with respect, courtesy and sensitivity and recognising their interests,
rights, safety and welfare.

As shown in Figure 4.12, the highest number of substantiated breaches of agency codes
of conduct related to inappropriate behaviour of employees (other than bullying and
harassment) during working hours, which accounted for 31% of all breaches.

The least number of discipline investigations and substantiated breaches related to
conflicts of interest (2%). The Commission has actively been raising awareness and
assisting agencies in the management of conflicts of interest. The majority of agencies
(88%) have specifically addressed this in their code of conduct and associated policies.

It should be emphasised that the existence of a conflict of interest in a matter is not, of
itself, a breach of the Code of Ethics. Rather a potential breach of the Code of Ethics
occurs when the conflict is not properly managed or there is a deliberate attempt to obtain
a private benefit.

28 Agencies advised that 11% of breaches related to ‘Other elements’
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Ethics/Conduct

Figure 4.12 Number of finalised discipline investigations by type of breach and the proportion
which were substantiated in 2011/12 (Source AAS)
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As shown in Figure 4.13:

e The most common outcome of completed investigations was a reprimand issued to the

employee (32%).

e The use of greater flexibilities provided in the revised PSM Act provisions is evident in
the outcomes of almost a quarter of investigations (24%).

e The application of sanctions (in the form of a fine, classification or salary reduction,
transfer or duty reassignment, or termination of employment) was the least likely

outcome (8%).

CEOs also have discretion to continue a disciplinary process after an employee resigns,
provided the circumstances are exceptional and it is in the public interest to do so. In 6% of
cases, agencies discontinued investigations because the employee involved resigned while

the investigation was underway.
No breach found
Breach found but no sanction imposed
Employee counselled
Reprimand
Improvement notice issued
Other
Re-assignment of duties

Deductions from salary by way of a fine

Type of outcome

Reduction in salary

Reduction in classification

Employee transferred

Investigation discontinued because of
resignation of employee under investigation

Termination of employment

300

6

6

54

36

0 50 100 150 200 250 300 350

Number of outcomes

Figure 4.13 Outcomes of disciplinary investigations for 2011/12 (Source AAS) ?°

29 More than one outcome may apply to a single case (e.g. an investigation may recommend that an
employee be fined as well as undergo counselling). The majority of ‘others’ outcomes were reported
by the Department of Health (147 cases) as ‘unknown’.
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Time to complete disciplinary investigations

It is in the interests of both the agency and the employee that disciplinary matters are
resolved as quickly as possible. The conduct of an investigation can be affected by a range
of factors including:

e the nature and seriousness of the alleged misconduct
e the availability of those involved in the investigation
e the level of risk and complexity in the environment in which the misconduct occurs

e statutory or other mandatory requirements that trigger complex and time consuming
Processes.

This is the first report where the new PSM Act disciplinary provisions were in effect for

the full reporting period. The revised process simplified a three stage approach to a single
process and provided greater flexibility to tailor responses according to the seriousness of
the matter.

Figure 4.14 outlines the number of investigations completed within different timeframes.
Allegations must be dealt with as thoroughly as the circumstances warrant and the
duration of an investigation should not of itself be considered a reliable indicator of the
efficiency of an agency'’s discipline or misconduct management processes.
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Figure 4.14 Number of discipline investigations finalised within specific time periods, 2011/12
(Source AAS)
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The majority of agencies (81%) have systems in place that allow them to report on the
duration of investigations. However, the Commission notes that 35% of large agencies,
which deal with the majority of disciplinary matters, are unable to report on the duration
of investigations. Agencies should improve their systems to ensure they can monitor and
report on all aspects of disciplinary investigations.

In general, for those agencies that were able to report on duration, the majority of
investigations were completed promptly and within reasonable timeframes. Almost three-
quarters of all investigations (73%) were completed in less than six months, compared with
81% last year.

As shown in Figure 4.15, large agencies had a higher proportion of cases of longer
duration than other agencies:

e [ arge agencies completed 30% of their investigations in less than three months,
compared with an average of 82% for medium and smaller agencies.

e Of the investigations that took longer than six months to complete, almost all (93%)
were in large agencies.

Very small

Small

Medium 7

Agency group

Large 27 89

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Proportion of investigations

Time taken m 18 months and over 12-18 months 6-12 months ®3-6 months ®Under 3 months

Figure 4.15 Proportion of discipline investigations finalised within specific time periods by
agencies of different sizes, 2011/12 (Source AAS)
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Observations emerging through
cases referred to the Commission

112

A recurring theme in matters assessed by the Commission in 2011/12 is that accountable
and ethical decision making is not just about participation in a training session, but is about
applying AEDM principles in everyday decision making and in dealing with colleagues and
employees.

For agencies, it is considered essential that ethical leadership is practically demonstrated
at all levels and that there is an open and regular dialogue at the team level about integrity
and conduct issues; the organisation’s professional standards; and expectations of staff.

Actual cases and hypothetical scenarios involving significant fraud and corruption are
relevant but most conduct issues considered by the Commission have arisen as a result of
poor judgement and a failure to consider the fundamental questions:

e Am | doing the right thing (under applicable policies and laws and in the public interest)?
e How will my actions impact on others?

e How will others perceive my actions and decision making?

e Do | need to talk to someone else about this?
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Public interest disclosure

The Public Interest Disclosure Act 2003 (PID Act) facilitates the disclosure of public interest
information and provides protection for those who report wrongdoing. An overview of the
operation of the PID Act is provided at ‘Appendix C — Public Interest Disclosure Act 2003’.

The Commissioner has obligations under the PID Act to:
e prepare guidelines on internal procedures relating to the functions of a proper authority
and ensure all authorities have copies of these guidelines

e establish a code setting out the minimum standards to be complied with by a person to
whom a disclosure can be made

e monitor public authorities” compliance with the PID Act and code

e provide assistance for public authorities to comply with the PID Act and code

e report to parliament on the compliance and non-compliance with the PID Act and code
and the performance of his obligations under the PID Act.

