Senate Community Affairs Committee
ANSWERS TO ESTIMATES QUESTIONS ON NOTICE
HEALTH PORTFOLIO
Supplementary Budget Estimates 2013-14, 20 November 2013
Question: E13-229
OUTCOME: 0 - Whole of Portfolio
Topic: Change Management
Type of Question: Written Question on Notice
Senator: Moore
Question:

a)  Can we get a copy of what went out to section leaders to go out to the staff to say This
is what is happening'?

b)  Can we actually get something about what the process has been and staff support you
are providing?

c)  Can we get from you specifically what staff have been told in a general sense in the
various line areas about what is going on and what the process is?

Answer:

a) to ¢)
A range of change support and guidance materials were provided for managers and staff in
establishing the Business Services Centre.

This includes:

e All staff messages from the Secretary explaining organisational changes (Attachment A);

e Guidance for managers regarding the process to identify staff in unfunded positions
(Attachment B); and.

e All staff information (also available on the intranet) on change management, how the
Business Services Centre operates, and support services including change workshops and
the Employee Assistance Program (Attachment C).

The table at Attachment D provides an overview of the change support sessions provided for
staff in the Department of Health.



design pnncrples’lncludmg

'well as ensurmg work on specrﬁc themes is uudertaken coIlaboratWer across divisions,
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Favourites : , . . , _ o A

Home »‘I\leweroom > Medua Centre >-Exacutive Connect messages

Executlve Connect messages
New department structure Secretary S Exec Connect message

Date 02 Oct 201 3

Austruh.m G()\Ol mient

e "tl)s:purtltmnt Mllullh

have referred to i recent pre 'lons and commumcatron with all staff Thrs proposed structure takes mto account the recent

Machmery ot‘ Government (MoG) changes arid has been developed based on strong mputfrom our SES team and orgamsatronal '

e Transparent to external stakeho]ders

‘e Client service needs and expectations are met .
‘e “Flexible, efficient and agrle structure, which is workable over trme allowmg for future contractlon and expanston : -
) Balanced WOrklnad across the- department = : : :

e Supports-integration across the health portfolro.

In moving:t toa new orgamsatronal structure 1t is’ zmportant that we posrtlon the department to be best prepared to meet not only a Gl
trghtemng ﬁnancral position but rmportantly, the health challenges and pnontles for the future This means we need to do® niore-::

-+, than srmply change our structure—we need to work drfferently and even more collaboratrvely across the department.

S L, Fo e B ? :*r_;

Feedback from our Executzve and SES teams has provrded a strong dlrectron to maximise the benef ts of the proposed new
structure, w1th a partlcular emphasrs on coll aboratron and avordmg workmg i srlos '

ou} 'omes ds
soncept of shared outcoines'ls
somethtng that w111 be articulated in our new Corporate Plan—whrch will grve a clear view of our key pr rorrtles - i

’ countabrhty for ouivdepartme

Examples of shared outcomes themes are included on the proposed structure, and include such thmgs ashealth system N
perfonnance Commonwcalth state relatrons, red tape cutting and deregulatron drabetes and eardlovascular diséase.

building of skills, collaboratlon and a'more flexible approach to the. way we work, Ideas for CoP thémes s far mcludo dats: aid -
amlytrcs, eprdemlology, strateglc poery, accoummg/ﬁnance, human resources/mdustrral relatlons and health economics.

Qur state and temtory presence is 1mportant to the way we do our busmess and we wnl contmue to mamtaln a stafe and temtory

http'://intranet.cent‘r'al.heal'th'/i_ntfaﬁel/weniS/ptrblishin'g.hsﬂContent/seC~20_l31002 = - 20/11/2013



presence.

In the proposed new structure state and territory oftices (STOs) will be much-smaller in size as a result of the MoG changes and are
proposed to no longer be managed by an SES officer. All staff in the future STOs will be part of Grant Services Division (GSD).
Accordingly EL2 staff from GSD will be the most senior positions in all STOs, with the exception of Tasmania in which an BL1 is
proposed to lead the office, reporting to an EL2 in the Victorian STO. The senior staff in STOs will also undertake representational
duties and report to a-GSD branch head in Ceniral Office. C o

We also propose not to have a presence in Townsville and Alice Springs as these would be too small to be viable.

