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FOREWORD 

This Report was prepared by Lesley Hom, Coordinator of Equity and Merit, as a result of extensive 
consultations and examination of the Human Resource Management policies, procedures and 
practices within the Department of Health and Community Services from April to December 1992. 

The purpose of this Report is 

1 to raise awareness of issues related to equity and merit 

2 to provide a rationale for the forthcoming Equal Opportunity Management Plan (EOMP) 

3 to identify issues to be addressed in the EOMP 

Section 1 identifies national, Territory and Departmental initiatives and policies that prompted the 
development and implementation of Equal Employment Opportunity policy and programs in the 
Department. 

Section 2 focuses on the principles, values, legislation and other influences and constraints that have 
driven the direction of the EEO program. Strategies for implementing the program will be outlined 
in the Management Plan. 

Section 3 describes the process followed in developing the EEO program. The first step was to 
identify the issues that employees believe impact on the effective management of employees in the 
Department. 

Section 4 provides a brief explanation of the issues identified and how they impact on equity and 
merit in the Department. It is intended that these issues will be addressed by the objectives and 
strategies proposed in the EOMP. 

Section 5 of the report describes the structure that the EOMP will take. It identifies objectivesand 
some corporate strategies in the four Key Result Areas of 

• 
• 

POLICIES AND PROCEDURES 

CORPORATE CULTURE 

The EOMP will be structured to include 

• the key result area 

• an outcome objective 

• corporate strategies 

• 

• 
STRUCTURES AND PRACTICES 

SPECIAL MEASURES 

• work unit action plans that regional or work unit differences and priorities 

• time frames, assignment of responsibilities and performance indicators for each action plan. 

Each goal will include action plans that support the strategies of integration and devolution of EEO 
into all human resource management. 

The Equal Opportunity Management Plan will be developed after input from employees of the 
Department who wish to make comments or suggestions. These comments should reach Lesley 
Hom in Health House (Phone 892890) by Monday 8 March, 1993. 
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1 BACKGROUND 

1.1 Introduction 

Since the mid-1980s dramatic changes have been occurring to the ways 
organisations deliver services to their clients and manage their human 
resources. Government policy is reflecting the concern to be internationally 
competitive. Organisations are restructuring workplaces to become more 
equitable, efficient and productive. 

Changing social values and attitudes are impacting strongly on the way 
workplaces are organised and managed. Issues such as family responsibilities, 
reasonable adjustment for people with disabilities, AIDS and aspects of 
different ethnic and cultural backgrounds are being placed on workplace 
agendas. Men as well as women are seeking a more satisfactory interface 
between work and family life. 

1.2 Demographics 

1.2.1 Australia 

Australia-wide, at the present time, demographic changes are also occurring 
that will alter employment patterns in the near future. The young labour pool 
is shrinking, the workforce is ageing and employers are recognising the need 
to tap non-traditional sources of skill. 

Statistical indicate that by 2001, the number of school leavers will have 
declined by about 23,000. As well, there is a trend towards increasing 
numbers of women and minority groups entering the workforce. It has been 
estimated that two-thirds of new entrants to the workforce in the 1990s will be 
women, especially married women, and that by the year 2001, migrants will 
account for a quarter of Australia's population. 

1.2.2 Northern Territory 

1 
2 
3 

The Northern Territorian workforce tends to be younger in comparison with 
the rest of Australia, and is generally more mobile. Aboriginal and Torres 
Strait Islander people make up approximately 25% of the population. 35 
percent of Aboriginal people are registered as unemployed2. A further 52% are 
recorded as 'not in the labour force.' This includes pensioners, students, 
homemakers and discouraged job seekers. The proportion of urban Aboriginal 
people who are not in the labour force is lower than in rural areas. 

A high proportion of the population was born overseas in Europe and Asia. 
21.9% ofTerritorians were born overseas; 28.3% do not speak English as their 
first language (14.7% of these speak Aboriginal languages).3 

The Draft NT Women's Employment Strategy 
Aboriginal People in the Northern Territory Australian Bureau of Statistics 1990 
Information courtesy of the Office of Multi-Cultural Affairs 
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Nineteen per cent of NT families are single parent families, with 80% of these 
headed by women. In terms of salary, women in the NT receive on average 
71 % of male average weekly earnings, slightly higher than in the states. 
N orthem Territory women participate in the paid workforce in higher 
numbers than in the rest of Australia. 

1.2.S NTPS Statistics 

A survey carried out by the Office of Equal Opportunity on employment in 
Northern Territory Public Service in 1989 indicated that: 

• 44% of NTPS employees were male 

• 56%, female 

• 6% were Aboriginal/I'orres Strait Islander 

• for 12%, English was not their first language 

• 4% indicated they had a disability that was likely to last more than two 
years. 

1.2.4 Department of Health and Community Services 

The 1989 Office of Equal Opportunity Survey provided the Department of 
Health and Community Services with the following profile: 

Of those who responded 29% were male, 71 % were female, 6% were 
Aboriginals/Torres Strait Islanders. Thirty percent were born outside 
Australia, 14% speak English as a second language. Four per cent indicated a 
disability that was likely to last at least two years. 

The average age of employees was 37 years 5 months. Fifty-nine percent were 
less than 40 years old and 25% between 40 and 50 years. 

In 1989 the average salary for males was $30.000; for females, $24.900; for 
Aboriginal people, $20.300; for those for whom English was not their first 
language, $25.000; and for those with a disability,$ 27.900. 

The data from the survey can be used as a guideline only. Responses were 
received from 52% of employees. The survey was taken before the Estimates 
Review Committee and Cresap Review reductions in staff numbers. There has 
been considerable change to the Department's profile since 1989. 

To obtain a more up to date profile at this time it would have been necessary 
to carry out a further survey. The present Interpers data base does not supply 
sufficient data to build up a full profile in the detail required. It provides 
information according to gender and age, but no data on Aboriginality, non
English Speaking background or on people with Disabilities. 
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The new Personnel Information Payroll System (PIPS) expected to come on 
line in mid-1993 will have the Nomad reporting facility that will provide 
managers with relevant up to date information on all staffing matters, 
including EEO statistics, to assist with setting objectives and monitoring 
progress .. At this time the Human Resource Staffing Operations Branch will 
be collecting further details from employees. 

1.3 Workplace Reforms 

In the last 5 years fundamental changes in industrial relations have been 
initiated in both the private and public sectors. Governments in Australia 
have initiated short and long term strategies to achieve the goals of making 
Australian industry more productive and competitive. The Northern Territory 
Public Service is not isolated from these trends. 

In the August 1988 national wage case, the decision of the full bench of the 
then Australian Conciliation and Arbitration Commission (now the Industrial 
Relations Commission) called for the provision of a Structural Efficiency 
Principle (SEP) as a key element to a new system of wage fixation. The 
Principle provided the incentive and scope within the wage fixation system for 
employers and unions to examine their awards to abolish outmoded work 
practices, minimise structural inequalities, improve the efficiency of the 
economy and set new parameters for awarding wage increases for workers. 

The Structural Efficiency Principle (SEP) and Award Restructuring provide 
the opportunity to review and redesign structures with a view to eliminating 
artificial, arbitrary and unnecessary barriers that have denied equality of 
opportunity to women, Aboriginal people, people from non-English Speaking 
Backgrounds, and people with disabilities. If this opportunity is not taken 
now, new structures could entrench the old restrictions in a new form. 

Some of the restructuring strategies that have been initiated under the SEP in 
the Northern Territory are the Job Evaluation System, a new classification 
structure which included the broadbanding some levels in the NTPS structure 
and multiskilling in some areas. The reforms continue along with other 
strategies such as work and job design, work guidance, and enterprise 
bargaining. 

In March 1990 the Australian government ratified the International Labour 
Organisation (!LO) Convention 156 (concerning Equal Opportunities and 
Equal Treatment for Men and Women Workers: Workers with Family 
Responsibilities). This convention requires member countries to promote the 
development of programs and policies to meet the specific needs of workers 
with family responsibilities. It covers the areas of conditions of employment 
including flexible working patterns, maternity and family leave, etc. 

1.4 ERC and Cresap 

As well as the developments associated with the national agenda, in 1991, the 
Government's Estimates Review Committee (ERC) and the Cresap Review of 
Health and Community Services had a significant impact on the services 
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delivered by the Department, and on the way managers are required to carry 
out their work. 

The ERC decisions were initiated in April 1991 'to contain the growth of 
Government outlays across all expenditure areas of Government in order to 
achieve a saving in forward estimates of $108.0 million over the next two 
financial years. Approximately half of this amount was a result of reduced 
staffing. ' 4 Cresap identified further areas for reduction of or changes to 
administrative structures and operations that further reduced the number of 
staff. It has also meant extensive work on the part of managers to review and 
redesign their work units. 