This section of the report satisfies the requirement for the Commissioner to report annually
to parliament under section 22 of the PID Act.
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How the Commission promotes compliance with the PID Act

The PID Act requires the Commissioner to prepare guidelines on internal procedures for
public authorities. These guidelines were first developed and introduced in 2003 and are
available on the Commission’s website.

The Commission has also developed a range of products that are available in hard copy
and online formats. These products have been designed to provide guidance to public
authorities and potential disclosers.

The Commission also assists agencies to comply with the PID Act through the provision
of training to those who are designated to receive disclosures and a consultancy service
accessed through the Commission’s advisory line.

The Evidence and Public Interest Disclosure Legislation Amendment Bill 2012 was before
parliament during the reporting period. In anticipation of the significant changes arising
from the impending amendments to the PID Act the Commission’s training program for
PID officers was suspended until the bill was passed.

During this time the Commission integrated PID information into its general sessions
delivered to regional authorities, and provided consultancy and advisory services to

PID officers and potential disclosers. The Commission has now commenced updating its
guidelines, training program and products to reflect the recent legislative changes.
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PIDs reported to the Commission in 2011/12

Under the PID Act principal executive officers are required to provide annual information to
the Commissioner about PIDs received.

Figure 4.16 provides an overview of PIDs received by agencies and public authorities
reported to the Commission in 2011/12.

53 Public Interest Disclosures lodged

17 Public Interest Disclosures assessed as appropriate

Note: 36 PIDs were assessed as being not
appropriate disclosures

5 PID investigations (substance found)

Note: 8 PIDs were found to have lacked substance
1 PID had 'other' action taken
1 PID were discontinued
2 PIDs did not have outcome information

Public Sector Authority Type
m Public Sector Authority
® University
Local Government Authority
Board or Committee

Figure 4.16 Overview of PIDs received by public authorities including investigation phases
and assessment outcomes, 2011/12 (Source PID registers)
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In 2011/12, 17 disclosures were reported to the Commission via confidential PID registers.
Table 4.2 outlines the total number of PIDs received by proper authorities since the PID Act

commenced in 2003.

Issues raised under the PID Act represent a very small proportion of all public sector
conduct matters. The number of disclosures for public authorities for this reporting

year increased to 17 appropriate disclosures (up from 12 disclosures in 2010/11) with
36 matters assessed as not being appropriate disclosures of public interest information.

The number of matters being assessed as not being appropriate disclosures highlights the
need for agencies to ensure that information about the PID process is accessible and well
understood by potential disclosers and line managers.

Table 4.2 Public interest disclosures reported to agencies or other proper authorities,
2003/04 to 2011/12 (Source AAS and PID registers)

Proper authority to
whom disclosures 03/04 04/05 05/06 06/07 07/08 08/09 09/10 10/11 11/12

were made

PID officers 16 15 3 13 2 6 14 11 13
Other proper authorities 10 8 7 1 2 7 4 1 4
TOTAL 26 23 10 14 4 13 18 12 17

The discloser in the majority of PID cases in 2011/12 was a current employee of the
relevant public authority, followed by members of the public. Table 4.3 shows a five year

comparison of the source of PIDs.

Table 4.3 Number of public interest disclosures by source of disclosure, 2007/08 to 2011/12
(Source AAS and PID registers)

2007/08 2008/09 2009/10 2010/11 2011/12

< o) < 0] < o) < 0] < o)
(0] Qo > (O] o > (0] o > (O] o > (0] o >
L2 o= Q2 o= £ o 8 o= £ o =
Source of disclosure 5 2 % ¢2 B gag B S22 F a9
Q o5 A o5 A o5 A o5 A o5
= £ 3 & £ T F £ F £©® T £
-85 -85 -5 - 5 -5
Current gmployee 4 3 9 0 9 0 2 1 v ;
of authority
Past employee 0 1 0 0 0 0 ; 0 0 0
of authority
Member of public 0 2 1 1 1 0 1 1 2
Other 2 1 4 3 4 3 0 1 4 1
TOTAL 6 7 14 4 14 3 9 3 13 4
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The categories of ‘public interest information’ covered in the PIDs lodged during 2011/12
showed a similar pattern to past reporting years. That is, the majority of disclosures
involved the reporting of improper conduct. PIDs typically contain a number of matters that
fall under more than one category of public interest information under the PID Act. In the
2011/12 reporting period, 22 different matters were reported through the 17 PIDs received.

Figure 4.17 shows the comparison of matters raised by category of public interest
information since the 2003/04 reporting period.
40
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Number of PID matters
=

2003/04 2004/05 2005/06 2006/07 2007/08 2008/09 2009/10 2010/11 2011/12
Year

Category ®Improper conduct
m Offence under State Law
Irregular or unauthorised use of public resources
Mismanagement of public resources
m Risk of injury to public health, public safety or harm to environment

m Matters covered by Ombudsman

Figure 4.17 Public interest disclosures by category of public interest information from
2003/04 to 2011/12 (Source PID registers)

Public authorities surveyed about PID in 2011/12

All public authorities as defined under the PID Act were surveyed through the AAS,
including:

e 120 public sector agencies and authorities

e 140 local governments

e 4 public universities

e 156 public sector boards and committees that identified they were established under
legislation or by the Governor or a minister.

Public Sector Commission — State of the sector 2012 Integrity and ethical conduct

117



118

Action taken by public authorities to comply with the PID Act

Public authorities covered by the PID Act must have at least one position within their
organisation designated as a ‘proper authority’ (generally referred to as a PID officer) to
accept and assess PIDs. Authorities were asked if they had a PID officer/s and the results
were:

e 114 public sector agencies and authorities (95%) identified they had a PID officer/s,
two did not, and four did not respond.

e 133 local governments (95%) identified they had a PID officer/s, five did not, and two
did not respond.

e All four surveyed universities (100%) identified they had a PID officer/s.

e 108 public sector boards and committees (70%) identified they had a PID officer/s,
43 did not, and five did not respond.

