Project Repor

Workforce Devagbment
Initiative

INFORMATIOM INSIGH® IMPACT

nfforw

Disability Services Queensle

2008

Contact:
Infohrm Consulting Service
Tel 07 3320 320Bax 0B368 3777
www.infohrm.com

Infohrm Pty Ltd
ACN 104 375 180

Tel +61 7 3320 3200

I
Fax +61 7 3368 3777 i
info@infohrm.com ) .
www.infohrm.com .

INFORMATION = INSIGHT = IMPACT



2 © Infohrm Pty Ltd



Disability Services Queensland
Project Report: Workforce Development Initiative

Table of Contents

Introduction 5

Synopsis of 20801 Project: Planning for Capability 6

ELEMENT 1: Update the People Management Toolkit 8

ELEMENT 2: Recruitment, Selection and Retention Review 10
Recruitment 11
Selection 26
Retention 34
ELEMENT 3: Workforce Data Collection 44
Summary and Recommendations 55
Appendix A: Short Survey for Toolkd &esearch 58
Appendix B: Agency Interviews 66

© Infohrm Pty Ltd 3



4 © Infohrm Pty Ltd



Disability Services Queensland
Project Report: Workforce Development Initiative

Introduction

The Disability Services-GQueenmkeahdO( DBIi@Rdndedlpddo r 8 §t
to boost the capacity of non-government service providers to provide high quality disability services. The strategy

focuses on developing contemporary business practices and on improving the effectiveness of operational service

delivery, and has four ongoing initiatives:

A developing the planning skills of non-government organisations

A establishing new or expanding services where there are identified gaps in service delivery

A developing the workforce planning and development capacity of the disability sector

A establishing the capacity for non-government providers to acquire and/or replace assets to ensure quality service

provision.

Recent changes, including the introduction of the Disability Services Act 2006, the Quality Framework, ongoing
ocomes of the 6éHave Your Sayé process and contin
client management necessitate the updating of the People Management Tool Kit for the Queensland Disability Services
Sector. This toolkit was developed in conjunction with Infohrm Group (then HRM Consulting) in 2001 as part of the
Planning for Capability project in response to a need identified by the sector to plan for workforce requirements over the

next five years twoi gilatvepliadhe at gthhe priogphte t inme hea

Two other project elements were conducted in addition to updating the People Management Toolkit: reviewing
recruitment and selection processes; and collecting workforce data for the disability services sector to use in workforce

planning.

This report represents the second deliverable for the project (with the updated People Management Toolkit being the first
deliverable). The report contains the following sections:

A Synopsis of 2000-01 Project: Planning for Capability

Element 1: Update the People Management Toolkit i summary of changes incorporated

A
A Element 2: Recruitment, Selection and Retention Review 1 detailed findings of research undertaken
A Element 3: Workforce Data Collection i detailed findings of data collection exercise

A

Summary and Recommendations
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Synopsis of 20001 Project: Planning for Capability

Il n 2001, I nfohrm partnered with Disability Servic
the development of an inclusive workforce planning methodology across the entire Queensland Disability Sector. This

complex, sector-wide project occurred over an 18 month period and involved:

Designing and developing a workforce planning approach suitable for a diverse sector

Educating managers in the 35 non-Government organisations about the workforce planning process

Collecting and analysing supply and demand data for 30 percent of the sector workforce in Queensland (see below)

Analysing retention data, including post exit survey and focus groups of current staff

> > > > >

Analysing results and developing strategies for the sector

Devel oping a Opeople managementd tool kit i ncor g

>\

areas.

The research conducted as part of this project found that the sector was facing a multitude of workforce challenges,
particularly high labour turnover, increasing demand for staff and gaps in skills levels. The People Management Toolkit
was then designed based on this information, providing managers in the Queensland Disability Sector with practical
information on a range of people management practices such as recruitment, performance management, training and

skill development, and management development.

In addition to developing the People Management Toolkit, the Project Team and Steering Committee examined macro
i ssues which required consideration and action at
three areas addressed were promotion of disability sector as an attractive employment option, management

development and knowledge sharing.

he projectds wor k-fmeeguivaent paidrwerkpryinghs sectorthad thegfollo@ng fofileo f f u | |
Modest staff growth in the sector over the past few years
Majority of the staff (68%) in the Direct Support Hands-On job cluster
Highly contingent and flexible workforce: 58% of staff employed on a permanent basis and 44% part-time
71% of the sectorés staff were female
Mature workers rather than people in the 15-24 years age bracket

Half the sectordés staff had | ess than three yeal

D> > D> D> > D>

Median turnover of 28% for the Direct Support job cluster, significantly higher than the national All Industries median
for 1999, of 9.1%, and the median for the Human Services sector, of 14.7%

A There are likely to be significant staff shortages over the next 1, 3 and 5 years, because of high staff turnover within
the sector, and forecast increased demand for services/staff. It is noteworthy that in each scenario i including the

@nost likelyd s ciestaffahortages are forecast.
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The demand forecasting component of the project found that an additional 22.9% of staff would be required in the period

to 2006 across all job clustersahdr uphéod®m8s 5 %l i |
(Table 1 below).
Best case scenario Most likely scenario Worst case scenario
A Increased levels of funding to A Moderate funding increases - A Funding will not meet demands -
meet needs and expectations increasing capacity to deliver services only provided once
A Development of strong, positive some services client need has become critical
leadership culture A Marginal improvement in A Lack of sector leadership,
A More responsive service which is leadership capability resulting in lack of vision and low
community based A Some innovation which improves level thinking
A Innovative practice across the service delivery A Clients have little say in
sector A Continuing development of decisions being made about
A Greater accountability and service providers them
decision making authority A Movement towards increasing A Unresponsive services working
A Unmet need is quantified and responsiveness and building in isolation
resourced partnerships A Reduced flexibility and
A Significant unmet need innovation
continuing

Workforce Development Initiative 2200038

Since 2001, much work has been done by Disability Services Queensland and associated bodies to make a difference
for people with a disability and the people who work in the sector. The sector however, is still facing challenges from

predicted shortages in staff numbers and increasing gaps in skills as expectations continue to increase.

Please refer to the relevant sections of this report for detailed outcomes of each of the following project elements:
1. Update the existing People Management Toolkit (now called the Recruitment, Development and Retention Toolkit)
2. Research recruitment, selection and retention practices

3. Workforce data collection and analysis

© Infohrm Pty Ltd 7
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ELEMENT: Update the People Manageniroolkit

In undertaking a review of the 2001 People Management Toolkit, a number of activities were undertaken:

>\

Electronic survey distributed by NDS on behalf of Infohrm (refer Appendix A for a copy of the survey)

>\

Telephone and face-to-face interviews with agency representatives from across the Sector (who agreed to an
interview following participation in the demand forecasting activities or survey). (refer Appendix B for a copy of the
broad interview structure, and the agencies who took part)

A Project team discussions (between Infohrm, DSQ and NDS).

The findings from these data gathering activities were combined with recommendations from our own internal critique of

the Toolkit to produce the following amendments.

Language

The first major change was a move fromfi Pe o p | e tMa ntag efimRec r ui t Rnetnd gsttheDeenvée |
Tool kit name. AfPeople Managementod is a broad te
wider HR community. T h e A Rbelliograimsitotentoerayet managddsdovamly o p me r

the practices described in the Toolkit to the key challenges they are facing in terms of recruitment and retention.

Another change is a move towards more meaningful language i which in most cases means less HR, theory and jargon.
Infohrm will work in conjunction with DSQ to tailor the language so that it will resonate with the audience, and is also

consistent in terms of descriptors such as worker or employee or staff.

Structure

Firstly, the structure has moved from the overall employee life cycle approach of the People Management Toolkit, to the
two sections within the Recruitment, Development and Retention Toolkit T being Recruitment and Selection (new staff),
and Development and Retention (current staff). This is to assist in guiding the reader to the most relevant section.

Templates and Useful Resources are all in one section rather than distributed throughout each chapter.

Three key questions have been introduced to each practice chapter:
1. Whatis [practice]?
2. Whois involved in [practice]?

3. How will [practice] make a difference?

Much of the existing 2001 content did fit within this structure; but it was felt that the three-question approach provides

more clarity for readers and is consistent with other published Toolkits.

8 © Infohrm Pty Ltd
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Visual Impact

Several changes were made to improve the visual impact of the toolkit, most notably the introduction of icons. As well as
being visually pleasing, the icons guide the reader to particular sections and assist with the overall consistency in
structure. We encourage the icons to be translated to the online version of the Toolkit, and will be discussing with DSQ

in the near future how this new version of the hard copy Toolkit should be produced and packaged.

Content

Of the 22 organisations that responded to the electronic survey, 10 had referred to the Toolkit since its launch in 2001, 5
had referred to it but not since 2001, and 7 had not heard of the Toolkit. Further investigation through interviews
suggested that the main reason for the relative lack of usage was that most agencies had developed their own internal
systems, or gain HR assistance from organisations such as Commerce Queensland. As described in the introduction to
the Toolkit, the diversity of agencies within DSQ means that not all content/practices are going to be applicable to all

agencies; however it would be pleasing to see a higher usage rate amongst agencies.

To assist in improving the overall appeal of the Toolkit as a practical resource, the following changes were implemented

in terms of content:

A Overall length T most chapters within the Toolkit have been shortened to produce a more short and sharp overview
of the practice, focusing on those activities that are the most relevant to the sector, or most critical, or have the
hi ghest i mpact. The I engthy case studies
relevant to most interviewees beyond andtopicethat
aecur rently Ain focuso.

A Manager r es p oimanagdsiaré opetating in & Jeng tismespeoremidnient, therefore within each
practice, examples are given of how individual staff and the agency as a whole can contribute to the practice to
show that recruitment, devel opment and retention

A Prioritisation i wherever possible, recommended activities or strategies also provide information about likely
budget/resources/time required to support taking that particular action, and the likely risk if the practice is not put
into place.

A Evaluation i combined existing information and new research into a defined section on the Evaluation and Review
of workforce strategies. A number of interviewees supported the need for a continuous improvement approach to
workforce management, and this section of the Toolkit provides valuable information and recommendations for

those agencies that are ready to explore or implement effectiveness measures.

Communication

(APrc
ain
i s

These changesare r el ati vely meaningless without a targete

Toolkit. Infohrm will work with DSQ to present the Toolkit in a series of workshops across the sector, and assist as
required in the development of a communication plan which allocates responsibility and shows commitment for the

ongoing distribution in hard copy and online.
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ELEMENT: Recruitment, Selection and Retention Review

The aim of the Recruitment, Selection and Retention Review is to provide a literature review to Disability Services
Queensland (DSQ) on current recruitment, selection and retention strategies which may be beneficial to the Sector, and
to support the modifications made to the Recruitment, Development and Retention Toolkit.

The review focuses on theory and practice that may be most relevant to the disability sector within the three broad areas
of recruitment, selection and retention of staff. This research supports the application of several broad frameworks and
practices that are generalisable to all types of organisational sectors. So, whilst much of the seminal works are not
based in the disability sector specifically, the core principles that underline success of these processes can be applied to
the sector. Where appropriate, better practice examples from the disability, health or community sector, gathered
through I iterature reviews, or i ntervi &awesnmetonduc

Organi sationsd have beegaonoiteeteeont i fi ed t o highlight

Overview

The recruitment and retention of skilled staff is becoming increasingly important to organisations in all industries. With a
changing demographic profile, changing expectation of work and often critical shortages of skilled staff, organisations,

both in Australia and overseas, are competing for access to an increasingly limited labour market.

The very nature of work in the disability sector, the geographic diversity and distribution, and the reliance of non-
government organisations on government funding add to the complexity of this challenge for many agencies in
Queensland. This environment of labour market shortages, social and technological changes, cross-industry competition
and globalisation is requiring organisations across the board to be increasingly more creative in the way they operate,
both with regards to recruitment and selection, and the retention of staff. With the balance of employment power
currently in favour of employees, investment in, and practice of, effective workforce management practices will become

critical to future success.
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Recruitment

Recruitment is the process by which organisations locate and attract individuals to fill job vacancies created by people
leaving or being promoted, and to sustain organisational growth. Unless the recruitment process is well planned and
developed, organisations run the risk of recruiting the wrong number of people in the wrong positions. When designing
recruitment strategies, it is important to be aware of the challenges posed by the current environment. This then allows
recruitment strategies to be well informed and targeted, capitalising on the opportunities that exist within the labour

market such as mature workers, and highlighting the benefits of working in the Sector.

Recruitment Fundamentals

A recent Hudson survey of close to five thousand Australian organisations found that half have experienced a rise in
recruitment expenses of up to 50 percent, with part of this being a result of the increased average time now needed to
successfully recruit a new employee (one quarter of this sample report that the average recruitment time is now greater
than six weeks). This aligns with research conducted by Rimfire Resources for NDS Queensland where agencies
reportedthe average number of weeks to replace staff s

6al waysd having difficulty recruiting appropriate

Given this, it is imperative that recruitment practices are well researched and developed to attract appropriate candidates
in a cost and time-effective way. To develop targeted recruitment strategies, it is important to:

Understand the existing workforce

Reassess workforce requirements

Design meaningful jobs

Create effective employment branding

> > > > >

Investigate feasibility of outsourcing

Understand thexistingworkforce

When assessing the recruitment functi on, it i's I m
types of employees have typically performed well and been loyal to the business in the past? Collecting individual

performance information will enable organisations to determine what the top performers are contributing and which

specific skills, knowledge, abilities and behaviours lead to this success. This process may also allow an assessment of

any current or anticipated gaps in either staff numbers by job roles, or in skills or experience currently within the

organisation and those required. By linking recruitment practices with training, incentive or employee management

systems like performance management, employers can better understand the types of people they need to deliver

services.