Appendix F in the Final Report of the Cresap Review (September 1991) 
recommended that 'a high priority project for the Human Resource 
Management Division should be to resource an Equal Opportunity 
Management Plan and that Plan should ensure that equity issues are taken 
into account not only in respect of future recruits, but in the career development 
of existing employees." 

The Report listed the following as key issues to be addressed in the Plan: 

• the average wage differentials between female and male employees, 
Aboriginal and Torres Strait Islanders and for those whose first language 
is not English 

• the low percentage of employees who are Aboriginal or Torres strait 
Islanders (6%) 

• low representation of Aboriginal people in management positions 

• the younger workforce 

• the large number of women employed in the Department 

1.5 Equal Employment Opportunity: defining the terms 

4 

5 

Equal Opportunity activity arose around the developed world out of issues of 
social justice for people of different races, indigenous people, and women after 
the Second World II. It was not until the 1970s that particular action was 
taken in the area of EEO in employment. 

Initially the approach taken was one of promoting EEO through 'education, 
consultation and persuasion.' This was the policy of the Northern Territory 
government until November 1992, when the NT government passed 
legislation5 to address anti-discrimination and equal opportunity in a number 
of areas including employment. This parallels the experience throughout 
Australia, where it was recognised that good will alone has little impact on 
increasing the employment and participation of so-called disadvantaged 
groups. 

Cresap Final Report of the review of Health and Community Services 
See Section 2.2.1 for discussion on legislation 
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A detailed Glossary is attached to this report. However it is appropriate at 
this time to define particular terms related to EEO that will be referred to 
throughout this report. 

From a broad perspective, Equal Opportunity exists where all people are 
treated fairly and equitably in any sphere of human activity, and where no one 
is disadvantaged because of some irrelevant consideration such as sex, race, 
ethnic background, physical or intellectual capacity, age, religious or political 
belief, etc. 

Equal Employment Opportunity (EEO) applies when an organisation's 
employment policies, procedures and practices allow all staff to have an equal 
chance to be selected, promoted and managed on the basis of their skills, 
talents and capabilities. 

EEO is the absence of discrimination. The International Labour Organisation 
defines discrimination as: 

any distinction, exclusion or preference made on the basis of race, colour, sex, religion, 
political opinion, national extraction or social origin, which has the effect of nullifying or 
impairing equality of opportunity or treatment in employment or occupation. 6 

Discrimination in the workplace occurs when decisions about individuals are 
derived from outdated attitudes, stereotypes about particular groups and on 
any factor other than their ability to do the job. For example if a woman is 
denied a job as a mechanic on the grounds that 'it is not a job for a woman', 
that judgement is made on attitudes about her gender rather than her ability 
to do the job, and is therefore discriminatory. 

Discrimination also occurs when we assume if everybody is treated the same 
all will have access to equal opportunity. Treating men and women and 
people from different cultural backgrounds or the disabled exactly the same 
way may in fact lead to indirect discrimination. 

Indirect Discrimination is outcome of rules, practices and decisions which treat people 
equally and therefore appear to be neutral, but which, in effect significantly reduce a 
minority group member's or woman's chance of obtaining a benefit or opportunity. 

For example, unreasonable and unnecessary qualification requirements 
exclude people from some groups such as Aboriginal and Torres Strait 
Islander people from applying for jobs. If there is no lift access to the third 
floor of a building there is hardly equal opportunity for a disabled person to 
work in that area. Assumptions about child care and family responsibilities 
can also impact more unfairly on women than on men. 

Recognition of difference is an important component of EEO. 

A third kind of discrimination that is more difficult to identify and which 
cannot be addressed through complaints-based legislation is systemic 
discrimination, which is 

6 International labour organisation Convention 111, Article 1.1 

5 



the combination of discriminatory attitudes and policies which directly and indirectly 
decrease employment and promotion opportunities for women 7. Further, it includes the 
inevitable negative attitudes women develop towards themselves as a result of these 
reduced opportunities. Davies (1982:16) 

Such discrimination is best addressed through the development and 
implementation of Equal Employment Opportunity programs which 
constitute a proactive, 'preventative' approach to promoting equity and merit 
in the workplace and to identifying and eliminating barriers that women and 
people from minority groups encounter in employment. 

An Equal Opportunity Management Plan (EOMP) is a results-oriented 
plan of positive action which sets out the organisation's approach to achieving 
the goal of Equal Opportunity. 

1.6 Benefits of EEO 

Apart from legislative requirements and the unnecessary costs in time and 
resources to deal with individual complaints, it is good management practice 
that employees are managed in a way that maximises their ability to perform. 

The Department benefits when employees are motivated to achieve to their 
potential. EEO creates a work environment that is conducive to optimum 
performance and job satisfaction, thus enhancing the quality of service to 
clients. 

Awareness and commitment to equity and merit ensures that the 'best people' 
are recruited and promoted to the Department. The practice of Equal 
Employment Opportunity also contributes to the effectiveness of an 
organisation, because it results in a staff profile that more accurately reflects 
the clientele it serves. Representatives from a wide range of groups in the 
community enables decision-making and service delivery that more closely 
meets the needs of all people in the Territory. 

1.7 The origin of the Project 

7 

The Equal Employment Opportunity Project was initiated as a result of 

the commitment of the Secretary and the Executive to the Departmental 
value of 'promoting Equal Opportunity in Employment' and its inclusion in 
the Departmental Corporate Plan 
the consensus in the Department about EEO issues such as increasing the 
number of Aboriginal staff at all levels 
Recommendations of the Cresap Review 
the Anti-discrimination Act passed in December 1992 
the proposed Public Sector Employment and Management Act 
the personal support of the Assistant Secretary, Human Resource Division, 
Ted Rayment to the promotion of equity and merit within the Department 

The same process applies to other .groups, such as Aboriginals, migrants, people 
with disabilities, older people, etc, who have been disadvantaged by negative 
perceptions and attitudes held by some managers. 
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In April 1992, Lesley Horn was seconded from the Office of Equal Opportunity 
in the Public Service Commission's Office to develop an EEO policy and 
Management Plan. 

The terms of reference of the secondment were to: 

1 provide expert advice and assistance to the Secretary, the Executive 
and managers on Equal Opportunity legislation, policies, programs 
and strategies in employment and the delivery of services to clients 

2 develop, co-ordinate and monitor the implementation of 
Departmental EEO, equity and merit in the area of Human Resource 
Management. 

3 integrate Equal Opportunity Employment principles into all Human 
Resource Management practice in the Department. 

A proposal was submitted to the Departmental Executive in May 1992, and the 
following Goal and Objectives were endorsed: 

Goal 

A workplace where, as a result of good human resource 
management, diversity is valued, and the skills and capabilities 
of all employees are optimised to achieve the goals of the 
Department. 

Objectives: 

• To develop, co-ordinate and monitor the implementation of 
Departmental equal employment opportunity policies in the area of 
human resource management. 

• To develop an Equal Opportunity Management Plan which includes 
an implementation plan that will then be integrated into all human 
resource management practice in the Department. 

• To raise the awareness of all employees on Equal Employment 
Opportunity issues, and inform them of their rights and 
responsibilities in the area. 

• To ensure that EEO policy and programs within the Department 
comply with and give effect to Commonwealth and Territory 
legislation in relation to non-discriminatory human resource 
management and in the delivery of services to clients. 

• To provide reports and discussion papers to meet both internal and 
external reouirements. 

7 



2 GUIDING PRINCIPLES/INFLUENCES/CONSTRAINTS 

A number of factors have guided the development of EEO policy and 
Management Plan. Some of these are based on Departmental and 
Government values and directions, some on the result of past experiences in 
other jurisdictions, and some as a result of research that is presently taking 
place into managing structures and organisational culture to effect change. 

2.1 Principles and Values: 

The following section outlines the principles and influences that will shape the 
Equal Employment Opportunity Management Plan. It includes principles of 
good Human Resource Management along with the values that the 
department is promoting to achieve its goal of quality health and welfare 
services to all Territorians. Legislative constraints are also outlined. 

The Northern Territory is one of the last states/territories to introduce EEO 
legislation and to initiate formal equity programs. The Department has an 
ideal opportunity to learn from other systems, and to build on their 
experience. 