This represents an overall average of 85% of all public authorities that have a PID officer.
During the next year the Commission will follow up with authorities that do not have a
PID officer to ensure that they understand and meet this requirement.

The details of approximately 450 designated PID officers are published on the
Commission’s online PID contact directory, which assists people considering making a
disclosure to identify a PID officer or proper authority with which to lodge their PID.

Public authorities preparing and publishing internal procedures

Under the PID Act, public authorities must prepare and publish internal procedures
relating to the authority’s obligations under the PID Act. This assists employees, officers,
contractors and clients to understand the authority’s processes for reporting wrongdoing.
The results from the AAS in regards to the preparation and publishing of internal
procedures were:

e 106 (88%) public sector agencies and authorities had published internal procedures,
nine did not, and five did not respond.

e 104 (74%) local governments had published internal procedures, 31 did not, and five
did not respond.

e All four (100%) surveyed universities had published internal procedures.
e 37 (56%) of public sector boards and committees had published internal procedures,
60 did not, and nine did not respond.

During the next twelve months, the Commission will be reissuing the guidelines to all
relevant authorities in anticipation of amendments to the PID Act being proclaimed.
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Measures used by public authorities to ensure compliance with the PID Act

There are a number of common measures that public authorities have implemented to
ensure that information about the PID procedures are accessible to employees. Figure 4.18
shows the most commonly adopted measures were:

* 89% ensured their internal procedures were accessible to employees.

e 44% published the Commission’s PID advice and referral line numbers.

e 78% published the names of the authority’s PID officer/s.

e 449% monitored allegations.

The least commonly used measures by public authorities were distribution of the
PID DVD (21%) and ensuring employees attended PID awareness training (27 %).

In the next year the Commission will update and release new products to assist agencies
to raise the awareness of PID.

Ensure internal procedures are accessible

Ensure employees attend PID awareness training

Distributed the PID DVD

Ensure PID Officer/s attend PSC’s PID Officer training

Publish the name/s of your authority’s PID Officer/s

Publish PSC's PID advice and referral line number

Monitor allegations of non-compliance with the PID

Act
Other
0% 20% 40% 60% 80% 100%
Percentage of agencies
Agency group ®Very small Small Medium ®large ™ Schedule 1

Figure 4.18 Measures used by public sector agencies and authorities to ensure they comply
with the PID Act, 2011/12 (Source AAS)
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Public sector board and committee awareness of the PID Act

Public sector boards and committees were asked specifically in 2011/12 about their
awareness of the PID Act with 76% rating themselves as either excellent, very good or
average (Figure 4.19). PID officers of boards attend PID training provided by the
Commission.

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Proportion of agencies

Awareness ®Noresponse B Not very good Average  ®mVerygood M Excellent

Figure 4.19 Chairperson’s assessment of board and committee members’ overall awareness
of the PID Act (Source ABCS)
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Employee awareness and confidence in using the PID Act

Figure 4.20 shows employee awareness levels of the PID process.

Percentage of employees answering 'Yes'
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== Aware of the PID Act and how to make a disclosure

-m-Use PID Act to make a disclosure to the proper authority if becoming aware of improper conduct in the workplace
Rights would be protected if a disclosure is made under the PID Act
PID would be adequately investigated by the agency PID Officer

== PID would be adequately investigated by a proper authority

Note: For 2011/12, employees answered 'Always' instead of 'Yes'

Figure 4.20 Employee awareness of, and confidence in, using the PID Act and processes to

make a disclosure, 2008/09 to 2011/12 (Source EPS)

There has been a moderate increase in employee awareness of PID processes for 2011/12
but that the overall level of employee awareness (25%) is not high. EPS results show that:

Public Sector Commission — State of the sector 2012

25% of employees were aware of the PID Act and how to make a disclosure, an
increase of 8% on last year’s data.

More managers (37%) were aware of the PID Act and how to make a PID than non-
managers (26%).

39% of employees said they were not aware of the PID Act or know how to make a
disclosure, compared with 42% in 2010/11.

36% of employees said they did not know about the PID Act or how to go about
making a PID, but would know where to go to find out more information. This has
increased by 2% compared with 34% in last year’s reporting period.
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Employees’ level of confidence in PID processes remained relatively low with survey results
from the EPS indicating that:

e 30% of respondents were willing to make a disclosure to the proper authority (if they
became aware of improper conduct in the workplace).

e 21% of employees felt confident that their rights would be protected if they made a
disclosure, compared with 37% in 2010/11.

e 52% of respondents did not know if their rights would be protected.

e 22% of respondents said they felt confident that their disclosure would be investigated
adequately by the agency’s PID officer, while 56% said that they were unsure.

Public authorities are responsible for raising employee awareness and understanding

of the PID process and this employee data suggests more could be done in this area.

The Commission is currently updating the range of products available to assist public
authorities to raise the employee awareness of PID processes and will follow up with those
agencies where employee awareness and confidence were low.
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Monitoring activities

Table 4.4 sets out the additional activities that the Commissioner monitors in relation to
compliance with the PID Act.

Table 4.4

Additional PID Act monitoring requirements, 2011/12 (Source PID registers)

Requirement PID officer/authority response

Notification to
discloser

Final report

Confidentiality

Detrimental
action or
victimisation

Where an appropriate disclosure
is made, a proper authority is to
notify the discloser within three
months after the disclosure is
made of the action taken, or
proposed to be taken, in relation
to the disclosure (section 10 of the
PID Act).

When an investigation is complete,
proper authorities must provide a
final report to a discloser who has
requested a report (section 10 of
the PID Act).

The identity of the informant and
the subject of the disclosure

can only be revealed in certain
circumstances (section 16 of the
PID Act).