This first step is clearly linked to workforce planning, with more detailed information of analysing your current workforce

provided in the Workforce Planning Guide.

l16Hudson Empl oy riedsorOctabeniDecdmbrr200 e nd s 6,
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Reassessvorkforcerequirements

More and more individuals are exploring and accepting employment opportunities outside of their immediate area of
experience or qualification in this time of labour shortage and high demand for skills. 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 to work with people with a disability. Howeve r al most as many people od
attracted to it. Given this, it is important to reassess the requirements stipulated when recruiting for staff. Clearly identify
the types of skills, experience and training or education that candidates require to perform the job T does the job role
require specific experience in a similar role or can a certain skill set or desire to learn enable candidates to be
successful? Broadening requirements and communicating this effectively in job descriptions and job advertisements
may encourage suitable applicants to apply for roles they may not have previously considered, thus expanding the
applicant pool.?2

Designmeaningfujobs

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, productivity and job satisfaction. Building on this understanding, jobs should be designed to
incorporate opportunities for further enrichment and responsibility. Meaningful jobs will help attract the right people to the
job in the recruitment process; help the organisation understand the requirements of the job for performance

managementi mpr ove the quality of empl oyeedspovigedr k | i f e

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.

1. Varietyensure that workers continue to be challenged and have a variety of duties

2. Identity:provide opportunities to do a job from beginning to end with a visible outcome

3. Significanceensure staff see the substantial impact they have on the lives of other people

4. Autonomytailor the role for independence and discretion on a day-to-day basis (providing autonomy does not
counter the need for supervision)

5. Feedbackensure the job itself provides direct and clear information about individual performance3

Flexible work practices, i.e. a choice of how and when people work, are becoming increasingly attractive to potential
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 permanent part-time positions.

20Getting to AYes o wi t hAntefican B&kegsissociateom Aikd@adotreak \ol.99 (issue 3)8m30Bi el s ki
March 2007
3 Fisher, Schoenfeldt and Shaw. 2003. Human Resource Managerdeughton Mifflin Company, USA. P454.
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There is the potential to maximise the flexibility offered by the sector to increase interest in support roles. For instance,
Perthdés Holl ywood Private Hospital took | arge ste
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

candidates was overwhelming demand for flexibility. Taking onboard 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).

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 not all worked

bet ween O0standard6é office hour s. ,clEnhreqsrements, &nd thed e p e n
demand from the labour market/employees when trying to full.

Createsffectiveemploymenbranding

The most effective and successful businesses are those that attract, recruit and retain the right people. The right people

aaenot only those who fit the selection criteria f
values and thus are willing to perform at a high level and remain loyal. When promoting an organisation in an effort to

attract future employees, it is important to know the target market and to concentrate recruitment efforts on this group,

instead of trying to be all things to all potential candidates. Part of this is in the communication relayed about what it

really is like to work for the organisation,

Research conducted by Erickson and Gratton for the Harvard Business School advises communicating the
organi sationds O0signature experiencebd to potenti a
bestconveys what iitbdés really |Iike to work at your comp:
five guidelines to help establish and leverage this signature experience:
1. Define your target employeddentify target potential employees in a methodical fashion (in the same way
customers would be identified).
Address business needstablish a signature experience that helps to meet a particular business challenge.
Share your storiee ncourage current staf fegmemndarysd tsd gmarml
to potential recruits.
4. Strive for consistencygupport the signature experience with processes that communicate consistent messages to
all employees.
5. Have courage in your convictioasept that your organisation cannot be, and should not be, offering all things
to all empl oyees. No matter what is involved in

right people who are best matched to the culture and values and who wish to further its interests.

© Infohrm Pty Ltd 13
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An example of where this practice has been applied is in an organisation that was unable to pay its employees standard
industry salaries, so targeted potential candidates who prized flexible working schedules. The organisation created a
signature experience system whereby employees were able to work from their homes and trade shifts using an online
community board. Job satisfaction was found to boost employee productivity by 30% and customer service levels

jumped 38% when compared to industry averages (Harvard Business Review, January 10, 2008)

Investigate feasibility of outsourcing

Organisations 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 impacts
on management capacity. In many cases, these operational functions significantly reduce the ability of managers to

undertake key management activities and to operate strategically.

The use of an external service is a potential viable strategy, ranging from occasional assistance with the sourcing of
applicants, to the ongoing employment and management of an entire casual pool. Table 1 provides examples of

potential benefits and pitfalls of using external services.

Teble 1: Potential Benefits and Pitfalls of Outsourcing

Potential Pitfalls

Potential Benefits

Flexibility

Increased flexibility to respond to client need by
accessing an agency pool with 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 strategically to
improve the quality of service for clients.

Investment in learning and development
A lack of any developmental focus for employees is likely
to jeopardise the quality of client service provided.

Management by number of hours worked
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

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.

14
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Recruitment Challenges

Most challenges faced in recruiting for the disability sector are not necessarily unique, with the ageing population and
ageing workforce, population growth, changing expectations of work, and skilled workforce shortages creating strain on
most industries. Compounding on these global challenges however, are geographic distribution, cultural diversity* and
most importantly, limited government funding. A number of these challenges and their impact on the disability sector are

discussed below.

Ageing population and ageing workforce
The age composition of Australia's population is projected to change considerably in the near future. As illustrated in
Figure 2 below, the proportion of people aged 0-14 years are reducing significantly due to historically low fertility rates;

while people aged over 65 years are increasing, with the proportion of people over the age of 85 also increasing.

Figure2: Proportion of the Australian Population by Age Group

Per cent Per cent

100 4 100
a0 4 &0
G0 4 B0
q0 t 4 40
20t 420
0 ]

1967 1987 2007 2027 2047
w014 15-B4 ES-84 85 and over

The ageing of Australia's population is, and will continue to affect agencies in the disability sector on two fronts:

1. Age of the populatiotie population with life-long disabilities are living longer, and as they age, deterioration is
more marked®. To complicate this situation, the needs associated with old age add to current needs associated with
their disability’. One important consideration however, is that the profile of people who are ageing is changing, with
more people entering older adulthood without disabilities.

2. Age of the arkforce:the disability sector workforce profile is, on average, older than the general workforce. The
greatest growth in the general workforce will be in the 45-64 age groups out to 2051°, Implications of an ageing

workforce are potentially three-fold:

4 KPMG. 2006. Investigation into workforce capacity li¢sui@svw.nda.gov.au/cproot/506/2/WorkforceCapacitySummaryReport.pdf
5 The Treasury. 2007. Intergenerational Rehttpt//www.treasury.gov.au/contentitem.asp?Navid=&ContentID=1239

6 Disability Council of NSW. Position Statement on People with Disabilities who are Ageing
http:/iwww.disabilitycouncil.nsw.gov.au/portfolios/ageingdisability/position.html

7 http:/doc.afdo.org.au/AgingDisability Policy May2005.pdf

8 http://www.aihw.gov.au/publications/dis/da/da.pdf
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a) Increasing numbers of retirements in the near future will dramatically impact on the size of the disability sector
workforce, and those people wanting to phase their retirements will require innovative ways in which they can
continue to engage in the workforce while reducing the workload or changing the type of work they do.

b) As the workforce ages, it is likely that the type of work they can, or want to do, will change even if they are not
ready for retirement - elements such as heavy lifting will not always be appropriate for these employees.

¢) In addition to the physical side of the work, many carers also find it emotionally draining, and may need

considerable support from their peers and managers if they are finding it more difficult to deal with particular
situations as they age.

On the positive side, the ageing of the Australian population is reportedly moving away from city centres as they
become older, and as such the mature-aged workforce may be a key candidate pool for regional organisations.

Retiremenintentions
At a national level, the vast majority of working Australians continue to hold onto the idea of retirement to follow the end

of a productive working life (Figure 3). Proportionally very few employees claim to hold the intention to continue to work
beyond normal retirement age®.

Figure8: Retirement Intentions 2008

500
400

9)

00
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Persons

100
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45749 50754 55159 607164 65169 70+
Age Group
M Intends to retire from full-time work and work part-time
O Intends to continue with full-time work
B Never intends to retire from full-time work

A study conducted by the ABS between July 2006 and June 2007, shows quite a different trend of retirement intentions in
thede al t h car e a nndustrysapsbownanlFigura 4 bslaw.sTte aumber ef deople intending to retire
increases significantly as opposed to decrease as the age brackets increase, i.e. double the number of people expect to

retire between 65-69 years than between 45-59 years.10 This will see an increasingly aged workforce in the sector in the
coming years.

9 Australian Bureau of Statistics. 2008. Retirement and retirement Intentions. Austral020T:#8 No. 6238.0. Available:
http://www.abs.qov.au/AUSSTAT S/abs@.nsf/DetailsPage/6238.0Jul%202006%20t0%20Jun%202007?0penDocument

10 ABS. 2008. Retirement and Retirement Intentions.
http://www.ausstats.abs.gov.au/ausstats/subscriber.nsf/0/C2E24792EB192B61CA2573D700178DA6/$File/62380 jul%202006%20t0%20jun%2020
07.pdf
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Figuret: Retirement IntentitorsHealth Care andi&lo&ssistance 2007
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The literature suggests premature retirement dilutes organisational diversity, narrows the leadership development pool,
contributes to higher training costs, reduces organisational flexibility and interferes with the processes of learning and
innovation. As such, it will be important for organisations to understand the retirement intentions of their workforce and

manage the transfer of knowledge from employees intending to retire.

Population growth

Population change, particularly in the south east corner of Queensland is expected to have a significant impact on the
demand for services, gradually transforming both the client base seeking services and the profile of the staff available to
deliver services. While the overall disability rate in Australia has not varied, 20.1% in 1983 compared to a rate of 20.0%
in 2003, the impact of population growth is expected to contribute to greater numbers of persons seeking the services
and support offered across the sector. Similarly, the growth in the rate of persons aged 75 years and older, and young
people aged five to fourteen years (from 2.7% in 1993 to 4.9% in 1998)12 with profound or severe core activity limitations

is also expected to contribute to increased demand for services..

Changingexpectations of work

Parttimework

Over the last thirty odd years, the proportions of males and females working part-time have risen substantially from 4.6
percent and 24.7 percent (respectively) in 1971, to 14.8 percent of employed men and 45.7 percent of employed women
in 2006. This increase has been associated with changes in the types of jobs available and individuals exercising their
preference to work fewer hours for personal reasons. Part-time work in Australia is also more prevalent among the
younger age groups and, is almost double the OECD average. In 2006, for example, part-time employment (less than 30

hours per week) made up over a third of all employment in the 15-24 year age group.

11 Wen, X. (2005) Available http://ec.europa.eu/economy_finance/events/2005/workshop0205/3en.pdf
12 A[HW. (2003) Disability prevalence and trends. Available http://www.aihw.gov.au/publications/dis/dpt/dpt.pdf
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As highlighted in Figure 5, the number of part time employees has grown each year since the mid 1980s, compared to

the growth rates of workers employed full time which experienced reductions in the early 1990s.

Figures: Change iverageAnnuaEmployment
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The majority of the direct support workforce within DSQ agencies is either part time or casual (59%)3; however data on
the split between part time and casual is not currently available. In addition to the comments regarding a large casual
workforce outlined above, employers within DSQ will need to assess if this workforce representation is putting them in

the best position to attract new entrants to the workforce, i.e. for those qualified and experienced workers seeking

O6bal anced6 and flexible employment arrangements.

Caretaking responsibilities

Coupled with the ageing population, increasing numbers of elderly people in Australia are living alone leading to rising
care-giving responsibilities for younger generations. Despite an increased presence and role of women in society and
the workforce, attitudes towards who should assume these responsibilities remains largely unchanged. Research
conducted by the Harvard Business Review into women in management found that two thirds cite family responsibilities
acted as a barrier towards them advancing in their profession. So although the previous two decades have seen an
increasing number of women join the labour force, the growing need for care-takers as well as the rising number of
single parent households may affect this trend in the future, particularly for the disability sector where the workforce is

predominantly female.

Generatiory

One particular demographic change that is providing numerous challenges to organisations today derives from the
increasing proportion of the workforce comprised of Generation Y. With an employment outlook and expectations
shaped primarily by advanced technologies, the Internet, rapid communication, information overload and workaholic
baby boomer parents, HR professionals claim that this generation of workers are demanding more flexibility and
meaning in their roles, higher rewards, freedom to advance their professional learning and development opportunities,

quicker succession and better work-life balance than older employees.

13 Rimfire Resources (2007) National Disability Services Queensland Workforce Benchmarking Report
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The age cohort that comprises Generation Y has also grown up during an economically prosperous period and has only
ever known the employment conditions of a tight labour market which leaves the power in the hands of the employee.
Therefore, if their current expectations are not met in one job, they will readily move on to the next challenge.* On the
other hand, employees of this generation are also believed to be independent, innovative and creative.1s

Employers, however, need to beware of the stereotypes of Generation Y employees arising from the difficulty in retaining
workers from this generation leading to the perception that they are substantially harder to manage than any preceding
generation.’® While occupational psychologists posit that this concept of Generation Y does exist, that it is more of a
learned behaviour, which results from their being more comfortable with using technology for communication and at
work, as opposed to an ingrained quality. Despite this though, employers must not assume that everyone who falls within
this generation fits the same profile.

Recruitment activities, then need to be mindful of those who do not fit the stereotypes, i.e. online applications cannot be
assumed to reach all people in this age group so other application process must be integrated. At the same time, it is
important to be aware that potential candidates outside this age bracket may be more technologically capable than those
much younger so it is suggested that the same application process is provided across labour pools. This point also
highlights the usefulness of structured behavioural interviews (and/or aptitude and psychometric testing) in determining

the actual skills, traits and quirks of potential employees of all ages.'’

The predominant age group within DSQ agencies is currently 41-50 years of age (31.6%)!8 and where job loyalty has
recently been viewed as something vacant from the employment outlook of Generation Y, it now seems that Australian
employees of all ages are taking advantage of the tight labour market and employing the ethos of quick money and rapid
succession in the workplace. A recent survey conducted by recruitment and networking site Linkme.com.au has found
that 82 percent of Australian employees aged between 41 and 55 are currently seeking new employment, which is

contrary to traditional perceptions about the loyalty of mature workers.?

Jobsboomdiscouraginguniversityenrolment

The booming job market in Australia appears to be swaying an increasing number of young people to skip university and
delve straight into full-time employment. Changing demographics also mean that fewer students are completing Year
12.20 |n 2001, just 59 percent of 17-year-olds in Australia had completed their Year 12 certificate, or an equivalent
qualification. This level of educational attainment has remained consistent over the past 40 years and it is now feared it

will lead to Australia having the lowest proportion of citizens with upper secondary qualifications in the OECD by 2010.

