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Recruitment, Development and Retention Toolkit

INTRO DUCTION

This tool kit was first created i n 0620p0rlojaesctp arotn daifcttelde
Services Queensland to provide managers within the Queensland Disability Sector with support across a

range of people management practices. The first iteration was known as t h
After positive feedback from the Sector, it has been updated to reflect current practices in recruitment,

development and retention, identified through consultation with the Sector and best practice research.

The new Recruitment, Development and Retention Toolkit provides agencies with:
A practical guidelines and information on a range of recruitment, development and retention practices,
including an overview of what each practice is, who is involved and how it will make a difference to staff

and the agency

A examples of how staff, managers and the agency as a whole can be actively involved in each practice
area

A templates to support suggested activities

A advice on how to evaluate and review these practices

A links to useful resources for further information, such as books, manuals, and website links for

organisations and professional bodies

We would like to give our wholehearted thanks to the agencies who gave their time, energy and

experience to contribute to this Toolkit.

Further Contacts
For further advice in relation to this Toolkit or to provide feedback, please contact Service Access 1

Community and Funding Branch at DSQ on07 3247 3744 or email sngo@disability.gld.gov.au.

© hfohrniPty Ltd 5
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Using the Toolkit

The Toolkit includes eight chapters, bundled under Recruitment and Selection Practices and Development

and Retention Practices outlined below.

Recruitment and Selection Chapter Outline
A Job descriptions
Structuring job roles so that work is A DeS|.gn|ng meamngful work
. . ) A  Flexible work practices
Job Design performed effectively and staff find the work < I
satisfying and rewarding A Bringing staff together
' A Determining workforce mix
A Outsourcing
A Vacancy reviews
. Advertising job vacancies and encouraging A Selection criteria
Recruitment . < . )
appropriate people to apply. A Information kits
A Advertising vacancies
A Short-listing applicants
Assessing job applicants, selecting the nmost A Selection team
Selection ng| hp f cting A Structured behavioural
appropriate applicant and making a job offer. : :
interviews
A Reference checking
. . A General information
Induction Introdgcmg anew employeg_m.to both the A DSQStaff Induction
organisation and their specific job. .
Checklist
Development and Retention Chapter Outline
A Setting objectives
Performance Monitoring and managing the quality of A Monitoring performance
Management employees work. A Providing feedback
A Appraising performance
A Training needs analysis
Training and Skill Ensuring sufficient skills are available in the A Development pla_nnmg
A Transfer of learning
Dev elopment workforce ‘ .
A Evaluation
A Administration
Employees and their manager identify their A Self—asse_ssment
; A Formulating career plans
Career Development longer term goals, and design developmental ‘ -
. . A Providing support
and other strategies to achieve these goals. ‘
A Career management
. Sharing skills, experience and information A Internal sharing
Knowledge Sharing s . ‘ .
within and across organisations A External sharing

This toolkit also includes an Evaluation and Review chapter, Templates and Useful Resources and Links.
Supporting this Toolkit is a comprehensive Workforce Planning Guide that was originally developed as

one outcome of the 0 Pprojetnand mg sinfeobeen @fnedaahd updatedyfdllowing a

workforce planning project undertaken within Disability Services Queensland Accommodation Support and
Respite Services (AS&RS) in 200607. Agencies are encouraged to read and utilise the Workforce Planning
Guide in conjunction with the Toolkit.

Workforce Planning

6 © InfohrrRty Ltd
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nked to the

annual

component of business planning. Workforce planning is a process that examines both the external and

internal environment agencies are operating in, and helps identify the critical workforce required to meet

business needs, that is, to get the right people in the right place at the right time, all the time.

Figure 1

shows the relationship between workforce planning, recruitment and development activities and the broader

organisational strategy.

Figure 1: Recruitment, Development and Retention Framework

Organisation Strategy

!

Workforce Planning

!

Designing —1 Recruitment j— Selection j— Induction
Work
DEVELOPMENT RETENTION
Performance Training and Career Knowledge
Management Development Development Sharing

There are a number of ways to gain value from this Toolkit. For example, it is a valuable learning tool that

can be used to adapt programs, practices and approaches to Recruitment, Development and Retention

within your organisation, and can inspire further ideas. Also, if you are interested in researching specific

practices, this Toolkit and the associated resources and links will be invaluable.

It is important to note that the Toolkit has not been designed to represent

a one-size-fits-all solution. The

diversity of agencies within Disability Services Queensland means that not all practices are going to be

applicable to your agency. However as you read through the Toolkit you will gain an understanding of the

traits which drive successful practices, and how these qualities might be developed or enhanced within your

own organisation.

© hfohrniPty Ltd
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RECRUITMENT AND SELECTION

Introduction

As a focal point of organisational competitiveness, recruitment and selection processes have been heavily
researched in the last twenty years. Interest in the use of some practices has increased dramatically with
the availability of improved technology (e.g. career websites, electronic job boards and databases, and

unusual job advertisements), and with the current shortages in the labour market.

Research evidence supports several key principles in terms of recruitment and selection and the tools
associated with these practices. Specific recruitment, selection and retention research was carried out in
conjunction with the development of this Toolkit, and key findings have been incorporated into the relevant
chapters. The detailed findings of the research can be found in the Workforce Development Initiative

Project Report.

For the purpose of this Toolkit, r ecruitment is the process of advertising job vacancies within the agency and
encouraging appropriate people to apply. Selection is then the process of assessing the appropriateness of

the people who apply for the job and deciding who to offer the job to .

Recruitment activities should aim to increase the size and quality of the pool of applicants, while selection
processes should identify the most appropriate person or people for the job, remembering that this is a two -
way process i while you are assessing whether or not applicants will fit the job, applicants are assessing

whether or not the job and the agency fits their requirements.

The risks associated with poor recruitment and selection can be divided into the direct and hidden costs:
A Direct costs i high turnover, possible litigation, readvertising and selection costs, lost productivity while
position is vacant

A Hidden costsi decrease in productivity of other staff, loss of clients, low staff morale

Recruitment Challenges

Increasing the quality and number of applicants is no easy task in the midst of the current skill shortages,
with high levels of competition from other agencies within the Sector, and health/community sectors more
broadly. Unrelated industries such as mining and resources are also placing pressure onthe labour pools the
disability sector would typically attract from as they are able to offer very competitive salaries, especially in
regional and remote areas. A national study® conducted with 7,000 employers in 2007 showed 29 percent of
Australian employers highlighted attracting suitable staff as their highest priority for 2008, an increase of

almost 15 percentage points when compared to 2004.

! Study conducted by Hudson Australia & New Zeal and. Article sourced
Top Prioritiesd January 2008.

8 © InfohrrRty Ltd
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Attracting People to the Sector

Research from the Planning for Capability Project (2001) established that the primary reason direct support
staff are attracted to work in the sector is the opportunity t o work with people with a disability. However,
al most as many people 6drift into the sectioknédvingas ar e
person with a disability, or a sector worker, or being a volunteer i is a good source of recruitment to the

sector.

Other things that attract people to the sector include:
A Challenge and variety in the position

A Flexible working hours
A

Seeking study-related experience.

Therefore, recruitment practices should promote:

A the fact that direct supportstaffcan i nfl uence change to improve peopl ec
A the challenge/variety in direct support positions

A the availability of flexible working hours

A the oOpersonal contactd approach.

The Recruitment and Selection section of the toolkit contains a chapter on each of the following practices:
1. Job Design

2. Recruitment
3. Selection
4

Induction

© hfohrniPty Ltd 9
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@ What is Job Design ?

The way jobs in which your agency are designed is important: it will help you attract the right people to the
job in the recruitment process, help you understand the requirements of the job for performance
management , i mprove the ¢guaahdensyure thdt maximyn qualitg ef Gesviceni®

provided.

Jobs in your agency are probably already defined to some extent: direct and indirect support rol es,
professional roles and management roles. The challenge is ensuring that these jobs are designed in a way
that makes them attractive to prospective employees and motivating and rewarding for existing employees.
In this sense, this process may be more about re-designing existing roles within the agency. It may be,
however, that your agency is introducing new roles in the future, and therefore jobs will have to be created

from scratch.

Design ing Jobs

It is important to understand the essential tasks that make up a job role, and to structure these tasks in a
way that encourages staff motivation, prod uctivity and job satisfaction. Building on this understanding, jobs

should be designed to incorporate opportunities for further enrichment and responsibility.

Assessing jobs

Before you can write or review a job description you need to understand the duties and responsibilities of
the job, the education and/or experience needed to be successful or meet legislative requirements, and the
context in which the job will be performed. To collect this information you can review existing job
descriptions, interview current employees in the position or supervisors of the position, and observe the
work being done. Good questions to ask in this process include:

What is performed?

> >

Where is it performed?

How is it performed?

> >

Why is it performed?

p>

When is it performed?
This information can then be used to write job descriptions, to design attractive job advertisements to

attract a larger pool of applicants and then assess applicants, to provide potential job candidates with a clear

idea of the role they are applying for, and to design meaningful performance management systems.

10 © InfohrrRty Ltd
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Writing a job description
Job descriptions explain why a job exists, what the employee in the job act ually does, how they should do it

and under what conditions the job is performed.

Job descriptions should contain the following information:

Section Brief Description

Position title and This section includes the title of the position and a short description of why the
summary of the job job exists. It also includes details of location, pay range, etc.

Duties and This section provides a clear and concise summary of the key duties and
responsibilities responsibilities of the job, i.e. what is expected o f the employee, what needs to be
done, how it should be done and why it should be done that way. They should be
written in terms of the outcome, results, or output expected, and should not just
describe the duties perfor meuiesanddse 6d
responsibilities, i.e. develop, provide, identify, contribute etc. The list should be in
a logical order and be kept as broad statements not detailing every task to be

undertaken.
Relationships and This section explains the lines of reporting and supervision within the
authority organisation, i.e. the position(s) the job reports to, the position(s) that report to

the job and frequent contacts both internal and external.

This section may also include information which defines the types of decisions that
the position can make, and the types they have to defer to another position.

Selection criteria This should specify the skills necessary to do the job, e.g.

Education : level of qualification (degree, diploma or other studies) required if

this is essential to the job

Experience : including reference to diversity of experience and level of experience
required

Skills : including general skills (e.g. problem -solving, reliability, and flexibility),
people skills (e.g. empathy and negotiation) and a ny technical knowledge and
skills (e.g. legislation, procedures and professional skills) that may be required. If
relevant include reference to management qualities and style required.

Additional factors Additional factors describe any further relevant information about the job, both
mandatory and optional.

Mandatory Additional Factors might include information about criminal history
check, and/or confidentiality policy as they relate to applicants.

Optional Additional Factors might include reference to special circumstances such
as shift work, travel requirements, requirements to work in a variety of locations
or expectations regarding development of computer skills. They should only be
included where they are directly relevant to the duties of the specific job.

Accountability and This section generally consists of a statement of conditions that will exist when
performance the job has been done to the agencyds
standards

© hfohrniPty Ltd 11
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Designing Meaningful Work
When designing or redesigning jobs, consider the five job characteristics (skill variety, task identify, task
significance, autonomy and feedback form the job) which have been identified by Hackman and Oldham as

critical when designing meaningful jobs.

Job Cha racteristics Consi der é

A Moving workers between different tasks
1. Variety A Increasing the number of tasks to be performed (with
U Ensure that workers continue to be careful planning, review and recognition)

challenged and have a variety of duties A Building greater opportunities by adding supervisory
tasks or re-allocating/automating menial tasks

A Adding functions which allow staff to deliver outcomes

A Introducing project wo rk with a specific end date or
outcome

A Debriefing and reviewing outcomes with staff from
their support work

2. ldentity
U  Provide opportunities to do a job from
beginning to end with a visible outcome

Providing praise and recognition

Including staff in de cision-making processes
Promoting the value of their work T that is the value to
clients, their co-workers and the agency

3. Significance
U Ensure staff see the substantial impact
they have on the lives of other people

>

A Providing employees with scope to make decisions
relating to certain aspects of their role, without
reference to their supervisor

A Supporting decisions that employees make (right or
wrong) within these parameters

A Assessing performance in order to minimise how often
you fAcheck upd on an empl

A Setting goals for employees to work towards, and
letting them use their initiative to achieve them

4. Autonomy
U Tailor the role for independence and
discretion on a day-to-day basis

Providing autonomy does not counter the need for supervision. Supervising, assisting and coaching are
important management skills that can assist in determining when to allow an employee more autonomy in
their role.

The level of autonomy and freedom (to perform a role or make decisions) that is provided to an individual
must obviously be considered within the parameters of accountability for legislation, practice and policy.

5. Feedback

U Ensure the job itself provides direct and
clear information about individual
performance

A Methods for facilitating job -specific feedback will be
covered in the Performance Management chapter of
the Toolkit

The relationship between these characteristics and positive outcomes such as high levels of motivation, work

performance and satisfaction are shown in Figure 2 below.

12 © InfohrrRty Ltd
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Figure 2: Job Characteristics Framework

Core Job

Critical Psychological States Outcomes

Characteristics

Skill variety
. . o Experienced meaningfulness
Task identity > of the work
Task significance High internal
motivation
High-quality work
performance
N Experienced responsibility for N
Autonomy ' outcomes of the work "|  High satisfaction
with work
Lower absenteeism
and turnover
Feedback from job - Knowledge of the actEJE!I results of the
work activity

Refer to the Useful References and Links sedion for details of job design research

Other Considerations
There are other things to consider when designing work within your agency; aspects of flexible work
practices, how to bring direct support workers together to decrease feelings of isolation, the most

appropriate mix of your wor kf oresarelieshto geboutsomraedd whet her o

Flexible work practices

Flexible work practices, i.e. a choice of how and when people work, are often attractive to potential
employees and their introduction can be motivating for existing employees. Flexible work practices include
customising hours of work around existing commitments (i.e. between dropping off and picking up children

from school), splitting one job between two people (i.e. two people may manage the care for a group of

clients between them), and the availability of pe rmanent part-time positions.
It is important to note that flexible work practices do not work for everyone. Some people will want full -time

hours as opposed to casual or permanent part-time arrangements. However, it may be that these hours are

notallwor ked bet ween 6standardodéo office hour s. This wil!l d

© hfohrniPty Ltd 13
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requirements, and the demand from the labour market /employees when trying to fill positions (see

06Determine the most appropriate workforce mixd bel ow)

IN FOCUS: Flexible Work Practices

There is the potential to maximise the flexibility offered by the sector to increase interest in support roles.
For instance, Per t hds Hol | ywo otdok Rrge stepstteechaHge stsppositianlin the recruiting
market for nursing staff and allied health professionals. They were finding it difficult to find staff with the
competition of several other hospitals within its proximity, and went in search of a unique offering they

could take to the market.

The result of their survey of potential candi dates was overwhelming demand for flexibility. Taking on board
the inconvenience and change required to meet this need they have redesigned many aspects of hospital

management to support a workforce that is 85% part -time i by choice (HR Monthly, 2006).

Employee burnout and stress
ResearchPliamni hg 6éor Capacityd pr oj e ovascdnmonnathong diract
support staff, predominantly due to a lack of support (e.g. debriefing, counselling) to assist them to deal

with the stress.

Job design and duties can have a big impact on employee stress. Some things to consider include:
A Vary duties

e Provide opportunities for staff to work in other roles i to have a change/break.

e Vary staff member s dithdhighmahddawtsuppoit neéds, pge siglf ivie are good at
handling clients with challenging behaviours should not be exclusively allocated these clients (unless
they are rewarded appropriately).