Business Management Units o ¢ o L, ,

You will see that the proposed structure shows a change to the current operating model for BMUs, with one unit shared across
multiple divisions. Key drivers for thinking about changing the way our BMU functions.are undertaken include needing to
streamline our resources and to encourage work across divisional silos. o

A consultative process review of BMU functions will shortly be unde_rtéken" to identify more efficient, shated ope;atin'g: ;nodels,' i
This review will take into account the different requirements of divisions and will involve BMU staff and division and branch
heads to ensure we identify an effectivé and flexiblo operating model, - - : e LLE

Managing staff numbers . .

The proposed new structure is not a tool for reducing staff numbers but it has been designéd to maximise the department’s capacity

to undertake work with the smaller number of staff that we are moving towards. Although we have reduced in size with the MoG

- changes we will be further reducing the total rjn'xmb,er of divisions and branches, resulting in a reduction in the number of SES staff
of more than 10 per cent. - T e RS ' L

A Business Services Centre (BSC) is being proposed as a new work unit designed to bring together staff from across the *
department who are in unfunded positions, to enable specific work to be undertaken for divisions. This could be to provide surge
capacity to undertake funded work that would otherwise be filled with non-ongoing staff or to undertake Sigriiﬁ_cént projects or
pieces of unfunded work for divisions. ) ) = 4 ST

This model would replace the current Reassignment Stream. Ongoing staff members in the BSC will be considered first for all
internal vacancies and provided with appropriateé training and development opportunities. - Hieh oy T T

Next steps e : o . .
* Qver the next week, you will be actively engaged by your division and branch heads through divisionﬁl and branch meetings to

disouss the benefits and challenges that you can see in the way the proposed structure will work, including your views on the shared -

outcomes and Communities of Practi¢e concepts.

Alternatively, should you wish to provide your feedback directly you can email Oréanisational Realiz nment. Feedbacl is sought
by COB 9 October. . . % .

Following the consultation period and finalisation of the structure, it will be necessary to relocate staff to align with the new
arrangements. I would like us to move to the new organisational structure from 1 December, following a new round of business - -
planning; allowing all of us to end the year knowing what our future structure looks like and to be clear about our reporting lines. I
expect that most physical moves will occur early in'the new year. A F o gk '

It is important that our new structure helps us to become a more capable and flexible organisation and position us best to improve
health outcomes for alt Australians. ' ' : g

Staff support ) i .
I recognise the proposed changes will impact groups and individuals and we all need to make sure that we support each other -
appropriately during this period of change. i :

Whatever the impact of these changes on you, your work friends or your team, the department will provide support. Qur EAP
provider has been running seminars on the topic of resilience and in the near future all staff will also have access to a series of .. . ..
change management workshops. '

C

hitp /fintranet.central .health/intranet/woms/publishing.nsf/ Content/sec-20131002 20/11/2013
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Sectetary -
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New department structure - Secretary s Exec Connect message

Date. 17 Oct 2013' -

Dearc'o‘lleagues.-'

- Tam wntmg to mform you of our new dcmrtmental structure which I am conf' dent wdl help to posmon our department to meet the
challenges and pnontles for the. future ' o , : - Wegt.