A discloser can seek remedies
for acts or victimisation through
a proceeding in tort or under
the Equal Opportunity Act 1984
(section 15 of the PID Act).

All disclosers (11) were advised
within this timeframe in this
reporting period. @

All public authorities (6) advised
final reports had been provided
and no issues of non-provision

of reports were raised with the

Commissioner in this reporting

period. @

Public authorities revealed the
identity of informant/s in two
instances. In one PID consent
was obtained from the discloser,
while in another, the discloser/s
identity was revealed on grounds
of natural justice.

In this reporting period, public
authorities reported that no
claims of detrimental action or
victimisation were made.

(@ The number of cases assessed for compliance does not add up to the total number of PIDs
received (17). This is because assessment of compliance has only been undertaken where
the complainant’s identity was not anonymous, the disclosure had not been referred to the
Ombudsman or the matter had not been finalised.
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Key section findings
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There is a high level of agency compliance with the requirement to have a code of
conduct that reflects the public sector Code of Ethics.

Agencies have been proactive in addressing areas they perceive to be high risk integrity
issues in their codes of conduct.

The cumulative number of employees trained in the ‘Accountable and ethical decision
making’ (AEDM) program has increased over the last three years with the majority of
agency corporate executive members also trained in the program.

A high proportion of agencies have implemented changes to their discipline policy and
processes to reflect the revised PSM Act disciplinary provisions and are making use of
the broader range of options available.

Agencies are encouraged to implement improvements to disciplinary recording and
reporting systems so that they can monitor and report on all aspects of disciplinary
investigations.

Agencies should ensure that all avenues for reporting allegations of wrongdoing are
included in agency policies and procedures.

Public authorities should utilise the range of products developed by the Commission to
raise awareness of the PID process and the protections available under the legislation
to increase the confidence level of employees in using this process.
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Workforce planning and leadership

Part of the Commissioner’s role involves planning for the future management and operation
of the sector (section 21A(c) PSM Act). This involves identifying potential future changes
impacting on the sector and taking action so that the sector is well-equipped to deal

with these as they occur. This role is shared with agency CEOs who have a separate and
related obligation to ensure their agencies are equipped to meet the future needs of the
community.

The challenges the sector faces together include replacing an ageing workforce, retaining
knowledge, addressing potential skills shortages and keeping pace with technological
changes. WA's growing population, increasing service expectations of the community and
investment in regional areas are also resulting in greater demand on the sector. Initiatives
to meet these challenges include planning for the future workforce, increasing diversity and
building leadership capability.

Effectively planning the current and future workforce and anticipating future service delivery
needs enable CEOs to keep up with changes, and to be proactive and well positioned to
respond to emerging issues.

This section discusses progress made in workforce and diversity planning. It also outlines
the context for leadership and explains why the development of leadership capability
across the sector is crucial in positioning the sector for the future.
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Public sector workforce and
diversity planning
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Workforce planning in the public sector requires a systematic and strategic approach
encompassing the collection and use of accurate workforce data, planning of workforce
strategies and development of the workforce. It involves making informed and evidence-
based decisions about business practices, organisational goals and community needs; and
developing strategies to build and maintain a skilled, flexible and sustainable workforce.

Workforce and diversity planning in the WA public sector links a range of legislation and
strategies, including:

e defined functions of CEOs under the PSM Act

e equal employment opportunity objectives and requirements under the EO Act

e Strategic directions for the public sector workforce 2009-2014 (Strategic directions)

e Public Sector Commissioner’s Circular 201 1-02: Workforce planning and diversity in the
public sector

e DG/CEO performance agreements

e Department of Training and Workforce Development: Skilling WA — a workforce
development plan for Western Australia

e the WA Government’s Aboriginal economic participation strategy 2012-2016.

In May 2009, the Commission launched Strategic directions, identifying priority workforce
issues for the WA public sector. Many agencies have since aligned their workforce
initiatives to the six priorities of this strategy:

e attracting a skilled workforce

¢ retaining valued employees

e puilding the capacity of the public sector

e providing strategic leadership

* meeting regional needs

e ensuring an efficient and flexible public sector.
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In February 2011, Commissioner’s Circular 2011-02: Workforce planning and diversity
in the public sector was released to encourage public sector agencies to develop and
commence implementing workforce and diversity plans by 30 June 2012.

Agencies were also encouraged to integrate their existing equal employment opportunity
management plans into their workforce and diversity plan (conditional to section 145 of the
EO Act being met). Forty-eight agencies opted to develop an integrated plan.

Workforce planning processes

Workforce plans now cover 99% of the public sector workforce, representing a headcount
of 155 300 employees. The 2012 AAS asked agencies to rate the maturity of these
workforce planning processes on a scale of O (no processes in place) to 5 (processes fully
integrated). More detailed information on the ratings is provided in ‘Appendix A — Public
sector monitoring and evaluation framework’ and on the Commission’s website. However,
as a general guide:

e Avrating of O, 1 or 2 indicates that there is no workforce plan in place or that the
workforce plan has not yet been endorsed by the corporate executive.

e Avrating of 3 indicates that there is an endorsed workforce plan being implemented but
measures and monitoring are not yet in place.

e Arating of 4 or higher indicates that the workforce plan is being implemented and that
there are measures and monitoring in place.

The distribution of responses for different size categories of agencies is shown in
Figure 5.1.

The average maturity rating for the sector for strategic workforce planning in 2011/12 was
2.6, which was the same as 2010/11. Large agencies and medium agencies had average
maturity ratings of 3.5 and 2.8 respectively, compared with small and very small agencies
with average maturity ratings of 2.4 and 2.7 respectively. Apart from medium agencies,
which remained the same, these ratings have all increased slightly compared with 2010/11,
indicating considerable progress has been made in workforce planning across the sector
over the last year.