A Provide relief
e Ensure staff have appropriate access to leave.

e Provide O6breaksdé for staff on long shifts to

burn

redu

e Provide a 6time outd process for staff who may be

e Review the length of shifts in consultation with staff.

e Where possible, provide 6double upd staff on shif
Other strategies to reduce feelings of burnout and stress include:
A Debriefing/counselling
e Provide means for staff to increase contact with each other for debriefing purposes (particularly after
one-on-one shifts), e.g. gain agreement for staff phone numb ers to be shared; for each staff
me mber , identi fy a-bpreiresfoenr 0t;o0 alpegp otime fmdeeer support

by workers; provide an avenue to talk about successes and disappointments.

14 © InfohrrRty Ltd
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e Provide counselling services for staff, e.g. an external mediator/ debriefer.
e Promote fun and informal opportunities for individuals to de -stress.
A Training/development
e Managers/staff should be trained to recognise and deal with the signs of stress in themselves and
others.
e Develop a culture of beingabl e t o say fiNoo to families or
possible.

¢ Ensure workers do not become too 6possessivebd

Bring direct support staff together

The often isolated nature of the support worker role can not be avoided, but steps can be taken to minimise
the stress and burnout that is often associated with shift work or a lac k of team or managerial support. It is
critical for agencies to take whatever steps possible to lessen the unwanted effects on physical and

psychological wel-being of direct support staff.

Managing financial and human resources to enable direct support staff to come together regularly to have
contact with peers and other team members is important; to debrief, to receive information and to share on-
the-job learnings. Regular forums may also enable open, two-way communication between direct support

staff and managers.

cl i

Flexible and supportive rostering is a very positive practice to promote in your recruitment efforts

When planning to bring staff together, consider:

A Budget: have you built capacity into the yearly organisational budget to bring staff together?

A Timing: how often are you able to bring staff together and for what duration?

A Coverage: is there a rotating schedule to minimise the chance of one or two people always missing out?
A Legal: are roster practices within the Award/Agreement?

A Structure: are we getting the best outcomes and maximum involvement from the time together ?

Refer to the Useful References and Links section for details of research on shift-work

Determin e the most appropriate workforce mix
Each agency is different, but it is important to analyse your workforce and plan the most appropriate mix of

permanent and casual staff i in terms of client needs, costs to the ag ency, and future requirements. Looking

© hfohrniPty Ltd 15
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into future staffing requirements is the basis of workforce planning (refer to the Workforce Planning
Guide).

.

Refer to Template 2 for details on how to analyse your workforce

If you establish the need to move casuals to permanent employment, some options are:

A Provide every non-permanent employee the choice of either permanent part-time work or employment
as a O6truedé casual (a |Iimited numb e r leagef or unmanned each
vacancies). This strategy allows current employees to choose the option which is most likely to meet
their individual needs.

A Offer permanent part -time employment to a specific number of employees via an open and transparent

internal selection process.

Outsourcing 1 is it worth considering?
Agencies that support a large casual workforce may experience difficulties in monitoring and managing the
number of hours undertaken by an individual employee within a given fortnight. Unacceptable numbers of

hours can increase risks to employee safety, and also impact the duty of care and quality of client service.

Additionally, the recruitment, selection, induction, deployment and ongoing management of high numbers of
casual employees significantly mpacts on management capacity. In many cases, these operational functions
significantly reduce the ability of managers to undertake key manage ment activities and to operate

strategically.

The use of an external service is a potential strategy which may be viable for your agency, on a scale
ranging from occasional assistance with the sourcing of applicants to the ongoing employment and
management of an entire casual pool. The table on the following page provides examples of potential

benefits and pitfalls of using external services.

16 © InfohrrRty Ltd
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Potential Pitfalls of using External Services

Flexibility

Increased flexibility to respond to client need by
accessing an agency poolwith a diverse skill set
and an increased number of staff to provide a

service.

Supply
An agency is not able to supply and in the worst
case scenario, is not able to supply to provide

emergency relief.

Increased hours of work for employees
Opportunities for direct support staff to be provided
with more hours of work, potentially contributing to

increased morale and a reduction of turnover.

Consistency of workers
Increase the number of different direct support staff
who may work with individuals, decreasing

consistency and client satisfaction.

Tax implications for employees
Minimisation of tax implications for employees

working in more than one organisation.

Responsibility for performance management
Without a commitment to processes for
performance management and development, risks

to duty of care and quality of service are significant .

Management capacity
Reduction of operational activities required of

managers, increasing their potential to operate

Investment in learning and development
A lack of any developmental focus for employees is

likely to jeopardise the quality of client service

strategically to improve the quality of service for provided.
clients.
Management by number of hours  worked Costs

Provides the ability to monitor the number of hours
worked by individual employees to ensure that
safety, duty of care and quality of client service

standards are maintained.

Costs of outsourcing have the potential to
significantly increase salaries budgets. Should
outsourcing be implemented without associated
budget forecasting and adjustment of funding
formulae, the viability of some operations may be

jeopardised.

© hfohrniPty Ltd
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Who is involved in Job Design ?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in designing work. The list is not exhaustive i any strategies or actions you implement will benefit
greatly by thinking about the agency -specific tasks that are required for your agency at these three levels,

and assigning accountabilities where necessary.

Job Design

Individual / Staff Manager Agency
A Provide constructive and A Develop job descriptions that AAssess evidence
innovative input to manager on are up-to-date, relevant and Job Characteris
how job design may be clear roles in the agency, ensuring
improved jobs have variety, identity,
A Encourage staff to bring significance, autonomy and
A Be flexible (wherever possible) Asolutions iiand feedback
to roster changes, or an be open to new ideas in how
increase/decrease in work is undertaken A Allocate budget upfront for
casual/outsourced workforce bringing staff together
A Develop business caes for
implementing new or varied job | A Monitor and report on cost of
roles, or changes in workforce casual/outsourced workforce
deployment

3* ! " How will Job Design make a difference?

Well designed work is an important part in attracting job applicants especially when agencies are not always

able to compete with other employers on th e grounds of salary.

Well-designed work has links to a range of desirable outcomes, including:
A Improved motivation and engagement

Improved levels of job satisfaction

> >

High quality job performance and productivity

Enhanced service quality

> >

Reduced levels of absenteeism and turnover
Managers with potentially more time for strategic thinking

Improved team functioning

> > >

Enhanced flexibility

18 © InfohrrRty Ltd
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® What is Recruitment?

Recruitment is the process of identifying individuals with the appropriate knowledge, skills and abilities
(KSA6s) t o per f dhempurpose®f rgcraitmennietd: |

A Increase the applicant pool for your vacancy,

A Meet social and legal obligations when filling a vacancy, and

A

Increase selection success ly reducing the likelihood of selecting poorly qualified applicants.

As mentioned previously, increasing the quality and number of applicants is no easy task in the midst of the
current skill shortages, with high levels of competition from other agencies w ithin the Sector, and
health/community sectors more broadly. Unrelated industries such as mining and resources are also placing
pressure on the labour pools the disability sector would typically attract from as they are able to offer very
competitive salaries, especially in regional and remote areas. In this chapter, we encourage agencies to
remember to apply the standard recruitment principles, but consider new, creative or innovative ways to

apply them.

The recruitment process can be summarised in the following steps, discussed below:

Vacancy Job Selection Information Advertise
Review Description Criteria Kit Position

1. Vacancy Review

The first step in the recruitment process is to review the job and decide whether it needs to be done at all.

It is important to ask questions like:

Question If the answeris 6 06é

Is the job description accurate and realistic? Consider who is best to rectify this 1 staff, clients,
families, another agency in your network or an external

resource?
Has the service we are providing or our Is there a desired or planned timeframe for change that
organisation changed in any way? should be coordinated with a planned change in our
recruitment now ? Do staff or clients feel there has been
a change?
Do we know exactly what w e want the new Are we able to clarify this prior to advertising and
employee to achieve? interviewing? Has the previous employee provided input?
Is there a need to vary the employment Are we restricting the recruitment pool by not offering
arrangements, e.g. full time, part time, flexibility? Is there an existing staff member worth
casual, project position? varying the arrangements for?

© hfohrniPty Ltd 19
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It is valuable to include employees in this exercise, including the employee who is leaving. It may also be
appropriate to include some of your clients or families. The processofpl anni ng how your organi

will be done in the future is a component of workforce planning (refer to the Workforce Planning Guide ).

2. Job Description

Each step in the recruitment and selection processes must be linked back to the relevant knowledge, skills

and abilities for therole. Thi s consi derably increases thet cpbansend ht
6t he r iThdrefore]jab bedcriptions and selection criteria should be reviewed prior to each recruitment

exercise. Thisalsoimpr oves the potenti al for applicants receivin

applying.

The Queensland Disability Service Standardsrequires that staff have documented position descriptions that

are current and consistent with the roles and r esponsibilities of all paid and unpaid staff.

Generally, position descriptions are:

A Written before a job is advertised

A Sent to all potential applicants so they can assess their suitability

A Attached to the employment contract which is negotiated at the sta rt of employment

A Updated regularly, and each time a position becomes vacant

A Clear about the knowledge, skills and abilities required and the accountabilities of the role

A Free of selection criteria which do not relate to the job and which would exclude app licants on the basis

of their gender, ethni city, religion, or disability.

3. Selection Criteria
Selection caiteria are derived from the position description and describe the essential and desirable

knowledge, skills and abilities required to perform the job .

A number of agencies use selection criteria that are tailored to their own vision, culture and values, and
ensure that the criteria are observed not just throughout the recruitment process, but also in selection,
induction and ongoing performance. This is a recommended goal for any agency of any size and very

beneficial in terms of clarity for managers and staff.

Consider the following when writing selection criteria:
A Write selection criteria so that they are measurable and objective. Remember that y ou will have to
assess each item during the selection process, so it is vital that each criterion can be observed and

assessed in an efficient manner for each applicant.

p>

Use clear language and avoid the use of jargon.
A Include requirements for formal qu alifications only if there is a need to satisfy a legal, accreditation or

registration requirement.
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I N FOCUS: 6Goodd6é Selection Criteria

A Are derived from the job description

A Are genuinely work related

A Contain approximately 6 main requirements of the job

A Distinguish between essential and desirable criteria.

A Consider skills which the role may require in the future.

A Mention physical ability requirements only if they are relevant to the achievement of outcomes (e.g.
lifting requirements).

A Limittheuseoft he term 6demonstratedd in entry level

A Can be assessed in a practical way

A Can generate comparisons between applicants.

It is important, due to the nature of work within DSQ, that selection criteria also address relevant personal

gualities required to perform the role. Experience has shown that in many cases it is these qualities, such as

patience, tolerance, interest in helping others that make an app licant successful in the role. An  appl i cant
motivation to engage in this type of work and their personal values (or culture fit) is also a critical factor i

this is discussed in the selection chapter.

4. Prepare Information Kit for Applicants

Provide an information kit for applicants as this will help to ensure that applicantsgaina 6 r e al i swd cofpr e
thejob. A 6realistic job previewdé means ensuring that appl
and the organisation during each stage of the recruitment and selection process. This allows potential

applicants t o 6 stednsureshat bndythe mostapprbpriatedegpls will apply.

An information kit should include some or all of the following:

A Job description

A Selection criteria

A Timeframe for application (and accepted methods i include application form if one is being used)

A Agency profile/information (e.g. Strategic Plan, recent newsletter, website details, client/staff

testimonials)

As well as information kits, means of providing a realistic job preview to applicants include:

A The recruitment advertisement

A Providinginformat i on sessions at O6career fairsé, | ocal schoo
A

The selection process (see next chapter)

5. Advertise Vacancy
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A survey undertaken by Infohrm in 2007 indicated most agencies advertise their vacancies internally and
externally at the same time. For agencies in the disability sector i and generally all organisations i it is
important to look internally first . As mentioned in the &acancy Reviewb section above, it is worth
considering whether there are current staff keen and capable of doing additional hours or a new/different

role to fill the vacancy.

Providing additional hours to existing staff may help to reduce future turnover as well as reduce external
recruitment costs. Therefore, it is a good idea to maintain a database of staff preferences for hours. This
database can be regularly updated following discussion of staff career preferences during performance

management discussions

Methods of external advertising

The Planning for Capability Pr ojn@0dliddxated hat lodalpapersanda f f i n g
oword of mout hd were the recruitment met hods most fr
vacancies. Community newspapers are still a popular choice according to research conducted by Rimfire

Resources in 2007% however online job bulletin boards are now more frequently used. 6 Wo r d of
mout hé/ empl oyee referral is stildl a Cc o mbeovery dffectivihio d f or

assuming the same recruitment/selection protocols are applied to the refer rals as all other applicants.

Writing a good advertisement

Attracting applicants depends on the quality of the advertisement you use. Common mistakes when
designing job advertisements is to simply restate all of the information contained in the job desc ription and
selection criteria documents. This means the advertisement contains a lot of information, much of which is
not designed to attract an applicant. Experience has shown that advertisements that contain fewer words
and focus on the personal attributes that an applicant should possess are more effective at attracting the

right calibre of applicant. Just as importantly, fewer words should mean lower cost.

IN FOCUS: Re cruitment Advertisements

A large agency interviewed for this project has used advertisements in local papers that ask a series of
guestions about what the person likes to do and the extent to which they value helping others. The
reference to the particular agency is only in the footer at the bottom of the advertisement. These values
based advertisements have drawn a greater number of applicants and it is believed that these applicants

have a stronger job-fit and belief in what the organisation is trying to achieve.

In the current labour market, most agencies will need to ¢ onsider innovative and proactive methods of
recruitment i where will you find the best applicants? Possible examples include:

A Career fairs

2 Rimfire Resources (2007) National Disability Services Queensland Workforce Benchmarking Report
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A Networking with other agencies

A Open days/evenings

A Schools, T A&n&/dr aniversities

A Social functions (e.g. ex-staff, staff plus family/friends)
A People known to the client, families and staff

Remember & whatever the met h planforthexreseurces reguiredi s toisupgor r
your recruitment effort. You dondt want your appg

through on the phone, or do not hear back regarding their application.

Suggestions for handling applications include:

A Prior to launching the advertisement, set up a simple template (in Excel or other database) that can be
used as a daily log of applications received. Assign the task of completing the log to someone 1 and
make the task happen first thing each day. Once this template is set up, it can also be used for future

positions.

A Design a standard short email or letter to acknowl edge receipt of all applications, including brief details
of the planned timeframe for selection, and try to send out the emails/letters within two days of receipt.
Better still, set up an email address for receiving applications and then all emails received to that

mailbox will get an automatic reply.
A If you are providing a phone number for enquiries, consider restricting the time at which people can call;

ensuring a reliable answer machine/message bank records messages left outside of those times, and

again that the task of checking messages and replying to them is allocated to someone.
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Who is involved in  Recruitment?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in recruitment. The list is not exhaustive 7 any strategies or actions you implement will benefit
greatly by thinking about the agency -specific tasks that are required for your agency at these three levels,

and assigning accountabilities where necessary.

In the case of recruitment, all staff and management have a responsibility to promote the agency/sector as

a great place to work, and develop and nurture networks of potential recruits.