2.1.1 The Merit Principle 

Essentially EEO is about the application of the merit principle. The concept 
of merit refers to the relationship between a person's job-related qualities and 
those genuinely required for the performance in particular positions. (Burton 
1992) Merit is being increasingly viewed in terms of 'the ability to contribute 
to the achieving of the objectives of the organisation rather than by an 
arbitrary set of standards based in part on tradition and on unstated 
assumptions about the abilities or characteristics of certain groups.' (Wilenski, 
1985) 

If the merit principle is applied correctly, personal views about the place of 
women in the workplace, racist attitudes about the ability of people from 
different backgrounds or people with disabilities will have no impact on the 
selection, promotion and management of staff in organisations. 

Organisations are recognising that there are many ways of structuring and 
managing workplaces that are not based on values, style and priorities of the 
dominant groups. Employment practices are being examined to assess 
whether they are the most effective ways of operating or whether they are the 
result of traditional approaches that are no longer relevant to modern 
management. 

2.1.2 Equity 

Merit alone is not enough to ensure EEO. Merit is in part a product of 
organisational processes that provide opportunities for people to access the 
kind of opportunities that demonstrate their relative merit. The way that 
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organisations define and apply the concept of merit will have an inordinate 
impact on the application of equity. 

The definition of merit must take into account the skills, qualities and 
experience of a more diverse range of people or women and people from 
minority groups will continue to be disadvantaged or excluded by narrow 
definitions. This may mean examining the qualification requirements and 
different experience and skills that people have had and which can be 
transferred to the requirements of the jobs. 

It also means looking at what value is placed on qualifications, skills and 
experience. For example selection panels have been known to place more 
value on the writing of reports than on understanding of Aboriginal culture for 
jobs that relate to work with Aboriginal people. Experience and skills gained 
outside the paid workforce can also be as valuable as that gained in formal 
workplaces. 

The three aspects of EEO programs that address equity are systems of redress 
or 'special measures', structural processes and organisational culture. These 
are discussed elsewhere in this report. 

2.1.3 Departmental Values 

For some time now the Department has been encouraging its employees to 
inculcate values that have been developed through participation and 
consultation within the Department and with outside stakeholders. These 
values as outlined in the Corporate Plan are: 

The Department: 

1 Encourages all staff to take a broad organisational perspective 

2 Expects appropriate use to be made of the skills, abilities and 
knowledge of all staff 

3 Will provide a healthy and safe working environment 

4 Encourage all staff to focus on the needs of clients 

5 Recognises staff participation as a key factor in the successful 
development of objectives 

6 Promotes equal opportunity 

7 Expects integrity and loyalty from all staff 
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2.1.4 Valuing Diversity 

An examination of the demographic profile of the Australian population at 
large and this Department in particular will indicate that we already have a 
diverse population. This diversity will continue to create tensions as long as 
people view difference as a disadvantage. Tolerance of difference is not 
enough. Tolerance provides a context of accepting the status quo and allowing 
others to try 'to fit in'. 

Many organisations, particularly in the private sector, have recognised that 
managing a diverse workforce is now a business necessity, and are in fact 
benefiting from a workforce that can provide service and advice that is 
representative of the wider community. (Valuing Diversity Conference, 1992) 

To achieve the full benefit of the diversity in our organisations it will mean a 
shift from not merely tolerating differences, but towards valuing the diversity 
of skill and experience in our organisation as an opportunity for more creative 
problem solving. 

For the above reasons the EEO program is entitled, 'Celebrating the 
Differences.' 

2.1.5 EEO is for everyone 

In most equity programs in Australia 'target groups' have been identified as 
Aboriginal and Torres Strait Islanders, people from non-English Speaking 
Backgrounds, women and people with disabilities. Legislation in the Northern 
Territory does not designate any specific groups for attention in EEO 
programs. 

The approach taken in the Department has been that EEO is for all people so 
no target groups have been designated. However for the purpose of identifying 
issues that impact on particular groups, the attributes outlined in the anti
discrimination Act will be kept in mind. (Refer to Appendix 1 Glossary) 

2.1.5.(i) Special Measures 

Because some groups have been more disadvantaged in the past by policies 
and procedures that are now considered inappropriate and discriminatory, 
organisations are taking steps to identify and remove such practices and 
replace them with fair and equitable processes. Until the time that such 
practice becomes part of everyday management there will be a need to focus on 
particular issues and strategies. 

One of these strategies may be the initiation of temporary 'special measures' 
designed to redress past policy and practice which may have prevented people 
from specific groups from participating and progressing in the Department. 
Such measures could be English classes for people from non-English speaking 
backgrounds, management training for Aboriginal people and women, 
confidence-building for people with disabilities, etc. 
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Special measures is defined in the NT Anti-Discrimination Act as an 
exemption. It allows discrimination against individuals in some circumstances 
for a limited time. 

Section 57 SPECIAL MEASURES 

(1) A person may discriminate against a person in a program, plan or arrangement 
designed to promote equality of opportunity for a group of people who are disadvantaged 
or have a special need because of an attribute. 

(2) Subsection (1) applies only until equality of opportunity has been achieved. 

2.1.6 Integration/Mainstreaming 

All governments in Australia and overseas are examining the way they 
approach EEO in public sector employment, and some have been 
experimenting with the concept of 'mainstreaming.' Mainstreaming is 
described in this context as including all considerations of equity within the 
mainstream culture without any special consideration of differences from the 
able-bodied, white, Anglo-Celtic male culture. 

Where Equal Employment Opportunity is mainstreamed prematurely, equity 
is not considered a priority and is mostly ignored. In Canada and the USA, 
where the experiment in devolution and mainstreaming of Equal Opportunity 
has been perceived to fail, recentralisation of the EEO function is taking place. 

The Commonwealth devolved EEO implementation to departments after the 
Block Report (1987) recommended the mainstreaming of EEO through the 
devolution of functions of the Public Service Board. There is clear evidence 
that it resulted in the down grading of EEO in some sections of the Australian 
Public Service, with the accompanying lack of attention to equity issues 
especially in State and Territory offices of the Commonwealth departments. 
The Commonwealth has since re-established the EEO function in the 
Australian Public Service and integrated it into the Human Resource Policy 
Division of the Public Service Commission at Assistant Commissioner level. 

Burton defines mainstreaming more appropriately as, 

the devolution of the management of EEO programs to the departmental level, the 
giving of line managers the responsibility for implementing EEO, with corresponding 
changes in systems of accountability and the associated dismantling of specialist EEO 
units(1990:53). 

Mainstreaming is an appropriate strategy only when it can be demonstrated 
that EEO is part of normal practice of line managers within departments. At 
the same time it is essential that 'systems of accountability' are developed to 
ensure that EEO is taken seriously by line managers, and to measure the 
success of programs. 

The consensus at a teleconference between the heads of public sector EO units 
in the States, the ACT and the Commonwealth in May 1991 is that 'planned 
integration' of EEO into Human Resource Management is the most effective 
way of ensuring that EEO will become part of mainstream activity in the 
workplace of the future. 

11 



Planned Integration involves identifying equity issues, consciously planning 
action plans to promote equity and remove barriers, preparing managers to 
take responsibility for achievement for EEO, providing advice and support to 
all employees, and developing systems to measure achievements. 

2.1. 7 Devolution/Responsibility 

Experience elsewhere has shown that the demonstrated commitment of the 
Chief Executive Officer (CEO) and senior management is essential if EEO is to 
be taken seriously within the organisation. As critical, if not more so, is the 
role managers and supervisors have in the acceptance, promotion and 
application of EEO in the workplace. They are the key people in promoting 
EEO in their own work areas through setting standards, ensuring there is no 
discrimination or harassment of any kind and modelling fair and equitable 
management practices. 

Under devolution, the responsibility for ensuring equity is applied within the 
Department lies with all managers. 

Practice elsewhere indicates that before devolution of EEO functions can be 
effective certain preconditions need to be met. These include: 

• high level support at CEO level for EEO 

• an understanding at all levels of the principles of equal opportunity 

• · all policy development, strategic planning and change management driven 
by principles of equity and merit 

• thorough reviews of personnel policy and practice to identify and address 
all areas of direct and indirect discrimination 

• a source of expert advice available to managers. 

• departmental and line management accountability 

2.1.8 Accountability and Ethics 

In any planning process there must be an on-going monitoring and evaluation 
system to gauge the success of action and strategies carried out and to 
establish new goals and objectives to meet changed conditions. 

Apart from the planning process, ethical considerations arise about decisions 
managers will be called on to make. It is essential to ensure that these 
decisions are consistent with the espoused values of the Department and 
principles of good Human Resource Management, which include equity and 
merit. 
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When the Public Sector Employment and Management Bill is enacted the 
Secretary will be accountable to the Parliament through the Minister for the 
effective management of the Department. 