In 2011/12, a total of 29 public sector agencies rated their performance in this area at 4
or 5. A significant improvement is that the agencies with a rating of 4 or 5 have a shared
headcount of 120 227 employees, compared with 27 654 employees for 2010/11.

This result is due to the Department of Education and the Department of Health (with a
combined headcount of 95 584) increasing their maturity from 3 to 4. This is a significant
outcome given the size and complexity of the workforce in these agencies.
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Twenty-nine agencies rated themselves at a maturity level of 3. Of the remaining

43 agencies, 37 rated themselves at 2 or lower and six did not respond to the statement.
Of these 37 agencies, 30 were either very small or small. Twenty-four of the 37 agencies
that rated themselves a 2 or lower had introduced some measures but these were not
comprehensive or endorsed by the CEQ. This type of result would be expected for smaller
agencies as they are less likely to be affected by major workforce shifts and may not
require detailed systems and plans. Therefore workforce planning can be treated at the
level of individual succession planning in many of these cases.

Very small 3
Small 12
Q' .
5 Medium 6
o
>
o
[
S Large 3
<
Schedule 1 1
All public sector (not Schedule 1) 24

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Proportion of agencies

Maturity rating = Noresponse ®0 =1 2 m3 m4 m5

Figure 5.1  Maturity of agencies ‘Strategic Workforce Plans (including EEO initiatives) and/
or related policy which supports the organisation’s strategic goals’, 2011/12
(Source AAS)
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Progress from 2009/10 to 2011/12 in the maturity of strategic workforce planning across
the public sector is depicted in Figure 5.2.

2010 including Schedule 1

2011 including Schedule 1

2012 excluding Schedule 1

2012 including Schedule 1

Figure 5.2

25

18

24

25

0% 10% 20% 30%  40% 50% 60% 70%  80%  90%  100%
Proportion of agencies

Maturity rating mNoresponse B0 m1 =2 =3 =4 E5
Maturity of agencies ‘Strategic Workforce Plans (including EEO initiatives) and/or

related policy which supports the organisation’s strategic goals’, 2010 and 2011
compared with 2012 (Source AAS)

Commission activity in workforce planning

To support the development and implementation of agency workforce plans the
Commission provides an advice and consultation service, an on-line workforce planning
toolkit and other resources. It also conducts a range of workshops to support and assist
agency workforce planning.

The Commission encourages agencies of all sizes to improve the maturity of their
workforce planning, data quality and diversity improvement efforts by reviewing existing
strategies, incorporating good practice approaches profiled in the Commission’s support
resources and by expanding program evaluation and practices to consider workforce
planning and compliance imperatives.
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Progress of workforce plans

Collaborative efforts between the Commission and key agencies ensured that workforce
planning continued to be an ongoing priority, with significant work undertaken to address
the priority areas in Strategic directions. The Commission noted the active engagement by
agencies through participation in consultation forums and Commission programs designed
to build capacity in this area. As indicated in Table 5.1, this has resulted in the development
and implementation of 1145 new workforce initiatives since May 2009.

Table 5.1 Summary of new initiatives implemented by agencies since the release of
Strategic directions in 2009 (Source AAS)

Number of new
Strategic directions initiatives developed Proportion and number of agencies, and

workforce priority and implemented the most common initiative implemented
over 3 years

71% of agencies (72) implemented
an initial follow-up induction process
340 to ensure that new employees have a
meaningful transition into the agency
and their role

Retaining valued
employees

69% of agencies (70) promoted flexible
Attracting a skilled working arrangements to increase the
240 . .
workforce attractiveness of the public sector as an
employer

49% of agencies (49) reviewed job
172 descriptions and competencies to
ensure they reflect current requirements

Ensuring an efficient and
flexible public sector

48% of agencies (48) encouraged
142 development of agency leadership skills
through leadership programs

40% of agencies (40) established
development programs that accelerate

Providing strategic
leadership

Building public sector

) 140 , :
capacity progress along the learning curve in key
job roles
23% of agencies (23) promoted

. . targeted and cost-effective benefits

Meeting regional needs 111 :
to attract employees to regional and
remote locations

TOTAL 1145
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Areas that offer potential for more integrated and active workforce planning include:

e further simplifying internal procedures to assist employees to undertake their work in
more flexible ways

e working with industry and university sectors to develop partnerships

e investing in leadership development, particularly succession management programs

e implementing mentoring, coaching and succession programs

e considering flexible remuneration packages

e streamlining cadet, apprenticeship and graduate programs across the sector.

The Commission is working to support and broker partnerships between agencies to

develop and promote active strategies, particularly in regional areas. Public sector agencies

are encouraged to continue to collaborate with the Commission, and with other agencies,
to improve the level and type of initiatives being implemented.

Public Sector Commission — State of the sector 2012 Workforce planning and leadership 131



Priority strategies in sector-wide
workforce planning

Strategic directions highlights six priorities for enhancing workforce planning in the sector.
A summary of actions and outcomes for each priority is outlined below.

Priority 1: Attracting a skilled workforce

Attracting a skilled workforce is critical for the public sector to continue to provide quality
services to the community. Increasing competition for employees across sectors has
meant that public sector agencies need to think strategically about their respective
competitive advantage in order to attract the workforce required.

Implement initiatives from the Rethinking Recruitment report to
simplify and streamline the recruitment process, and further
assess legislation and subsidiary instruments that are linked to the
recruitment process.

Research and target labour markets currently underutilised by the
sector (e.g. Indigenous, young, mature, people with disability).

Tailor recruitment strategies to reflect the demands and
expectations of specific occupational and generational groups as
well as labour market conditions.

Promote flexible working arrangements to increase the
attractiveness of the public sector as an employer.

Ensure remuneration packages are flexibly designed to respond to
changes in economic (and other) circumstances.