Individual / Staff Manager Agency

A Promote the agency/sector as a great place to work

A Develop and nurture networks of potential recruits

A Support managers in the A Look internally first - develop A Monitor and report on turnover
recruitment process, for an internal database to assist rates, effectiveness of
example, by assisting with the to identify appropriate recruitment sources and
review of job descriptions or candidates (based on skKills, recruitment costs and continue
processing of applications preferences) to research and identify bette r

ways of doing things
< . A Review j riptions an
A Think about what attracted you cviey job .des.c ptions and . . . .
2 selection criteria regularly, and | A Align recruitment practices with
to the role, and whether this is : : . o
. . . prior to each recruitment future service/organisational
being suitable promoted in : )
. exercise wherever possible change
advertisements

A Proactively seek new A Link each recruitment activity | A Put adequate resourcing in

o . back to the relevant place to handle the applications
opportunities in the agency if . :
. . competencies for the role to (e.g. answering calls,
change is desired . . .
increase the chances of downloading electronic

choosing 6theée f submissions)
6the right jobbd

AProvide a 6real
at all stages of the recruitment
and selection process

% Department of Human Services, Victoria (1999) Selecting Well: Recruitment Resource Kit for Managers
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3* l " How will Recruitment make a differ ence?

This may seem like an unnecessary question but recruitment is a priority area for the Queensland disability
sector because of high turnover, particularly of direct support staff. Effective recruitment strategies should
result in the optimum person/ job fit, and thus a higher quality of support to people with a disability and

families, and lower turnover. Recruitment processes should also be efficient, ie. timely and cost-effective.

The costs of poor recruitment (and selection) can be very high. The direct costs associated with poor
recruitment are high turnover, possible litigation, re -advertising and selection costs, and lost productivity
while position is vacant. The indirect costs associated with poor recruitment are decreased productivity of

other employees, loss of customers or clients and low employee morale.

Refer to the Useful References and Links section if you are seeking information regarding recruiting a person with a
disability, or recruiting for your management committee/board.
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@ What is Selection?

Selection refers to the process of determining the best candidate from those in the applicant pool based o n
the requirements of th e job. Making a good selection decision requires decreasing the bias associated with
selection processes so that the information (that is available to make decisions with) is sound and based

solely on the requirements of the job.

Each step of the selection process is designed to remove sources of potential bias and to improve the quality
of the final decision. For instance, rigorous selection processes include more than one assessor so that

deci sions are not based sol el ynybasesnimentinthat judgéentent.al 6s | ud

Selection types
Choosing the best or most appropriate selection assessment techniques is based upon:

A The nature and requirements of the agency A Nature of the job

A Number of jobs A Nature of the applicants
A Available expetise A Time

A

Costs associated with each technique

Figure 3 presents the predictive validity of various staff selection techniques 1 that is, their ability to predict
on-the-job performance, with the value of 1 being equal to perfect prediction of good performance on the
job. 1t shows t hat many of t he 0 p ebphavioaral &refereee chéxcksi amdi e s
unstructured interviews, are not the most effective methods available. On the other hand, there is a very

high correlation (0.78) between job tryout/ work sample tests and effective performance.
Figure 3: Predictive Validity of Selection Technique$

Unstructured non-behavioural interview
Resume

Non-behavioural interview

Personality test

Ability test

Structured behavioural interview

Job try-out / work sample

0 0.1 0.2 0.3 0.4 0.5 0.6 0.7 0.8 0.9 1
Predictive Validity

4 Department of Human Services 1999. The Department was unable to locate data on the predictive validity of behavioural referee
checks, but not es t hrstratedtieaktipeaise iofdehavmurailyabaseddgeestions with referees substantially improves
the quality and usefulness of the information obtainedd.
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All agencies who responded to a survey conducted by Infohrm in 2007 stated that they used both interviews
and reference checks in their selection process. This compares to approximately two thirds of the
organi sations who took part in the Planning for

techniques.

Selection processesin your agency need to be well designed to ensure greater jo b fit for applicants but also
cost effective based on the limited resources and expertise available for conducting large scale recruitment

activities. Based on these requirements, it is recommended that as a minimum, the selection process

includes the following steps, discussed now in greater detail below.

Selection Structured Reference Selection
Short-listing Behavioural -
Team . Check Decision
Interview

1. Short -listing

All the job applications should be sorted to decide which ones appear to meet the selection criteria and

those that are unsuitable. The aim at this stage is to end up with a shortlist of applicants who will undergo

further assessment.

It is good practice to shortlist in a very structured way , which helps to eliminate any bias you may have

towards the presentation of one application over another. Examples of good practice:

A Unless there is an urgent vacancy to fill, donot

A Try to block out time in your diary to review all applications at the same time on or after the closing date
(or divide them into equal, achievable bundles).

A Record all comments in a pre-determined template that can be passed to the selection team. All

justifications or decisions (positive or negative) should be presented in writing.

An fAApplidarmsti Shorvtat ri xo heaQueensland ®isabifitye Servide dStandards. It
provides a guide for evaluating and short-listing applicants for a position, based on their responses to the

selection criteria.

2. Selection Team

5 Available at: http://www.disability.qld.gov.au/key -projects/quality/documents/sample -templates.doc
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The use of a selection panel or team increases the validity of the selection decision. Quite simply it increases
the chance of making the right decision as it removes many of the biases associated with an individual

making such decisions in isolation.

Be aware of forming a selection panel with too many members, as this can be intimidating for applicants.
You will need to establish an appropriate balance, and this will vary according to the type/level of position in

guestion. You should try to ensure that the panel represents an appropriat e gender balance.

A staff member may be chosen to participate on the selection panel i or even better, staff can volunteer to
take part in the interview process (either on the panel,orinas epar at e fAi nf o rSwa#dhauld ben
encouraged to see this as an opportunity to be involved in decision-making, and it is also beneficial for the

applicant to interact with a potential peer.

Regardless of their position in the agency, people who are going to participate on a selection panel may

need some form of guidance to help them to appreciate:

A Equal Employment Opportunity (EEO) principles

A Merit-based principles

A Familiarity bias (tendency to favour candidates who are similar to the panel member )

A Primacy and recency effect (tendency to forget responses from candidates interviewed first)

The guidance could take the form of: formal training, coaching or reading guidelines (such as this chapter
and the Queensland Disability Service Standards). It is vital that selection of new recruits is made in relatio n
to job relevant characteristics (i.e. the selection criteria) and not to irrelevant factors (such as the

candi dateds personal characteristics) which have nothi

N

Refer to Template 5 for further information on biases that can affect selection processes

It is very imp ortant that selection panel members project a positi ve image for the organisation. Selection
panel members who are knowledgeable about selection techniques and processes are likely to project such
an image. Furthermore, in preparation for the interview, al | selection panel members should have:

A A knowledge of your organisationdés role

An understanding of the duties of the job

> >

A copy of the application for each interviewee

p>

An understanding of who will meet the applicants and introduce the committee, who will a sk what
guestions, who will watch the time, and who will take the notes, etc.

3. Structured Behavioural Interview
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A structured behavioural interview makes use of a list of prepared questions which examinea candi da
past behaviour in a specific situation as a means of predicting how they will behave on the job. This is based
upon the idea that the best predictor of future behaviour is past behaviour. As Figure 3 indicated, a

structured behavioural interview has a relatively high predictive validity of on -the-job performance.

Candidates are asked to provide an example of when they demonstrated a particular characteristic and are
required to describe what they actually did in that situation. This type of questions contrast with hypothetical

guestions where candidates are asked to describe what they would do in a given situation.

Use of behavioural questions is easy and inexpensive as they can simply be incorporated into a conventional
interview process, and can often reveal a range of knowledge, skilsand at t i tudes, and t he
apply these to a typical work situation. Other benefits to behavioural responses include
A Responses to actual situations are likely to be more reliable because they are telling you about what
they did rather than wh at they think they would do
A Provide consistent and objective information that can be easily compared amongst applicants and
against job capabilities.

A Information is also easily confirmed through reference checks.

The questions asked in a structured behavioural interview must be carefully prepared so they relate directly
to the relevant capabilities for the role. The questions should be designed in such a way that they require
the applicant to give examples of when they demonstrated some of the necessary capabilities in their recent
past. For exampl e, i f 6team building skillsd& were one

interview question might be:

0Pl ease descr i lere yoa ledsd duacessful 'wam. Whiat did you do to contribute to its
S U C C eAVB/OP

t ed

0Pl ease describe a situat i omnofavdare and a gowflict arvse.rHow was it Ki n g

resolved?6

I f 6integrityd were one of the positionbds selection

6 | n rdletlyouswill have access to a range of sensitive information. Can you tell us what experience you

have had in handling sensitive information in the
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An fAlnterview Sc o opedfgrthe Queenslandvzisability Sevvied StandardS. It enables all
members of the interview panel to make independent de
response to questions related to the selection criteria. The Selection Team should take time at the end of

each interview to score that candidate against the criteria.

IN FOCUS: Realistic Job Previews and Culture Fit
A number of agencies interviewed by Infohrm in 2007 mentioned the growing need to selec t an employer
based on their val ues, rather than skills or e X

culture of your agency.

So how do you assess culture fit? Interview ques
culture and values, but a more effective practice is to give your applicants a realistic job preview. That is,
provide the shortlisted applicants with the opportunity to observe or actively participate in the proposed
role so they can see both positive and negative aspects of the job. If an onsite visit or site walk -through
just isnbét practical, consider developing a |ist
short survey of your current employees will assist) or record a video/DVD that pr esent s AA

of é0

The risk of not providing realistic job previews
that the applicant was misled about the job, the manager, or the company during the recruiting and
interviewing pr ocess. ltés only natur al for recruiters
job, but the net consequence of over -glamourising is that many new hires quickly become disillusioned,
disappointed, or even angry when they find out after star ting that their real job compares little to the one

outlined in the interview. This can result in poor early job performance or early resignations *.

It is recognised that a reasonable amount of planning may be required to make this an effective practice;

however the long term and ongoing benefits in terms of selection -success and retention are significant.

4. Reference check

A referee check occurs when a person undertaking a selection contacts a past manager, work colleague or
client and asksques i ons regarding an applicantds work perfor man
role. They are best undertaken as the last step in gathering or verifying information about an applicant, and

are usually only done in respect of those applicants considered competitive following the other assessment

methods.

¢ Available at: http://www.disability.gld.gov.au/key -projects/quality/documents/sample -templates.doc
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As Figure 3 indicated, non-behavioural referee checks have a low predictive validity of on-the-job
performance. Some referees can have a tendency to provide subjective information. Therefore, it is
important to undertake a structured approach to reference checking to prevent this happening. ’ Structured
reference checking also then becomes an integral component of the selection decision-making process, not

justan o6ocamddd t o confirm a decision.

Wherever possible, seek permission from the candidate to speak to two or three of their previous managers

to ensure the reference check is balanced and objective.

The quality of the information obtained is governed by the quality of the source. D o n Getafraid to challenge
the candidate if you feel the referees provided are not going to provide you with the information you need to

make a well-informed employment decision®.

The referee should be provided with a description of the job, and asked questi ons which directly address the
selection criteria. The questions are behaviourally based, and similar to those asked of the candidate at

interview. For example, you may ask the candidates past manager:

fiOne of the positi oncoénsemethesusenof initemtive. Eranp yolr iditect expesience,

can you give an example of how Joan Bloggs has used |

There is no question that reference checks are essential, but in the current labour market, it is just as
essential to minimise the time lag between conducting your interviews and making an offer in case they
receive another offer in the interim . Planning ahead and allocating tasks to individuals with set timeframes
will assist i both in your own management of the selection process, and the ability to keep applicants

informed.

5. Selection Decision
The final selection decision is based on a consideration of all available information about each interviewee in

terms of the selection criteria. This information includes:

A Written notes and scores of the panel reflecting the performance of candidates in interviews
A Written job application of each candidate

A Interview results

A Feedback from referees.

Once a decision has been reached, check that the successful applicant is still interested in you position, is

satisfied with the salary and other employment conditions, and can give you a firm starting date. The initial

" Department of Human Services (1999) op cit.
®ADoing your hiring homewor ko Human Resources Magazine, October
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verbal offer of employment to the successful candidate should always be formalised in writing. The letter
should include details of the position, starting date, wages, conditions, and a contract if ap propriate. This
provides clarity and can aid in realistic job expectations. For this reason, it is important that formal written

conditions of employment are provided before the successful applicant starts the job, not after.

Advise unsuccessful applicants

You should contact all unsuccessful applicants, by phone or letter, thanking them for their investment of
time and energy in making the application and, w here relevant, attending for interview. You should only do
this after the successful applicant has accepted the position and advised a firm starting date. You may wish

to ask some applicants if you can hang on to their application for future vacancies.
You should also communicate top unsuccessful applicants that they are able to provide feedback on the

process. This is obviously beneficial for the applicant, but also provides valuable feedback to the

interviewer/manager on the recruitment/selection proce ss that can be fed into your internal agency reviews.
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Who is involved in Selection?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in selection. The list is not exhaustive i any strategies or actions you implement will benefit greatly
by thinking about the agency -specific tasks that are required for your agency at these three levels, and

assigning accountabilities where necessary.

Individual / Staff

Manager

Agency

A Volunteer for and participate in
selection panelsand job
preview activities

A Provide constructive and
innovative input to manager on
how selection practices may be
improved

A Senior staff (from the panel)
may be suitable for providing
all unsuccessful applicants
advice on the outcome of their
application and thanking them
for participating in the selection

A Form selection paneli
ensuring appropriate guidance
is provided

A Develop a merit-based and
structured process for
shortlisting applicants,
conducting interviews and
reference checking

A Streamline process where
possible sooffer can be made
in reasonable timeframe 1 with
a written formalisation of any
verbal offers of employment

A Monitor and report on time
spent in selection process, and
success rate (e.g. offers made
compared to offers accepted)

A Review selection process
regularly (including input from
unsuccessful applicants)

process

=
d

How will Selection make a difference?

Staff selection is one of the most important roles of a manager. The benefits of good selection include:
A Lowering risk of turnover due to poor fit

A Increasing effectiveness of teamwork by selecting suitable people

A Provision of quality services to clients/consumers
A

A pleasant working environment.

Be aware that you have a legal obligation as well as a moral obligation to be fair and standard in your
selection process, both in short-listing and in interviewing. All applicants should be interviewed in the same
way and judged on the same basis. Failure to conduct any part of your employment process in this way may

leave your organisation open to claims of, and prosecution for, illegal discrimination.
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® What is Induction?

Staff induction activities are designed to provide new-starters with the information they need, as well as
getting them up to speed on how the organisation works. Induction processes are vital to ensuring that new
staff are productive as quickly as possible’. Unfortunately, many organisations have inadequate or ad-hoc
staff induction processes, with time or resource constraints being blamed, or relying solely on staff just

‘working it out as they go'.

Induction is a priority area for the Queensland disability sector because of its role in employee retention.
For employees to add maximum value to (and gain maximum satisfaction from) the organisation, they need
to understand their role and how it fits into the broader goals of the agency and work in a manner that is

consistent with its culture and values. Induction plays an important part in this socialisation of employees.