I thank those of you who took. the time to really constder the 1mphcatlons of thls change and provided comments about how we can- -
contmue to refi cthe structure at a sectton level. All feedback was welcome and con31dered by the Executive Leadershxp Team
compnsmg all Deputy Secretarles and myself :

- The new. structure'will formally come into effect on | December 2013, with pta‘nning for the changes occurring over that time and’
v exrstmg reportmg lines being maintairied, However some changes are requjred 1mmed[ately to enable the Grant Services Division
(GSD)'to be’ operatlt)nal from next Monday 21 October. ;

'Janet  Quigley and Lou Andreatta will be rnoving from their current roles to take up the ‘Regional Services Grants’ and ‘Grant
Process and Pohcy Support’ Branch Head positions respectively. Lou will commence on Monday and Janet when she returns from
leaye on Monday 28 October. Interim arrangements will be made by the Populatlon Health and Health Workforce Divisions to
accommodate their enrfy movement into the new. structure. until 1 December I would like to acknowledge the sngnlficant
contribution of Robyn Brunker, who headed up the Transition Branch w1th responsibility for staff consultation, estabhshment and
transition of grant actmty to'the GSD. :

Full details of the SBS management structure Wlll be announced soon, followmg discussions between the SES staff affected by the
changes and their Deputy Secretaries.

The hlgh fovel structure will mform the busmess planning process which w111 run from nekt Monday unhl mid November The
certomty of the new structure means that divisions involved in structural changes will be able to W()l‘k effectwely together to
iden tlfy prxonty work and stafﬁng lmphcnttons of the changes

There will, of course be ongm ng reﬁnement of thmgs like division and branch names and some further funcnonal allgnmcnt as part
of'the busmess p]anmn g process “You will have the opportumty to be involved | in thls process

You mlght also remember that the consultahon draft mcluded concepts of shared outcomes and commumtaes of practxce These
were strongly supported as ways to work col]aboratwe]y across silos and people were keen to understand how this will work at a
practtcal level. More information on these concepts will be provided over the comtng weeks and I encourage you to get involved
and brmg your ideas forward. - ° : ce .

http'://in'tranet.central.health/intran'et/ows/puinShing.nsf/Content/sec—-ZO131-017 201172013



Be contmue to provide support, dlrectly from managers and through the change management workshops

Business Man‘lgementUmts e B : : 5

We will continue to review our BMU functions to 1dent1fy the most efficient operating models that can be shared whilst still
meeting the needs of dlffel‘er!t dwxsions

New Corporate Plan

An SES workmg group has been busy developmg a draft Corporate Plan for 2014-17. The Executwe Leadershlp Team 1s pleased to
prov1de this draft version for all staff to have an opportumty to comment. A blog has been created where you will be able to »
: ‘comment on all elements of the proposed plan If you would hke to prowde mput but prefer not to post'a comment ori the blog, you:
can.send your mput to healthcommunications., Any comments provided ¢ over the next week wxll be collated by PCC
updated p]an will be ctrculated as part of the business plunmng pr"' ess S e

: Staff suppOrt

: _’I‘he Executxve Leadership Team recogmse the proposed changes wnll 1mpact peop]e in dlfferent wa

'I‘he department will .

Emgloveg Assrst'mc RS €
Program is also avallable to all staff members and 1mmed1ate famtly memhers ‘for conﬁdenhal coun 'llmo nd_support by phomng }
' _130036! 008 ' ¥ ;

. J?ﬂ%’H%ﬂton
- Seen‘étét‘y -

. -y ¥ 2% 5
Page author email: Eintranet pecd, staff messages aythor

. http://intfanet.central,héalth/intranet/wcms/publis_hihg.nsf/ Content/sec-20131017.  20/11/2013
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AMESSAGE FROM SECRETARY

' Coll‘ea_gnes
J'd like "t_ota_ke this Opportunity to update you on how the department is progressing towards our new structure on 1 Dec'ember

The organisational change we are undertakmg is SIgmﬂcant and is touching all areas of the department. I would like to thank you
for your professionalism and for the support that you are showin g each other as we go through this change.

Iam conﬁdent that in movmg to our new structure from 1 December we will be in'a much more sustainable position and well .
placed to contmue to dehver our core work

Our business planmng is almost complete and dzv1s10ns are working hard to determme effective and affordable structures to dehver
their work over the next two years. As you all know, we need to. reduce our stafﬁng numbers and as part of the business planning
process divisions are 1dent1fymg specific functions, roles and staff that exceed the available budgets.