“6Making Tal enThe McKiBsey Quart@digianuary 208 i or i t y 0,
http://www.mckinseyquarterly.com/Organization/Talent/Making_talent a_strategic priority 2092

5’6Generation Y: Un d e r SHLaGhoHal NeWwséetiatuany p088 dttp://shenewsleReecamrdisplay/Pané®ih t 6 ,
%96 Maki ng Tal enThe BcKifdey Quatly@lgianuary2®8 i or i t y o,
http://www.mckinseyquarterly.com/Organization/Talent/Making_talent a_strategic_priority 2092

"6 GeneratiomeY!l mpgrader ShlaGRiacNewsiettamrag 2088 fittp://shl-newsletter.com/display/?a=6949

18 Rimfire Resources (2007) National Disability Services Queensland Workforce Benchmarking Report
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For those who did complete Year 12, only 40 percent went on to further tertiary studies.?! This issue will potentially be
exacerbated in coming years as university fees for students are predicted to increase dramatically over the next three
decades and climb as high as $26,349 per annum by 2037. This figure comes from research released by the Australian
Scholarships Group who also report that school leavers are subsequently rethinking university enrolment as a result of

this concern over accumulated HECS debt and because of the lure of the current employment market.

Furthermore, TAFE courses are now attracting higher demand which is also contributing to the dropping number of
university enrolments. These issues are all adding to the current skill shortage woes, with particular labour shortages
expected in the sciences, agriculture, engineering, architecture and building disciplines. This shrinking output of skilled
professionals is falling well short of the continued growth in demand and the increasing concern now is that the skills
shortage and low unemployment are leading to unsustainable wage rises which is, in turn, placing upward pressure on

inflation and already rising interest rates.2

While a number of DSQ agencies have traditionally recruited on the basis of values over qualifications, recent research
conducted by NDS Queensland and Rimfire Resources found the skill level required for disability support is high, with
respondents reporting:

A 50.5% of their staff hold a Certificate |1l level qualification;

A 15.1% hold a Certificate level IV level qualification;

A 6.4% hold a Diploma level qualification:

A 15.5% hold a Degree level qualification; and

A 2.3% hold a post graduate qualification.

Attracting and retaining these qualifications to the sector presents a significant challenge.

Corporate and social responsibility

There is a strong belief that employees seek out and sign on with employers who they perceive to meet their own beliefs

and values, and the Toolkit recommends a number of practices to support this. The ethical behaviour of organisations is

also becoming increasingly important for branding a business, with corporate and social responsibility increasingly

coming to include environmental awareness and contributon,wi t h  an or gani sati onds br ar
weaken depending on their apparent green credentials. Consumers and employees alike are now demanding a strong

agenda on good ethical behaviour and environmental commitments. Given that the consumer base and skilled labour

pool are essential for the success of any business, corporate responsibility is now not simply an altruistic sentiment, but

an organisational imperative.2*

The DSQ Annual Report 2006-07i ncl udes i nf or mat i o nthatewould bé usee by ayelciesv i r o n |

who are sensing a need to promote this aspect of the sector in order to attract and retain employees.

2620: 20 AulHudsougust2004Ser i es 6,

ZoUni Fees F dmneduastaiiafanuary @3, 2R0®httpkwe.tiéeaustralian.news.com.au/story/0,,23094392-2702,00.html
BoUni s Bypass elde Agebt Jaduanyl2@8 Bec k on 6,
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Geographic distribution
DSQ agencies deliver services to Queenslanders across 10 regional offices throughout the state, thus supporting a
workforce that is dispersed, exacerbated by the often isolated nature of the support worker role. The large indigenous

population also has an impact on services.

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.

In 2001, Queensland had about 700,000 people living in outer regional areas and 150,000 people living in remote and
very remote areas i in both cases this is a higher number than the other states and territories T presenting challenges
for the delivery of health and disability services. Within this distribution, Indigenous peoples are less urbanised than non-
Indigenous people, with 45 percent living in major cities and inner regional areas, while 29 percent lived in outer regional

areas.®

The 2002 National Aboriginal and Torres Strait Islander Social Survey (NATSISS) found that over one-third (36%) of
Indigenous people aged 15 years or over had a disability or long-term health condition which limited their ability to
perform everyday activities. Among Indigenous people with a functional limitation, 8% had a profound or severe core
activity limitation, meaning that they always or sometimes needed assistance with at least one activity of everyday living

(self-care, mobility or communication).

In non-remote areas, after adjusting for age differences between the two populations, Indigenous adults were much
more likely than non-Indigenous adults to have a profound or severe core activity limitation, regardless of age (graph
9.22). The earlier onset of long-term health conditions and/or disability, and consequent need for assistance, means that

Indigenous people have a comparatively higher need for service provision at relatively younger ages.?

Limited access to funding

As reported i n t hegort Wx@tnuihgSotv gay rates, higi skill teduiemer and pooopublii

perception of the disability sector workforce, the sector will soon be in crisis if workforce issues are not addressed. NDS

Queensland recommended:

A That the Queensland Government implement funding arrangements that support the attraction and retention of
appropriately skilled staff, with training and development, remuneration and working conditions that reflect relevant
industry benchmarks and work value

A That the Queensland Government initiate a joint task force on the removal of red tape and micro-management of

funding arrangements.

% The Health of Queenslanders, 2006. Available: http://www.health.gld.gov.au/cho_report/documents/32048 1.3.pdf
26 ABS. 2007. Year Book. Cat. No. 1301. Available:
http://www.abs.gov.au/Ausstats/abs@.nsf/7d12b0f6763c78caca257061001cc588/99C147D03EIBESFICA2572360002CAA4?0pendocument
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Recruitment Strategies

Recruitment and selection processes have been heavily researched in the last twenty years as a focal point of
organisational competitiveness. Practices have not necessarily changed much over this time, however the emphasis of
these strategies has changed given the emerging challenges outlined above, as have the way in which strategies are
executed. The means of executing recruitment activity is also shifting i with increased availability of improved

technology, career websites, electronic job boards and databases are now primary vehicles for attracting job applicants.

Organisations are increasingly finding that mass-recruitment strategies are missing the target as there is no longer the
6mass 6 | ab ommandgedsiehd optingfor arategiesvsucti as employee referrals, internal recruitment,
and targeted recruitment efforts. These strategies are discussed below and should be considered by agencies as a
priority for implementation (or if already in place, a review of the existing strategy to assess its effectiveness and modify
as needed).

Employee Referrals

Word-of-mouth advertising is a quick, effective and usually inexpensive way of promoting employment opportunities.
Theory suggested that current employees refer friends or acquaintances that are well qualified and motivated, as they
put their own credibility on the line in recommending the organisation and the position?’. This recruitment strategy has

only recently started taking off in the public sector after proving to be very successful across private organisations.

Research conducted by James Hardie (in conjunction with Deloitte) found that the best recruitment results come from
empl oyee referrals. Del oi tt en, r ecvad hpeedd O6HFa rnddi el bisk ee
estimated $1.2 million in that financial year on agency placement fees, advertising and associated costs. An underlying
principle of this approach is that employees know the culture, know the organisation and are able to find people like

themselves to join the business, and employees are rewarded for doing so (HR Monthly, 2006).

The generally accepted practice is that those employees who refer a later employed candidate are compensated with an
initial modest payment and sometimes later a more significant amount when specified milestones are reached (for
example, the passing of probation).28 While this may not be appropriate in the disability sector, there may be alternative

ways of thanking employees for referring appropriate candidates.

Internal Recruitment
When employers are finding it increasingly difficult to recruit external workers to fill key positions, one measure may be to
look internally for talent. This reduces recruitment time, as the candidates are already known to the organisation; it also

reduces the time spent on training and socialising and provides existing staff with a career path.

27 Fisher, Schoenfeldt and Shaw. 2003. Human ResoertManagemenioughton Mifflin Company, USA. p454.
BGRecruitment and Selection of Public Wor Havigmand Nays,Publicer nat i o
Personnel Managemisit 2004, Vol. 33 (Issue. 3), pp.237-253.
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If there are no suitably qualified or skilled internal candidates, organisations may need to consider adopting training and
development initiatives to enable these existing staff members to tackle new challenges, however the expenses saved
with not having to complete external recruitment may be sufficient to carry out internal training which may also act as a
retentontool f or the bus¥®¥nessds current workforce.

There are disadvantages of this strategy that need to be considered. If the organisation is already short-staffed of trying
to expand there may be insufficient qualified individuals to fill the positions, and in addition, a vacancy will be created in
their old position that will need to be filled. It is therefore important that the source of recruitment, internal or external is
identified for each job. This will typically be determined by the external availability of certain job roles, the costs
associated with advertising and training and the provision of career development opportunities for internal staff.

Targeting Recruitment Efforts
Matureage Employees
While the disability sector workforce is comparatively older than many other industries, mature-age employees will
constitute an increasingly large proportion of the labour market and, as a result, recruitment strategies may be targeted
to this group in order to fill shortages and bring with them a wealth of experience. To attract mature workers, employers
can adopt certain practices that are likely to greatly assist in the recruitment process:
1. Pay attention to words used in job advertisements
The words or phrases used in advertisements can immediately draw job seekers in or instantly turn them off. If
mature-aged workers (or any other minority employment group) are a target pool, stating that the organisation is an
equal opportunity employer may be effecgeatve, E
opportunities for retireeso will <cl| eguassing arti cul
2. Avoid making assumptions
Many mature workers are interested in learning opportunities and advancement, not just income. These workers
typically accept positions with the intention o
jobs for improved wages. The assumption that these workers, because of their age, would not accept a position that
offers less money than they were previously on is more often than not, falsely based, which is potentially a huge
advantage for the disability sector, which can provide meaningful work but not always compete on salaries.
3. Focus on ability, not age
Not only must those who are responsible for recruitment and selection have a clear understanding of age
discrimination legislation, they must also be acutely aware of any existing or potential age bias and stereotyping
apparent in the hiring process. It is critical that any such issues are addressed so that the business can foster and
promote an environment where talent, skills and attitude, not age, are the factors that ensure candidates are

successful.3

2% 6 Woear s have t The SuAddyv Beledregdl) daduary 2008 http://www.careerone.com.au/jobs/job-search/job-market-
insider/workers-have-the-advantage?from=public_rss

¥6Six Tips for I mproving yAMARPanAabh200Bi ty to Recruit Experienced
http://www.aarp.org/money/careers/employerresourcecenter/recruitment/six_tips_for_improving_your_ability_to_recruit_exp.html
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Graduates

Research recently conducted by the Australian Association of Graduate Employees (AAGE) has found that the most

important factors for graduates of 2008 when deciding which employer they would like to work for include the reputation

of the company, training and development opportunities, long-term career prospects, the content of the work and

work/life balance. Noting that salary is not among the most important factors, attracting graduates (or school-leavers)

may be an appropriate strategy for agencies to implement. When targeting graduates, consider the following:

A Theemployeeval ue proposition created through employe
core insights, benefits, differentiating benefits and organisational character

A Ensure false promises are not made to potential candidates i promoting work content and benefits that are
unachievable can have serious ramifications, with word-of-mouth being particularly damaging for organisations who
have previously made promises they were unable to meet

A The most commonly used information sources for graduates identi f i ed i n the survey in
website (85 percent of survey participants); university career fairs (63 per cent); commercial websites (44 per cent),
careers services (43 per cent) and family and friends (43 per cent).

A The least used information sources were: industry specific events (3 per cent), industry specific publications (6 per
cent), industry specific careers fairs (13 per cent) and national newspapers (18 per cent).3

A A match of the candidate's interest to the role T employers should actively ascertain graduates' level of interest in
the company's products, services and direction, not just assess how well they can perform the role

A Good fit between the graduate and the company culture and job T asking questions about job fit sends the right

message to the candidate3?

Recruithg and Retaining Men

Given that the majority of employees in the disability and community sectors are females, an alternate labour market is

the male population. While there is not a lot of data available on attracting men to the disability sector, substantial

research has been conducted around nursing. Broadly, research finds:

A Male nurses are changing professions within the initial years of graduation at almost twice the rate of female
graduate nurses3?

A Despite an increased number of men joining the nursing profession, disproportionate numbers of male nurses are
leaving nursing compared to female nurses. Job dissatisfaction, lack of respect from the medical community and
problems working in a female-dominated profession are speculative reasons for male nurses leaving the profession.

A Older women, those with no care experience with a male nurse, those from rural regions, or single, divorced or

separated women tend to hold more negative attitudes toward male nurses.

Although many male-dominated careers now actively recruit females and have increased the proportion of women within

their ranks, the same is not being done for males in female dominated careers despite critical labour shortages.3

16 Gr aduat e ReAustraliant Assecmation & GraduateyEmployers28AGE)/ www.aage.com.au/container.html

32 Recruiter Daily. 2008. The six best practices in graduate recréitaielie: http://www.recruiterdaily.com.au/nav?id=35005&n0=1001388035
33 Career choice in nursing students: gendered constructs as psychological barriers, Orla T. Muldoon and Jacqueline Reilly, Journal of Advanced
Nursing, 43(1), 931100
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Possible strategies to improve the perception of males in health and community sector workplaces include:

A Adoption of a fAino tolerance of sexism& policy wi

A Active recruitment of young males in high schools and colleges. Accordingly, general acceptance of nursing and
caring as a viable career for men requires input and promotion by educators, career counsellors, administrators,
professional associations and government.

A Endeavour to correct the public image is the development and promotion of career education materials that promote
sex equity.

A Portraying men in the role of the nurse in publicity materials. Recruitment, promotional advertisement posters and
brochures should not portray only the female image of the nurse. Sexist language should also be removed from
texts, conferences and other communications.

A Involve males in recruitment efforts and make them visible in recruitment materials and publications to increase
representation in the profession.