6To be successful, your retention strategy has t
impressions count and first impressions stick. If the impression is a positive one, the new employee will
remember and be more inclined subconscicu sl y to stay é The key to set
during a new hirebds first -thperiedna asawaientation pgogranobuttas an a
assimilation process aimed first at making the newcomer feel welcome and wanted, and then at providing

the practical and technical traifning he or she wi

Induction practices will vary according to the size of the organisation; however, all organisations in the
Queensland disability sector need to ensure their induction practices are consistent with the Queensland
Disability Service Standards that is, provide appropriate and relevant induction to all staff (paid, volunteer,

temporary or permanent) to ensure service delivery meets required standards.

Consider the following three broad questions when designing or reviewing your induction program:
A What should your new employee know about?

A What resources are available?
A

What planning and preparation is required?

The answers will vary from role-to-role, but in addition to logistic details and security/emergency/OHS

procedure, all roles should target the following steps/activities within the first month of employment:

A Time with the senior/executive manager (or senior management team)

° Robertson, J (2003) The Importance of Staff Induction, published on www.steptwo.com.au
© Goman, C K (2000) The Human Side of High Tech John Wiley & Sons, Inc. New York, pp. 118-121.
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A Overview of organisational culture and values (with details on where to find further information)

A Introduction to all co -workers and scheduled time with key staff

A Details of probation period (if applicable)

A Confirm training requirements and book into schedule

A Regular informal and scheduled fic-apsbh with buddy or manager/supervis

A AStaff I nduction Checkl i st dDisabiity SedvieevStahdargse. dt is flesignedt h e
to support the content of your induction program , covering the areas of Persoral Information, Documented
Essential Practice Quidelines, Workplace Health and Safety, Standard Operating Procedures, and Service

Delivery.

It is important for the new starter and their manager/supervisor to both  sign the induction form to verify

his/her receipt and understanding of the information. You may also wish to consider wording the checklists

Qu

towards a proactive rol e bylhavh eviewes and signadrthe eanfidenfiality e x am

agreement o, Al have regitsteasd dmnd, aMyCopdreo boaft iCoonn dauncd
have been explained to meo, et c.
Al so, donot f poimt-gneirhe at whichsyeu will aeview the overall succ ess of your induction

program. This may be on an annual basis, or when a certain number of people have been through the
program. Ideally there will be a number of current staff to interview/survey on how they would rate the
program on effectiveness, usefulness etc; but you should also be asking any exiting staff if the program had
an impact on their decision to leave, and therefore ways in which they think it could be improved (e.g. more

support, different forms of skills training).

6Even a great hiring process canb6ét guarantee that
rates. This is because the selection process is only the first step to success. The seeds of orthe-job failure

can begin the very first day on the job if the

From Dr John Sul Imawman & sura&retyisc ldeo fytlbauw hi r e

11 Available at http://www.disability.gld.gov.au/key -projects/quality/documents/sample-templates.doc
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Who is involved in Induction?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in induction. The list is not exhaustive T any strategies or actions you implement will benefit greatly
by thinking about the agency -specific tasks that are required for your agency at these three levels, and

assigning accountabilities where necessary.

Individual / Staff Manager Agency
A Support new staff and A Involve key people in the A Review effectiveness of
encourage questions’i in Induction Program, including Induction Program and
for mal Abuddyo contact with senior/executive relevance to agency culture
informally as required team within first two weeks of and values, as well as
joining (regardless of the new language, cultural and literacy
A Be open to new ideas that may starterds | evel needs
improve the way things are
done A Prioritise and then pace the A Keep all staff advised of any
rate of information t o be changes to guidelines (such as
A As anew starter i seek out provided, and give clear workplace health and safety)
information, repeat back instructions and update Induction Program
instructions to confirm as needed
understanding, and showyour |A Moni tor/ review
appreciation for assistance progress after agreed period
being provided

3‘ ! " How will Induction make a difference?

The process which supports a new employee being introduced to your agency should clear away any
uncertainties they may have and generate a positive relationship between the new employee, the agency,

the clients and staff.

As mentioned above, first impressions count, and with a number of agencies facing high turnover rates in
low tenured employees and serious recruitment challenges, your induction program must build on the hard
work undertaken (and investment made) during recruitment and selection and signify a commitment to the
employee and their ongoing role within your agency. A formal induction process can save your agency

significant money by reducing turnover.
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DEVELOPMENT AND RETENTION

Developmentandret enti on refers to t hmotivate and refain staffi Retertisn isaab i | i t y
critical issue for the Queensland disability sector becaus of significant staff turnover rates, and as
recruitment challenges intensify, agencies need to look at ways of keeping the staff they have i because
they may not be easy to replace. In order to keep/retain staff, individuals need to see opportunities to grow
and develop; therefore development i in the context of this Toolkit i refers to those HR practices which

contribute to an employeebs overall experience at work

Similar to the recommendations outlined in the Recruitment and Selection section regarding the importance
of values and culture fit, w hen considering strategies to increase retention rates, be aware of the impact the
organisational culture and values within your agency will have on an employeed s p er f andithain c e
intention to stay. Although it is possible for people to work for an organisation even though they have
different values, people who possess the same values as their organisation will usually stay longer, and

hence, reduce turnover costs'?.

Why do staff stay, or leave?

Motivators for staff choosing to stay or depart an organisation are usually the result of a mixture of internal
and external factors. Internal f actors include salary, career path, job design, performance, product ivity and
induction. External factors include employer branding, bidding wars between employers, and labour market
trends. In 2001 for the Planning for Capability project, surveys of ex-staff and focus groups of existing staff
were conducted to investigate why direct support staff were leaving their job. T he main reasons for leaving

were identified as:

A Not enough hours

A Quality of management/supervision
A Burnout/stress

A Personal reasons

A Job expectations not met

A Salary

Through the research and interviews conducted in 2007, these internal factors still seem prevalent, with

external factors such as the mining boom also playing a greater role, particularly in regional Queensland.

There is a distinction between the reasons why staff choose to stay with an organisation (retention), versus
the reasons that force them to leave (turnover). It is important to ¢ onsider the cost, in both financial and
human terms, of the impact of high turnover in your organisation. In 2001 for the Planning for Capability
project, the financial cost of turnover was calculated within the sector based on conservative estimates of

30% of the annual salary for Direct Support, Professional Hands-On and Professional Indirect job clusters,

2iVal ues: retaining employees and boosting bottom Iineo, HR I nsight
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and 50% of the annual salary for Managers. This was factored in with current salary rates, and turno ver
rates within the pilot agencies. Extrapolating the pilot agency costs for the sector, the conservative estimate
of the cost of turnover within the sector was $15 million per annum. This does not include the adverse
effect on clients/consumers of disrupted service provision. Refer to the Evaluation and Review section for
further details. Cost of turnover information can be used to reinforce to your management committee

and/or peers the importance of effective staff management and retention strategie s.

Specific retention research was carried out in conjunction with the development of this Toolkit, and key
findings have been incorporated into the relevant chapters. The detailed findings of the research can be

found in the Workforce Development Initia tive Project Report.

This section of the toolkit contains a chapter on the following development and retention practices:
1. Performance Management

2. Training and Skill Development

3. Career Development(including Succession Management and Management Developmaet)

4

Knowledge Sharing (including Mentoring)
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@ What is Performance Management?

Performance management is the process of establishing goals for each individual and measuring
performance against these goals. The performance management system is integral to many other processes
within an organisation (e.g. training and development) and should incorporate both formal and informal

approaches, focused on translating business strategies into actions, and results into rewards.

Performance management involves the following activities which are discussed in this chapter:

Setting Monitoring Providing Appraising Rewarding Managing
Obijectives Performance Feedback Performance Performance / Performance

Performance management also involves identifying and addressing development needs of staff, which is

discussed in the Training and Skill Development section.

IN FOCUS: Nine Key Performance Management Practices

A survey undertaken in 2007 by the Institute for Corporate Productivity and HR.com was completed by

more than 1,000 respondents from a variety of industries and company sizes, ranging from less than 100

employees to more than 10,000 employees. A valuable finding from the research was that there are nine

key practices that can make performance management an effective processinanyor gani sati o
necessarily need them all to have an effective process, and the order of implementation does not have

any significant impact; however the more practices an organisation implements, the more effective the

program.

The performance management process includes developmental plans for the future
Training is provided to managers on how to conduct a performance appraisal meeting
The quality of performance appraisals is measured

There is a system in place to address and resolve poor performance

The appraisal includes information other than that based on the judgment of managers
The performance management process is consistent across the organisaion
Employees can expect feedback on their performance more than once a year

Some form of multi-rater feedback (e.g. 360 degree) is used to support the process

> > > > > > P> D> D>

The performance management process includes ongoing goal review and feedback from managers.

These practices feed well into the components of performance management that are discussed in the

following paragraphs.

1. Setting Objectives
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Just as recruitment can be seen as a two-way process between management and employees, so should
performance management. It gives the opportunity for the manager and the employee to collaboratively set
expectat i ons, identify the workerés strengths and areas

development needs.

Setting objectives for jobs
The most effective performance management systems involve setting targets, key result areas, objectives

and/or expectations. Irrespective of which format is used it is important to set a goal thatis 1

Specific: to the job role/description and the individual (where appropriate)

Measurable: describe the behaviours or the evidence that these objectives are being met

Achievable: within the spectrum of the job role and within the agreed timeframe

Rel ated to the overall organisational goals: for t
Time-framed: set at the time of induction and reviewed regularly throughout the yea r

Trackable: objectives are recorded and reviewed at subsequent appraisals

The objectives form the basis for measuring performance. To ensure the objectives reflect the job, use the
purpose and responsibilities outlined in the job description as a guide for developing a concise list of key

objectives.

Performance indicators

In order to actually monitor performance, the agreed objectives need to be measurable, i.e. you need to
develop performance indicators for each objective. Performance indicators should be simple dot points for
each objective which outline how performance will be measured so the manager can successfully use it to
monitor performance, and employees can understand how their performance will be monitored. An example

of how performance indicators support objectives is provided below.

Example Performance
Indicators

13

Job Purpose

Example Objectives

1.1 Use of inclusive
communication and informed

To perform duties to support and 1. To provide hlg_h qual_lty s_u_pport decision-making processes.
o . ; ! to a person with a disability. 1.2 Adequate documentation, file
foster positive relationships with o
. o notes and incident reports are
persons with a disability to o
maintained.

ensure each individual has the
opportunity to dev elop and reach
their full potential

2.1 Average satisfaction rating
from client survey equal to 3
or greater on 5 point scale

2. To receive positive feedback
from clients and their families.

13 Rimfire Resources (2007) National Disability Services Queensland Workforce Benchmarking Report
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The Queensland Disability Service Standards requiresh at A per f or mance indicators ar
reqguirements and are relevant to service usersodé suppor
performance indicators reflect the job description accurately and fairly. Indicators should be realistic for the

level of qualification and experience required to do the role.

2. Monitoring Performance
Once performance indicators have been developed, you need to establish how employee performance will be

monitored. This may be done through a variety of methods depending on the type of indicator:

A Objective indicators assess performance in terms of
survey equal to 3 or greater on 5 point scalebd
A Subjective indicators asse s s performance t hrough human judgeme:l

communication and informed decisionr-ma ki ng processesd.

Objective indicators
Objective indicators may include things such as feedback from client satisfaction surveys, number of

complaints from clients and personnel data such as being late for work or absence.

These types of indicators can be limited as they focus on singular quantifiable outcomes, and should be
supplemented with subjective measures which tap into areas that go beyond the job description such as

cooperation or willingness to contribute.

Subjective indicators
Subjective indicators may include things such as comparative procedures, i.e. employees are ranked against
each other, wei ghted <checkl i stfa eachi indieator di meve corgplicatedd per f

techniques such as behavioural observation scales Subjective indicators may be measured through

observation, work samples or qualitative feedback from clients/peers.
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3. Providing Feedba ck

Performance management is more than just a performance appraisal. A performance appraisal will not be
effective unless an employee has had regular and timely feedback on their performance on the job.
Employees need to know that they can expect feedback on their performance more than once a year as

identified in the IN FOCUS: Nine Key Practices section above.

The best opportunity to change behaviour is to

practical, then schedule and commit to a discussion at the next available opportunity.

There are two types of feedback i motivational, and correctional.

A Motivational feedback  reinforces positive behaviour. When an employee is doing their job well, or has
completed a specific task well, or has simply improved in their performance of a task, then they should
be given positive motivational feedback to reinforce what is expected of them. Providing motivational
feedback also makes an employee feel valued and increases job satisfaction. Researchundertaken in the
Planning for Capability Project indicated that increasing job satisfaction and making an employee feel

valued, contributes to the retention of employees.

A Correctional feedback  should be given when an employee needs to improve their performance.
Feedback should be specific and not just focus on what they did wrong, but provide direction in how to
perform better. A good method of providing correctional feedback is to start by asking the employee
how they feel they performed, and what th ey feel they could have done better, and then provide your
observations. Correctional feedback should not be about the person, but should be about your

observations of their performance.

Providing regular and timely feedback will assist in making the formal performance appraisal an easier
process. Where regul ar feedback is provided, there 1is

during the appraisal.

4. The Performance Appraisal

Performance appraisals are integral to a performance management system, as they provide a formal avenue

for di scussing and reviewing an individual és perfor me
development. There are a number of different performance appraisal systems that can be implemented

within organisations, but the most common approach is to conduct an appraisal interview, where a written

appraisal is completed, discussed and agreed to/signed off.

Prior to conducting a performance appraisal, it may be useful to review some of the common pitfalls or

problems associated with the process and amend your process if necessary.
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It is important to have employees prepare before coming to their performance appraisal. Thinking about
their performance, progress and preferred direction for future growth allows them to engage in meaningful

conversations with their manager.

A AStaff Performance Appraisal and Professional Devel
Disability Service Standards*, based on the assessment codes of Not Competent Competent and Highly
Competent for both skills needed and targets met. This Record allows the manager to evaluate performance
versus expectations for the appraisal period and rate it. You should also note any variances in the

empl oyeeds performance that need to be discussed inclu

Multi -rater feedback

For some agencies, multirater feedback (e.g. 360 degree) may be used to support or add significant value

to the performance management process. 360 degree feedback systems are where the comments of all

l evel s within the employeeds <circl e o fthe employeaicomptetes i n t h
a seffassessment , and assessments ar e al so compladed by
manager. Results are then fed back to the employee either through a discussion/interview process, or in a

written report.

5. Rewarding and Recognising

Having incentives for employees encourages strong performance. Recognising and rewarding good
performance not only helps to retain the better employees, but also demonstrates to other employees the
level of performance that is desired. It also reinforces positive behaviour, makes the employee feel valued,

increases their job satisfaction and leads to better retention.

4 Available at: http://www.disability.gld.qov.au/key -projects/quality/documents/sample -templates.doc
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While having a formal, publicised (within the organisation) reward and recognition process increases
motivation and provides something for employees to aim for, informally recognising a job well done can be
equally as powerful. Recognition and reward can entail many things. As one agency reported in interviews
conducted for this project: ias an empl oyer we ne e denvironmgntana dorbietenia g o o0 a

and frequent recognition of our empllayeenetésso val ue to th

Some relatively easy and budget-friendly suggestions for recognition and reward include:

A Providing certificates when an employee reaches a certain level of competence

A Having an fiemployee of the montho program
A Allocating time in staff or client meetings for rewarding/recognising recent achievements

A Giving an employee extra time off in recognition of high levels of performance

A Having a function for a group of employees that have done well.