I realise that fhis is a difficult process for everyone to go through and I encourage you to continue to be respectful to each other, and
to access the various support setvices that we have available, including our EAP service which we have on-site in the department
over the next few weeks. Voluntary redundancies will be available to staff that would-like one and who do not have skills-and
‘experience that are lmportant for us to refain in the new structure.

[ have. previously discussed with you the measures that we have put lnto place to manage our staffmg numbers, mcludmg the )
establtshment of a Business Servwes Centre (BSC) as a replacement for the Reassignment Stream, Staff 1denhﬁed by divisions as

no longer being in funded roles will transfer to the BSC when we move to the new-departmental structure on | Decembeér, Staff are -
not bemg mads excess as a result of this process - voluntary redundancres are being offered through art EQL process open to all

staff which closes today.

The BSC will provide the depanment thh the opportumty for specxﬂc untunded work to be undertaken for divisions and also
pravide surge capacity for unfunded work that would otherwtse usually be undertaken by non-ongoing staff

: There are two xmportant aspects of how the BSC. wrll operate that T would llke to.ensure are clear to staft' Firstly, all staff in the
BSC will most certainly have work to do. [ have asked all divisiotis fo ldentlfy through business plannirig, the work that tlisy
cannat deliver Wll:hm thelr allocated budget and stafﬁng levels Tlns work will be allocated to staff in the BSC to delwer ona
project basis. ' :

Secondly, all staff in the BSC will be our first pnonty for ﬁllmg any funded roles as soon as they become available acroys the
department. We will also work across the APS to assist staff to transfer to other agencies where the opportumty arises. Staff in the
BSC will all have a PDS agreement and access to training and development support.

http://intranet.oentral.healtlt/lntranet/Wcrns/pnblishing.ns'f/Cont'en't/secQ0.1-31 115 .. 20711172013



I have been asked ‘how long will staft work in the BSC?' No time limit has been set for how long staff can work in the BSC. I
expect that we will continue to use this mechanism to help us efficiently reassign staff to funded posmons for as long as we have
the need. Our priority is to reassign staff to funded positions as soon as possible. :

Information about the Business Services Centie is available on the intranet and queries can be emailed t'o'Oi'gml'isati'(Snal Chan’ge;'

I'd 11ke to thank you for your hard work, particulacly over the last two-taonths and for the positive way many of you have '
contributed to this organisational change.

Jane Halton
Secretary

Puga last motfitied: 15 Novewnber, 2013

Page author email: Fintrasel peed stalt messages_authe

http://intranet.central;health/intrane’c_/ Wcms/publishing-.nsﬂ Content/sec—ZOi 31115 20/11/2013



Supportmg Guldance for Identlfymg Unfunded Posrtlons

| | Gz:zdd 1

o ’The busmess planmng pro‘ ' ss_wrll mform drvrslonal pnontres notmg these
may be differerit it the 1 new structure. + "

o Determine pnontles
. Consrder budget al : cahon (thls w111 detenmne avarlable resourcmg in ~
.. Identrfy funded and unﬁmded work (see process for 1dent1fymg - '
o unfu 'ded work),.

“{o contribite to the decision making process. .' S B :
- * Continue to update staff throughout the process (at amlmmum N B . :

° Develop staff proﬁle'to ensure pnontxes are rnet‘wrthm agreed resources
e Determine stafﬁng classifications required to deliver objectives: and
--outcomes (see busrness plan gurdance on section team sizes).. . ..
,,;'.;_Cons1der EL APS ratio in hnelwn:h the.orgamsatlonal design pnnmples
(s - . Fle required.as'some.; . .
- divis 4 _ ,dlfﬁculty meetlng their planned BL;APS ratio this
' ﬁnancral year as the full impacts of the MOG moves and the -
~ establishment of the GSD are not yet fully. known '
o Job size positions* and subsequent conversations with staff 1dentrﬁed
=+ in positions. requmng reclassrﬁcatron (consrder usmg role evaluatron
sitgol)e b 4 e i e dRTg .
Identify skrlIs, knowledge and cornpetencres needed in the new
enini‘onment e . g SN T
~Define or 1ev1ew genene _]Ob descrrptrons* to determme Work'related
¢ qualities. of posrtlons (genenc JOb descnptrons are avaﬂable from
s f:'Recrultmont) ¥ ; Pe e N
e Consider prrncrples for rnanagmg staff numbers e.L. ceasrng or not
, extendlng non—ongorng oontracts and opportmntle""for JOb shanng il