A Encourage professional journals and other literature to portray male nurses in their advertising.3

34 Journal of Advanced Nursing, 1997, 26, 232i 236, A historical study of men in nursing, Carolyn Mackintosh
¥GAcceptance of Male Regi st daurealof NusingSermlarddgs;, 3&FE1elotdlb e Regi st er ed
®¥6Men in &us si agRerSnEdrumnRobett Mea6(s 5-12
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Selection

Selection is the process of determining the best candidate from those in the recruitment pool for the requirements of the
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. Choosing the best or most appropriate selection assessment techniques is based upon the nature and
requirements of the agency, the number of jobs, available expertise and experience, associated costs, nature of the

applicants and the time available.

Selection Fundamentals

Selection processes should entail the following key steps:
Develop appropriate selection criteria

Assembling the selection panel

Short-listing applicants

Screening applicants

Checking references

> > > > > >

Making the selection decision

These processes are discussed below, and in the Toolkit. The literature review has not revealed any significant change

to the practice of selection as described in the original Toolkit, other than perhaps a higher expectation from prospective

employeeson t heir prospective employer to 0 prenrrekentr mo f

research conducted in the UK37, the main gripes from job seekers about the recruitment [and selection] process involved
a lack of communication, for example, no reason given for not being offered the job and lack of feedback following an
interview.  Another irritation was a lack of the most basic courtesy from the organisation which failed to even

acknowledge receipt of their application.

Agencies should review their selection process in line with the following key steps to identify any potential flaws, gaps or

areas for improvement.

Develomppropriateselectioncriteria

Once workforce requirements have been assessed, selection criteria will also have to be reviewed to reflect the
changing needs of the organisation. The following considerations are outlined by the Human Rights and Equal
Opportunity Commi ssion as O6best practiced fo
A Ensure job specification is up-to-date and consistent with requirements of the job

A Formulate selection criteria which are consistent with the job specifications - only includes skills, experiences, etc,

that are required on a regular basis to carry out the duties of the position

37 fdob seekers give thumbs-down to lazy employersd ,  ww w . missuesecan éMarch 20a7)

26 © Infohrm Pty Ltd



Disability Services Queensland

Project Report: Workforce Development Initiative

A Distinguish between essentiatriterigthose that the person must satisfy to be able to do the job) and desirable

criterigthose that will help to do the job)

A Assess whether formal qualifications (academic, trade etc) are essential to the performance of the job, and ensure
length of experience, age etc. are essential and justifiable for performance of the job and not set arbitrarily or based
on stereotypes

A Ensure there are no unnecessarily restrictive English language qualifications on jobs that do not require them

A Be specific - for instance does, ‘communications skills' refer to talking on the phone to customers, writing reports for
management, instructing technical operators, inter-cultural skills or teamwork

A Determine how criteria will be assessed: interview, referees' report, work record, testing etc.3

Assemblehe selectionpanel

The use of a selection panel or team increases the validity of the selection decision. 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.

When assembling a selection panel, consider the following:

A Form a selection panel with an appropriate number of people i having too many members can be intimidating for
applicants

A Identify a panel with at appropriate level with sufficient experience and knowledge of the position/organisation- this
will vary according to the type/level of position in question

A Ensure that the panel represents an appropriate 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,
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: Equal Employment Opportunity (EEO) principles, merit-based principles,
familiarity bias (tendency to favour candidates who are similar to the panel member) and primacy and recency effect
(tendency to forget responses from candidates interviewed first). This guidance could take the form of: formal training,

coaching or reading guidelines.

Shortlist applicants

When culling the applicants to create a shortlist of potential candidates, qualifications that are essential for the position
should be focused upon first. If there are a large number of applicants, this will help to refine the initial pool and target
the following steps in the selection process. If only a limited number of people have applied to the position, it may be
worth revisiting the methodology used to attract candidates (see Recruitment section above) or revising the job

description and requirements.

¥9Best Practice Gui del HumansRiglitscand ERual ©pportunityrGombesstwen2004 Sel ect i on b,

http:/mww.hreoc.gov.aufinfo_for_employers/best_practice/recruitment.html
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It is far more cost effective to evaluate the process at this stage than to proceed with applicants that are not going to fit

the position.

When there are a pool of applicants who have the essential qualifications, this list can then be assessed by those who
possess desirable qualifications. If it is unclear whether or not an applicant holds particular necessary or desirable
qualifications or skills, it is worth the employer engaging with them to avoid the risk of potentially losing a good

candidate.

When short listing applicants, it is vital that the process is carried out in a consistent and unbiased manner. Not only will
this avoid potential legal ramifications, it is also helps ensure that the right people are progressed through. One method
that recruitment agencies often adopt is to remov
have decision-making authority view it. This step can sometimes help overcome often unavoidable, even though non-
intentional, biases and prejudices which can stand in the way of a good candidate being considered. Another helpful

practice to encourage consistency is to document decisions made and the reasoning behind them.

Screerapplicants

Screening interviews occur prior to selection interviews and are used to qualify potential applicants. This type of
interview can be conducted promptly and inexpensively and assists in removing from the applicant pool those individuals
who would not meet the job requirements. This allows the recruitment process to gain momentum relatively quickly and
helps to ensure that the best candidates are not lost through lengthy interview organisation.? The most common method
of conducting this initial screening is through telephone interviews which allow both parties to ascertain a general sense
of whether there is mutual interest in pursuing employment discussions. A further advantage of this type of interview is

that it can be recorded and easily compared against other interviewed candidates.*0

Check references

A referee check occurs when a person undertaking a selection contacts a past manager, work colleague or client and
asksquestions regarding an applicantds work perforr
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.

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

selectiondecison-ma ki ng processap hotcpostrmnaddddi si on.

¥90Recruitment and SelectiondbtmPabl Mod®&pn Kavigmard Slays Aublic Br aat i o
Personnel Managemesit 2004, Vol. 33 (Iss. 3), pp.237-253.

Ydl nterviewing Styl e BlitaWimoth about.com HumantRestidese w Appr oaches o,
http://humanresources.about.com/cs/selectionstaffing/a/interviews.htm

41 Department of Human Services (1999) op cit.
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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. Dono6t heeandidafe if theiretdreest pmvided dreandt $oiegriogprevidetthe information
required to make a well-informed employment decision®2. The referee should be provided with a description of the job,
and asked questions which directly address the selection criteria. The questions are behaviourally based, and similar to

those asked of the candidate at interview.

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 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 T both in the management of
the selection process, and the ability to keep applicants informed.

Male the selection decision

When the recruitment process has been completed and it is time for the selection committee to elect the most suitable
candidate, there are particular guidelines best practice suggests are followed. The first step involves revisiting the job
requirements and selection criteria of the position and then thoroughly evaluating each candidate against them. The
responses given by each candidate to interview questions should be reviewed, integrated and rated and then
thoughtfully compared against the knowledge, behaviour and motivation expectations of the role and the suitability of
each other candidate. At this stage it is also important to integrate all sources of information gathered on the candidates
(application form, reference checks, testing etc. as well as that taken from the interview). Again, it is appropriate to

record decisions made and the reasoning behind them.*3

There are numerous cost-effective ways to make a selection decision, including additive models, multiple cut-off and

multiple hurdles:

1. Additive models statistical approach with involves converting test scores to a common metric and adding up the
scores. This technique is only appropriate if a high score is truly indicative of a good result as it loses the meaning of
individual measures.

Multiple cutoff: requires applicants to achieve a minimum level for each predictor to be successful.
Multiple hurdle: a sequential approach to selection that requires applicants to be assessed at every stage of the

process, and if the minimum requirement is not met, they are rejected at that point of the process.

The application of these methods will depend on the selection process in the organisation and the data collected through

this process.

“2ADoing your hiring homeworko Human Resources Magazine,

“6BeattiPce Guidelines HunanRRbtcandEquameportunita @odDecssbdr 2606 t i on 6 ,
http:/mmww.hreoc.gov.aufinfo_for_employers/best_practice/recruitment.html
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Once a decision has been reached, and if the successful applicant is still interested in the position, satisfied with the
salary and other employment conditions, and can give a firm starting date. The initial 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 appropriate. 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.

Advisng unsuccessful applicants
After identifying a successful applicant, contact all unsuccessful applicants by phone or letter, thanking them for their
investment of time and energy in making the application and, where relevant, attending for interview. It is quite common

for organisations to ask permission to file other promising candidates in case of future vacancies.

When candidates say no

A common situation experienced by employers is when an offered candidate turns down the position - it is a simple
reality that some candidates will knock back extended job offers, particularly in the current competitive environment. This
may be a good indication that recruitment practices need to be reviewed. If an organisation is receiving increasing
numbers of knock-backs, an audit of hiring practices may need to be conducted where the recruitment experiences of

the candidates are focused upon.*

SelectionChallenges

The following statistics are drawn from a recent study by Chandler Macleod Recruitment Solutions in 200745, They show

that a vast majority of organisations have room to improve when it comes to their selection process, particularly in

communicating with the successful and unsuccessful applicants:

A 40 percent of job applicants have turned down a job due to a bad interview experience, while a further 81 percent
would tell up to 10 people if they had a poor interview experience.

A 84 percent of jobseekers have received no response to a job application at some stage during their careers and 69
percent received no response after an interview.

A The research found that 98 percent of jobseekers would appreciate some kind of feedback 1 a simple email or quick
phone call can go a long way.

A 87 percent of jobseekers questioned saw interviews as an opportunity to interview a prospective employer.
Importantly, a two-way interview provides an efficient way for both prospective employer and employee to determine
whet her they have the right 6fité from the

agreed.

“6When t he CaBusiness #eekNoveSnbey2@7 No 0 ,
http://www.businessweek.com/managing/content/nov2007/ca2007118 431245.htm?campaign_id=rss_daily

begin

%Al nterviewers get thumbs downo Human Resources Magazine (Oc
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In the current environment, it is acknowledged that agencies face considerable challenges in recruitment and selection.
However, the agencies do need to focus on providing all potential staff with a positive view of their organisation and the
sector as a whole.

Selection Techniques

The selection process and effective use of selection tools is underpinned by the following four key principles:

1. Validity the extent that the selection test measures what it proposes to measure

2. Reliabilitythe degree of dependability, consistency or stability of scores of a measure used in selection process

3. Equity bias occurs when there are errors in prediction for a particular subgroup because the personnel selection
technique measures something other than what it is intended to measure. Overall fairness is improved by including
multiple raters and the use of assessment techniques that focus upon job relevant requirements only. Fairer results
are achieved when we clearly specify the link between characteristics of individuals and job requirements

4. Applicability the extent that a selection tool can be used across similar job types and organisations and validly
predict job performance. Structured behavioural interviews and cognitive ability testing are two such tools that have

high levels of validity across a range of applications.46

Validity is described as the ability of selection techniques to predict on-the-job performance (t he &épr edi ct i v e
the value of 1 being equal to perfect prediction of good performance on the job and 0 being no prediction of on-the-job
performance. Many of t he &6 p o p u thehavioral refeeeechecksiarg ungrustyred itevievdharea s n o
not the most effective methods available, as shown in studies by the Department of Human Services Victors in Figure 6
below. On the other hand, there is a very high correlation between structured behavioural interviews and job tryout/work

sample tests and effective performance.
Figures: Predictive Validity of Selection Tecthiques

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

46 Refer to Gatewood and Field, 1998; Hunter & Hunter, 1984; Cascio, 1991; Schmidt, Ones and Hunter, 1992. Schmitt, 1989; Schmidt and

Robertson, 1990; Cook, 1990)

47 Department of Human Services 1999. The Department was unable to locate data on the predictive validity of behavioural referee checks, but

notes that Oexperience has demonstr at ebstantlhhngproves theyelityans e of beha
usefulness of the information obtainedo.
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Given the time and cost associated with many sophisticated selection techniques such as psychological or personality
testing, the following selection techniques (structured behavioural interviews and realistic job previews) have been
provided due to their cost-effectiveness and appropriateness for the disability sector.

Structured Behavioural Interviews

A well conducted interview is criticalt o s uppl ementing information gather
This information is needed to help predict how an individual will perform in the available position as it demonstrates how

that candidate has performed in similar situations previously in each of three crucial dimensions T knowledge, behaviour

and motivation. Suitability in the behavioural dimension can be assessed by asking the candidate about their current and

previous experience in the areas specified in the job requirements. These questions may be related to such areas as
decision-making, time management or planning. The interviewer should seek specific examples from the candidate

relevant to the job requirements which describe the situation, action taken, subsequent result and what was learnt.

In a similar fashion, previous experiences may pr
el ement during this questioning is the inotheegrvi ew
covered in the candidateds responses. I'f this is

information. Responses which are vague, convoluted and/or theoretical do not provide the interviewer with sufficient

verif i cati on of the candi dated®s abilities to meet t h

The interview process can also be another time when preconceptions about individuals can affect decision-making.
Because of this, interviewers should make the interview a time which allows applicants to demonstrate the skills,
knowledge and abilities that they can offer to the position and organisation and not simply make it an exercise in
confirming expectations or a test on how the applicants perform under pressure. Furthermore, questioning should be
prepared, consistent and fair across applicants and focus on the true needs of the position. Again, keeping records of
guestions and answers is encouraged to helltto mai nt
meet certain requirements (for example, travel and overtime capacity or physical abilities), is necessary, these questions
mu st be directed at al/l individual s underaegownsi de

mar r i €ad 0y muw i6nt end to have childrend are generally

Once the selection decision has been made, it is critical for organisations to retain this talent. Employee retention
strategies start the minute they enter the organisation. Induction is critical to creating an environment in which people
feel comfortable. This is then supported on an ongoing basis with strategies around performance management, training

and development, career management and other cultural initiatives.

48 Emerick, D. 2006. 6fEf e ct i v e E mpPTd\yie0esVdRkt (ssuaid), . 3B&dnt 06 .
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Realistic Job Previews and Culture Fit
A number of agencies interviewed by Infohrm in 2007 mentioned the growing need to select an employer based on their
val ues, rather than skills or expe your&enc.e . Linked

So how do you assess culture fit? Interview quest
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-t hr ough just i sndét practica
positive and negative aspects of the job (data from a short survey of your current employees will assist) or record a
video/ DVD that presents AA Day in the Life ofébo

The risk of not providing real i sarlyitumoveisthattheappleanti e ws
was misled about the job, the manager, or the <cor
for recruiters and managers to paint an overly rosy picture of the 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 starting that their

real job compares little to the one outlined in the interview. This can result in poor early job performance or early

resignationst.