If the above examples have been tried and failed, or are not possible to sustain, then it is important that

managers demonstrate the following behaviours/actions:

A Calling an employee by their name

A Saying figood morning/good nighto
A Asking employees to evaluate the organisation/work process

A Asking employees for their ideas

A Managing by walking (or open-door policy)

A Saying Athank you! 0

It is these simple things that an employee will appreciate i particularly if they see that their manager is
making a conscious effort to adjust their own management style where a lack of recognition has been

identified.

When rewarding employees, remember that different people are motivated by different things, so try to
tailor your reward to reflect the desires of the individual. To increase the effectiveness of the reward and
recognition processes involve staff in establishing them. This will ensure your reward and recognition

processes will be motivational and provide incentives that your staff really want.

6. Managing Poor Performance

Even with an effective performance management system, individuals still may not perform to the desired

standard. It is important to have a clearly documented and understood process for dealing with poor

performance. Employees should know what to expect if their performance continually falls short of the set
objectives. There can however, be a number of reasons for poor performance, and these reasons should be

thoroughly investigated before choosing a course of action.
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When managing poor performance consider the following:

A Investigate the cause of the problem before commencing a formal disciplinary processes

A Address unsatisfactory performance at the time it occurs, not just d uring the performance appraisal

A Be clear aboutt he fiper f or ma rnhe aiffegraceg i ,the behawiour or performance level
expected, and the behaviour or level of performance being observed - have examples

A Initiate a performance improvement or development plan with a reasonable timeframe for improvement

A Instigate regular performance review/feedback sessions (e.g. fortnightly or monthly), with clear
objectives or targets to be achieved, to monitor improvements in performance

A Provide necessary training, development or support to assist the employee improve their performance

A Document all discussions, expectations and outcomes and have the employee sign all documentation

A Offer the employee access to an Employee Assistance Program (counseing) if there is one available

A Make the employee aware of the process, any disciplinary action, and put it in writing

A Where a performance management process has been adhered to, and performance still has not

improved after a reasonable and agreed timeframe, instigate disciplinary action
A Interview in private and kee p all discussions confidential - give the employee the opportunity to include

a third party for support.

Be aware that some employees may wish to consider the feedback/discussion and come back with their

thoughts 1 this is acceptable if a second session time is agreed and stuck to.

Who is involved in Performance Management?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in performance management. The list is not exhaustive i any strategies or actions you implement
will benefit greatly by thinking about the agency -specific tasks that are required for your agency at these

three levels, and assigning accountabilities where necessary.

Performance Management

Individual / Staff Manager Agency
AShare positi ve |A Provide both motivational and A Provide training and support
news storieso) correctional feedback regularly for managers in the range of
and manager and in a timely manner performance management
activities to be undertaken i
A Prepare for the performance A Be prepared for the including advice on giving
appraisal by requesting a copy performance appraisal, and informal feedback/recognition
of the Appraisal Form, and/or support your staff in their where this is not a strong skill

reviewing t he A preparationalso
Stimulatorso (a
Templates section)

A Ask your manager to provide A Address unsatisfactory A Review effectiveness of the
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Performance Management

Individual / Staff Manager Agency
an example if you are not clear performance immediately at performance management
on the feedback you are the time of identification a nd system regularly, including
receiving further discuss during the input from exit surveys
appraisal process

Tt How will Performance Management make a difference?

Key outcomes and benefits of implementing a performance management system are two-fold as both the
worker and the organisation ultimately benefit from the effort and time applied to the procedure. A good

appraisal leaves both parties feeling they have gained something.

Benefits for employees include:

A Being given the opportunity to be heard further de monstrates to the employee that they are a valued
member of the team if open dialogue can occur

A Many employees lack the confidence to plan a career path so a performance appraisal provides the
opportunity to nurture the worker through such a process

A Employees will clearly understand what is expected of them

A Key result areas/objectives provide a framework for roles and stop being merely a succession of
meaningless tasks

A Employees who are not performing well have problem areas clearly identified and are given the

opportunity to improve.

Benefits for agency include:

A Provides an opportunity for the Manager to stand back from the daily routine and look clearly and

objectively at each employeebs |l evel of performance

[

A Effective performance manageme nt processes should enhance empl oyeedo

therefore reducing staff turnover and contribut:i
A Increased productivity when employees receive timely corrective feedback on their performance
A Identification of training needs to equip employees with the skills to participate in the strategic planning
process of the organisation

A Situations of underperformance are addressed early and unfair dismissal claims are minimised.
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@ What is Training and Skill Develo pment?

Training and development is the process by which people learn and develop skills that will help an

organisation achieve its vision and goals

A ATrainingo can be for mal or informal, practi agd or t
specific skill. Training can involve such things as coursework, on-the-job technical training, computer -

based training, or one-on-one structured coaching.

A Aaskill devel opmento is a broader term t hat encompa
employees and the improvement of their potential. It is about developing general skills, rather than
specific skills, and is usually an ongoing process consisting of a variety of experiences, such as

acting/relieving in roles, working on projects, membersh ip of professional bodies, reading.

In research undertaken by the dlanning for Capabilitydproject, 80% of agencies reported a skill deficit in
direct support roles. Additionally, information gathered from focus groups conducted with direct support
workers during Stage 2 of the project, indicated that ongoing development of their skills is a factor that

contributes to retaining people within the sector.

Rather than focus on the mandatory training requirements for staff in the disability sector, this chapter
covers the processesand frameworks which organisations can put in place to ensure that sufficient skills are

available in their workforce to continue to meet the needs of people with a disability and families.

Training and development frameworks will vary with the size and nature of the organisation. Large
organisations will have more formal training and development plans, structured methods of delivering
training and comprehensive evaluation and administrative processes. Smaller organisations can generally

apply a less structured approach to each of the steps but should still apply them in some form.

A training and development framework will incorporate the following elements:

Training Development Identify Transfer Evaluate Admin and
Needs Plans Training earning to Training & Record
Analysis Methods Workplace Developmen Keeping

1. Training Needs Analysis

!5 CCH Human Resources Edition (1999). CCH Australia Limited: Training and Developmentiad Community Service
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A training need exists when an employee lacks the knowledge, skills or values to perform an assigned task

satisfactorily. A training needs analysis (TNA) or skill audit is the process of identifying whether training is

required, and what type of training would be approp riate for the situation. It involves considering the

existing skills and performance of the workforce, and the required/desired skills of the workforce now and

for the future. A TNA can be completed broadly across the organisation, or can be completed for an

individual.

Some triggers that will let you know when a TNA might be required include *°:

Complaints from people with a disability and families

The introduction of a new system, process or technology

A

A Performance problems

A Promotions or transfers of staff
A

A

A

A Changes in standards

A

The introduction of new policies or procedures.

Significant changes, or anticipated changes in the needs of people with a disability and families

The creation of new positions or new requirements within a position

As you consider the trigger that applies to your current situation, a TNA will, on most occasions involve

these four stages:

Stage

1. Assessment of
future needs

Key Question/s

Is training addressing the future
skills required for the organisation to
achieve its strategic goals?

How to find the Answer

During the organi sg
planning processes, consider the core
knowledge, skills and abilities the
workforce requires to achieve the

vision, and plan for training and
development. Review your Workforce
Plan and ensure your training and
development goals are consistent (refer
to the Workforce Planning Guide ).

2. Assessment of
current situation

What is currently happening and
what should be happening across
broad areas of the organisation

Through general observation, or by
conducting surveys, interviews or focus
groups.

3. Appropriate
response

Is the issue (or trigger) training-
related or is there another solution?

Review the skills, knowledge and
attitudes of staff via staff performance
data, client and staff feedback,
observing the workflow, or through
interviews and focus groups.

4. Development and
implementation

What type and method of training
and development will provide the
appropriate solution?

Report the information gathered, and
gain commitment for development of a
training plan and implementation of
appropriate training, including
prioritisation and resource allocation.

2. Creating Development Plans

16 aird, D. Approaches to Training and Development(1984) and CCH Australia Limited Human Resource Management Volume 1.
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Individual development plans can aim to do a number of things, including improve current job performance,
assist with career planning and succession planning, enhance personal development or the achievement of
specific competencies. In addition, individual development plans can reinforce to employees their value as

an individual with individual skills and abilities.

Ideally, development plans should be incorporated into the performance appraisal process and considered in
cont ext of the individual.dw pafarmane reviaveshoald include eardétailed r o c e s
discussion about training and development needs, and preferably the establishment of a formal development
plan. A development plan should be compiled for all employees, regardless of the level of their performance,
and should include training to address current development needs, and future skills requir ed. This method

will strengthen the link between employee development, performance appraisals and career planning.

A development plan should be completed by the employee, and brought to the performance review for
discussion with the appraiser/manager. The appraiser/manager should also consider the content of the plan

prior to the review. A good development plan should include the following:

A Objectives

A Results from any previous development plans

A Areas of performance requiring improvement (as per the perform ance appraisal)
A Steps to achieve objectives

A How objectives will be measured and a timeframe i how much of what by when
A Comments from both employee and employer.

The creation of individual development plans can also assist in identifying common training needs within an
organisation, and addressing these needs on a costeffective, collective basis. They are also a method of

visibly supporting and encouraging staff to do their own self development.

3. Training and Development Meth ods

There is a wide variety of methods to develop employees, from on-the-job training to formal training
courses. When choosing a method of providing training and development, remember that all individuals
have different learning styles. Some individuals learn by seeing, some by hearing, and some by doing. Some
prefer to work on their own and some prefer to learn from others or in groups. Consider the styles of those

individuals you are developing, and provide a variety of learning methods or techniques wherever possible.

Training and skill development should also cover both technical aspects of the job (e.g. wor kplace safety,

case management) and behavioural components to good performance (e.g. stress management,
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interpersonal skills, time management). To ensure the content of training programs is relevant to the

disability sector, it is important to make su re that clients and families are included in designing or delivering

training course content.

Here are a few thought -starters:

A

Formal training cour ses: Training courses or workshops can cover everything from technical skills to
behavioural training, such as time management or conflict management courses. The most effective
training courses or workshops contain a mix of theory and practical, are relevant, interactive, and
competency based, with clear learning objectives. They can be provided in-house, or through an
external training organisation.

Seminars and conferences : Enable employees to network with their peers, exchange information and
knowledge, keep up-to-dat e with current practice, and gai
pi ct WBhadng knowledge and experiences with others can benefit all parties. For information on
current events, seminars and conferences visit the Disability Services Queensland website
(www.disability.gld.gov.au)

On-the -job training : Is most effective when done under supervision, and supported with regular
timely feedback. Timely and specific on-the-job training can reinforce and complement formal course
learning.

Self-paced training : Selfpaced training can take the form of activities such as reading, watching
training videos, simulations, CD Rom, and workbooks. The benefit of self-paced training is that it enables
employees to undertake development during times that suit them and in a format that suits their
learning style.

Coaching : Coaching is usually an informal and continuous process whereby an experienced or more
qualified person provides regular guidance and assistance to a trainee. Coaching can be done through
instructions, comments, criticisms, questioning, suggesting and motivating.

Mentoring : People often develop valuable informal mentoring relationships; however mentoring can
also be a structured process. Mentoring is further discussed in the &nowledge Sharingdsection of the
Toolkit.

These final examples will require careful planning and typically a level of over -resourcing to be sustainable,

but organisations should explore the potential of implementin g these types of practices, particularly for high -

performers.

A

50

Relief/ acting assignments : The employee is given the opportunity to perform another job, usually
while the existing incumbent of that role is on leave. The assignment can either be in a role of the same
l evel to broaden the employeebs experience, or
responsibility. Relief assignments provide strong development when clear objectives are set at the
commencement of the relief and a review is completed at the end of the relief.

Multi -skilling and/or  job rotation : Training workers in a wide range of jobs, and/or providing the

opportunity for workers to rotate through a number of jobs, enhances their skills, experience, and job

satisfaction through providing them with diversity in their roles.
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work : Project work can provide specific technical development, or broader behavioural

development i e.g. team work or project management skills. The choice of a project for use in

development should be undertaken with specific objectives in mind.

A Buddying or training

development opportunity for existing staff.

4. Transfer of Learning

others : Providing training to peers or new employees can provide a

Learning is most effective when theory is supported by timely and relevant practical experience. To be

valuable, skills learnt through training must be applied to the workplace. There are some simple processes

that can monitor and assist the transfer of learning:

A Ask workers who undertake development to train ot hers or at least debrief others about what they have

learnt

tasks to reinforce their learning

A Look for opportunities for employees to immediately apply their new skills, i .e. give them appropriate

A Coach workers in applying their new skills, e.g. discuss with workers how they plan to approach a

situation based on their new knowledge/skills, and then debrief them on the results

A Monitor performance to look for evidence of improvement.

The process of transferring training to the job can be broken into four sta ges: pre-program preparation,

support during training, the transfer of skills, behaviours, attitudes and values to the job, and, follow -up.

Each of these stages requires commitment from both manager and staff to work actively to achieve the best

possible results. Some sample activities are shown below'’.

1. Pre -program preparation 2. Support during training

A Actively assess training needs for the agency
and individual staff members

A Prioritise and recommend nominees for Staff
Development program

A Talk with nominees about what they expect to
l earn (set a fAlearning

A Arrange training schedules during work hours,
not nomineedbds own ti me

A Assure attendance by nominees at all training
sessions

A Authorise any costs of training

A Release employee from all norma duties during
training

AFill employeebs
basis during training

A Arrange to prevent work-related interruptions of
staff during training

A Check on staff reported as absent from training

A Arrange for work site to use program material

positid

3. Transfer of skills, behaviour, attitudes and

4. Follow -up

values to the job

ASchedul e meeting and |
learning goals and how they are to be used

A Develop opportunities for employee to use new
behaviours immediately on the job

A Involve employee in work related decisions
based on new learning

A Inform staff members of regularly increased
expectations for levels of job performance

17 A Systematic Approach to Support Transfer of Training To the Job (taken from Community Services Victoriai How to Target Training

i A Guide for Managers)
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3. Transfer of skills, behaviour, attitudes and 4. Follow -up
values to the job

A Assign employee to a supervisor who is a good A Reward achievements and desired performance
role model and will encourage use of new skills A Request short report from each person on the
A Provide employee with checklists/worksheets benefits of new skills and knowledge
for use on the job (where applicable) and as a A Provide occasional practice sessions for
self feedback tool important but seldom used skills
A Have employee share training experiencei A Share ideas/action with staff about changing
learning with co-workers behaviours/ practices/culture on the job.

5. Evaluating Training

It is important to measure the effe ctiveness of training and development initiatives in order to :

A Confirm trainees have benefited from the development

A Implement corrective action where trainees are not receiving benefits

A Ensure training and development has supported the organisation to meet its objectives
A Ensure validity of the training

A Review the cost-effectiveness of the training.

Prior to the commencement of the training, you should consider firstly, how you will measure the

effectiveness of the training and, secondly, what you will be evaluating.

There is no prescriptive method for measuring the effectiveness of training. A variety of approaches can be
adopted, often dependent on the objectives that are being measured. Strategies however, should include

both short and mediumi long term assessments. Some examples are shown below:

How will you measure the effectiveness? ‘ What will you be evaluating?