2.2 Other Influences 

2.2.1 Legislation 

Since the 1970s, the Commonwealth, and most of the states and territories 
have introduced legislation that makes unjustifiable discrimination in 
employment, as well as in other areas, unlawful. The Northern Territory 
Government passed Anti-Discrimination legislation in the 1992 November 
sittings of the Legislative Assembly. The legislation is to be enacted during 
1993 

The Northern Territory Anti-Discrimination Act 

The objects of the Act are: 

(a) to promote the equality of opportunity of men and women within the 
community; 

(b) to promote recognition and acceptance within the community of the 
equality of persons of all races and of all persons regardless of their 
religious or political convictions; 

(c) to eliminate discrimination against persons on the grounds of race, 
sex, sexuality, age, marital status, pregnancy, parenthood, impairment, 
trade union or employer association, religious belief or activity, political 
opinion, affiliation or activity, irrelevant medical record or irrelevant 
criminal record in the areas of work, accommodation, education, the 
provision of goods, services and facilities, the activities of clubs and in 
insurance and superannuation; and 

(d) to eliminate sexual harassment. 

The legislation aims to provide an avenue for complaint and redress for 
individuals who feel they have been discriminated against. It will require an 
individual to submit a written complaint to the administering body for 
conciliation. Occasionally where the conciliation process fails, the complaint 
could be referred to a public hearing for resolution. 

For managers in the Department, the legislation means treating employees 
fairly and equitably so that individuals do not feel they have been 
discriminated against. They also need to ensure services to our clients are 
provided in a non-discriminatory way. Unjustifiable discrimination by 
Departmental employees could result in complaints that take considerable 
time and resources to resolve. It is more efficient to develop policies and 
practices that promote equity and merit, so that there is less likelihood of 
people having ground for complaint. 
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The proposed Northern Territory Public Sector Employment and 
Management Act 

This Act will result in the formal devolution of greater human resource 
management responsibility from the Public Service Commissioner to Chief 
Executive Officers. CEOs will manage their agencies according to principles 
advised by the Public Service Commissioner. The Commissioner will issue 
some principles of human resource management and public administration, as 
well as a Code of Conduct and Employment Instructions on specific issues. 

When the Bill is enacted one of the functions of Chief Executive Officers will 
be: 

to devise and implement programs to ensure that employees have equal 
opportunities in relation to their employment in accordance with the merit 
principle (Section 24(j)) 

All heads of government instrumentalities will be required to comply with and 
be accountable for administering these principles through annual reporting to 
ministers, as indicated in 

equal opportunity management programs and initiatives designed to 
ensure that employees employed in the Agency have equal employment 
opportunities (Section 28 2(/)) 

2.2.2 Structural Influences 

8 

It has become clear in recent years that while activity in the areas of 
legislation and the removal of overt discrimination in employment has 
produced some changes, it has not achieved the outcomes intended. Evidence 
reported in Half Way to Equal (1992) shows that despite attempts over the last 
12 - 15 years to improve the position for women in the workplace very little 
progress has been made. 

While women's participation rate in the labour force has increased from 37% 
in 1966 to 52% in 1991, they still tend to be employed in the lower paid, lower 
status positions. They fill 76% of part-time positions, receive 83% of average 
male full-time weekly earnings. In the NTPS women hold 14% of executive 
positions at a time when approximately 56% of the service are women. 

The registered unemployment rate of Aboriginal people in 1990 was 35%, four 
times that for the rest of the populations. There are few Aboriginal and Torres 
Strait Islander people in management positions in the NTPS. 

Early EEO programs focussed on providing programs for the groups who were 
seen as disadvantaged to help them 'to fit in.' There was no attempt to 
examine organisations to identify structures and processes that might be 
preventing members of these groups from participating more fully in 

Australian Bureau of Statistics (1990) Aboriginal People in the Northern Territory. 
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employment. Research by Kanter, Burton, Poiner and others is showing many 
subtle factors combine in the workplace to maintain the status quo. 

Structures for the purposes of the EOMP will be defined as those designated 
under the Industrial Relations system and Award Restructuring as 
fundamentals of employment (classification systems, wage rates, work 
organisation and job design, and training). Attention will be given to the 
processes involved in the implementation of these structures (eg performance 
appraisal, job evaluation, broadbanding, multi-skilling, etc). 

Many of these process are driven by the attitudes and social values as 
illustrated by the following: 

• Initial task assignment. Advancement within an organisation depends 
very much on previous experience, so the kind of tasks carried out by 
individuals will be critical to further success in their organisations. 
Burton (1991) claims that males tend to be allocated tasks that 
demonstrate their capacity for advancement, women are allocated support 
tasks. An example of this is where male clerical recruits are streamed into 
finance and supervisory roles while women do the word processing. 

In some organisations Aboriginal people are being placed in so-called 
'designated' positions. People often see this as a form of positive 
discrimination, and the jobs themselves become marginalised. They are 
then undervalued in the same way women's jobs are. 

• Bias in Job Evaluation Systems/Performance AppraisaThis 
concept described above is also at the core of why jobs that are viewed as 
women's jobs are evaluated lower than men's jobs in formal job evaluation 
systems, and why the work that women do is not always appraised in the 
same way as men. It impacts on the principle of merit. 'The chances of a 
person to acquire and demonstrate merit are heavily dependent upon the 
content and quality of social relations in the workplace.' Burton (1991:21). 

• 'Trying helps men, hurts women.' Burton reports on research which 
indicates that perceptions of ability or competence are different when 
viewed in men and women. Burton (1991:18) states 

Men and women tend to rate men's work more highly than women's, and men's 
performance on tasks more highly than women's identical performance. 

When men are perceived to be succeeding it is ascribed to their ability; for 
women it is seen as due to effort at that particular time, and therefore 
maybe transitory. This could have a large impact on how individuals are 
assessed and their work evaluated through Work Guidance. 

• Training and development follows the same path as in the allocation of 
tasks. A 1990 Australian Bureau of Statistics survey, How Workers get 
their Training suggested that while the proportion of females receiving 
training of any kind was only slightly lower than that of males, there was a 
significant difference in the kind of training received. 
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Women tended to have more on-the-job maintaining the system 
training, while men attended external courses 

Men received more support for paid study leave 

Training was disproportionately provided to those in positions that are 
predominantly held by males - that is, management positions, those 
with seniority, and to people in permanent or full-time work. 

The concepts above apply in the same way to Aboriginal and Torres Strait 
Island People, people with disabilities and other groups outside the 
mainstream. 

2.2.3 Attitudes and Organisational Culture 

It is not only the reform of employment practices that will allow open access 
by women and minority groups. It will require significant change to culture of 
the organisation. Corporate cultures develop out of the values, norms and 
basic assumptions people organisations hold about themselves, their 
relationships with each other and the nature of their organisation. How the 
culture is demonstrated ranges from specific behaviours to general patterns 
that have developed over time. Culture shapes the policies, procedures and 
practices that are carried out in the organisation. 

It is realistic to expect that the attitudes of some people to Equal Opportunity 
will not be positive. Attitudes have developed in a wider social context than 
the workplace. We all bring with us values and perceptions that have 
developed in times that are rapidly changing. 

Workplaces have developed in line with attitudes. Many people describe the 
workplace in terms of able-bodied white Anglo male values. Social traditions 
have emphasised the connection of men with authority and of women with 
dependence. Career patterns have been based on that of most men who have 
the domestic support that allows them to concentrate more fully on their paid 
work. It means that work incorporates a culture that values being able to 
work long hours in the workplace, attend evening meetings and residential 
training programs. People with family responsibilities, predominantly women 
are not generally as free to fulfil these requirements. 

There are still some people who see EEO as a direct threat to their own 
private interests and values. It should be emphasised that EEO programs in 
organisations require changes in work practices, not to individual 
arrangements in the private sphere. 
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2.2.4 The Departmental Planning Cycle 

The timing for the Equal Opportunity Management Plan is closely tied to the 
Departmental planning Cycle. Because EEO is central to Human Resource 
Management strategies outlined in the EOMP will be developed in association 
with HRM Division staff, and integrated into the HRM Divisional Plan. 
Strategies will be further integrated into the Operational Plans of all divisions. 

Divisions will be asked to identify divisional and workplace strategies that 
reflect their own priorities. These priorities will be identified as objectives for 
inclusion in the published EOMP by the end of June 1993. The outcomes of the 
Plan will be evaluated in June 1994, and reported in the Annual Report. 

I 

THE PLANNING CYCLE. 