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.
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Retention

Retentonis a function of the organisationdés culture

practices, compensation policies and career development opportunities, and can be seen as an outcome indicator of the
combination of these factors. High turnover can have severe consequences for an organisation in terms of cost,
efficiency, productivity and customer service and can exert this effect through the cost of recruitment, cost of training
new employees or replacement staff, and lost productivity as new employees take time to reach full capacity. Effects can
also be shown on morale, workload and stress levels of existing employees. An organisation with a low retention rate
must implement strategies to address this. To formulate action for improvement, additional data will also be required,

such as exit and post-exit data, employee satisfaction and motivation surveys and 360 degree feedback.

An or g an Hesnadmpetdivenéssdepdnds an geing able to attract, retain and engage employees in all job
roles. The benefits associated with high retention include: low turnover costs, decreased recruitment/replacement costs,
increased efficiency and productivity, reduced training costs, and improved client satisfaction. Organisations that view
retention as a strategic issue are more successful in their attempts to manage unwanted turnover. In addition, a holistic
view of recruitment, selection and retention activities is required. Organisations should view these activities as broadly
addressing how they attract candidates to the disability sector, select the best candidate, integrate them into the

organisation, develop them in their role and review their performance.

Retention Fundamentals

Successful retention strategies require goals and targets to which managers are accountable. In addition, effective
strategies are informed by accurate data about why people are leaving the organisation. If this data is not collected,
analysed and used to inform retention strategies, they may be ineffective and costly to the organisation. This data can
most easily be collected through exit interviews and surveys. Supporting the business case for retention strategies is

also important. Calculating the cost of turnover will assist with this.

Identify fundamental femes
Setting goals for retention strategies is important to measure the level of success and to make clear to management

what the targets are, and give them responsibility for meeting these targets. Typically, a good indicator of success is a

reduction in the rate on employee-i ni t i at ed separations (acknowl edging

as iliness, carer responsibilities, transfer of spouse etc.). Other good indicators might include level of engagement and

commitment, identified through staff surveys.

Collect exit data

Exit data is data collected once an employee decides to leave the agency and it can often address a lot of the areas the
organisation 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.
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Exit data can be collected in two ways: via interview, or via survey.

A Exit Interviews

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 should, wherever possible, be conducted
by a per son ot &nayer, astmdnageral ot persenal issuesamayehavedinfuenaed the decision to

leave. In addition, ensure the interviewer is aware of how to conduct the interview.

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.

A At the outset, explain the purpose of the interview, i.e. that it will be used to review employment practices in order to

improve staff retention and quality of client care.

Promise and ensure confidentiality of the information provided.

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

> > >

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.

Employers may also be able to retain a departing employee by asking whether they would be interested in working in
some other capacity or position at the organisation now ordownthe t rack. Enqui ring about
environment, what were the drawbacks in their position and what the company could have done differently to encourage
them to stay, and what were the good experiences can help an employer determine whether they are aware of
situational context and restraints of the role and how these can be improved upon. Employers may also ask employees
whether they feel their position is the one they initially signed on for which can help assess the validity of the position
description and information communicated during the recruitment process. Another key question which can be posed
during an exit interview can be around how to attract potential external candidates. This may provide the employer with

some new and more creative recruitment strategies to aid in gaining access to more diverse labour markets.*

A Exit Surveys

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 organisations, following the interview, provide the employee with the opportunity to

complete an anonymous survey).

“9AARP.2008.6 Exi t I nterviews can hhavalade Catalyst for Recruitment Suc
http://www.aarp.org/money/careers/employerresourcecenter/recruitment/exit_interviews can be a_catalyst for_recruitment.html
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When designing an exit survey, ensure that options for closed questions are exhaustive (i.e. cover all possibilities) and
mutually exclusive (i.e. respondents have only one clearly appropriate response option; the exception to this is when a
omul tipéei remdpons gude openferided qudstiony andi make sarentite sutvey is not too
long.

Determine the cost of turnover
Several Australian and international researchers have calculated the cost of labour turnover, taking the following

components into account:

)>\

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

>\

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

A Training of new recruit

n 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.

Cost of turnover information can be used to reinforce to management committee and/or peers the importance of effective

staff management and retention strategies.

Retention Challenges

Employees leave organisations because their current employment proposition, being the mixture of tangibles (pay and
benefits), and intangibles (supervisor relationship, work/life balance, work content, career path, trust in senior
management). If this is unsatisfactory, they search out other opportunities where, presumably, that employment

proposition is better.%0

Motivators for employees choosing depart an organisation are usually the result of a mixture of internal and external
factors. Internal factors include salary, career path, job design, performance, productivity and induction. External factors

include employer branding, bidding wars between employers, and labour market trends.

Research conducted by CLC Metrics identified five main reasons for explaining the motivation for employees to leave an

organisation:

50 Ryan, C. 2000. Employee retentigrhat can the benefits professionaindiofee Benefits Journal, p 18-22.
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1. Dissatisfactiord 6 ysh factors dissatisfied with compensation, work demands, opportunity, benefits, promotion
opportunities, work conditions, hours, location, management / supervision, peers, type of work / job content
Opportunityd 6 yl factorsd career advancement, career interest, resignation to take up another position

3. Lifechangeschild / home care, marriage, maternity/paternity, military service, moving away from area, relocation,
return to education
Noshow:did not start, failure to report, failure to return from leave, job abandonment, no call/no show
Otherreasons:personal reasons, refused recall, resignation, resignation - reason unknown, termination from

leave, transfer not available, transportation problems.5

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. The main reasons for leaving were identified as:

Not enough hours

Quality of management/supervision

Burnout/stress

Personal reasons

Job expectations not met

> > > > > >

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.

Retention Strategies

Retention and turnover, although closely aligned, are subtly different in that retention focuses on what motivates
employees to stay with an organisation, whereas turnover focuses on what motivates employees to leave an
organisation. While it is important to understand why employees are leaving the organisation, using methods such as
exit interviews and post-exit surveys, and complementing this with analysis of retention factors may highlight particular

issues within the organisation i and as such increase retention rates and reduce employee separations.

In preparation of the updated Toolkit, a wide range of practices were linked to opportunities for staff to grow and develop;
therefore development 1 in the context of this review and the Toolkit i refers to those HR practices which contribute to
an empl oyeeds o0 v 8pecific retentiorestajgesrthat may ke epplicabte to, and feadible for, the
disability sector include:

A Induction

A Performance management

A Training and skill development
A

Increasing engagement

51 Corporate Leadership Council. 2002. Metrics Worki@youp
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A Adapting best practice for employee benefits

A Effectively utilising older workers

Summaries are provided in the paragraphs below, and detailed in the Toolkit where appropriate, followed by a summary

of ten key areas which impact the ability for organisations to attract and retain employees.

Induction

Induction is a priority area for the Queensland disability sector because of its role in employee retention. There is little
value in hiring the right candidate only to later lose them within their probationary period because of unavoidable issues.
This is a relatively common problem so it is necessary for organisations to establish a structured approach to
familiarising new employees with the work and workplace, particularly within their first few days and weeks. This can
involve ensuring that they have a clear idea of the requirements of their new position and what will be expected of them
within their first three months in the role. A buddy or mentoring system can also be effective for familiarising new
employees with internal processes and procedures and in getting to know other staff members in the workplace. It is
important to begin grooming employees in the best way that will allow them to become productive as soon as possible

and also to have them feeling part of the team.

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.

One community organisation in the United States elected to undergo a training program makeover to help smooth the
transition for recent recruits into their new roles. The organisation doubled their on-boarding program to run for four days
and incorporated skills training, a formal tour of the different office sections and an introductory lunch with the senior staff
members. During these initial days, each new employee was also paired up with a buddy whom they could go to for
support and guidance throughout their first few months. This style of approach is crucial to informing employees what is
expected of them and directing their performance to ensure that all staff members are working towards collective team

and organisational goals.

Consider the following three broad questions when designing or reviewing induction programs:
A What should your employees know about?
A What resources are available?

A What planning and preparation is required?

26Getting to 0Yes &dmendan Banké&dsariatian, ABA Banking Jodrimakl \AoL 96 @s$ue3H)MapcB007
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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:

)>\

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

Overview of organisational culture and values (with details on where to find further information)
Introduction to all co-workers and scheduled time with key staff

Details of probation period (if applicable)

Confirm training requirements and book into schedule

> > > > >

Regul ar infor mallpsanai g hhedudldegyd offc antamlager / super v

Performance managente

While an effective performance management process is critical to the ongoing success of organisations, it is also
important to the retention of employees. Better practice performance management involves setting objectives,
monitoring performance, providing feedback, appraising performance, rewarding performance and managing

performance.

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 process in any organisation. It is not necessary to address 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 organisation

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

© © N o g B~ w D

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

Training and skill development
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.

Training and development frameworks will vary with the size and nature of the organisation, and therefore the scope of a

Training Needs Analysis (TNA) will also vary.
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A TNA or skills audit is the process of identifying whether training is required, and what type of training would be
appropriate 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 individuals. Some triggers that might indicate a TNA is required include®::

Complaints from people with a disability and families

Performance problems

Promotions or transfers of staff

> > > >

The introduction of a new system, process or technology

)>\

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

>\

Changes in standards

\

The introduction of new policies or procedures.

Providing training to address these areas will allow staff to perform their job more effectively and efficiently. Learning is
most effective when theory is supported by timely and relevant practical experience 1 to be valuable, skills learnt through
training must be applied to the workplace.

Increase engagement
Engagement is the extent to which employees commit i rationally or emotionally T to something or someone in the
organisation and how hard they work as a result of this commitment, and how long they intend to stay. As such, it is the

key to performance and retention.

Engagement has become an area of increasing focus for many organisations. Global consulting firm Watson Wyatt
recently found that over a third of employees have low commitment to their employers and/or a poor comprehension of
how they can positively contribute to the business. Watson Wyatt recommends that employers rate their employees
along both organisational commitment and line of sight (the focus and direction afforded to employees which helps them
understand what they can do to contribute towards organisational success) dimensions to determine the level of

engagement within the organisation.

Information gathered by Infohrm from agencies for this review has underpinned the importance of emotional commitment
to increased tenure with disability services work as outlined by one agency. The large non-government organisation
conducted a successful pilot of new advertisements that were driven by a series of questions asking people about the
types of work they valued. As a result of the new advertising, they had an increase in the number of phone calls
regarding the support worker roles and an increase in the applications received. More importantly, they believe the
applicants have a stronger level of commitment to th e 6 b i vgluesgarid godls that thedrganisation is aiming to

achieve.

53 Laird, D. Approaches to Training and Develgp@84&rand CCH Australia Limited Human Resource Management Volume 1.
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This commitment to the broader goal and value system has been shown to improve retention rates as the employee
does not get as concerned about some of the specific tasks that they have to do in their own role because they are
motivated by the benefits the agency as a whole is attempting to provide.

Research identifies five cultural aspects that are important traits of organisational culture for driving employee effort and
intention to stay: communication, integrity, innovation, flexibility, and customer focus.> The disability sector would benefit
from focusing their scarce resources on creating and maintaining these cultural attributes to maximise returns on

engagement and retention strategies, as a cost-effective strategy.

Adapt best practice for employee benefits

The benefits that are available to an organi
also in retention. Research and popular literature advise looking towards best practice to guide the design of employee
benefit schemes, but each workplace places different demands on their employees and some are more limited than
others in what they can provide. Despite the current labour shortages, employees are not all demanding higher wages.
Countless studies have shown that although money is an important consideration when searching for work, most of the
time it is not the top or deciding factor when electing whether or not to accept a position. It is therefore important for

organisations to explore alternative benefits to attract and retain their workforce.

Many organisations now are employing 6good
practices which are relevant and realistic to the business and adapting them to suit current and anticipated
circumstances. Part of this involves focusing on how benefits are implemented and run, as opposed to solely looking at
which perks are offered. Including employees in the design and implementation of benefits, as well as providing good
communication and appropriate coaching are all seen to be prerequisites for success. Furthermore, engaging workers
from across the organisation in regular feedback sessions is seen as crucial practice. These should be frank discussions
that address company issues, potential initiatives and ideas for change. In the end it is generally felt that what
employees really want above all other benefits is a supportive environment where they can develop personally and
professionally in ways that are relevant to them. The following list outlines general guidelines around benefit schemes:

A Talk the talkwhile the evidence is mixed around whether flexible benefits schemes suit every organisation, it is
widely acknowledged that communication is key. Make sure staff receive clear, relevant and up-to-date information
about what benefits are available to them.

A Sit up and listerseek employee views through surveys and staff forums and act on this information so staff feel
their input is of worth.

A Take to the frodine:ensure all line managers are aware of employee benefits strategies, and give them the skills
and knowledge to communicate available benefits effectively.

A Keep abreast of HR developmetitste are a plethora of resources available to industry professionals:
conferences, national newspapers, trade magazines, journal articles, online communities, and surveys and research

conducted by professional bodies.

54 Corporate Leadership Council (2004), Driving employee performance and retention through engagement. A Quantitative analysis of the
effectiveness of employee engagement strategies. Corporate Executive Board: Washington, DC.
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A Dondt ri gi evenyworkplazd islditferant. White picking up tips from experts and other employers is
useful, it's crucial to adapt these ideas to fit each individual organisation.

A Dondt get st ratherkhanjastfocusingoa orgbnisatiors Within a particular sector, investigate what
others are doing. Look into ten organisations that are effectively implementing and managing human capital
practices and then examine what they do. It is important, however, to realise that not all organisational practices will
be relevant or feasible for others and that while benchmarking may help track how the organisation is performing in

comparison to others, it won't necessarily assist in moving ahead.