A Ask trainees to evaluate the course content A Relevance of content to the job
and presenter through a feedback form A Timing i length of time to complete the
A Test or quiz trainees on their learning training/development and appropriateness of
A Assess the skills d the trainee both prior to when the development was offered and
and post training (this is sometimes done by a completed
trained assessor) A The delivery i method, appropriateness and
A Review some key organisational indicators of effectiveness
the effectiveness of training e.g. productivity, A Quality of venue and training materials
occupational health & safety incidents, number | A The change in behaviour of the participants *
of grievances, performance ratings or cost A The impact on the organisation as a result of
reductions the training (e.g. improvement in productivity
A Assess development of individuals during the and service levels) *
performance appraisal cycle A Client outcomes (e.g. incidences of challenging
A Complete a 6 or 12 month review of skills and behaviour, increases in adaptive behaviour,
a training needs analysis, and look for movement into less restrictive programs) *

improvements in the skill level of the workforce
A Complete a costbenefit analysis of the
training.

* These last three points are a measure of the transfer of learning to the workplace 1 a critical consideration
when investing in training and development of staff.

6. Administ ration of Training

Maintaining records of training completed is important to assist with training evaluation and future training

needs analysis, not to mention to provide assistance with budget and business planning. It is also vital to
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have records of training completed to ensure compliance with legislation and the Queensland Disability
Service Standards Mai nt ai ni ng thorough records of an individual

to incorporate this information when completing performance rev iews.

The type of information that should be kept includes:

A Employee details i name, employee number, length of service

A Training completed by each employee and date completed

A Compulsory training required, who has completed it, and date completed
A Training required (as a result of needs analysis)

A Costs of training.

Training records should be kept on employee files and in a central filing system.

Larger organisations often record training information on a computerised Human Resource Management

Information System (HRMIS or HRIS)An HRI S can be used to record both de
but also organisational information about the number of courses run, the cost of training, qualified trainers

and other information. In this way, large organisations can more easily keep track of training and
development of their staff, and can more easily link it to other human resource processes such as

performance management.

The table below provides examples of how your staff, managers and the agency as a whole can be actively

involved in training and skill development. The list is not exhaustive i any strategies or actions you
implement will benefit greatly by thinking ab out the agency-specific tasks that are required for your agency

at these three levels, and assigning accountabilities where necessary.
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Training and Skill Development

Individual / Staff Manager Agency
Alf a templ at e i|A Caterforthe differentlearning |A Link training and development
keep your own records of styles of individuals by using to the vision, values and
training needed and training the full range of resources/ strategic plan of the
completed methods available organisation
A Seek out opportunities to apply | A Supervise and look for the A Set indicators to evaluate the
new skills in the workplace transfer of learning to the effectiveness of training e.g.
workplace reduction in complaints,
A Be flexible and adaptive to a improvement in productivity
variety of learning styles A Review and update staff measures, positive comments
development plans throughout from other staff and clients
the year to assist in
performance appraisal

,q’ How will Training  and Skill Development make a difference?

Improving the skills of direct support workers in the sector contributes to the quality and level of service
provided to people with a disability and families, through both improving the ability of staff to handle the
many and varied challenges of their role and through increasing job satisfaction and thereby reducing

turnover.

The AState of the Sector 20070 report, researchgeg
Rimfire Resources found that 30% of organisations in the Queensland disability sector are allocating less

than 1% of revenue or income to staff training.

It is recognised that budget is a key issue for agencies when it comes to training. With this in mind, this

chapter provides agencies with some cheap training and developmert activities to consider.
In the interests of providing learning opportunities for staff, to both ensure they have the relevant skills and

maintain levels of interest and professional development, it is suggested relevant and realistic activities be

implemented while DSQ and the sector as a whole push for more appropriate funding levels.
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® What is Career Development?

Career development involves two separate but closely linked processes:
1. Planning careers for individuals, and

2. Managing these careers acording to agency requirements.

Career planning is important for individuals as it can help make them feel valued, increase skill levels and
positively influence commitment and job satisfaction, which in turn helps agencies retain a committed and
skilled workforce. While the emphasis here is on the individual and their career paths within the agency, you
will also need to be aware of what skills and job roles the agency requires now and in the future so as to
align the two. Refer to the Workforce Planning  Guide to assist you with identifying agency requirements

into the future.

Careers encompass unique values, interests, competencies and skills as well as personal traits and style.
Studies of successful people have revealed that they have a clear vision of what they want to accomplish in
their lives and work'®. Research indicates that for many disability support workers, their vision of success is
not a vertical career path, but is about a sense of purpose, development of skills, and variety and challenge.
Consequently this chapter explores career development from the perspective of increasing job satisfaction
through broadening the options available to align their values, interests, competencies and skills with

available work in your agency or the sector.
While individuals are ultimately responsible for their own careers, it is important for agencies to provide

employees with meaningful career development opportunities as appropriate. Career planning typically

involves the following steps:

Self- Gathering Formulating Agency Career
assessment Information a Career Plan Support Management

1. Self-assessment

Initially, employees need to identify what career development means to them. To do this, they need to
conduct a self-assessment to determine the following, through reflection, structured thinking or discussion
with others.

A What they value in their work

A What they are good at

A What they enjoy doing

18 Bradfield, A & Rubins A (April 1999). Six Key Steps to Career ManagementHR Monthly.
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A What they hope to accomplish through work in the future
A What they can offer their employer.

2. Gathering Information

Employees then need to investigate job opportunities or potential c areer paths wither inside or outside of
the agency. It is important the agency can make any relevant information, development opportunities or job

opportunities available to employees so they fully understand their options.

Effective career development offers employees a range of options in a culture where the emphasis is on
getting results rather than climbing the corporate ladder *°. Providing a change in role or responsibility (but
not necessarily level or remuneration) gives employees an opportunity to broaden skills, learn about other
areas of the organisation or other aspects of support work, develop new talents and achieve personal
This also alll for an individual s interest:

growt h. owsSs

satisfaction and productivity.

If they are looking externally, there may be value in investigating partnerships with other local providers to

enable employees to gain the experience they require but still keep them within the sector.

3. Formulating a Career Plan

The concept of career planning is changing, with employees no longer necessarily expecting to, or wanting
to, move from the bottom of an organisation to the top. People want more out of their work T the Planning

for Capability Pr oj ec tercdiveduby direct suppbrt warkes @asa theeoppordunity 8  p
develop skills, and to be recognised and valued accordingly. In light of this, it is important to be aware of the
different approaches to career planning in order to best support career planning disc ussions with employees.
You may not refer to the four career paths covered below in any specificity in these discussions but it will

provide a framework on which to have these discussions.

Career Path ‘ Overview Characteristics Example
Linear Moving from the A Upwards movement within Moving from direct support
bottom to the top of the agency worker to team leader to
the agency A Value leadership, efficiency, | manager (depending on the size
logistics management of the agency)
A Reward with promotions
and management privileges
Expert Growing expertise in | A Little movement within the Specialising in a specific area,
a single speciality agency perhaps undertaking further
A Value quality, reliability, study to increase expertise, or
stability, technical expanding existing role
competence
A Reward with recognition
awards and technical

19 Bradfield, A. & Rubins, A. (April 1999). Six Key Steps to Career ManagementHR Monthly
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Career Path ‘ Overview Characteristics Example
training
Spiral Involves a number of | A Lateral movement within Moving into a different role, i.e.
lateral moves across the agency from accommaodation support to
the agency A Value creativity, teamwork administration
and people development
A Reward with lateral Vary the type of support
assignments and cross- provided, i.e. from physical
training disability to intellectual disability
Transitionary Career occurs A Lateral movement within Move to a different type of
independently of the the agency organisation, i.e. agency staff,
agency, i.e. work as a | A Value speed, adaptability contractor, specialists etc.
contractor or changes and innovation
jobs frequently A Reward with bonuses

Creating a career plan

Oncean individual déds <career goal s have been determined,
determine the activities required to achieve these goals. These individual plans should be aligned with the
organi sationoés wo r k f or aneplanpingaprooessasg (disaussdd irs thec mext ssection).

Examples of development opportunities/activities that could be incorporated into a development plan may

include:

A short or long term placements in new positions

A broaden responsibilities in current position

A increasing skills in current role through project work etc
A knowledge sharing opportunities with peers

A access to formal learning opportunities.

Managers also need to support career development through support mechanisms such as coaching and

mentoring.

Career planning discussions need to take place periodically between managers and employees; ideally these
di scussions would be incorporated in the individual 6s
interview provides a structured opportunity to discuss career aspirations, and link these aspirations to on
the-job performance and development needs. The resulting development plans are subsequently more
effective as they incorporate development required to perform their role now, development require d to
achieve personal goals and development required to achieve organisational goals. Commitment to plans that

incorporate personal career goals is likely to be higher.
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4. Agency Support

Managers have a responsibility to ensure that employees have an underganding of future changes in the
organisation and the opportunities such changes mean for their careers. They also have a responsibility to

implement people management practices that encourage career development within their organisation.

Assisting employees to set realistic and achievable career goals within the context of the organisation is also
a role played by managers. Most importantly, managers should encourage staff to proactively drive their

own development and to self assess both their career aspirations and their development progress.

The foll owing 6Dev e inadearaimgtyclétb R Endployaes doaévelop their skills i

Focus on priorities: identify your priority improvement areas and goals
I mplement something every day: stretch your comfort zone

Reflect on what happens: learn from your experiences

Seek feedback and support: listen and learn from others

Transfer learning into next steps: adapt and plan the next learning priority

Once employees adapt in the final stage, they need to start planning for the next learning opportunity,

hence the cycle.

Organisations need to create processes to support career development opportunities for employees. For
example, to facilitate development, an organisation may need to impleme nt more flexible rostering practices

and budget for development activities (and costs associated with backfilling).

Various people management practices encourage and provide career development opportunities, for
example:
A Recruit internally wherever possible and offer more hours to existing employees

A Post jobs on newsletters, notice boards, emails, payslips or web page to increase awareness of

opportunities

p>

Develop an internal skills database can assist to identify appropriate existing candidates
A Createamodul e on career and skil!l devel opment in the i
commitment to new employees

A Provide employees with organisational maps/charts and access to position descriptions.

A Incorporating the career development discussionswit h 't he i ndi vi dual 6s perfor man
between the manager and employee, and rewarding good performance with different activities or roles

or more responsibility.

20 peterson, D. B. & Hicks, M. D. (1995) Development FIRST,Personnel Decisions International.
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Understanding the career goals of employees, is the first step in providing a career path for them. A flat

organisational structure does not necessarily mean limited career opportunities for staff. Being innovative,

and understanding an employeebs values and goal s, can

andrewar di ng and meets their definition of ficareero.

5.

Career Management

While career planning is very much about the individual and their career, it is critically important to manage

careers in the agency in the context of the broader business plans. Agencies need to be able to articulate

the types of jobs, how many jobs and what skills and experiences will be required to deliver of your service

agreements and meet any legislative requirements in order to attract people to the agency and provide

career and development opportunities for employees.

Workforce planning will provide you with a framework with which to consider the agency requirements.

Refer to the Workforce Planning Guide to assist you with identifying areas in which succession

management strategies are required and whether management development programs are required.

Succession Management

Succession Managementis a structured process of identifying, developing and retaining talent for the future.

It enables an organisation to know who is ready for v arious positions within the organisation and what

development activities are essential to prepare individuals for such assignments 1 it is about proactively

building capability to deliver on key business outcomes, matching future needs of the agency with a vailable

talent and making choices today to change the outcome tomorrow.

Part of succession management is replacement planning, which focus on who would be competent and

available at short notice to fill an unexpected vacancy as the job stands today. It i dentifies the people with

capabilities to fill specific positions. It does not, however, improve leadership quality, agency performance

overall, or address the following fundamental questions:

> > b

p>

Do designated successors have the skills and experiences to suceed in future positions that may require

different capabilities?

Do we have a sufficient talent pool to be flexible to changing service requirements?

Are the individual 6s desires aligned with the agency

Is the talent pool being dev eloped in line with current and future business strategy?

To develop a succession plan:

1.

2
3.
4

Identify your pool of successors
Develop the successors
Deploy the successor into the position

Evaluate through your performance management process

Management Devel opment
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Management development is an important aspect of career management at both an individual level, as part
of career planning, but it is also important in up -skilling existing managers and supporting succession plans

of the agency.

The design of management development programs should be centred on organisational and employee

information. The collation of both qualitative and quantitative data will greatly enhance the effectiveness of

the decision making process, helping you to make more informed decisions and ensure that people are not

discriminated against. From an agency perspective, there are a number of questions you should ask when

determining who should be developed, including:

A Have you identified gaps in current and future skills and competencies for the management group
through the workforce planning process?

A Have you developed a succession plan and therefore identified likely job roles that may need to be
replaced in the short to medium term?

A Have you identified areas within your organisation that are experiencing limited success due to
ineffective management?

A Have you identified potential talent in individual managers or potential managers through the

performance management process?

You can gather this type of information from organisational ¢ limate surveys, skills audits, exit interviews etc.

In designing a management development program, you will also need to gain a profile of employee

knowl edge, skill s, abilities, wor k performance over tt
background or qualifications to estimate potential is not sufficient. Once high potential staff are identified,

they will need to be assessed against competency requirements for future management roles. Development

objectives and strategies will need to be identified and targeted to organisational and individual needs.

There are two types of management development activities: horizontal and vertical. Organisations tend to
have flatter organisational structures than the traditional hierarchical structure a nd therefore more
opportunities will exist for lateral than vertical movements. However, organisations will need to focus on

both types of developmental activities.

A Horizontal development refers to employees learning additional skills to make them suited to a wider
range of positions at the same level. Horizontal development enables managers to broaden the
knowledge and experiences of positions within the organisation. Multi-skilling managers makes them
more versatile and mobile within the organisation.

A Vertical development  involves equipping employees with skills and abilities to enable them to operate
in more senior roles. Examples of vertical development opportunities include: attending training activities
relevant to positions with greater responsibili ty, coaching and mentoring, short or long term promotion ,

assisting a higher level manager and special project work (to develop higher level skills).
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Vertical and horizontal development need not be exclusive. There are a number of factors that determine
the mix between the two types of development, including the succession planning needs of the organisation

and the individual skill levels of managers.

Any management development programs should be formed on three basic elements: appraisal, coordination

and evaluation.

Element ‘ Overview Details
I nformation gathered f
The assessment of training needs analysis and performance
Appraisal strengths, weaknesses and potential for | appraisal can be used to develop a profile of
development and advancement. knowledge, skills and abilities from to design a

development program.

Management development activities Development programs consist of various
shoul d be based on|learning opportunities, involving the
Coordination current needs, potential and aspirations | coordinating of formal educational processes,
which should be aligned with the project work, job placements, workplace
agencybds planni ng a| coaching etc.

Enables participants to gauge their level of

The review of t hess]|learningand development, and enables the

and the effectiveness of the program. organi sation to determ
on the workplace.

Evaluation

The most successful management development programs tend to be voluntary and undertaken by the
individuals because they see a need for it. Mandatory programs will not be as successful as voluntary
programs. When designing a management development program, it is important to involve the people that

the program is aimed at. Involvement means providing the opportunity for the individuals to:

A identify their own development needs

A contribute to the development of curriculum

A comment on methods of learning used by the program

A

critigue and review the learning process.

Empowerment of the participants encourage them to take ownership of their learning and development. If
they are committed to their own development, they are more likely to take advantage of on -the-job
opportunities as they arise, such as improving a process that has become inefficient, representing their
managers at meetings. They are also more likely to be proactive by, for example, interviewing their peers
about better practices and presenting learnings at team meetings or reading more work -related manuals and
books. This greater enthusiasm to learn will improve the retention of information and potential application of

learning in the workplace.