L Develop proposed_ rueture LRy R e R : 5w
e Determme whrch staff erl move to the new structure_, consrderanon .

* o Advrse staff of: ‘theou i erne 1n a umely manner

*1t is not mz‘ended that detmled Job descrzptzons be developed nor job sizing
undértaken for évery position. In most cases, the generic descrzptor? provided by
PCCD and knowledge of work requirements and the Capability Map will suffice to
inform any potential restructure or reclassifi cation of posmons



. ‘-.'Approach 2 g - : ' ; ek
A con51dered approach should be taken to emure staff w1th requlred skﬂls are 8

s

° Where the ﬁmctlons of the posmon remain mostly the same , '; f :
' e staff follow the function to the new structure in the same pOSlthl’l
 (form follows funchon) =,

- * Whele the functlons ofa posmon have changed subetantlally; 0

functlon ;
P staff may be placed 1n the new posmon f ll

:d/or' Voluntary reduchon in
ere will be no PELER

1f the number of ﬁrst preferenceslls equa to:

: he staff should be placed con31stent w1th their preferenc




'Determme which staff w111 follow their current functron to-the new structure (form
follows function) or whether a fair matching process needs to be conducted (fair -
matching process or broader process)

’ Match staff usmg the work-related qua11t1es of the posrtron

.Notxfy affected staff

If no surtable pos1tron can be 1dent1ﬁed the rele_ i __
: 'ongotng staff member there is no fundrng for the posmon they oceupy. and the Eh
division catinot : ‘
- adv1sed that they requ

You might consrder 1equest1ng resumés from staff (mcludmg staff on leave)

‘where posmons Have substantively changed, new positions are credted; there are

less posruons than staff or no clea1 form follcws functron .

o Compare skills and knowledge of staff to the: rements of the posmon
: ““"and the work-related ‘qualities and provxde'an" verall ratmg To assist in
thls co_mpanson - suggested rating scale is at 2 %
] e détermined where the statf member is able tc undertake
”the requlrements of the posmon mcludlng havmg uttable quahﬁcatlons,
skills or experience. RN :

| e Constderatlon must be given to mamtalmng approprrate drversﬁy proﬁles

'Keep documentatlon mcludmg‘the Just1ﬁcat1on for the demsron

;ember ad 'ses the

] aff member should be
_ansfer to the BSC and_ the process should be outhned
Staff may co fer expressmg an rnterest i ; notmg there are a i
5 o 5 .,hmlted number of corporately funded VRs eing: offered at this: time.
. e Staff may- also con51der avoluntary reduction i in cla331ﬁcat10n however
- there needs to be a position available and a fair matching process.
i __ﬁundertaken People. Manhagement Solutxons should be contacted for adv1ce

-on voluntaty- reductmn in class1ﬁcat10n - : .




The business planning. process w111 mform dmsronal priorities, not1ng these may
be different in the new structure. . AT

Budget allocation will determine available resourcing in TML.

Staff proﬁle to be de-veloped' to ensure prit)r'ities are met within agreed reeouroes.