0% 20% 40% 60% 80% 100%
Proportion of agencies

Response ® No response = No plans to develop Under development Developed m Developed and implemented

Figure 5.3 Number and proportion of agencies developing strategies for attracting a skilled
workforce, 2011/12 (Source AAS)
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Significant progress has been made by agencies in developing and implementing a range
of initiatives to attract a skilled workforce. Figure 5.3 shows the most commonly used
strategies are promoting flexible working arrangements in more appealing advertisements
and streamlining recruitment processes by reducing the requirement for applicants to
prepare extensive written applications. Attraction and retention strategies that have not
been extensively used by agencies include targeting underutilised labour markets, such
as older workers and diversity groups, and tailoring recruitment strategies to attract
specific occupational or generational groups. The Commission is working with agencies to
encourage greater take-up of these strategies.

Priority 2: Retaining valued employees

The public sector is tracking well in the development and implementation of retention
strategies, particularly in relation to induction processes, flexible employment
arrangements, tailoring of selection processes to specific agency needs (part of the
reforms introduced after the amendments to the PSM Act in 2010) and creating supportive
organisational cultures.

Figure 5.4 highlights agencies’ stages of development relating to retaining valued
employees.

Improve selection processes to ensure the right people are placed
into the right jobs.

Implement initial and follow-up induction processes to ensure new
employees have a meaningful transition into the agency and their
role.

Implement flexible employment initiatives to retain employees.

Establish a professional development program which includes
mentoring, peer support and career planning.

Develop initiatives that capture and retain corporate knowledge,
specifically the transition of knowledge from experienced
employees.

41 15

Create organisational cultures that are supportive and flexible in
meeting employee needs.

0% 20% 40% 60% 80% 100%
Proportion of agencies

Response ® No response m No plans to develop Under development Developed m Developed and implemented

Figure 5.4 Number and proportion of agencies developing strategies for retaining valued
employees, 2011/12 (Source AAS)
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As the public sector workforce ages and retires, retaining corporate knowledge becomes
increasingly important. The development of strategies to retain corporate knowledge

has commenced, with 30 agencies having developed and implemented such a strategy.
Forums and workshops conducted by the Commission, as well as a range of guidelines
and tools available on the Commission’s website, assist agencies with this.

Reporting by agencies through the AAS indicates that managers as a broad occupational
group are considered to have the greatest impact on agencies’ ability to deliver services.
Seventy-five agencies ranked this group as highly difficult to recruit and retain (Figure 5.5).
Agencies also ranked managers as the occupational group most likely to impact on their
ability to deliver services in the future (Figure 5.6). Therefore, these agencies need to
consider developing strategies to attract and retain managers as part of their workforce
planning initiatives. The attraction and retention of managers is discussed further under the
‘leadership’ heading in this section of the report.

Managers (e.g. Director, Manager, Principal, Deputy
Principal)

All other occupational groups (average) 11

0% 20% 40% 60% 80% 100%
Proportion of agencies

Level of impact mHigh Medium Low ®None ®No response

Figure 5.5 The impact of managers on agencies’ ability to deliver services, 2011/12
(Source AAS)

Difficulty recruiting or retaining 25
Anticipated impact on your agency's ability to deliver 30
services in the future
0% 20% 40% 60% 80% 100%

Proportion of agencies

Level of impact mHigh Medium Low ®None mNo response

Figure 5.6 Difficulty in recruiting or retaining managers and their impact on future service
delivery, 2011/12 (Source AAS)
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Job satisfaction and engagement of managers, non-managers and other
diversity groups

Ensuring employees are satisfied and engaged is essential to retaining employees. The EPS
program includes a range of questions on levels of engagement. Following deployment of
the EPS the Commission provides a briefing to the executive group of the relevant agency
as well as follow-up assistance in interpreting the data to assist in workforce planning.

Figure 5.7 shows that levels of satisfaction and engagement vary considerably between
different demographic and diversity groups within the sector. Youth and female staff are
generally more satisfied with their agency as an employer and feel more valued when
compared with males, more mature workers and diversity groups.
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Managers  Non-managers Male Female Youth Indigenous  Ethnic minority ~ Disability
Group
EPS question

My job allows me to utilise my skills, knowledge and abilities

| am motivated to do the best possible work that | can
X Employees in my agency feel they are valued for their contribution
X1 would recommend the Western Australian public sector as a good place to work
| am satisfied with the job overall

Figure 5.7 Levels of engagement of different demographic and diversity groups, 2011/12
(Source EPS)

Similarly, when these satisfaction and engagement criteria are examined for managers
and non-managers, the results show that the managerial group is satisfied and engaged.
Specific results include:

* 388% of senior managers were satisfied with their job overall. This corresponds with
non-managers reporting 86% satisfaction with their job overall.

e  91% of senior managers were more likely to agree that their job allowed them to use
their skills, and a similar proportion (91%) were motivated to do the best possible work
they could. These results were more positive compared with employees who do not
have managerial responsibility.

* 64% of managers felt they were valued for their contribution, while 74% of youth felt
valued for their contribution which is a higher response than the aggregate.
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e Over three-quarters of all WA public sector employees agreed that their workplace
culture supports people to achieve a good work/life balance which also compares
favourably with other Australian jurisdictions (Figure 5.8).

e  74% of the employees surveyed agreed that they would recommend the public sector
as a good place to work. Management status had minimal impact on the result, with
77% of managers responding positively compared with 74% for non-managers.

78% of mature workers (employees aged 45 or more) also agreed with this statement
compared with 87% of youth (employees aged 25 or under), a response considerably
higher than the overall response.

The ability for an employee to achieve a satisfactory work/life balance within an
organisation is generally acknowledged to be an engagement issue that is gaining in
importance. Data available for inter-jurisdictional comparisons suggest that WA agencies
are perceived to be reasonably accommodating of work/life balance issues compared with
other jurisdictions.