The climate and structure of organisations are important contributors to the success of management
development programs. Management development programs are comprised of various learning activities
(outlined above) and if organisations are unable to embrace or accommodate such development processes,

the continual development of managers will be stifled.
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There are a number of approaches organisations can adopt to create a culture and structure that
encourages management development. These include:

A Ensure commitment from senior management

A Encourage innovation and risk taking, for example, by highlighting innovative work practices by
individuals and teams within your organisation

A Create opportunities to use new skills, for example, through project work

A Recognise and reward achievement, for example, via verbal feedback and promotion to new roles

A Provide opportunities for short or long term promotion, for example, by creating formal programs for

covering managerial positions while people are on leave
A Provide opportunities to attend external courses
A Provide access to support mechanisms, for example, through coaching and mentoring

A Ensure equitable access to development opportunities.

Refer to the Useful References and Links section if you are seeking further information regarding management and
leadership development.

Who is involved in Career Development?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in career development. The list is not exhaustive 1 any strategies or actions you implement will
benefit greatly by thinking about the agency -specific tasks that are required for your agency at these three

levels, and assigning accountabilities where necessay.

Career Development

Individual / Staff Manager Agency
A Engage in selfassessment A Work with individuals to p lan A Engage in workforce planning
activities and work with their careers in a way that fits activities to get a good
managers to plan their career their needs and wants understanding of the jobs and

skill that will be required

A Provide meaningful feedback A Ensure there is a pool of people

for career opportunities and that can act as replacements A Manage careers within the
management development for short-term or unexpected agency to ensure agency
programs vacancies requirements are also met

through this process
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2'( ! ~ How will Career Development make a difference?

Benefits of career development for employees include:

A Development of new skills and competencies

A Increased job satisfaction (more challenging work, greater variety etc)

A Aligning work with personal values and motivations

A A map for employees to see how they might be able to move laterally or vertically in the organisation

A A degree of influence and control over the direction of their careers and an ability to identify and plan

their development.

Benefits of career development for employees include:

A Improved ability of managers to plan ahead for the staffing of key positions (succession plannin g)

A Better identification of the organisationds workforceé
A Increased staff morale through a sense of development and feeling valued

A Lower staff turnover levels and a more stable workforce

A Increased internal recruitment activity (rather than ex ternal), and the associated cost savings

A Increased retention of more experienced and skilled staff

A Improved level of service to people with a disability and families.
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@ What is Knowledge Sharing?

Knowledge sharing should ensure staff have access tothe information they need to effectively perform their

jobs. There are two types of knowledge sharing:

1. /nternal: where knowledge is shared within your agency through, for example, team meetings and
mentoring.

2. External where knowledge is shared across organisations through, for example, regionally based

networks.

1. Internal Knowledge Sharing

Creating the structures, systems and cultures that promote the sharing of information and ideas within your
agency takes time and resources. Some key practices are outined below. It is recognised that not all
practices will suit all agencies; however internal knowledge sharing in some capacity is highly recommended

to maintain communication channels between peers, and between staff and their managers.

Team Meetings

The format of team meetings and similar forums varies across the sector. The importance of regular
meetings cannot be over-emphasised given the often isolated nature of support work. As well as a standing
agenda, team meetings could also include case studies on current practices, or an example of a recent

fgood news storyo

Some guidelines for effective meetings include:

A Ensure the right people are involved and they are aware of the purpose of the meeting.

A Elect a chairperson to run the meeting and ensure his/her purpose is clear to all attendees.

A Try to arrange to circulate papers before the meeting to enable participants to prepare their input.

A Establish ground rules.

A Provide an agenda for the meeting.

A Ensure each item is clearly understood by participants at the beginning and that the more important
items are high on the agenda.

A Ensure the chairperson outlines progress to date and follows up on tasks that were going to be acted

upon at the previous meeting if applicable.

A Ensure the chairperson keeps the meeting on track.

p>

Ensure all participants are given the opportunity to be actively involved in discussions.

A Summarise what has been agreed upon and determine action items at the end of the meeting.

An AAction Minutes For mat f oaped Nbe the Queensland Disabilitp Seavice

Standards. %

2 Available from http://www.disability.gld.gov.au/key -projects/quality/documents/sample -templates.doc
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Newsletters

Monthly newsletters are a useful way to keep your staff informed about current activities within your agency

and the sector. A key benefit is that they can be relatively low -cost and easiy distributed to staff (in hard

copy or electronically) and do not rely on staff being at work during business hours to benefit. It is also a

nice idea to ask staff to contribute articles or thoughts to the newsletter to increase feelings of ownership.

Suggestion Box
Putting a suggestion box in your main office or other shared space is another low -cost technique that can
work effectively if staff understand its purpose and , most importantly, the process for acknowledgement and

review of the suggestions.

IN FOCUS: Suggestion Boxes

An example of where this has been very successful comes from a hospital in the United States where an
internal campaign fiSuggest I to provided the oppo
ideasvimasuggestion box that de-bavingéeas td ateampniade ypeotesnployar®
and managers. The team analysed every idea within two weeks of receiving it and implemented all those

that were feasible. Every employee who offered a qualified suggestion received a monetary benefit, and

also had their ideas read in a monthly management meeting or shared in the company newsletter.

It encouraged employees not just to do their jobs, but to take part in improving their workplace.

Many of the ideas have had a significant impact on hospital procedure, for example, an employee
suggested that the hospital change the way mater
the program is that itds got pe op lbaforesHospital employees
been frustrated by problems such as wasted re-sterilization costs for years, but they had nowhere to go

with their ide&s. Now they do. o

Focus Groups

Employee focus groups provide an opportunity for staff to be actively involved in the daily operations and
strategic development of your agency. Time commitment is a consideration; however if planned well and
targeted around critical issues, focus groups can provide the benefits of:

A Better planning and decision-making with greater involvement of stakeholders

A Increased morale
A

Increased awareness and commitment.

2 Suggesti on vwwxorkioecg.com,Nbvendber 2002
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Individual Supervision and Coaching
Regular individual supervision and coaching between a supervisor and support worker provides a valuable
one-on-one opportunity to provide some learning opportunities, raise queries and discuss any difficulties that

may have arisen.

Mentoring

Mentoring is another means of knowledge sharing and can be provided internally or through an external
party. Mentoring schemes can provide communication and support mechanisms, and thus increase staff
satisfaction and reduce staff turnover. Mentors can also benefit through involvement in such schemes by

developing leadership skills and increased fulfilment through a sense of contribution.

Mentoring is a fAdeliberate pairing of a more skilled o
one, with the agreed-upon goal of having the | esser person gré&w and
Generally, mentorsg u i d e, counsel , coach and/ or teach a | ess expe

When preparing a mentoring program within your organisation, you will need to consider t he following:

A Identify a clear statement of objectives
A Ensure commitment from senior management
A Ilntegrate the program with the organisationds devel o]
A Engender voluntary commitment and participation
A Select mentors with care (personalities, experience, knowledge and position/role in relation to the
mentee)
A Ensure understanding and acceptance of time involved
A Ensure the organisation has sufficient resources to support the process

A Ensure confidentiality

Refer to the Useful References and Links section if you are seeking further information regarding mentoring.

2. External Know ledge Sharing

The introduction of mobile communications and social software is causing a shift in the way individuals and
communities connect, collaborate, organise and engage with each other. Facilitating knowledge sharing and
social exchange across comnunities, supports co-creation and embeds the meaningfulness of social
exchange, through personal networks, into the routine of work. This creates an ongoing and adaptive frame

of reference that connects people with like -minded others rather than temporary and isolated add-ons such

as an O6eventsd or Opublicationsbd.

% Source: Murray, M. Beyond the Myths and Magic of Mentoring, xiv

66 © InfohrrRty Ltd



Recruitment, Development and Retention Toolkit

A Social networking tools:
0 Assist people with different backgrounds and experience to come together in a community and to
share best practices and experience.
0 Create a channel for knowledge to cross boundaries created by workflow, functions, geography,
and time.
0 Assist to transform local know-how into a collective good and to promote standardisation of
practices across operations and regions.

0 Can be used by gakeholders to bring dispersed individuals and community groups together.

Various external knowledge sharing processes have been established within the disability sector. The
purpose of these processes is to share and gain new ideas, share resources, participate in group discussion

and problem solving, and develop support networks.

Conferences and Seminars

Professional societies, such asthe Australasian Society for the Study of I ntellectual Disability (ASSID), often

provide networking opportunities through conferences and seminars. Anexample i s t he annual i S
Roado Conference, sponsored by ASSI D and DSQ, Twhich i
conference provides a valuable opportunity for networking with other support workers in local, state -wide

and interstate organisations.

A National Disability Services (NDS)

A Australasian Society for the Study of Intellectual Disability

Blogs, Wikis, Podcasts

These types of tools boost knowledge sharing, encourage the free flow of ideas, encourage innovation and

strengthen social capital.

A Wikis are particularly powerful when integrated into web sites used by communities of practitioners to
organise people and content around topics that are directly relevant to their work.

A Podcasts and wikis used to share new knowledge give voce to experts and facilitate a collaborative
exchange among leading thinkers within a community.

A Weblogs encourage participation and through the use of story connect individuals, adding the richness

of personal experience and insight to a community repository of knowledge.

Networking Groups
To become aware of and involved in existing external knowledge sharing, you can contact professional
bodies, such as ASSID, or organisations in the region if interested in regionally based disability specific
networks. If interested in DSQ sponsored networks, contact your local DSQ office.

A Autism Queensland Association Inc. A Mental Health Association of Queensland

A Autism Behavioural Intervention Queensland A Multiple Sclerosis Society of Queensland

A Blind Citizens Australia A Muscular Dystrophy Association Australia

A Carers Queensland A National Disability Services (formerly ACROD)
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A Cerebral Palsy League of Queensland A NICAN

A Deaf Services Queensland A Northcott Society (formerly NSW Society for Crippled Children)
A Disability Information & Resource Centre (SA) A Par ki nsondés Queensl!| and

A Disability Services Commission (WA) A Queenslander with a Disability Network (QDN)

A Down Syndrome Association of Queensland A Spina Bifida and Hydrocephalus QIld

A Epilepsy Queensland A Vision Australia

A Leukaemia Foundation

When developing a networking group, you will need to consider the following:

Establish the purpose of the group
You will need to develop the terms of reference. Working with individuals who have a common purpose is a
good starting point. You may also need to consider whether the group is catering for a particular region,

agency type etc.

ldentify the roles of participants
Effective networks change and develop over time, for example, by participants joining/leaving the group and
therefore roles will vary. You will need to identify the main co -ordinator but ensure you are not reliant on

one particular person. Networking groups need to be constantly nurtured by all those involved.

Agree communication media and frequency of communication
The group will need to decide if it will interact personally and/or virtually. If there are participants in rural
locations, ensure alternative means of communication are available (other than face-to-face), for example,

through the use of teleconferencing or chat rooms on the Internet.

Create a climate of trust, respect and mutual benefit

Effective networking needs to be based on a climate of trust, respect and mutual benefit. Creating and
sustaining such a climate is vital for knowledge sharing, and therefore it will be important to identify the
strengths and understand the needs of individuals within the group (and keep an eye out for information

that may be of relevance to them), and be open and

Reward and recognise people for their collaboration and teamwork behaviour

This practice will help to engender participation and commitment. Appropriate examples may include running

a regular activity to celebrate successes or making the success an agenda iten at a meeting. Approaching

t he person specifically t o say At hank youo i s

participation/collaboration.

Establish ground rules

To include all of the factors above, plus the non-disclosure of confidential or sensitive information.
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Who is involved in Knowledge Sharing?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in knowledge sharing. The list is not exhaustive i any strategies or actions you implement will
benefit greatly by thinking about the agency -specific tasks that are required for your agency at these three

levels, and assigning accountabilities where necessary.

Knowledge Sharing

Individual / Staff Manager Agency
ADondét treats knolA Provide regular individual A Assess feasibility of
power i share your insights supervision and coaching implementing a mentoring
and experiences with peers and schemei benefits are
managers regularly A Hold structured team meetings significant for all employees
and the organisation as a
A Actively participate in team A Attend conferences and whole
meetings seminarsi and share
knowledge/learnings with those | A Participate in or establish an
A Volunteer to update those staff who did not attend external networking group
who are absent from meetings
A Volunteer your time to the
A Contribute to newsletters mentoring scheme

q"x How will Knowledge Sharing make a difference?

Benefits of creating structures, systems and a culture to promote the sharing of informatio n can include:

A Sharing skills, experience and information

A Developing new knowledge, skills and attitudes
A Developing and nurturing support mechanisms
A Building/strengthening personal relationships
A Developing a sense of feeling involved

A Motivating change.

Effective knowledge sharing will improve service provision for people with a disability. Through the sharing
of ideas and harnessing of intelligence, organisations can improve communication channels i which can
greatly assist in the sharing of on-the-job learning i and band together to develop common initiatives to
address areas of priority. Such information exchange processes encourage people to collectively share

opinions and approaches which can benefit organisations and the sector as a whole.
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EVALUATION AND REVIEW

Like any business activity, it is important to measure the effectiveness of your workforce/HR strategies.
Evaluating your workforce strategies can help you determine whether the strategy is meeting its objectives,
identify the strengths and wea knesses of the strategy to guide future change, determine the cost -benefit

ratio of the strategy and ensure the strategy is not affecting other areas of the business.
@ What is Evaluation and Review?

Strategies should be evaluated periodically dependirg upon the strategy and the speed with which an
outcome can be expected, for example, the effectiveness of training courses may be evaluated during or
soon after they are run and then again after a given period of time to evaluate the long -term effects of the

training. The continued appropriateness of each strategy should be evaluated at least annually.
Putting evaluation and review activities in place will allow your agency to take a results -based approach
to workforce strategies. The figure below outl ines the characteristics of this results-based approach in

comparison to the oO0traditional é approach to HR.

Figure x: Paradigm Shift for a Results-Based Approach

Traditional Approach Results-Based Approach
- =
Characterised by: Characterised by:
New intervention initiated by request or * New interventions initiated only after a
suggestion of any significant manager of a legitimate need is established.
group +  Fewer interventions with greater
«  Amultitude of interventions in all areas opportunity to make an impact
*  Existing interventions are rarely, if ever, *  Existing interventions are regularly
eliminated or changed reviewed and eliminated when necessary
+  Count activities, hours of involvement, *  Measure the impact of interventions on
number of employees involved, etc. the organisation
« Limited management involvement in the + Extensive involvement and collaboration
HR process with management
* HR viewed as cost centre + HRis viewed as an investment in
*  HR staff is unfamiliar with operations employees
issues * HR staff is very knowledgeable about
operations

* HR staff's lack of knowledge of finance
and business concepts + HR staff is versed in basic finance and

business concepts
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In order to evaluate your workforce strategies, you must first be clear on what the outcomes are. Some

potential outcomes in each topic area are provided below, as are some suggested sources of information to

assess these outcomes. Details are discussed belowthe table.