1993-1996 
CORPORATE PLAN 

prepared by Jan/Feb 1993 

\ 
1993/4 1993/94 

HUMAN RESOURCE 
MANAGEMENT 

DIVISION 
OPERATIONAL PLAN 

April· June 1993 

.. ... EQUAL 
OPPORTUNITY 

MANAGEMENT PLAN 
March 1993 

\ I 
1993/94 

DIVISIONAL 
OPERATIONAL PLANS 

April June 1993 
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3 PROJECT DESIGN 

The process designed to develop the policy and plan was informed by the 
stated guiding principles and values. I have attempted to integrate EEO 
principles in my work from the beginning of the project. In many instances 
strategies were initiated in consultation with appropriate people as the 
opportunities arose. These will be identified in the EOMP. 

I followed the model which has been used successfully in several states, and 
proceeded through the following stages: 

1 Preliminary 
2 Communication and Awareness 
3 Gather Information/Identify issues 
4 Preparation of the Equal Opportunity Management Plan (EOMP) 
5 Implementation 
6 Monitoring/Evaluation 

3.1 Preliminary 

3.1.1 Commitment 

This first stage involves Departmental commitment to the development and 
implementation of Equal Employment Opportunity policy and programs. The 
Department had demonstrated its commitment by identifying EEO as a value 
of the Department. The Secretary, Mr Ray Norman issued an EEO Policy 
statement (Appendix 1) commiting the Department to the development of EEO 
policy and Management Plan. The Assistant Secretary, Human Resource 
Management, Mr Ted Rayment, was designated the officer, responsible for 
EEO in the Department. 

3.1.2 EEO Steering Committee 

It was proposed and accepted that a two-tiered approach to management/union 
consultation be initiated. A Steering Committee was set up, comprising 5 
Management and 5 association/union nominees, with the following terms of 
reference: 

1 Role of the Committee 

To provide advice, expertise and support to the Secretary throughout the 
process of developing, implementing and evaluating the Departmental 
EEO programs. 

2 Functions of the Committee 

• to provide a forum for two-way communication and information 

• to advise sharing on the progress of EEO within the Department 
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• to promote a co-operative approach to the development of the 
Departmental EOMP 

• to encourage commitment, understanding and support for EEO policies 
and strategies, and to assist in the active promotion of the EOMP 

• to contribute to the identification and implementation of objectives, 
strategies, consultative arrangements and evaluation of the EOMP 

• to support the integration of EEO into all human resource management 

• to determine a method of monitoring and evaluating the Equal 
Opportunity Management Plan 

• to oversight the preparation of the EEO contribution to the Annual 
Report 

• to advise on the development of policies and procedures for the 
prevention of sexual harassment 

It was planned that the Committee would meet on a needs basis until the 
Equal Opportunity Management plan was completed. After this time it would 
meet on a quarterly basis to monitor progress. 

3.2 Communication and Awareness 

An important component of an EEO program is to provide all staff with 
information on what such a program is about. Some people become anxious 
about programs that might impact on deeply held values and beliefs. Many 
are concerned about the ramifications EEO will have on them personally. 

The concepts underlying EEO are complex and need to be accessible to all. In 
his Equal Opportunity Policy Statement (Appendix 1) the Secretary explained 
the Department's approach to developing EEO policy. 

I initiated the following as part of a communication strategy: 

• awareness seminars in Darwin and Alice Springs 

• Elimination of Sexual Harassment seminars in Alice Springs 

• regular items in the Departmental Newsletter 

• responding to requests from managers for advice on a variety of issues 

• assisting in the resolution of grievances 

This awareness raising will be on-going, with further visits to other centres in 
the first half of 1993, and other information in the form of brochures posters, 
etc, prepared and disseminated widely within the Department. 
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3.3 Information Gathering 

In order to develop a program such as this it is important to identify those 
practices within the organisation that may be contributing to the lack of 
opportunity for all employees. Information about conditions of service, 
written Human Resource policies and procedures, formal and informal 
practices, statistical data, and the perceptions of employees about the 
Department was collected through a variety of sources, including: 

the Secretary and Assistant Secretaries (feedback to the HRM Division 
during the operational planning process) 
The Office of the Public Service Commissioner 
officers of the Human Resource Management Division 
the Strategic Planning Conference 
planned seminars 
informal meetings 
individual personal contacts 
phone contacts 
grievances 
written policies, procedures 
the 1989 Office of Equal Opportunity Survey 
statistical data 

Further consultations are intended to give staff the opportunity to respond to 
the issues outlined in this report and to comment on the Draft Equal 
Opportunity Management Plan. 

4 ISSUES 

The following are issues that have been identified during the Information 
Gathering Stage as priorities to be addressed in the Equal Opportunity 
Management Plan over the next three years (1993-1995). 

4.1 Aboriginal And Torres Strait Islander People 

9 

The Department has recognised for some time that action needs to be taken to 
address the recruitment and retention of Aboriginal People in the Department. 

Three reviews carried out in 19929 on recruitment and retention in the 
Department identified issues such as the lack of consistent orientation and 
cross cultural training for registered Nurses and Medical Officers, recognition 
of cultural and family issues, confusion about Aboriginal Health Workers' legal 
rights and entitlements, excessive use of limited tenure contracts, confusion 
about the role and status of Aboriginal Health Workers and non-Aboriginal 
professionals, and in-service training. 

Many of these issues are common to Aboriginal employment in other areas of 
the Department. Senior Managers who participated in the Strategic Planning 

Martin J, Interim Report on the Recruitment, Retention and education of Aboriginal 
Health Workers, Josif P & Elderton C Working Together: A Review of Aborigi.nal 
Health Workers, Franks, C & Curr, B, Aboriginal Health Worker Project 
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Conference strongly supported the development and implementation of an 
Aboriginal Employment Strategy that would increase the participation of 
Aboriginal people at all levels in the Department. 

The Aboriginal Development Branch in the Department of Education has the 
responsibility foe coordinating the development of a Service-wide Strategy and 
will be assisting the Department develop the HACS Strategy by June 1993. 

4.2 Awareness of EEO 

Contacts with significant numbers of people in the Department indicate a 
mixed level of awareness about EEO and, indeed, merit. The perceptions 
range from the denial that a problem exists ("Everyone has Equal Opportunity 
now .. If people don't succeed it's their own fault.") to overt hostility ("EEO -
it's positive discrimination for women!"). 

There has also been the reverse reaction where managers, recognising that the 
proportion of Aboriginal people in the Department is low have stated that they 
want to apply 'positive discrimination.' This kind of action is not supported by 
government or Departmental policy. 

Very few employees are aware of some of the more subtle influences that 
impede Equal Opportunity both in the workplace and in the wider society. 
The implementation of an on-going awareness program will need to be a 
strategy in high priority in the EOMP. 

4.3 Berrimah line 

There is a perception that employees from outside the Darwin area are treated 
differently from those in Darwin. Many believe that resources are inequitably 
distributed across the Department, and that the regions, especially Alice 
Springs, are disadvantaged in the allocation of material and human resources. 
Similar complaints have been made about jobs outside Darwin being classified 
at lower levels and lack of communication between Darwin' and the regions. 

There are also perceived tensions between Central Office in Health House and 
other parts of the Department. 

These complaints may or may not be valid. Either way it is a problem for the 
Department if a significant proportion of its employees hold these perceptions. 
It is important to investigate the complaints to identify any discrepancies 
between the different areas. 

4.4 Communication with all employees 

Consistent, reliable communication with employees in a large diverse 
organisation will always be a challenge. Add to this the remoteness of 
communities in the Territory and distances between them, and it is not 
difficult to see how people can feel isolated, frustrated, and cut off from 
information. It is particularly important to keep people informed during the 
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implementation of significant changes such as those instituted by ERC and 
Cresap. The departmental newsletter is well received, but further work needs 
to be done in other areas, particularly in the promotion and acceptance of 
'merit and equity'. 

A considerable number of employees are not aware of their employment 
status, ie whether they are substantive or temporarily promoted in positions. 
Concern is being expressed consistently about the time it takes to receive 
feedback on the processing of JES requests, recruitment matters, etc. The 
delay is not always with central units, but is often with line managers who do 
not provide appropriate information documentation or follow the designated 
processes. 

Apart from the aspects of providing information there is the aspect of 
providing information in a way that is accessible to all employees. This 
includes: 

• written communication written in 'plain English', not too much jargon 

• communication and signs (particularly those related to safety in the 
workplace) in languages other than English 

• using gender-inclusive and non-discriminatory language 

4.5 Data base 

The establishment and analysis of a Departmental employee profile is 
fundamental to planning and monitoring EEO initiatives. It is essential that 
data is readily available for planning and monitoring purposes. Statistics 
provide hard evidence of where groups may be underrepresented or 
disadvantaged in any way. 