Figure 5.8 Percentage of WA public sector employees who agreed that their workplace
culture supports people to achieve a good work/life balance compared with other
Australian jurisdictions (Source see Appendix A )

30 These benchmarking questions has been developed by the Australian Public Service Commission’s
(APSC) Working Group on Survey Design and Analysis to enable comparison of performance in core
human resource management areas between jurisdictions. Care needs to be taken when making
comparisons due to the differences in response scales (e.g. size and make-up of the Likert scale).
Question wording may also vary slightly between jurisdictions.
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Priority 3: Building the capacity of the public sector

There are many dedicated professional development and training units operating within
agencies which run a broad range of programs for their employees. The Department of
Finance, through the CUA, enable those agencies without dedicated resources to access
professional development courses.

The Commission also ensures that there is a core suite of programs available to target
groups. In 2012 the Commission delivered 460 professional development sessions to more
than 11 000 WA public sector participants on a wide range of topics and supported the
participation of employees in national programs. Other capacity building initiatives include:

Youth - the establishment of government traineeships and promoting the expansion
of cadetships, graduates and apprenticeships in metropolitan and regional WA and
development of a new ‘Graduate future leaders’ program.

Leadership — a talent management system was established to identify leadership
strengths and capability gaps as well as future leadership potential. Mentoring and
coaching modules have been included where relevant.

Diversity — an advice and consultation service was provided to 126 public sector
agencies to build agency capacity, achieved through developing workforce and diversity
planning, delivering skills workshops, creating guidelines and tools and improving data
collections skills. There was a particular focus on developing aboriginal trainees and
leaders and the cultural awareness of all public sector employees.

Regional capacity — the Commission conducted regular regional training and
development sessions to provide the regional workforce with access to contemporary
human resource (HR) practices, ethics, workforce planning and skills development.

Human resource practitioners — a ‘Foundations of government human resources’
(FOGHR) program builds the capacity of HR practitioners. This is outlined in the
‘Workforce management’ section.

Policy practitioners — a draft policy capability framework was developed in
consultation with the DPC and senior policy practitioners to build and improve policy
skills within the sector.
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The AAS asked agencies to identify types of strategies in place to build capacity.
Responses to the AAS illustrate the nature and volume of activity in this area across the
sector. Figure 5.9 shows that 44 agencies have developed mentoring, coaching and
succession plans, with a further 36 planning to do so. Twenty-one agencies have no plans
or did not respond to this question.

Establish development programs that accelerate progress
along the learning curve in key job roles.

Develop mentoring, coaching and succession programs.

Explore industry and university partnerships to share and
exchange talent at local, national and international levels.

Establish mechanisms so that agencies can share
information for a streamlined and coordinated approach to
cadet, apprenticeship and graduate programs across the

sector.

T T T T 1

0% 20% 40% 60% 80% 100%

Proportion of agencies

Response ®No response B No plans to develop Under development Developed ® Developed and implemented

Figure 5.9 Number and proportion of agencies developing strategies for building public
sector capacity, 2011/12 (Source AAS)

Entry-level employment programs have been identified as particularly important due to

the ageing public sector workforce, a declining rate of youth employment, and problems
recruiting and retaining numerous occupational groups. These include cadetship, graduate,
apprenticeship and trainee programs.
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Figure 5.10 shows in 2011/12, 44 agencies fully developed and implemented traineeship
programs, 26 had graduate programs, 14 had cadetship programs and five had
apprenticeship programs. Agencies are encouraged to utilise the range of entry-level
programs available to foster increased youth representation.

Cadetship Program 69 4 14

59 3 26

Graduate Program

Apprenticeship Program

Traineeship Program 47 44

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Proportion of agencies

Response  ® No response No Being developed M Yes

Figure 5.10 Number and proportion of agencies conducting cadet, graduate, apprenticeship
or traineeship programs, 2011/12 (Source AAS)
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Priority 4: Providing strategic leadership

As previously highlighted, a range of existing workforce issues, including the imminent
retirement of senior leaders, means that the level of investment being made in identifying
and developing our leadership capability across the sector needs to continue.

The critical role of senior managers and leaders in ensuring effective policy, administration
and business systems has been discussed in a number of sections in this report. Leaders
play a pivotal part in driving continuous improvement in the performance and efficiency

of the sector. In 2012, agencies identified managers as a professional group that is both
critical to business and hard to attract and retain. Therefore, the development and training
of current and future managers and leaders needs to be a priority.

As highlighted under priority 3, comprehensive talent management, succession planning
and attraction and retention programs to identify emerging leaders and enhance leadership
capability will ensure the sector is well positioned for the future.

Expectations of leaders

In terms of defining and articulating what constitutes effective management and leadership,
the Commission’s Leadership capability profile provides agencies with a common
understanding of the leadership skills required for high performance in the public sector.
The profile is built around the following five core competencies:

e shapes and manages strategy

® achieves results

e builds productive relationships

e exemplifies personal integrity and self-awareness

e communicates and influences effectively.

These core competencies assist public sector leaders to effectively perform their role,

which requires them to navigate public sector accountability requirements, manage risk
and be effective decision makers.

Part of the role of being a public sector leader is the requirement to work in an ambiguous
environment. Leaders require capabilities to collaborate across both the public and private
sectors, to understand the nature of policy problems and work towards solutions. To

do this, they need to develop and maintain flexible relationships within agencies, across
government and with community and business sectors 3.

31 Zenger, JH and Folkman 2009, The extraordinary leader.
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Public sector leaders

Public sector leaders include members of the SES and employees with managerial
responsibility. In addition to the 479 SES members 32 (which includes CEOs and other
senior executives) who are employed in departments or SES organisations, there are many
other executives employed in the broader WA public sector with significant leadership and
managerial roles. They undertake a wide range of roles, including policy development,
operational, corporate service delivery and specialist positions.