Effectively utilise older workers

While the ageing workforce brings with it a decline in the physical working capacity of individuals, Access Economics®®
reports that work methods most utilised by older employees as a result of their varied experiences, may, in fact,
strengthen their degree of effectiveness to a level beyond that of their younger working years. Information processing
abilities actually remain largely unchanged over time. Furthermore, some cognitive functions like language or complex
problem solving comprehension improve with age and a decline in speed and precision can often be made up for with

the higher motivation, experience and expertise of older workers.

Research has shown that this higher level of motivation is central to learning and more than makes up for older age
when calculating success factors. In a similar vein, it has been found that the brain maintains its plasticity throughout the
adult years, implying that learning should be a continual life-long commitment. Without accessing this learning however,
older workers are more susceptible to a break down in cognitive capacity which causes them to lose new skills. This
vulnerability is one of the potentially adverse implications being faced by the ageing workforce, especially if they have

been overlooked in organisational learning agendas.>

A qualitative study of older workers released early in 2008 has identified a number of common themes around

perceptions of themselves as workers, their colleagues, motivations to stay with a job, future expectations and other

wor ker 6 s per c egoetlviorkers. Shereovkre savdmalekey fimdingmthat anose fiem the research.

1. Mature-aged workers recognise and generally accept the changing nature of their relationship with work

2. They are dissatisfied with the poor recognition of their experience and commitment and the lack of support received
from management.

3. They also acknowledge that even though their physical abilities and to a limited extent, their cognitive skills, are now
somewhat reduced, these are balanced out by their diverse knowledge and experience base.

4. The study also found that the primary reason older employees continue working is financial, but the structure it
provides to their life as well as the social networks are also significant drivers.

5. Reasons given for the cessation of employment include negative management attitudes, communication difficulties
with senior management and health-related issues.

6. Regular health checks provided by employers were viewed positively.

5 @opulation Ageing and the Economyd Access Economi2@)l
%620: 20 Aulusondugust2004Ser i es 6,
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The reduced physical capacity of older workers has lead to a reported culture where younger employees feel that they
are Ocar ry iagedgworkers dbsgteseerningnteast Matureeworkers on the other hand feel that younger
employees are unreliable and less skilled. These findings of potential intergenerational conflict may have serious
implications for ageing workplaces. Through job and workplace redesign, these issues can be largely overcome where

older workers are required to carry out less physically demanding tasks and more diverse office support roles.>?

Summary

Organisations may tend to rely on financial benefits and competitive compensation to attract and retain employees,

however, as demonstrated in the paragraphs above, there are many options available when developing retention

strategies. The ability for an organisation to successfully attract and retain employees is dependent on 10 key areas®®:

1. Reputation of the compartie Towers Perrin Global Workforce Study on attracting, retaining and engaging
employees conductedin2005hi ghl i ght s t he i mpgpaotatioh @& mgooeempoyfer. twase or g
the only attribute listed by the respondents across all three categories of attraction, retention and engagement.

2. Theindustryt he portrayal of the organisationés indust

3. Nature of thevork: intrinsic rewards, such as the variety of work, different types of work, ownership of the position,
challenging and meaningful work is as important as the extrinsic rewards such as pay and leave provisions.

4. Jobtitle: a suitable and positive-sounding job title not only helps an employee to feel positive about their job role,
but also enables them to identify with their job responsibilities.

5. Compensatiarpay and financial rewards tend to be overused because they are more tangible than other benefits;
however employees who believehat they are well paid are more likely to be more motivated. Establishing a clear
rewards-for-performance strategy may also increase motivation and job ownership.

6. Benefits these are perceived as unique to organisation; examples of benefits are company shirts, provision of
health and fitness facilities and day-care, annual trips and health insurance schemes.

7.  Workingconditions andocation the extent to which the working conditions of the organisation which fits the
e mp | otgmpernters and work style is important. Consider the benefits and costs associated with an
organi sationdéds |l ocation, e.g. access to infrast:|

8. Workhours andeaveprovisions offering flexible hours and leave provisions that may not be available in other
organisations.

9. Coworkerspart of an employeebds soci al |l i fe consists
interactions in their working lives are more likely to see this aspect as a benefit of their employment.

10. Corporateculture ancempowermenan or gani sati onés corporate cul't
behaviours that affect the experience of working in a company. Organisations with open, trusting, authentic and

empowering corporate cultures will attract and retain employees.

6 Wor kpl ace Desi @mtedicdPromdtidnef AGeing ReseartidCapkeity008 ,
http://www.sparc.ac.uk/workshops/2007-01-22-health-workplace-design-and-the-older-worker/pdf/Exec Summary Buckle%20final 9 Page.pdf

%8 Bradford, R. W. 2000. Attracting and Retaining the Best EmpGoygess Point, Center for Simplified Strategic Planning, Inc., Southport,
Connecticut.
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ELEMENT: 3Vorkforce Data Collection

This section of the report deals with Element 3 of the Workforce Development Initiative: provide annual workforce data
for the disability services sector to use in workforce planning.

Scope and Methodology

During initial project planning, DSQ learned of related initiatives undertaken by National Disability Services (NDS). As a
resul t, I nfohr mbs r ol e closscooperhtian with ND® gndeoersure thaatise prajec d i r e ¢

outcomes and related initiatives more closely complemented other work being conducted in the Sector.

One of the more significant projects being conducted was a pilot survey to collect and analyse workforce data for the

disability services sector. NDS engaged Rimfire Resources to conduct this project. Due to the potential duplication of

Element 3 noted above, all parties involved i DSQ, NDS, Rimfire Resources and Infohrm i agreed to a number of

adjustments to the scope of the Workforce Development Project:

A Rimfire would undertake workforce data collection and analysis similar to that undertaken by Infohrm for the
Planning for Capability Project conducted for DSQ in 2000/2001.

A Infohrm would analyse the data collected by Rimfire Resources and provide a workforce report on the sector as
agreed for Element 3 in the original proposal.

A The toolkit would also include a workforce planning guide and associated templates to assist managers with

developingwork f or ce demand and suppl.y forecasts and ide
To achieve these deliverables, the following activities were undertaken. Data limitations, summarised in the Infohrm
Data Collection and Modelling section, complicated the completion of the four step data collection and analysis illustrated

in Figure 1.

Figurel: Data Collection and Analysis Process

Rimfire Resources Infohrm Data
Forecast Setting Data Collection Collection and Gap Analysis
Modeling

Forecast Setting

An analysis of the external operating environment incorporating a review of relevant social, demographic, economic and
industry level drivers of change was decomposed into a dorecast settingd This setting outlined the primary drivers of
change for the sector and was subsequently used as an organising context during the demand forecasting workshops A
summary outline is provided at Figure 2. A detailed discussion of these summary elements is provided in the

paragraphs that follow.
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Figure2: Forecast Setting Summary

A Demand for services will continue to exceed supply so pressure to efficiently utilise available capacity will remain

Budgetary restrictions will continue to structure the nature and content of services provided to clients

A The client demographic profile is changing

e Increase in the number of younger clients with higher needs
Greater number of clients over 50 years of age
Increasing proportion of clients with high and complex needs
Medical support requirements becoming more complex
Role of family will become significant

A The staff demographic profile is changing
e Ageing on the workforce
e Feminism
e Predominantly part-time workers

A Professionalisation of the workforce
e Premium of training and ongoing development
e Professionalisation of services

A Move to in-home services

A Technological change
e Communication with staff and clients
e Remote monitoring
e Manual handling

A Governance
e Cross-sector collaboration and capacity building
e  Sustainability of current arrangements

A Increasing service delivery costs
¢ Risk management
e Legislation

A Forecast Setting Overview

The o6developed worl dd is experiencing great d e mc
longevity and ageing populations. In western industrialised nations demographic shifts are predicted to result in labour

market skill shortages and problems associated with declining labour supply. In the coming years, a tighter labour market

is in prospect, with a diminishing supply of younger workers projected to enter the labour market in the next few

decades. These forecasts are already affecting public sector employers and have major implications for how agencies

can best recruit, develop and manage people and the cultures and working environments that they provide.

Societies are also experiencing rapid social, economic, and cultural change brought about, in the main, by the
emergence of new information and communications technologies. The structure and character of families, communities,
organisations, industries and societies are also changing as a result of new patterns of employment, heightened
business competition, shifting life-cycle trajectories, new types of work and, increasingly, contingent forms of

employment.
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Fast changing consumer tastes, rapid growth in emerging markets globalising labour and talent markets along with
dynamic shifts in industry structures and company organisations are now a common feature of our modern world. New
global economic structures are also rewarding and requiring new configurations of economic relations, work skills,
human and social capital as well as the resources of flexible capacities, agility and creativity rather than just the physical

and material resources once emphasised in the industrial era.

These change effects suggest that make-up of the Australian population which has changed markedly in recent years,
will become increasingly diverse in the coming years. Amid these changes, the paired trends of ageing and low fertility
are of particular concern. In particular, workforce shortages in Australia are forecast, and when combined with ongoing
low levels of educational attainment, will see the competition for skilled labour increase markedly. Critical shortages are
already being reported in a number of areas including nursing, engineering, technical trades and teaching. Few
organisations, if any, will be immune from these trends and in the absence of a formal strategy to address them, ill
prepared organisations will very likely experience the negative effects associated with heightened competition for skilled
and professional labour. In the human services sector workforce shortages and recruitment and retention challenges are

already presenting as problematic.

At the present time, the Australian economy is buoyant, employment is growing and the unemployment rate is at its
lowest level in almost 30 years. Forward indicators of the labour market suggest that employment growth will remain
solid and | abour market activity strong. Despite
become a frustration for business activity (Reserve Bank of Australia, 2006). Workforce shortages, increased
competition for talent and wage rises are forecast. In the coming years, a tighter labour market is in prospect, with a
diminishing supply of younger workers projected to enter the labour market in the next few decades. This tightening is
already affecting public sector employers and has major implications for how agencies can best recruit, develop and

manage people and the cultures and working environments that they provide.

A Forecast SettingImpact for DSQ

The Sector will continue to operate in an environment characterised by growth and change. For example, in 2006,
Queensl andbds population grew by oCvag and SAnhe. Coashc r o s s
statistical divisions experienced the strongest growth in population. In particular, in 2006 the Gold Coast was the fastest

growing urban area in Australia with its population expected to increase from 450,000 persons in 2005 to 760,000 by

2026. More broadly, national level labour market forecasts indicate that during the next five years employment growth in

the health and community sector is expected to contribute to 150,000 new jobs. Shortages of carers and increasing

competition for staff in the human services sector are a likely result. Growth however, will vary across geographic

locations according to differing patterns of demand (Table 1). Projections such as these are, among other things, a

product of interstate migration flows. In contrast, rural and regional Queensland population growth was moderate with a

number of statistical divisions experiencing limited to no population growth (Table 1).
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Population change, particularly in the south east corner of Queensland is expected to have a significant impact on the
demand for services, gradually transforming both the client base seeking services and the profile of the staff available to
deliver services. While the overall disability rate in Australia has not varied, 20.1% in 1983 compared to a rate of 20.0%
in 2003%, the impact of population growth is expected to contribute to greater numbers of persons seeking the services
and support offered across the sector. Similarly, the growth in the rate of persons aged 75 years and older, and young
people aged five to fourteen years (from 2.7% in 1993 to 4.9% in 1998)% with profound or severe core activity limitations

is also expected to contribute to increased demand for services..

Tablel: Regional Populatioovah Queensland 22006 (ABS, 2008)

Statistical Division ‘ 2001 2006 % Change
Brisbane 1,629.1 1,820.4 12%
Gold Coast 432.6 518.1 20%
Sunshine Coast 247.2 295.1 19%
West Moreton 65.7 72.7 11%
Wide Bay-Burnett 236.5 269.3 14%
Darling Downs 2104 227.1 8%
South West 27.0 26.4 -2%
Fitzroy 181.7 200.6 10%
Central West 12,5 11.6 -1%
Mackay 1375 159.9 16%
Northern 190.3 209.6 10%
Far North 224.2 247.6 10%
North West 34.3 33.2 -3%
Queensland 3,628.9 4,091.5 13%

Complexity of client needs is also likely to increase, and the demands placed on staff will change as the expectations of
clients, their families, the community and stakeholders generally increase. For example, the proportion of people with a
disability who require care increases with age. Population ageing then is expected to lead to increased demand for care.
In consequence labour market forecasts indicate that during the next five years, across Australia, employment growth in
the health and community sector is expected remain strongsl. Replacement demand is also likely to be high over the
next few decades as almost 45% of workers in the sector are aged 45 years or older. Shortages of carers and increasing
competition in the human services sector for staff are a likely result. Change forecasts of this type will not only contribute

to an increase in the demand for services but also new demand for new types of services.

59 Wen, X. (2005) Available http://ec.europa.eu/economy_finance/events/2005/workshop0205/3en.pdf
60 AIHW. (2003) Disability prevalence and trends. Available http://www.aihw.gov.au/publications/dis/dpt/dpt. pdf
61 Australian Jobs 2006. Department of Employment and Workplace Relations
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Demographic change wil|l al so reconfigure the

A An increase in the number of new clients aged less than 21 years with high support needs and particularly
challenging behaviours

A Ahigh proportion of clients that are physically able (due to their younger age)

A A corresponding growth in the number of clients over the age of 50 years (as existing clients get older), in particular
those over the age of 75 years, and

A An increase in the complexity of client needs as more clients face health care issues, coupled with age related

issues or greater medical support requirements.

Summary

These prognostications remind that the Disability Sector will continue to operate in an environment characterised by
growth and change. Population change, particularly in the south east corner of Queensland is expected to have a
significant impact on the demand for services gradually transforming both the client base seeking services and the profile
of the staff available to deliver services. In rural and remote regions population decline, climate change and the
resources boom will shape the demand for services and organisational capacities to meet service delivery obligations.
These change factors, summarised in Figure 1 above were used during demand forecasting workshops to frame

discussions.

RimfireEResourcePata Collection

Rimfire Resources, in partnership with NDS Queensland, conducted the Disability Services Workforce Capacity Review
and Salary Benchmarking project in late 2007. The Workforce Capacity Review involved contribution from 40 Disability
Services organisations based in Queensland on topics such as workforce demographics, salary reviews, HR
management practices, recruitment practices and retirement impacts. 29 organisations contributed to the Salary

Benchmarking component of the project.