‘. Unfunded work hrghhghted in the d1v1310n ] busmess plan wrll form blds for the

initial potential work program for the BSC. Thrs w111 pnmarlly be hrgh pnorlty
work that must be finalised. - .
. ,Unfunded work mrght be pro_; ects that mrtlgate nsk for the department or
- are projects required by the Executive. - -
e New Policy Proposals are normally funded and work w111 be pnorrty

e _Business as usual work may also be considered pnonty unfunded work
dependmg on divisional objectives. : e 8

":l |

Followmg 1dent1ﬁcat10n of the work act1v1ty in the busmess plan a template (to b

[¢]

~ provided) for bids to the BSC will need to be completed by the dmsron Detalls to

be provided will 1nc1ude, SleS required to oomplete Work mllestones b

- deliverables and objectrves

: wh1eh unﬁmded work is to be actron ed

BldS will be pnontlsed and then agreed by the Exeeutrve Commrttee to determme

Staff in the BSC wrth a matchmg skﬂl set wﬂl be alloeated wor

" Staff already in the BSC will report through the BSC structute. In'som nstanees -

o prlmanly for newly 1dent1ﬁed BSC candidates, 1_t may. be'le;
- contifiue’ co-locatron with a d1v1310n for the’ duratron'of the task. E Yer,- in‘all
- mstanees reportmg hnes would be through the BSC:to ¢4 /

Tt is proposed that an account manager model be estabhshed w1t.h1‘ the BSC to.

liaise Wlth line areas regardmg pro gress and consultatlon o Work actlvrty

Reports w111 be provided to the lelSlOIl and Executlve on BSC staff and act1v1t1es




.- PPrOPI‘late level‘.Ofmanagenal'responmblhty nd work comi lexity
- Ratio ‘fEL -

SCCUOH.SIZG Should ber no Iess than 9 (Serv1ce Dehvery sectic
Pohc';_' tions slight : :

X o Leaders ilave'broader accountablhtles rather than be techmcal’ experts 1nclud1ng
. exercising delegation’




The following criteria describe-the work-related qualities that may be taken into
account in making an assessment of candidates” suitability to perform duties. Where
- the assessment determines that a staff member’s work-related qualities fall ‘across
several criteria, the overall rating should be where the majority of work-related-
qualities are evident. ' ‘ .

L. Critical

a.

b.
c.

d.

c.

f.

skills and abilities are critical to achieving the objectives and outcomes

of the position

relevant qualifications are held where required

the capabilities expected at the level of the position are consistently
exceeded i, T T
goals and standards are consistently excéeded B
personal qualities such as honesty, integrity and team work are
exemplary - : _

EL and APS 6 staff should have supervisory/management experience

2. Highly transferable '4

a.
b.
- C.

Y oege w

- skills and abilities are diverse and the staff member 'h'{is‘ substantial

experience which is transfétable-tofthé position -

- relevant qualifications or equivalent experience is required -~

the capabilities expected at the level of the position are consistently

" displayed © -

goals and standards are competently and effe‘ctivéiy met

_personal qualities such as honesty, integrity and team work are gvident

. in the staff member’s behaviour :

. 3. Generic .

-

b

.C.-

d.

4. Limited - |
6

b,

. C.

d.

 abilities required for the position

there is high potential for the staff member tg; deVelQp s‘killsand‘ _ |

skills and abilities are generic in nature and théﬁéféff mernber has
general experience not necessarily related to the position . ..

Saze -

“the capabilities expected at the level of the position are c_gn_s_is‘vté‘ritly'

displayed : e mt | b B ks,
goals and standards are competently and effectively met © .~

personal qualities such as honesty, integrity- andteamwork ai'é:’éi(i:dent_
in the mejority of the staff member's behaviour = .

skills and abilities are Iiinited in reiat_ion to thosé'féquifed"fof the -
position. ' L - T B

the capabilities expected at the level of 'ﬂie,pdsitiiih éte'not.éonsistently '

.displayed . . aiegm o age S R T .
goals and standards are met most of thetime™ - - :

_personal qualities such as honesty, integrity and team work are

_sometimes displayed

Note: Assessments should consider diveréity and not limit opportunities or make

- assumptions.

The department’s Workforce Diversity Program acknowledges and -

_appreciates. the.differences in every employec and encourages diversity in our

quality-of the-work-undertaken-b y-the-department

" backgrounds, skills, talents and views to enrich our working environment and the