The Coordinator of Equity and Merit and the Director of the Human Resource 
Staffing Operations have been discussing the data and reporting requirements 
for the Personnel Information and Payroll System (PIPS) with the Office of the 
Public Service Commissioner, and expect that the facility to provide reports on 
staffing will be available early in 1993. The Department will be updating its 
data base at that time. 

The key EEO variables that will be available will be related to sex, marital 
status, nationality, Aboriginality, disability, age. The key workforce variables 
are salary, occupation, classification, education standard, highest 
qualification, employment status (permanent/temporary/casual/contract), full
time/part-time, location, length of employment, last promotion, amount and 
kind of training. 

4.6 Devolution 

Devolution of responsibility for Human Resource Management has been 
proceeding for some time in the Department, and will continue to do so under 
the principles guiding the proposed Public Sector Employment Act. Some 
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managers are accepting the responsibility reluctantly, some are welcoming the 
opportunities it provides. 

A number of managers have commented that they will require more support 
and advice from the Human Resource Division while they refine their 
understanding of Human Resource Management processes. A few have 
expressed willingness to bypass principles of merit and equity and accept the 
consequences themselves (eg "If I get caught doing the wrong thing, I will 
accept responsibility.") 

It is not in the interests of the Department for officers to act in an unethical 
way. Accountability for the management of employees lies ultimately with the 
Secretary who reports to the Minister responsible for the Department. 

A system will be established in the EOMP that will enable the Secretary to 
carry out the requirement of the proposed Public Sector Employment and 
Management Act to report on EEO programs in the annual Report to 
Parliament. 

4. 7 Disability 

This is an area that will need further review within separate workplaces. A 
number of Departmental buildings both in Darwin and in the regions have no 
easy access for people in wheelchairs or others who might find climbing stairs 
difficult for other reasons. The provision of easily-accessed toilets, the 
organisation of office space and the allocation of parking space should be 
included in the review. 

Legislation requires that if it is reasonable in the circumstances to make 
adjustments in the workplace to accommodate the needs of people with 
disabilities then such adjustments must be made. Adjustments made to 
physical aspects could be as simple as ensuring passageways are wide and 
clear, low shelving, and lower handles on doors for people in wheel chairs and 
improved lighting for visually impaired people. Training programs and 
interviews could be scheduled at ground floor venues. 

The more challenging consideration is how to accommodate the psychological, 
neurological and intellectual impairments so that people with disabilities may 
operate effectively eg brain-injured people can often function more effectively 
in the morning, so training and more difficult tasks would be best carried out 
early in the day. 

One specific issue highlighted in the consultations was the indirect 
discrimination that applies if a disabled person is required to hold a driver's 
licence for manual cars. If an employee holds a NT Drivers Licence, then it 
would be reasonable for her or him to have access to an automatic vehicle. 

4.8 Harassment 

While sexual harassment has been acknowledged as a serious problem, and 
has been declared unlawful, it is one of several kinds of harassment that 
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sometime occur that have the effect of creating a hostile and unproductive 
workplace. 

Harassment is any unwelcome, offensive comment or action concerning a 
person's race, colour, ethnic origin, sex, marital status, disability, etc. It is 
behaviour towards another employee which is intimidating, aggressive or 
embarrassing. It is usually applied by someone in a position of power, and 
complaints indicate it is more likely to be aimed at women and people from 
other races. 

Sexual harassment is unwanted, unsolicited and unreciprocated sexual 
conduct which can range from persistent verbal innuendos and remarks to 
physical assaults. It is defined in terms of victim's perceptions, not harasser's 
motives. 

Managers are responsible for ensuring that their work unit is free of 
harassment of any kind. They are also responsible for resolving grievances. 

Advice and support can be sought by all employees from Sexual harassment 
contact offices (names to be notified in all centres), Human Resource Liaison 
Officers , and the Coordinator of Equity and Merit (Health House). Awareness 
seminars and training for Contact Officers and managers will be initiated 
early in 1993. 

4.9 Limited Tenure 

At present the Department employs 76 males and 285 females on limited 
tenure. They are mostly nurses filling vacancies due to people on maternity 
leave, Aboriginal Health Workers, and key-board operators. Some of the 
number are people on contract, identified inappropriately on the data base as 
being on limited tenure. The Aboriginal Health Workers position under 
review and should be resolved soon. 

Often individuals are maintained as limited tenure employees when there is 
no justification and for longer than the allowable time. Strategies will need to 
be devised to identify and manage short term vacancies more equitably and 
efficiently. 

4.10 Multi-skilling 

This process has attracted a strong response from officers who feel their 
workload has increased through the removal of many of the clerical assistant 
positions and requiring the remaining staff to become 'multi-skilled'. Many do 
not have the key-boarding or desk-top publishing skills required. 

Another aspect of multi-skilling occurs where work in a unit is planned to be 
spread across a variety of functions and employees are not skilled across all 
areas. It can lead to present employees not being seen as suitable for the 
redesigned jobs, and outside people are employed to fill jobs. Training needs 
should be considered when redesign of work is being carried out. 
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4.11 People from Non-English Speaking Backgrounds (NESB) 

There are several factors that are impacting on the employment and progress 
of people from NESB: 

• language barriers, both oral and written can lead to 
restricted training options 
limited knowledge about rights and responsibilities 
occupational health and safety problems 

• perceptions that an accent constitutes poor communication 

• negative judgements about different interpersonal styles 

• concentration in physical grades can mean lack of opportunity for 
advancement 

• lack of recognition of overseas qualifications 

Many of these problems can be reduced by English classes, cross-cultural 
awareness training for NESB and Australian employees, and other 
appropriate training. Communication strategies should include providing 
written communication in other languages. 

4.12 Occupational Health and Safety 

Many of the work practices that have developed over the years have related to 
what people believe about the physical capacity of men and women. Women 
have been protected from lifting heavy weights in non-traditional areas such 
as garages. Men have not been so protected, with the result that the 
absenteeism and compensation costs as a result of back injury are very high. 
Nurses too have previously lifted heavy people without restriction. 

The Northern Territory has endorsed the Manual Handling Guidelines 
developed by Work Safe in NSW. The Department is developing an 
Occupational Health and Safety Strategy that is being informed by EEO 
principles. The strategy will be distributed later in 1993 

4.13 Recruitment/Selection/Promotion 

This is the process that most reflects the organisations understanding of, and 
commitment to, the application of the principles of equity and merit. It also 
includes the processes that will facilitate selection of the best staff. EEO 
principles should be considered in all stages: 

• Managers should ensure that the Position Analysis Questionnaire for 
Evaluation and classification reflects the real requirements of the job, and 
if free from bias of any kind. The same applies when preparing the 
Position Description and Selection Criteria. 
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• Requiring formal qualifications as a selection criteria is valid if, and only 
if, the qualification is a real requirement of the job. Formal qualifications 
are often a predictor or indicator of skills that are directly job-related. 
However they do not guarantee that the applicant will have the skills 
required. Qualifications should not be required to give a job status. The 
recognition of formal qualifications does not replace a rigorous and well
carried out selection process. 

This stage of the process should ensure that all people who could do the job 
have the opportunity to apply. Further stages of the process will ensure 
the selection of the most suitable applicant. 

• Advertisements, both in the NT Gazette and newspapers, should be 
written in a way to attract as many suitable applicants as possible. 
Potential applicants should not be discouraged from applying by 
inappropriate language including exclusive terminology such as 
'tradesman'. It is also appropriate to state "Aboriginal and Torres Strait 
Islander people are encouraged to apply." 

Managers could also consider alternate methods of advertising. For 
example, radio or television could be more appropriate for attracting job 
applications than newspapers for Aboriginal people and people from non
English speaking backgrounds. 

• Information about the position should be available equally to all people. 

• When shortlisting, the panel should objectively examine the claims of each 
applicant against the selection criteria. and ensure that no one is excluded 
because of 

stereotypical views of people from specific groups (eg "Women get 
pregnant. "All Aboriginals are unreliable.") 

assumptions about life-styles or working patterns that would exclude on 
aspects of the job such as travelling, working over-time, men working in 
traditional female areas 

perceived lack of facilities for disabled people, single housing only in 
remote areas for people with dependents 

• Interview panels should 
where possible have a balance of men and women 
include Aboriginal people where possible 
take into account different cultural interpersonal behaviours 
venues are accessible and appropriate for people with disabilities 

• Care should be taken with referee reports that the comments made are 
on the basis of the selection criteria and not on general opinion. 

• Panels should make their decision after a fair and unbiased evaluation of 
all applicants against the selection criteria. 
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• Decisions should be notified quickly with appropriate post-interview 
counselling provided. 