The final report was produced in November 2007 and a hard copy provided to Infohrm. To assist with modelling,
additional data was requested (and received) relating to age profile by occupational group, turnover by occupational

group, and retirement by occupational group.

Infohrm Data Collech and Modelling

The primary data collection activities undertaken by Infohrm were as follows:

A Demand forecasting activities at the Brisbane 2007 NDS Conference workforce focus group, and in workshops with
service providers from the Toowoomba and Townsville Districts.

A Electronic survey distributed by NDS on behalf of Infohrm

A Telephone and face-to-face interviews with agency representatives from across the Sector (who agreed to an

interview following participation in the demand forecasting activities or survey).
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The qualitative and quantitative data collected through these activities, combined with the workforce data from Rimfire
Resources, was analysed to provide an overview Twd
projections were based on employee turnover patterns, current age profiles and expected retirement ages for the next
three and five years.

The workforce modelling undertaken by Infohrm was based on following data components:

A Current headcoundata collected in the Rimfire Salary Benchmarking project were extrapolated to approximate
the headcount for critical job roles across the 300+ non-government service providers inDSQ. A Ch e ¢ k s 0
against workforce data in the DSQ Annual Report 2006-07.

A Workforce demandlnding levels (as reported in the DSQ Budget 2007-08) and the expected corresponding
growth in client and staff numbers were used in conjunction with the projections to extrapolate demand for critical
job roles across the 300+ non-government service providers in DSQ. The percentage change in demand reported
by agencies in the demand forecasting activities and the electronic survey provided supporting information for these
calculations.

A Workforce suppiyhe average retirement age used in the modelling was age 60 years for all job groups. This is
consistent with trends within the human services sector and the rolling five year national average age of retirement
(ABS, 2008). The employee turnover rate used in the modelling for all job groups is based on the average turnover

rate for participating organisations identified in the Rimfire Resources data sample (21%).

Data Limitations

Prior to reporting the results of the demand and supply projections, it is important to acknowledge the data limitations

which were experienced during the project.

1. Rimfire Resources data collection: an agreement was made between Infohrm, Rimfire Resources and NDS that
data collection would be similar to that undertaken by Infohrm for the original Planning for Capability project.
Unfortunately the final data did not provide the level of detail needed to conduct supply forecasting. For example,
employee turnover data at the job group level; and retirement predictions based on individual employee data is
needed to accurately forecast supply. The relatively small sample size also presents a challenge when modelling

cohort trends.

2. Demand forecasting: five demand forecasting sessions with representatives from service providers across the
sector were planned. Unfortunately, one of these sessions was cancelled due to lack of participation, and time
allocated for the sessions was reduced. While some very worthwhile qualitative information was gathered during
these sessions projections regarding workforce demand (numbers deeded in the future) were, for forecasting
purposes, insufficient. Subsequently, the demand forecasting technique used in this study incorporated a

regression technique.
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Gap Analysis

By analysing the outcomes derived from the workforce demand, supply and modelling activities a workforce risk profile

(workforce gap) was established. The o6gapbé reveals a number of signif

with them severe service delivery implications.

The workforce modelling and external labour market analysis conducted during the project shows a number of risks and

gaps as follows:

A Alargenumberofski | | ed and e x p e rwil reach ceteedient égs andpoterdiatly teése fulktone k e r s

employment during the next five years.
A more significant number of employees may voluntarily exit employment in the sector during the next five years.

Australia-wide talent shortages among key occupational groups are forecast to continue.

> > >

Competition in the labour market for skilled employees will expand. This will complicate the recruitment and

retention agenda and may contribute to strong wages growth in key workforce segments.

A Growth in client numbers is expected to contri

A Change in the make-up of the client profile will complicate service delivery

Modelling of the 2001 workforce data collected by Infohrm was used to establish a baseline against which projections for
the future could be validated and compared. Variables used in the desktop workforce demand model included: current
and future client numbers, population projections and current and forecast budgetary allocations. These variables were
applied to the existing workforce profile, ratios and distributions to create a workforce demand forecast through the year
2012.

A The o6ReGarowi6t Chall enge
Overall, based on current workforce practices and using a straight line projection, the demand analysis reveals a need to
grow the workforce by up to 2,121 staff in 2012 (refer Table 2). This is based on an additional $240 million to be provided

to deliver disability services and an expected additional 1,038 clients.

Support workers representto tdcreow Tas praehtd hearsguicdy.and)
given the current labour market challenges, perhaps an unachievable recruitment challenge. This factor becomes a

ent

b

critical factor whéemepdmasiede ciildblesBapaige st noheddr ecr
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Table2: Workforce Demand Forecast

Current

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

Headcount
Admin Officer 66 78 86 95 105 115
Job Placement Consultant 131 155 171 189 208 228
Payroll Officer 8 9 10 12 13 14
Service Manager/Team Leader 51 60 66 73 81 89
Support Service Coordinator 229 271 299 330 363 399
Support Staff (PT) 312 369 407 450 494 543
Support Staff (General) 807 954 1,052 1,163 1,279 1,406
Support Staff (Senior) 95 112 124 137 151 165
Support Staff (Casual) 1,002 1,185 1,306 1,444 1,588 1,745
Therapist 147 174 192 212 233 256
Training Officer 9 1 12 13 14 16
Total 2,855 3,379 3,725 4,117 4,526 4,976

A The o-ReRerpuiatced Chall enge
The retirement and turnover projections detailed in Tables 3 and 4 present as a somewhat alarming set of statistics.
Analysis of projections regarding future workforce capacity suggest that, at the whole-of-sector level, workforce attrition

during the next five years will reduce the size of the workforce by a significant margin.

A critical f arenttwarkforce rdfile it ith high tusnever. t Toe rav@rage tucnaver rate reported by
organisations participating in the Rimfire Resources project was 21%; with variations across the different service types
from 14% for Community Access/Support Services to 30% for Disability Employment Network. This is relatively
consistent with national trends in the human services®? sector but significantly higher than the Australian All Industries

benchmark median which currently sits at 9.4%. The turnover rate for personal care workers in 2004 was of 25%.

The high rates of turnover and projected retirement rates present as a knowledge loss and service delivery risk as key
expertise will be lost to the sector in the coming years. This forecast deficit may be made worse by in-sector poaching
and, more broadly, ongoing multi-sector workforce shortages in the general labour market which are contributing to
increased competition for talent. Similarly, employee-initiated (voluntary) separations of short tenured staff will
complicate succession by reducing the supply of skilled and ready replacements in future years. It should be noted that
because, the turnover projections do not account for the intra-industry circulation of staff who move between agencies

the impact of turnover, at an industry level, may be exaggerated.

62 Richardson, S & Martin, B 2004, The care of older Australians: A picture of the residential aged caxatinmikfistige of Labour
Studies, Flinders University, Adelaide.
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Similarly, the high numbers of part-time and temporary workers who work in the sector on short-term but recurring
contracts may also be impacting the turnover effects identified in the data. It would be of great benefit for agencies to

collect and use their own data to understand the likely impacts.

Representing approximately three-quarters of the workforce, mo st at r i s k @&iveetheduRniqgggpor t \

profile of the sector, retirement projections indicate that, based on current trends, around 16% of the current support staff

workforce will exit the sector during the next five years. This presents as a significant service delivery risk and in the

coming years will see significant industry experience walk out the door.

Table3: Projected Retirement Risk-200&averae retiremerdge= 60 years)

Current | Cumulative Retirements

Job Role Estimated

Headcount| 2007/08 2008/09  2009/10 2010/11 2011/12
Admin Officer 66 1 2 4 5 6
Job Placement Consultant 131 3 4 6 7 8
Payroll Officer 8 0 0 0 0 0
Service Manager/Team Leader 51 2 4 6 8 10
Support Service Coordinator 229 18 22 27 31 36
Support Staff (PT) 312 48 58 68 79 89
Support Staff (General) 807 61 80 99 118 138
Support Staff (Senior) 95 2 3 5 7 8
Support Staff (Casual) 1,002 66 86 106 126 146
Therapist 147 13 16 20 23 27
Training Officer 9 0 1 1 1 1
Total 2,855 213 277 341 405 469

Tabled: Workforce Turnover Projectionsl 2(&ragéurnover rate = 21%)

Current | Cumulativéresignations

Estimated |

Headcount| 2007/08 2008/09  2009/10 2010/11 2011/12
Admin Officer 66 14 25 34 41 46
Job Placement Consultant 131 27 49 66 80 91
Payroll Officer 8 2 3 4 5 6
Service Manager/Team Leader 51 11 19 26 31 35
Support Service Coordinator 229 48 86 116 140 159
Support Staff (PT) 312 66 118 159 191 216
Support Staff (General) 807 169 303 409 493 559
Support Staff (Senior) 95 20 36 48 58 66
Support Staff (Casual) 1,002 210 376 508 612 694
Therapist 147 31 55 74 89 101
Training Officer 9 2 3 4 5 6
Total 2,855 600 1,073 1,448 1,745 1979
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Figure 3 shows a summary of demand and supply projections, and therefore the gap. Remember, this modelling is

designed to show what will happen to the workforce if no action is taken.

Figure8: Gap Analysis Summary
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A Additional Factors

Skills Change

Sector wide capability deficits identified in the workforce planning project undertaken within Disability Services
Queensland Accommodation Support and Respite Services (AS&RS) in 2006-07 were as follows:

Problem solving and decision making

> >

Teamwork and integration skills
Leading, coordinating and managing skills

Coaching and mentoring skills

> > >

Program evaluation and compliance skills.

At the same time, in line with sector wide reform initiatives and the professionalisation agenda, a number of job roles,
particularly in the direct care workforce will undergo ongoing skills change. The physical demands of the direct support
role may present as a challenge for older workers. Often as a workforce ages, the physical capabilities of staff also
decline. Agenciesw i | | need to ensure that the workforce r em;:

in the job grow.

Qualitative comments provided in the demand forecasting exercises for this project regarding skill changes reflect those
identified by AS&RS:

Aivery high | evels of responsibility, plus underst

=1}

Currentdy ctluirenntnsgy baexc ause we dondt have the staf/f
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iGreater numbers of older clients wildl require su
Al ncr eased iuygothstdffartdeliégisnbébgyt o i mpact on skills r

i C h o aadf with §fe experience and interpersonal skills over experience in disability has wiobkedowell so far
getting referrals for higher need clients; therefore need higher skilled staff aittiveapkerieree o0

Casualisation

Casual employee employment practices also present as a concern. Across the sector a high proportion of the service

delivery workforce are casual employees. Based on the sample data provided to Infohrm the sector has a highly

contingent and flexible workforce with only 58% of staff employed on a permanent basis. Of concern, approximately half

the sectorods staff h a Nowvithsthnding the valudble service pnovided ey casuala r s 0
empl oyees, the Sector 6s r el ipesitors presentsppoarservie delvayadsk e mp |
and runs counter to the very nature of the (complex) work that casuals must perform, often at short-notice and in

unf amiliar surrounds. Forecasts r e g aeqguehdeof gppulaiom i ncr
change, wi | | exacerbate current shortages and, i n
model.

Outcomes/Findings

The capacity and capability risks and shortfalls identified above present as a significant set of challenges for the sector.
In particular the decruit-to-growdand decruit-to-replacedchallenges revealed in the preceding paragraphs present as a
severe, and given the nature and extent of the challenge point to a need to reform workplace practices, to innovate
around service delivery and to restructure. This challenge is further complicated by the need to continue to grow the
capabilities of individuals to achieve mandated and increasingly exacting service delivery standards. Of particular
concern, is the adverse intervention posed by population change and trends in the external labour market. These trends

suggest ongoing workforce shortages and increasing competition for skilled talent.

Presenting a gap at the Sector level is the first step. Collecting and reporting agency and job-role specific data (turnover
and retirements) will enable DSQ and the agencies to develop the appropriate strategic responses to the likely significant
reduction in the workforce in the next three and five years. The Forecast Setting and forecasts developed through this

projectchave provided a fibaselined for future iterati ol

Additional suggestions based on the outcomes of the workforce data collection exercise are provided in the Summary

and Recommendations section of this report.
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Summary anBecommendations

The recruitment and retention of skilled staff is becoming increasingly important to organisations in all industries. With an
ageing population, changing expectation of work and often critical shortages of skilled staff, organisations are competing
for access to an increasingly limited labour market. The very nature of work in the disability sector, the geographic
diversity and distribution, and the reliance on government funding add to the complexity of this challenge for many
agencies in Queensland. This environment of labour market shortages, social and technological changes, cross-industry
competition and globalisation is requiring organisations to be increasingly more creative with regards to the recruitment,
selection, and retention of staff. With the balance of employment power currently in favour of employees, investment in,

and practice of, effective people management practices will become critical to future success.

A significant amount of information has been gathered and reported for the purpose of the Workforce Development
Initiative. In this section, a number of key recommendations are outlined for the consideration of DSQ across the areas

of recruitment, selection and retention and broader workforce strategies.

Recruitment

The tight labour market is driving a significant increase in recruitment costs, primarily through increasing the time

required to fill vacancies. In this context, recruitment practices need to be targeted and meaningful if agencies are to

compete in the tight labour market. Research indicates that employment branding is a critical part of recruitment success

as it communicates the values of the agency and what the work entails, and thus helps attracts and identify people who

both fit the selection criteria for the position, and who are aligned withtheorg ani sati onés cul tur e
agencies need to understand their existing workforce, accurately identify their requirements and ensure job design is

meaningful and realistic in order to effectively advertise vacancies.

Potentially viable recruitment strategies for the sector include:

A Employee referrals to increase the potenti al Of i
A Intermalrecrui t ment i nto vacancies, particularly &6promot
A Targeting recruitment strategies to the largely un-tapped male labour market, and improving strategies to attract

mature-age workers and graduates or school-leavers to the sector.