Recruitment and

Potential Outcomes

Sources of Information

Selection
Job Des ign A All jobs relevant to service delivery and well A Review of job descriptions
designed A Feedback from new
A Job descriptions accurately describe the job recruits
Recruitment A The recruitment process is financially viable A Recruitment data (cost,
A The recruitment process attracts a suitable response rate etc.)
number of applicants
A The recruitment process attracts quality
applicants
Selection A The selection process is free from A Review of selection
discrimination activities
A The selection process ensures that the most | A Performance reviews
suitable candidate hired A Staff tenure data
Induction A New employees are effectively inducted into A New recruit feedback
the agency and their role A Time to full productivity
A Staff survey data

Development and

Retention

Potential Outcom es

Sources of Information

Performance A Performance measures are relevant to the A Performance review
Management job and organisation values records
A Activities used in performance appraisals are | A Disciplinary records
objective, reliable and bias-free A Feedback from clients
A Employees are motivated by their
performance objectives
Training and Skill A Training is relevant to job requirements A Feedback from attendees
Development A Training programs ensure effective transfer A Feedback from clients
of knowledge A Training costs
A Training programs are financially viable benchmarks
Career A Career plans are tailored to individuals A Feedback from staff
Development A Career plans are actioned in a meaningful A Review of agency capacity
way and capability
A Career plans support the needs of the agency | A Career path tracking
Knowledge A Team meetings are well-attended and A Staff survey data
Sharing valuable
A Job-related information and learnings are
shared in formal and informal settings
A External networks are healthy and effectively

utilised
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Methods of Evaluation and Review

Data Collection

One method of evaluating HR strategies is the collection and analysis of workforce/HR and financial data.
This data may come from a human resource information system (HRIS) if you have one, or may be colle cted
manually from your HR records. If you do not currently have this information, you may need to go through a
process of identifying your data requirements and creating data capture tools in a program such as Microsoft
Excel, just ensure that all data is captured in the same way, uses the same measures and is consistently
collected over time. If you wish to benchmark your data with other agencies, investigate the benchmarks

you with to use and ensure that you degtlesadl.igns so you

Document Review

It is important to review and evaluate HR strategies and processes in the context of the broader business

strategy and government guidelines to ensure your HR activities align with the current model of service
delivery yet are flexible enough to support any proposed change in direction or services. It is also important

that all your HR strategies and processes are consistent i.e. performance appraisal systems must
complement the job description, and training and development opportunities should be aligned with career

plans.

Observation

Observing tasks or a set of tasks as they are performed also assists you in measuring the success or
relevance of HR strategies, i.e. observing a person do their job may assist with the development of relevant

job descriptions, the effectiveness of training received or assess their performance. Direct observation can
be a non-threatening technique that allows you to easily measure changes in behaviour. Limitations of this

technigque are that it may be disruptive to the person being observed, may be unreliable and it require s

trained observers.

When observing tasks, it is important to be aware of biases that are often associated with these techniques.

Interviews / Workshop s

Qualitative feedback from managers, new recruits, clients (and possibly unsuccessful job applicants) can
provide valuable input to a review of the efficiency and effectiveness of your recruitment and selection
processes. Interviews or workshops with employees, clients or management can provide you with a flexible,
personal means of gathering data, with opportunities for further clarification on points if required. They can,
however, be high cost and labour intensive, be threatening to the interviewee and require trained

facilitators.
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If using this technique to evaluate HR activities, structured interviews may be the most effective method as
they will ensure questions are planned in advance and asked to each interviewee in the same way and often

allow for structured rating scales to be applied to answers.
The level of formality of this feedback method may depend upon the size of your organisation.

Surveys / Questionnaires

Surveys or questionnaires can be a low cost method of gathering information about your HR strategies. They
typically increase honesty of responses as they can be kept anonymous and allow the respondent to set the
pace at which they provide answers. Limitations include inaccurate or incomplete data and uncontrollable

response rates.

When designing a survey, consider the purpose of your survey, the specific information you need to collect

and the audience.

1. Identify the research problem and information requirements

A Seek out previous research or additional information

A If you want to draw ¢ omparisons to past research, collect the current information in the same
fashion, or consider how you might highlight any changes made

2. Decide on the type of information you need to collect

A Respondent characteristicsi who?

A Activities and behavioursi what?

A Attitudes and motivations i why?

3. Develop appropriate questions

A The way questions are worded is critical to the success of a survey. Use simple language and avoid
jargon, avoid leading questions and only ask one question at a time.

A Order questions in an appropriate sequence. Start with the easy questions and leave more difficult
or sensitive questions until the end.

A Different types of questions include:

e Open-ended questions - allow respondents to answer however they see fit. They can provide a
lot of detail but are also hard to aggregate and analyse if a lot of data is collected.

e Closedquestions - provide respondents with a range of answers to choose from. They make
analysis of results easier as you can compare aft
with the flexibility they require to respond appropriately.

e Rankings i allow respondents rank provided responses in order of importance. This allows
responses to be aver aged.nkthenmpetaneeng the folloning five b e, [
statements,with 1 being the most preferred, and 5 being t

e Scalesi scales such as the Likert scale allow respondents to rate the degree to which they
agree or disagree with a statement, or indicate the importance they attach to a factor. An
example mig h t be, Aito what extent do to &py=xdrenglywi t h t

disagree, 2 = disagree, 3 = neither agree or disagree, 4 =agree, 5 = strongly agr
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4. Identify how you are going to analyse the data collected
A Quantitative data is statistical in nature, i.e. provided in numeric form. It can be averaged,
aggregated, and you can identify results such as the mean responses. This type of data gathering is
good for large number of respondents.
A Qualitative data is best collected from small numbers of quality respondents as it re quires gathering

a lot of information that is not presentable in numeric form, i.e. open -ended questions.

Exit Data

Exit data is data you collect once an employee decides to leave the agency and it can often address a lot of
the areas you may wish to evaluate. It aims to identify why people are leaving the organisation, so retention
strategies can be based on fact rather than supposition. On a regular basis, managers should analyse exit
data, identify main impacts on turnover and staff dissatisfaction and include this information in

organisational planning and individual performance management.

Exit data can be collected in two ways: via interview, or via survey.

EXxit interview

Exit interviews are conducted by many organisations, but it is what is done with this information that can

play a vital role in recruiting and retaining the best employees. Advantages of exit interviews over surveys is

that they can provide more detailed information; however they are also more time intensive. The interview

shoul d, wherever possi bl e, be conducted by a person o
personal issues may have influenced the decision to leave. In addition, ensure the interviewer is aware of

how to conduct the int erview.

Things to consider:

A Ensure that the time and venue for the interview provides maximum opportunities for the interviewee to

give full and frank responses.

p>N

At the outset, explain the purpose of the interview, i.e. that it will be used to review e mployment

practices in order to improve staff retention and quality of client care.

>

Promise and ensure confidentiality of the information provided.

p>N

Find out whether they are able to withdraw their resignation and if so, offer this option to them

p>N

Be aware of personal biases, and not allow these to taint interpretation of the information provided.

>

Use the exit interview to build a positive parting impression of the organisation.

.

Refer to Template 15 for further information on exit interviews
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EXxit Survey

If exit information is collected via survey, it usually follows the same line of questioning as an exit interview,
and may be used in conjunction with the interview (e.g. offer the employee the opportunity to participate in
an interview to further discuss their responses; or for larger organ isations, following the interview, provide

the employee with the opportunity to complete an anonymous survey).

When designing an exit survey, ensure that:

A Options for closed questions are exhaustive (i.e. cover all possibilities) and mutually exclusive (i.e.
respondents have only one clearly appropriate respon
response itemd is specifically intended).

A Open ended questions are included.

A The survey is not too long.

Cost of Turnover Data
Several Australian and international researchers have calculated the cost of labour turnover, taking the
following components into account:

A Separation costs administration costs (e .g. calculating entitlements, conducting exit interview)

>

Replacement costs advertising costs, process to fill vacancy, pre-employment checks
A Lost productivity. lost productivity during period position is vacant, diminished productivity while new
recruit learns the job

A Training of new recruit

In 2001 for the Planning for Capability project, the cost of turnover was calculated within the sector based
on conservative estimates of 30% of the annual salary for Direct Support, Professional Hands-On and
Professional Indirect job clusters, and 50% of the annual salary for Managers. This was factored in with
current salary rates, and turnover rates within the pilot agencies. Extrapolating the pilot agency costs for
the sector, the conservative estimate of the cost of turnover within the sector was $15 million per annum.

This does not include the adverse effect on clients/consumers of disrupted service provision.

Managers can use the same approach to calculate the cost of turnover in their own organisation. The
following is a conservative costing of losing three direct support workers in a year (bas ed on a turnover

costing of only 30% of annual salary).

No. of direct support workers employed in the organisation: 10
Turnover of direct support workers: 30%

No. of direct support workers who resign each year: 3
Average salary of direct support workers: $37,000
Cost of turnover multiplier for direct support workers: 0.3 (30%)
Calculation:

= 3x$37,000 x 0.3 $33,3 00
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Note that the annual cost 1 $33,300 i is almost enough to employ an additional direct support worker.

This information can be used to reinforce to your management committee and/or peers the importance of

effective staff management and retention strategies.

The reduction of turnover within the sector will have a direct impact on availability of funds, as well as

quality of care for clients.

Who is involved in Evaluation and Review?

The table below provides examples of how your staff, managers and the agency as a whole can be actively
involved in evaluating and reviewing workforce/HR strategies. The list is not exhau stive i any actions you
implement will benefit greatly by thinking about the agency -specific tasks that are required for your agency

at these three levels, and assigning accountabilities where necessary.

Designing Work

Individual / Staff Manager Agency
A Provide constructive and A Facilitate activities required to A Assess results of the evaluation
innovative input to manager on illicit feedback from staff on activities and guide strategy
how strategies are perceived strategies that affect them at development in the context of
and may be improved work the broader business
A Participate in staff survey A Develop businesscases for new | A Monitor and report on cost V
or varied strategies, or changes effectiveness workforce
to existing strategies strategies

mzt How will Evaluation and Review make a difference?

Evaluating and reviewing your workforce strategies is important given that the sector is operating in an

increasingly competitive and complex environment.

The findings of well-designed and applied evduation activities will assist your agency in:

A Demonstrating the tangible value of the strategies

A Identifying where and how HR costs could be reduced

A Recognising the consequences of improper or ineffective HR practices
A Linking HR strategies to the agency direction
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Increasing accountability of all functions

Meeting CEOO6s requirement for HR to contribute to
Effective and value-add reporting to the Management Committee/Board
Helping HR get to the business table.
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TEMPLATES

Job Design
Template 1: Example Job Description

Template 2: Analysing your Workforce

Recruitment

Template 3: Daily Log of Applications

Selection

Template 4: Short-listing Job Applicants
Template 5: Bias Affecting Selection
Template 6: Behavioural Questions

Template 7: Letter of Appointment

Performance Management

Template 8: Performance Contract

Template 9: Bias Affecting Performance Appraisals

Template 10: Example Solutions to Performance Appraisal Difficulties

Template 11: Thought Stimulators

Training and Skill Developme  nt
Template 12: Development Plan

Template 13: Training Record

Evaluation and Review
Template 14: Workforce Measures

Template 15: Exit Interview

Templates from Queensland Disability Service Standards that are referred to in the Toolkit. Microsoft Word
versions of these templates can be found at:

http://www.disability.qld.gov.au/key -projects/quality/documents/sample -templates.doc

Recruitment Induction Training & Skill Development
Recruitment & Selection Checklist Staff Induction Checklist Staff Professional Development Log
Selection Performance Management Knowledge Sharing

A Interview Scoring Grid Staff Performance Appraisal & Action Minutes Format for Meetings

A Applicant Short-listing Matrix Professional Development Record
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Template 1: Example Job Description

Job Description

Position title

Support Worker

Summary

You will be working for the ABC Community Support Agency which is based in Emerald, Quesnsland; with

a total permanent staff of 25.

The starting salary range (excluding superannuation) is from $36,000. Further details will be discussed

following interview.

Duties and responsibilities

As a Support Worker, you will perform duties to support and foster positive relationships with persons with

a disability to ensure each individual has the opportunity to develop and reach their full potential.

To achieve this, you will carry out the responsibilities of the role while demonstrating the behav iours of
empathy, support and planning. Key responsibilities include:

A Follow daily tasks and schedules to ensuresafe and comfortable living environment

A Develop programs and activities that encompass individual needs to ensure participation and

development
A é

A Minimise risk by identifying and reporting potential hazards in the workplace to the Service

Coordinator to ensure appropriate controls can be implemented

Relationships and authority

You will report to the Service Coordinator on a monthly basis (in wr iting or face-to-face) and on an

informal basis whenever possible.

You will also have the responsibility of supervising casual staff as required.

In addition, you will report to the guardians/family of your clients. Suggestions for how to facilitate the se

types of discussions will be provided in your induction.

Selection criteria

A Experience in working with the client group and/or an understanding of the support needs of people
with a disability

Effective communication skills

Ability to follow instructi ons and offer input appropriately

Caring and non-judgmental attitude

> > > >

Knowledge of the Queensland Disability Services Act 1992

24Drawn primarily from Rimfire Resources (2007) National DisabilityeBstaim3\@udorce Benchmarking Report
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A Driveroés license and clear driving record.

Additional factors

We request 2 referees from recent employment (within the last five years if possible), and will also

undertake a criminal history check as part of the recruitment process.

As a Support Worker you will be required to work off site with clients, in their homes and communities. As
such, you will be required to travel. Your role may also include physical activity such as lifting clients,

depending on their physical requirements.

Accountability and performance standards

The ABC Community Support Agency is focused on measuring performance, and recognising when you do
a great job. Our formal performance process includes an annual performance appraisal, and we encourage

you to play an active role in tracking and reviewing your performance on a regular, more informal basis.

Great performance can be measured by a number of things including positive client feedback, application

of new skills after training, or a APat on the B
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Template 2: Analysing your Workforce

Determining the most appropriate workforce mix involves the following ste ps:

Question Response

Current Workforce

What proportion of your direct
support staff do you employ on a
permanent, temporary and casual
basis?

Number of permanent:
Number of temporary:

Number of casual:

How many of your casual staff are
effectively engaged on an ongoing
basis?

Number of casual ongoing:

Number of casual non-ongoing:

What proportion of your contingent
direct support workforce is more
often than not working either part -
time or full -time hours?

Record of hours per casual staff from [date] to [date]:

(does this number for certain staff fit more closely to a part -time
or full-time role?)

Are you using your casual staff as
6true casual sdé, i
to fill leave and unplanned vacancies?

Number of staff on planned leave from [date] to [date]:
Number of staff on unplanned leave from [date] to [date]:
Number of casual staff from [pre -date] to [after -date]:

(does this number fluctuate to accommodate leave?)

How many hours are your casual staff
typically working in a given pay
period?

Record of hours per casual staff from [date] to [date]:

(does this number vary considerably?f so, what are the trends?

What would be the specific
implications, from both the
organisational perspective and a
client service perspective, if staff
were employed on either a
permanent part-time or permanent
full-time basis?

Various data sources and consultations may be required to
respond to this question

Planned Workforce

A Determine how many permanent positions your organisation is able to sustain. Consider both the size
of you workforce and the nature of your particular client base in determining how many additional
staff are able to be employed permanently within your organisation.

A Reflect on past trends which indicate how many employees have in fact been working part-time or
full-time hours for a number of years.

A Reflect on past trends of the consistency of demand for services in your local community. For
example, if your organisation has provided service to anywhere between 10 and 12 clients during the
past 2 years, the overall demand for services from your organisation may not change dramatically.
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