4.14 Redeployees 

In recent times there has been a larger number of people potentially excess 
than usual as a result of ERC and other changes to functions and workplaces. 
In general the perception that a large proportion of people hold about 
redeployees is a negative one. This view is not confined to this Department 
alone. Claims are made that preference for placement of redeployees is 
discriminatory and not based on merit. 

There is no breach of merit because the redeployees are not being promoted -
merit has already been satisfied when the person was selected for appointment 
or promotion at the level they presently hold substantively. They are being 
placed in positions at a level they have already reached in fair and open 
competition. The transfer of an officer at his or her level has always been 
possible under NTPS conditions. 

Where a function is to be reduced or abolished, decisions as to which positions 
are surplus should be objective and based on an assessment that the work 
performed is no longer required - not the person. This assessment should not 
include any consideration of the incumbent either in terms of performance or 
personal characteristics. 

Care should be taken that particular groups are not disproportionately affected 
by such changes. For example older people should not be selected as potential 
redeployees because of their age. Many of the jobs that disappeared in the 
process of multi-skilling have been those of women whose main jobs have been 

. in keyboarding. 

4.15 Resource Allocation 

Comments have been made about the allocation of resources across the 
Department. These have ranged from the inequitable allocation of office 
space to who is funded to attend conferences interstate. Regions also are 
convinced that resources are not always allocated equitably. 

It has been suggested that allocations are made on the basis of hierarchy 
rather than need. This area needs further investigation. 

4.16 Temporary promotion (HDAs) 

A review will be carried out by the Human Resource Division to assess the 
extent of the number of people on Temporary Promotion. Anecdotal evidence 
suggests that the number is excessive, and that some have been filling 
positions long term. The allocation of temporary promotion is perceived by a 
number of employees to be inequitable and based on favouritism, or 'being one 
of the boys.' 
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In order to give all eligible employees the opportunity to be considered and to 
comply with industrial agreements all HDA positions over 3 months duration 
should be advertised, at least internally. 

4.17 Training 

Training will be a core strategy in developing a workforce that understands 
and is committed to applying equity and merit. Departmental priorities for 
1993/94 include cross-cultural training for all staff and management training. 

Training packages for EEO Awareness and the Elimination of Sexual 
harassment will be developed early in 1993. Training for Sexual Harassment 
Officers will commence in March. 

EEO principles and issues will be integrated into orientation and other 
training in the Department. 

4.18 tJniforID.S 

A need has been identified to review the Departmental policy on uniforms. 
Nurses in particular are requesting changes to the present styles . Some 
would like the option of wearing culottes or slacks instead of dresses. The 
Occupational Health and Safety Officers are also examining the suitability of 
uniforms in relation to the lifting and transferring of patients. Senior 
Management in Royal Darwin Hospital is in the process of reviewing the 
policy, in line with cost effectiveness and industrial agreements. 

4.19 Women 

An examination of the statistics for women employed in the Department at 
June 1991, indicated that the same patterns of horizontal and vertical 
segregation exists as in the wider workforce. Women tended to fill the lower 
positions in all streams, with bottle necks at particular levels. For example 
88% of employees at the A02 level were female. These jobs are generally word 
processing and receptionist jobs with little or no career paths above the A03 
level. 

Similar patterns occurred in the Professional (P) stream with 90% of the 
lowest classification Pl being held by females while there were none at P4, 
35.7% at the P3 level and 67.1% at P2. 

The reverse occurred in the nursing profession. At all levels women comprised 
between 87% and 95%, except for the Registered Nurse Level 3 where were 
79.7% were female. 
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4.20 Work Guidance 

Work Guidance and Performance Review can be used effectively to signal the 
changes in values and behaviour that organisations are seeking to initiate. 
The Department has initiated a Work Guidance Program that will satisfy 
many of the goals of the EEO program. 

Employees will be directed through the Work Guidance performance 
agreements to identify actions they can carry out in Key Result Areas and the 
Departmental Values, one of which relates to promoting EEO. 
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5 EQUAL OPPORTUNITY MANAGEMENT PLAN (EOMP) 

Four Key Result Areas have been identified with accompanying Outcome 
Objectives to be addressed in the Equal Opportunity Management Plan over 
the next three years. They will incorporate the guiding principles and other 
influences described in this report. 

Specific corporate strategies will be devised to achieve these objectives. 
Operational action plans will be developed and implemented that reflect 
differences and priorities in individual work units. All units will be asked to 
prepare a mini-EOMP, comprising action plans, target dates, person 
responsible and performance indicators, to complement the corporate EOMP, 
by 30 June 1993. 

GOAL 

A workplace, where as a result of good human resource management, 
diversity is valued, and the skills of all employees are optimised to 

achieve the goals of the Department. 

KEY RESULT AREA 

OUTCOME OBJECTIVE 

+ 
STRATEGIES 

Corporate strategies to be to be integrated into Divisions' Operational Plans 

+ 
OPERATIONAL AND WORK UNIT ACTION PLANS 

that are consistent with corporate objectives, and reflect differences and priorities of 
work units. 

The Plans will includeinclude 
• Specific actions 
• Officer responsible 
• Target dates 
• Performance indicators 
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The KEY RESULT AREAS for the Plan are: 

1 Policies and Procedures 

2 Structures and Practices 

3 Corporate culture 

4 Special Measures 

The OUTCOME OBJECTIVES associated with the Key Result Areas 
are: 

1 All human resource management planning, policies and 
procedures are guided by principles of equity and merit. 

2 Structures and practices promote opportunities for the progress 
and development of all employees. 

3 A culture prevails that promotes equity and merit and which 
values diversity. 

4 As a result of 'special measures' the Department's employee profile 
will be more representative of groups in the wider community. 

All of these goals will be guided by common strategies of the integration of 
EEO into all areas, and the devolution of responsibility for equity and merit to 
all managers. 

The following flow-charts identify some strategies suggested to achieve the 
objectives listed. Employees are invited to provide further suggestions about 
the issues, the goals and strategies outlined in this Report by 8 March. These 
will be considered for inclusion in the Equal Opportunity Management Plan 
that will be distributed at the end of March. 
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GOAL 

A workplace, where as a result of good human resource management, 
diversity is valued, and the skills of all employees are optimised to 

achieve the goals of the Department. 

~7 

KEY RESULT AREA 1 

POLICIES AND PROCEDURES 

~,.. 

OUTCOME OBJECTIVE 1 

All Human Resource Management planning, 
policies and procedures are guided by principles of 

equity and merit 

~,.. 

CORPORATE STRATEGIES 

Review current planning, policies and procedures to ensure they conform with 
principles of equity and merit. 

Ensure future policies and procedures promote equity and merit. 

Ensure corporate planning processes address equity and merit implications. 

Integrate EEO strategies into corporate planning process. 

Provide specialist EEO advice and assistance on developing and implementing 
policy that supports the Department's commitment to equity and merit. 

Provide managers with training, resources and information about EEO principles, 
policy, practice and legislative responsibility. 

Monitor the implementation of corporate and workplace strategies through a 
system of reporting to the Secretary. 

~ 

OPERATIONAL AND WORK UNIT ACTION PLANS 
will include actions consistent with corporate objectives and relevant to individual 

workplaces. 
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GOAL 

A workplace, where as a result of good human resource management, 
diversity is valued, and the skills of all employees are optimised to 

achieve the goals of the Department. 

+ 
KEY RESULT AREA 2 

STRUCTURES AND PRACTICES 

OUTCOME OBJECTIVE 2 

Structures and practices promote opportunities for 
the progress and development of all employees. 

CORPORATE STRATEGIES 

Examine practices associated with Work Guidance, Industrial Relations, Job 
Evaluation and classification, work design and training to ensure that they 
promote equity and merit. 

Examine conditions of service it identify and eliminate any direct or indirect 
discrimination both form and informal. 

Integrate equity and merit considerations into guidelines and advice provided by 
the Human Resource management Division. 

Integrate EEO considerations into HRM Guidelines and policies on Job Evaluation 
and Classification, Work Guidance, Work Design, Training, Industrial Relations, 
Recruitment, Selection and Promotion, 

+ 
OPERATIONAL AND WORK UNIT ACTION PLANS 

will include actions consistent with corporate objectives and relevant to individual 
workplaces. 
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GOAL 

A workplace, where as a result of good human resource management, 
diversity is valued, and the skills of all employees are optimised to 

achieve the goals of the Department. 

t 
KEY RESULT AREA 3 

ORGANISATION CULTURE 

OUTCOME OBJECTIVE 3 

A culture prevails that promotes equity and merit 
and which values the diversity in its workforce. 

CORPORATE STRATEGIES 

Increase the awareness of EEO principles through seminars, guidelines and 
publicity documents. 

All written and oral communication will use non-discriminatory language. 

Promote the Departmental values. 