Selection

Recent research has shown that a vast majority of organisations have room to improve when it comes to their selection
process, particularly in communicating with the successful and unsuccessful applicants. In addition, challenges are
embedded in many of the selection activities as they are highly subjective and are thus influenced by biases. Given this,
and the importance of meeting legislative and social obligations, designing a selection process requires some

consideration to ensure the validity, reliability, equity and applicability of the process.
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While there are a plethora of selection techniques, many are expensive and time consuming (e.g. psychological and
personality testing). Given this, and the prevalence of the use of interviews, structured behavioural interviews are
recommended for agencies. Upfront, they need to be well designed to identify knowledge, behaviour and motivation
relevant to the position. Questions should be designed to illicit responses detailing what candidates havedone in similar
situations, not what they mightlo, based on the premise that past behaviour is the best predictor of future behaviour. In
addition, it is suggested that agencies provide short-listed candidates with a realistic preview of the job, through
observation or perhaps a DVD which outlines the role in a realistic manner, as this method has been found to be a

strong predictor of on-the job-success.

Retention

An or g an itsmacomipetitiven®ss depknds rongbeing able to attract, retain and engage employees. The
benefits associated with high retention include: low turnover costs, decreased recruitment/replacement costs, increased
efficiency and productivity, reduced training costs, and improved client satisfaction. In order to target retention strategies
at the most critical areas, it is suggested that agencies collect exit data, that is, conduct interviews or surveys with people

leaving the organisation to identify the reasons why, and thus addresses these issues.

Potentially viable retention strategies for the sector include:

A Effective induction programs to socialise new employees with the agency and the work

A Performance management programs to allow employees to track their learning and be rewarded for good
performance

A Training and skill development to ensure employees are capable of performing the required work and to provide
development paths

A Increasing engagement to influence the extent to which employees commit to something or someone in the agency,
how hard they work as a result, and how long they intend to stay

A Adapting best practice for employee benefits such as: flexible work practices; providing communication channels;
and keeping up-to-date on HR developments, utilising available resources and adapting them to the agency

A Effectively utilising older workers (or other un-tapped population sectors) through job redesign.

Recommendations

Acknowledging that agencies within the sector are fundamentally restrained by access to government funding, the
practices included in the research, Toolkit, and the recommendations provided below, are presented in this context. It is
suggested however, that agencies begin to plan for future workforce requirements, that is, identifying the demand (or
need) for staff, and the skills they will need to possess to deliver future services. This type of planning may provide the

Sector with a clearer picture of future requirements and thus provide a vehicle with which to influence budget allocations.

The challenge for DSQ is to prioritise workforce data collection and support agencies in an environment where they may
already feel time-constrained and over-burdened with administration and reporting requirements. Encouraging wider
agency participation and understanding of workforce planning will need to be the focus if DSQ is to deliver the ongoing

targets and initiatives of the Strengthening Non-Government Organisations strategy.
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The following strategy recommendations are presented as short, medium and long term suggestions to provide agencies

with a starti ag npsodi math ial nedtepsbesefiien i 6nqgu ifcokr | onger

Shortt er m: wibgqs o c k
A Identify areas of priority within the workforce: critical shortages, difficult roles to recruit, pockets of high turnover

A Review job descriptions to ensure accuracy, relevance and currency 7 use as a basis for review of recruitment

practices to ensure they reflect the work to be done and the values of the organisation

)>\

Look for cost-effective, targeted recruitment strategies, particularly talking to employees to encourage word-of-
mouth advertising (employee referrals) for current vacancies
Initiate or re-invigorate regular team meetings

Recognise staff for good performance i say thank you

> > >

Seek opportunities for external knowledge sharing within the immediate community or region T involve managers

and staff in activities that educate the community and promote the agency and sector.

Mediurderm

A Develop robust guidelines and templates tailored to suit the agency to support the recruitment, development and
retention practices and encourage staff involvement wherever possible i deliver the message that workforce
management is not just the role of HR or managers

A Consider iffnow the agency can communicate mor e ef f ect i v el y duandrecuitment anth e
selection. Ensure this flows through to other internal processes to reflect values and be meaningful to potential
candidates and current employees, i.e. job design, performance management, career planning, training and
development etc.

A Capitalise on other work being conducted in the Queensland disability sector and nationally, e.g. Hudson work on
the employee value proposition; Department of Human Services Victoria Disability Services Workforce Study.

A Implement an employee survey and exit survey; or review current process to check T if they are asking the right

questions, and using the information gathered in a meaningful way.

Longterm

A Formalise collection and reporting of workforce data. The extent of work involved will vary greatly across the Sector
with a number of agencies anticipated to require significant support. The Workforce Planning Guide has been
tailored to DSQ and will be re-launched in conjunction with the Toolkit. More advanced agencies should be
encouraged to share their good practices and support those agencies in greatest need (i.e. with comparatively low
levels of data maturity).

A Outcomes of workforce planning to be reported as a vehicle for influencing government funding allocations. DSQ
(and agencies) will benefit greatly from access to evidence-based workforce forecasts

A Building on existing work to improve the reputation of the disability sector, influence marketing and education reform
to encourage more males (and other un-tapped population sectors) into relevant courses

A Begin (or continue) to evaluate and review workforce strategies, particularly in terms of cost effectiveness and

impact on turnover.
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Appendix AShort Survey for Toolkit and Research

DSQ Development Initiati

Short Survey fc
Toolkit and Researt

INFORMATIOM INSIGH® IMPACT

Disability Service
Queenslan

October 2007

Contact:
Brad Jorgesen, Project Sponsol
brad.jorgensen@infohrm.cor

Kelley HarrisProject Manager
kelley.harris@infohrm.con

Tel 07 3320 320Bax 0B368 3777
www.iffiohrm.com
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1. Project Overview

In 2001, Infohrm Pty Ltdpartner e d wi t h Di sabi l ity Seopli eeBMaQagemsh@n
doolkitd for the Disability Services Sector in Queensland. With the passage of six years since its original
implementation, it is timely to now review the content of the Toolkit, to ensure it remains relevant to human resource

management practices across the Disability Services Sector.

The objectives of this survey include determining the following in regards to the People Management Toolkit:

A the extent to which the Toolkit is being used within the sector

>

what changes, if any, are required to be made to the Toolkit to improve its usefulness and effectiveness, i.e.,
A which of the existing case studies are still relevant/appropriate and identifying any agencies which may be able to

provide new case studies for the project

In addition to the review of the Toolkit, Infohrm has been tasked with developing an understanding of current recruitment,
selection and retention practices within the Sector and to compare this to best-practice both nationally and

internationally. The aim of this research work is to develop more effective practices within DSQ.
We appreciate you taking the time to complete this survey, and if you have any questions, or would like to further discuss

the content of this survey i or the overall project i please feel free to contact Brad Jorgensen or Kelley Harris from
Infohrm (phone 07 3320 3200).
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2. Survey Questions

People Management Toolkit
1. Areyou aware of the existence ofthei Pe o p | e Nakitda g e me n't

C Yes
C No

If youanswered No6 t o this Question, where do you obtai

information from?

If you answered Yes to Question 1, please go to Question 2

If you answered No to Questil please go tthe Recruitment and SelectResearch section (Question 10).

2. How often do you refer to the Toolkit for help and guidance?

g Onceaweek
g Onceamonth
g Very occasionally

3. What is your principal reason for referring to the Toolkit?

(; For gneral advice

(; For specific advice

C For general interestjthoutnecessar i 'y having a specific 6need®
C As a helpful problesolving tool

C All of the above

4. Which section(s) of the Toolkit do you use most frequently? (select all that apply)

Recruitment Seletion

Induction Retention

Performance Management Training and Skill Development

Career Development Management Development

Mentoring Knowledge Sharing

Profiling Practices (case studies) Workforce Planning Guide

Designing Work Other (please specify):

OO KOO OO0
OO OO OO0
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5. Of all of the sections in the Toolkit, which three sections would you rate as mosthelpful, and why?

Section Name

Why is this sectiomosthelpful?

1.

2.

3.

6. 1 f you nominated #AProfiling Pr acidndotte $oolk, Keass e
indicate which case studies you have found the most valuable: (select all that apply)

A AS.S.IDT Sharing the Road Conference A Logan Youth Connections i Performance Appraisal

A ABC Australia T Induction A Multiple Sclerosis Society T Skills Development and

A Anglicare Western Region i Retention Career Paths

A Brishane South Lifestyle Support Service - A ParaQuad Victoria 1 Sharing Information
Knowledge Sharing A Protective Life T Recruitment

A Brishane South Lifestyle Support Service - Career A Q-RAPIDT Staffing and System Innovations
Development A RMIT University T Management Development and

A Coastal Accommodation Support Service Inc. T Mentoring
Developing Managers and Staff A St Andr ewds WaHappyMerseso r

A Cootharinga Society of North Queensland T Induction Recruiting Campaign

A Community Living Program T Supporting Staff A Sunshine Coast Independent Living Service Inc. T Staff

A Centacare T Management Development Development

A Disability Services Queensland, Ipswich North T A The Spastic Society of Victoria Ltd T Managing a
Developing a Learning Culture Contingent Workforce.

A Disability Services Queensland - Induction A The Paraplegic and Quadriplegic Association of

A Disability Agencies Action Group Sunshine Coast Queensland Inc. i Employee Development and Career
Knowledge Sharing Management

A Disability Services Commission, Western Australia A Wide Bay Training Alliance i Knowledge Networks
Recruitment A WMC Ltd i Staff Selection

A Energex i Performance Development A Warrina Services T Selection and Induction

A Harmony Support Service i Retention A Xavier Chil driednHéasn dSu

A Inclusion Works T Induction Selection and Realistic Job Preview
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7. Of all of the sections in the Toolkit, which three sections would you rate as_leasthelpful, and why?

Section Name Why is his sectiorleasthelpful?

1.

2.

3.

8 I'f you nominated #AProfiling Practices (Case St

suggest any ways that could help to make them more useful:

9. When using the Toolkit, do you feel there are any sections missing? (e.g. are there people management challenges

you are currently facing that the Toolkit does not cover)
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Recruitment, Selection and Retention Research

10. Does your Agency have a formal process for recruiting and selecting staff?

(; Yes and has been in place for a number of years (more than 2 years)
(; Yes, but has only been recently implemented (less than 2 years)

(; No, but we are currently developing a formal process

(; Ng and we have no plans to implement a formal process

fyouwouldbewi I | i ng to share a copy of your Agencyods r e
contact details at the end of the survey, noting that any policies and procedures submitted will be held in strict

confidence and will not be published in any report or document

11. Do you adopt different recruitment and selection processes based on different roles?

Q Yesowe tailor our processes for almost every role type
Q Yesdfor executive level roles
Q Nod process is standardised acrosbkrales

g Other (please specify):

12. How do you typically advertise for positions?

(; Internally first, then externally if no suitable applicants
(; Internally and externally at the same time

(; Extenally only

(; Do not currently advertise for positions

13. Where do your new permanent staff typically come from? (please select the one main source)

g Newspaper

g Internet

g Wordof-mouth contact (e.g. with staff or friends of current staff etc)
g Internaktafftransers/promotions

C Current casual/fixerm staff reverting to permanent employment
C Referral by Employment Agency

C Other (pleasspecify
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14. How do you assess the suitability of staff during the recruitment/ selection process? (please select all that apply)

(; Interview

(; Referencehecks

(; Contact witieEmploymenfgency

(; Completing otthejob work tasks as part of trecruitmenprocess
(; Psychometric testing (e.g. Myers Briggs Personality Profiling)
Q Policechecks

Q Other (pleasspedfy)

15. In the past 12 months, what has been the most frequent reason provided for applicants not accepting an offer of

employment ?

Q Type ofvork
Q Location
Q Hours (including shift work)

Q Pay

Q Unsuredwe dondt @afinforenationt hi s typ
g Other (pleasspecify

16. In relation to the Toolkit, which of the following sections ofthe A Re ¢ r ui t me n tomponentsidd yourusB e | e c t

when you recruit and select staff?

g The Recruitment Process

(; Vacaicy Review process

(; To prepareéview job information

(; To assist with Selection Criteria

g To prepare an information kit for applicants
g The Checklists

g The list of useful Resources and Links

g All of the above sections

C None of the above

17.fyou s el ecttheed anbb@unemd olain your recruitment and selection support, guidance and

information from?
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GeneraWorkforceChallenges

18. What are the major workforce challenges your agency is N -
currently facing? Critical Imporant | Low Priority
a. Maintaining a safe and healthy workplace A A A
b. Leadership development A A A
c. Non-leadership development A A A
d. Reward and recognition A A A
e. Supporting employees to manage their careers A A A
f. Workforce planning A A A
g. Succession management A A A
h.  Work/life balance A A A
i.  Recruitment attraction A A A
j. Recruitment selection A A A
k. Culture/change management A A A
. Effective use of HR Technology A A A
m. Retention A A A
n. Linking business and HR strategy A A A
oo iFuture skild! shortages:/( A A A
p. Managing poor performance A A A
q. Achieving workforce diversity A A A
r.  Efficient delivery of HR services A A A
S.  Other (please specify): A A A

19. For those challenges you rated as Criticalor Importantplease nominate up to three where you feel your agency is
Aimeeting the chal praticegwhiahwokweel)g. has i mpl ement ed
1.

2.

3.

Please provide your contact detéiysu would be happy for the Infohrm Project Review Team to contact you with a
view to further discussing your survey responses.

Name:

Agency:

Contact number:

Email address:
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Appendix B: Agency Interviews

Telephone and face-to-face interviews were conducted with agency representatives from across the Sector (who agreed

to an interview following participation in the demand forecasting activities or survey).

For the Agency interviews, the questions were focused around 3 project components:
A Input to a review of the People Management toolkit
A Discussion of recruitment, selection and retention in the sector

A Demand for workforce numbers and skills over the next 3 and 5 years

The following agencies participated in the interviews:
A Share Bayside Inc

Ability Care Ltd

Xavier Children's Support Network

Keppel Community Care

Hinterland Community Care Inc

HERVEY BAY COMMUNTIY ACCESS ASSOC INC

Home Support Association Inc.

ALARA Association Inc.

Community Employment Options Inc

Town & Country Community Options Inc.,

Redlands Bayside Disability Services Inc

Interact Recreation Unlimited

Rockhampton Regional Development

Endeavour Foundation

> > > > > > > D> > > D> D> D> D>

Breakaway Toowoomba
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