Mid-level managers are also a diverse group, with 8919 employees in the WA public sector
classified as managers 3. A significant proportion of these managers (40%) have been
working in the sector for over 15 years and have accumulated a broad range of knowledge
and experience. Managers are potential candidates for future SES and CEO roles. As
shown in Figure 5.11, over 50% of this group are aged 50 years or over and are expected
to retire in the next 10-15 years.
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Age group = Under40yrs m40-49yrs m50-59yrs ®60 yrs and over

Figure 5.11 Number and proportion of managers by age group (includes only permanent and
fixed-term employees), 2011/12 (Source HRMOIR)

32 WA HRMOIR 2011/12.
33 WA HRMOIR 2011/12.
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Managerial profile

Figure 5.12 shows that while overall FTE within the sector has grown annually since 2008
(up from 96 809 FTE in 2008 to 109 044 FTE in 2012), the ratio of managers to the overall
workforce has decreased (from 9.3% in 2008 to 7.8% in 2012). This, and the age profile of
current managers in the sector, reinforces the importance of succession planning and

talent management to ensure that there are sufficient people with the potential to fill
leadership roles in the future.
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Figure 5.12 Number of managers compared with the WA public sector workforce (FTE),
2007/08 to 2011/12 (Source HRMOIR)

It should be noted however, that separation rates for this group (9%) are significantly lower
than the public sector average (18%). The gender balance of this group is also very good,
although other groups are not strongly represented.

142 Workforce planning and leadership Public Sector Commission — State of the sector 2012



Talent management and succession planning

Talent management is a systematic approach to ensure there is a sustainable pool

of talented people ready to fill critical roles and is an important strategy for managing
leadership capacity. Public sector agencies could benefit from being more conscientious in
identifying critical leadership positions and roles within their agencies.

Succession planning ensures agencies can carry out key functions and responsibilities
when employees in critical roles (irrespective of their seniority) depart their positions.
Complementary to talent management, succession planning applies at all levels and is
particularly important for senior executive positions and critical roles.

Knowledge management, career management, succession planning and the capability
development of feeder groups and emerging leaders are central to the talent management
approach.

Figure 5.13 shows that nine agencies have a talent management program in place and
35 agencies are currently developing one. Large and medium agencies, where a planned
approach to talent management is more likely to be viable, have made the most progress
in this area.

Very small

Smalll 16

Medium 10

Large 7 2

Agency group

Schedule 1 B

All public sector (not Schedule 1) 35

0% 20% 40% 60% 80% 100%

Proportion of agencies

Response ®Noresponse  ®No Being developed Yes - partially  ®Yes - fully

Figure 5.13 Number and proportion of Western Australian public sector agencies developing
talent management strategies, 2011/12 (Source AAS)

The Commission has infrastructure in place to complement agency initiatives relating to
talent management. In June 2012 the Commission launched the ‘Leadership development
system’. This talent management system enables the Commission to identify, track and
manage the careers of emerging and current leaders.
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Leadership development programs

In addition to agency specific initiatives, the Commission is working to continually update
and increase the range of leadership programs available to the public sector through

its partnership with the Australia and New Zealand School of Government (ANZSOG)
and collaboration with other universities and professional organisations. Agencies are
encouraged to promote and utilise these programs, such as the ‘Graduate future leaders
program’, the ‘Public Sector Management’ program, ‘Pathways to leadership’ program,
‘Foundations of leadership’ program and ANZSOG scholarships and programs.

The AAS asked agencies how many employees in the top three management tiers
participated in the well-recognised Institute of Company Directors Course or other
executive management training 34. From information provided by the 70 public sector
agencies (out of 101) which responded, 237 employees in the top three management tiers
have undertaken formal executive management training to develop or further refine their
core capabilities in 2011/12 and an additional 47 employees have completed the Institute
of Company Directors Course or equivalent in 2011/12.

In 2011/12, over 60% of public sector agencies (64 out of 101) provided information on the
professional development courses undertaken by their managers and supervisors. Over
one-third (37%) of all managers and supervisors had participated in at least one of the
professional development courses listed in Figure 5.14.

Workforce and diversity planning 8369
Policy capability 8744 17
Project management 8194

Creative thinking, innovation and problem

solving S
Collaboration strategies and techniques 8539 3
Frontline management skills 8127

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

Proportion of managers

Managers and supervisors who didn't participate in 2011/12
® Number of managers and supervisors participating in 2011/12

Figure 5.14 The number and proportion of managers and supervisors who have participated
in professional development and training in 2011/12 (Source AAS and HRMOIR)

34 For a definition of the three management tiers see ‘management tiers’ in ‘Appendix | — Glossary’.
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While formal training activities are part of developing leadership capability, research 3® has
shown that leadership development is most effective when:

e there is a balance between on-the-job learning (70%), reinforced by relationship based
learning (20%) and classroom based learning (10%)

e most senior leaders participate in leadership development and model the desired
leadership behaviours and culture

e it is driven by a well-defined leadership model

e jtis delivered over a period of time using a range of strategies.

Therefore, to effectively build their leadership capacity, agencies need to complement
formal leadership training by providing on-the-job and relationship based training for their
current and emerging leaders. Comprehensive programs, like those sponsored by the
Commission, incorporate elements of coaching and on-the-job learning to support this.

Figure 5.15 illustrates agencies’ strategies for providing strategic leadership development
programs. It is encouraging to note that 54 agencies encourage development of their
leaders through leadership programs and 46 also use leadership development programs to
assess leadership capabilities. In the short term, greater emphasis on leadership
development programs needs to be a priority for agencies in order to ensure the long term
viability of the workforce. Agencies that do not currently have any plans to develop their
future leaders are encouraged to review their policy and plans in this area.

Prioritise agency workforce planning, including talent and
succession management.

Encourage development of agency leadership skills
through leadership programs.

Use Leadership Development Programs to assess
leadership capabilities and provide coaching to mid-level
managers in attracting, developing, retaining and
engaging employees.

Develop succession management programs for emerging
leaders.
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