Promote the link between efficiency, excellence and diversity in the workplace. 

Promote an environment that is free of harassment of any kind. 

t 
OPERATIONAL AND WORK UNIT ACTION PLANS 

will include actions consistent with corporate objectives and relevant to individual 
workplaces. 
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GOAL 

A workplace, where as a result of good human resource management, 
diversity is valued, and the skills of all employees are optimised to 

achieve the goals of the Department. 

+ 
KEY RESULT AREA 4 

SPECIAL MEASURES 

OUTCOME OBJECTIVE 4 

As a result of 'special measures' the Department's 
employee profile will be more representative of 

groups in the wider community 

CORPORATE STRATEGIES 

Develop strategic plans that identify special measures for groups that have been 
identified as having specific needs to assist them to compete for selection and 
promotion on the basis of merit, that is for 
• Aboriginal and Torres Strait Islanders 
• People with Disabilities 
• People from non-English Speaking Backgrounds 
• Women 

Monitor and report annually on changes to the Department's demographic profile. 

+ 
OPERATIONAL AND WORK UNIT ACTION PLANS 

will include actions consistent with corporate objectives and relevant to individual 
workplaces. 
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7 GLOSSARY OF TERMS 

ATTRIBUTES define the grounds identified in the Anti-Discrimination Act, 
against which it is unlawful to discriminate against people in the areas of 
work, accommodation, education, the provision of goods, services and facilities, 
the activities of clubs and in insurance and superannuation. The identified 
attributes are: 

race 
sex 
sexuality 
age 
marital status 
pregnancy 
parenthood 
breastfeeding 
impairment 
trade union or employer association 
religious belief or activity 
political opinion, affiliation or activity 
irrelevant medical record 
irrelevant criminal record 
association with a person who has, or is believed to have an attribute referred 
to above. 
(Section 19 NT Anti-Discrimination Act) 

CULTURE describes the ways a group organises social relations, including 
political and economic relations, ways of defining what is right, of deciding who 
has the power, and what roles people are expected to play within a group. It is 
more than aspects of life-style than such as music, dance art, national dress, 
food, etc. 

DISCRIMINATION is defined in the NT Anti-Discrimination Act as: 
a) any distinction, restriction, exclusion or preference made on the basis of an 
attribute that has the effect of nullifying or impairing equality of opportunity; 
and 
(b) harassment on the basis of an attribute 

In the Act discrimination is said to have taken place if a person treats or 
proposes to treat another person who has had, or is believed to have had 
(a) an attribute 
(b) a characteristic imputed to appertain to an attribute 
(c) a characteristic imputed to appertain to persons with an attribute 

less favourably than a person who has not, or is believed not to have, such 
an attribute. 

For discrimination to take place it is not necessary that 
(a) the attribute is the sole or dominant ground for the less favourable 
treatment; or 
(b) the person who discriminates regards the treatment as less favourable. 

The motive of a person alleged to have discriminated against another person is, 
for the purpose of this Act, irrelevant. 
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EQUAL OPPORTUNITY (EO) exists where all people where no one is 
disadvantaged because of some irrelevant consideration such as sex, race, 
ethnic background, physical or intellectual capacity, age, religious or political 
belief, etc. 

EQUAL EMPLOYMENT OPPORTUNITY (EEO) exists when an 
organisation's policies, procedures and practices allow all employees to have an 
equal chance to be selected, promoted and managed on the basis of their skills, 
talents and capabilities. 

An EQUAL OPPORTUNITY MANAGEMENT PLAN (EOMP) is a plan of 
positive action which sets out the organisations approach to achieving the goal 
of Equal Opportunity. 

ETHNICITY refers to cultural characteristics. 

ETHNOCENTRIC is the word applied to people who exhibit a tendency to view 
their own culture's way of believing, behaving and organising society as the 
best or the norm. 

INDIRECT DISCRIMINATION is the outcome of rules, practices & decisions 
which treat people equally & therefore appear to be neutral, but which, in 
effect, significantly reduce a minority group members or woman's chance of 
obtaining a benefit or opportunity. 

MERIT refers to 'the principle that an appointment, promotion or transfer 
under this Act should be on the basis of, and only on the basis of, the capacity 
of the person to perform particular duties, having regard to the person's 
knowledge, skills, qualifications and experience and the potential for future 
development of the person in employment in the Public Sector.' 
(Section 3 Public Sector Employment and Management Bill) 

PREJUDICE suggests an unfounded or unreasonable judgement usually 
against something or someone .. Racial prejudice refers to negative attitudes 
towards those classified on the basis of physical or cultural characteristics. 

RACE is defined by The United Nations as 'the result of the process by which a 
population becomes adapted to its environment.') 

RACIAL HARASSMENT is the denigration of a person's racial, cultural or 
ethnic origin through words, jokes, gestures, bullying or other offensive 
behaviour. 

SEXIST OR GENDER HARASSMENT occurs when people, mostly women, 
are treated in a disrespectful way because of their sex. 

SEXUAL HARASSMENT is defined in the Draft NT Anti-Discrimination Bill 
as prohibited conduct, and can be the subject of a complaint to the Anti
Discrimination Commission. Under the Act, sexual harassment takes place if 
a person 
(a) subjects a person to an unwelcome act of physical intimacy 
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(b) makes an unwelcome demand or request (whether directly or by 
implication) for sexual favours from the other person 
(c) makes an unwelcome remark with sexual connotations 
(d) engages in any other unwelcome conduct of a sexual nature (this would 
include provocative posters or pictures with a sexual connotation, offensive 
gestures) and 
(e) that the person does so -

(i) with the intention of off ending, humiliating or intimidating the 
other person; or 
(ii) in circumstances where a reasonable person would have anticipated 
the possibility that the other person would be offended, humiliated or 
intimidated by the conduct; or 

(0 that other person is, or reasonably believes that he or she is likely to be , 
subjected to some detriment if he or she objects to the act, demand, request, 
remark or conduct. 
(Section 23 of the Anti-Discrimination Act) 

A SPECIAL MEASURE is any program, plan or arrangement designed to 
promote equality of opportunity for a group of people who are disadvantaged or 
have a special need because of an attribute. 
(Section 57 NT Anti-Discrimination Act) 

STEREOTYPES are generalised images of people in a particular group or 
category, which are held whether or not most, or even some, people in that 
category fit that image. 

SYSTEMIC DISCRIMINATION is created by the interaction decisions, rules, 
policies and practices which adversely affect particular groups in a systematic 
way. 
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8 APPENDIX I POLICY STATEMENT 



D ate: / 3 JULY 1992 

R eference: 

To : ALL DEPARTMENTAL STAFF 

From: SECRETARY 

Subject : EQUAL OPPORTUNITY POLICY STATEMENT 

D EP.-1.!H\IEN T O F HEALTH 
:\ND CO.\l.\t l!NITY SERVICES 

MEMORANDUM 

One of the organisational values identified by the Department 
of Health and Community Services in its Corporate Plan is that 
of promoting equal opportunity in employment. Equal 
opportunity exists where all people are treated fairly and 
equitably, and where no one is discriminated against on the 
grounds of race, sex, sexuality, marital status, pregnancy, 
disability, age, or religious and political belief. Equal 
Employment Opportunity is fundamentally about the application 
of the merit principle in recruitment, selection, promotion, 
and the management of all employees. It provides access to 
equal opportunity f or all. 

I n keeping with this principle, I have appointed Lesley Horn 
t o t he Human Resource Management Division to coordinate the 
d evelopment and implementation of an Equal Opportunity 
Management Plan (EOMP ) . 

An EOMP will contain positive steps to identify and eliminate 
any discriminatory prac~ices that may be occurring in the 
Department, and to introduce measures that will ensure equity 
f or all employees. The EOMP will cover all aspects of human 
resource management, i ncluding selection and recruitment, 
conditions of service, staff development, job classification 
and all practices associated with managing staff. 

The implementation of Equal Opportunity benefits not only 
individuals, but promotes the efficient use of the skills and 
potential of all people. It also creates a work environment 
that is conducive to optimum performance and job satisfaction, 
thus enhancing the quality of service delivery to our clients. 
It means valuing rather than tolerating differences. 

An Equal Employment Opportunity Steering Committee consisting 
of departmental and union representation is being established 
to provide a forum for consultation and information sharing 
with employees. Lesley will be meeting with managers and 
groups throughout the Department in the next few months to 
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provide opportunities for all to express their views. You may 
also provide comment to Lesley either by phone on 892 890, or 
by written submission to her in Health House. All 
communication will remain strictly confidential. 

The program outlined above has my complete support, and I urge 
you to contribute to the process. 

~#-----
RA~O~ 
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