Ref: psc01/09

Ms Helen Donaldson

Secretary

Senate Finance and Public Administration

  Legislation Committee

Parliament House

CANBERRA  ACT  2600

Dear Ms Donaldson
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Yours sincerely

Helen Williams

      April 2001 

TRAINING IN THE AUSTRALIAN PUBLIC SERVICE

RESPONSE TO SENATE FINANCE AND PUBLIC ADMINISTRATION LEGISLATION COMMITTEE
1.
At the 2001–02 Supplementary Budget Hearings of the Senate Finance and Public Administration Legislation Committee, Senator Faulkner sought comment on the terms of a proposed audit on Training Arrangements in the Australian Public Service (APS).   The proposed audit was set out in the Draft Performance Audit Work Program for 2000–01, issued by the Australian National Audit Office (ANAO) on 27 March 2000.  

2.
Specifically, Senator Faulkner asked:

· if the Public Service and Merit Protection Commission (PSMPC) could verify the ANAO’s estimate that the APS-wide training budget for 1997–98 was around $120 million; 

· whether the PSMPC had a view on the ANAO’s suggestion that “the outcomes of expenditure on training are unclear, in particular whether there is any formal and ongoing evaluation of the training programs against their original objectives”; and

· if the PSMPC was aware of any private sector benchmarks of training costs.

3.
Although the prime responsibility for the management of people in the APS is now devolved to Agency Heads, the Public Service Commissioner has a role in coordinating and supporting APS-wide training and career development opportunities, and in fostering leadership, in the APS.  The PSMPC addresses this, in the main, by offering agencies the opportunity to participate in “cross-agency” development for the Senior Executive Service, and by providing high quality training opportunities, both cross-Service and in-house, across all levels of the Service.

4.
These learning and development opportunities include a range of Senior Executive Service Development Programs for different stages in a senior executive’s career, the Career Development Assessment Centre, the Senior Women in Management Program, the Graduate Series, the Driving Change Series for human resource practitioners, and a range of public programs (including on Projects, Outsourcing, Tenders and Contracts, Financial Management, and Policy Development).  This training takes account of areas of need identified by Agency Heads.  The total cost of these PSMPC activities during 1999–00 was just under $3.6 million.  The Commission recovers the bulk of this amount from participating agencies, although in some cases the Commission runs sessions at no cost or reduced cost when new advice has been introduced or essential information is involved.  During 1999–00 the Commission also brokered learning and development programs, worth just over $1 million, for individual agencies.

5.
The clear reference point for the design and development of the Commission’s own programs is the work carried out with agencies on the identification of learning and development needs.  The Senior Executive Development Programs, for example, are based around the requirements of the Senior Executive Leadership Capability Framework, developed during 1998–99 in close consultation with Agency Heads and senior executives across all agencies.  The Framework, which was developed to incorporate the APS Values, is now the basis for selection to the Senior Executive Service.  Following finalisation of the Framework, the entire suite of Senior Executive Development Programs was redesigned, and a comprehensive tender process was undertaken to select new providers to deliver individual Programs.  

6.
In the case of the Graduate Series, during 2001 the PSMPC is presenting a completely revamped offering based on the strong feedback we have had from agencies on the learning and development needs of their Graduate recruits.  Human resource development staff from interested agencies have been closely involved in the detailed design work for the new Series.

7.
The PSMPC strives to obtain continuous feedback from participants and agencies on the quality and relevance of its learning and development programs.  At the end of each program, participants are asked to complete evaluation sheets.  We have recently also completed a “focus group” exercise (involving 26 agencies) to obtain the views of agency staff at all levels on the effectiveness of the PSMPC’s offerings.  The Commission is also beginning to address structured evaluation processes to assess the long term benefits of our individual programs.  The Career Development Assessment Centre program for the Senior Executive Service feeder group is currently the subject of such an evaluation.

8.
The bulk of APS training activity, however, is undertaken at agency level without reference to the PSMPC.

9.
We have no independent information to verify the ANAO’s estimate that the APS-wide training budget for 1997–98 was about $120 million.  The PSMPC’s 1999 study on Building Corporate Capability—The APS in Transition, however, estimated 

that the total training investment during 1998-99 for the 30 APS agencies participating in the Study was around $78.5 million.  This represents an estimate of the total amount spent on formal, off-the-job training.  Typically, it includes costs of workshops and seminars, course fees, and internal and external trainers.  The 30 agencies involved in the study represent around 80 percent of the APS.  The median training investment per employee for the 30 agencies was $1,054.  

10.
On the question of whether learning and development programs are meeting their objectives, agencies are responsible for evaluating the effectiveness of the activities that they arrange. 

11.
The ANAO is currently undertaking a project on Benchmarking People Management in the APS.  As part of this project, the ANAO will be seeking feedback from sixteen APS agencies on a number of training-related issues, including:

· the extent to which individual agencies provide employee training which effectively enhances performance;

· the hours of training that are typically received by new employees in their first year of employment;

· the hours of training per year that are typically received by an experienced employee (ie someone employed for more than one year); and

· the proportion of the workforce that is qualified or capable (either through training or job rotation) to perform more than one job.

The ANAO project may provide a sound basis for an up to date assessment of agency strategies for learning and development, and the effectiveness of those strategies. 

12.
Finally, Senator Faulkner mentioned that he would be interested in any private sector benchmarks of training costs.  Such benchmarks need to be treated with some caution.  Given that “training” can cover such a wide and diverse range of activities, care needs to be taken to ensure “like-with-like” comparisons are being made.  It is also true that organisations will often take a very different approach to training depending on whether they are undergoing significant change.  For instance, the cost of training for an organisation which is downsizing or being outsourced might be expected to look very different to that for a new organisation in the process of being established.  All that aside, Building Corporate Capability reported that the median training investment per employee in All Industry was $300, while the Private Sector was at $719.  The PSMPC understands these figures have been steadily decreasing since the repeal of the Training Guarantee Act.
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