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Introduction / Executive
Summary

This report identifies the recruitment difficulties of paid staff in community
organisattons based in Western Sydney and explores some of the contributing factors

to staff turmover in these organisations.

The process was to ascertain and document indicators based upon a common belief
that positions advertised remain unfilled for a number of months, are readvertised due
- to the initial response being too low, a poor standard of written applications being
submitted (that either are not suitable for the position or have not adequately
addressed the criteria for the position), and the level of salary offéred for the given

position.

These issues impact on core project outcomes not being delivered and often the
remaining staff in the organisation are required to pick up additional tasks affecting

their own work performance and morale.

Core project objectives are best delivered to the community on an uninterrupted basis,
. however, what is problematic for community orgahisations is their ability to maintain
a specific service while seeking to employ staff, as it is often a timely and expensive
process. Of those organisations that responded to a survey, sixty-seven positions were
advertised and the time taken to fill positions ranged from a minimum of three weeks
to a maximum of two years. The majority of respondents spent between one to two

months (26%) and three to five months (37%) in filling one vacancy.

The scope of the project was limited to the financial members of Western Sydney
Community Forum (WSCF). Members of WSCF are not-for-profit, community based
and community-managed organisations providing services and resources to residents.

The membership of WSCF extends to the local government areas of:

e Aubum
¢ Baulkham Hills
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@

e Blue Mountains
e Blacktown

s Bankstown

e (Camden

o (Campbelltown

s Holroyd

e Parramatta

e Liverpool

e Fairfield

e Penrth

» Hawkesbury

o  Wollondilly

The methodolégy used was qualitative and quantitative data and sampling processes
to collate information. Two hundred and ten commuﬂty-baécd organisations were
sent surveys to ascertain if they encountered recruitment difficulties in the year 2001,
Sixty-Seven completed surveys were returned (31%) and 10 face to face interviews

were conducted.
Additional issues identified in the report range from the types of positions that were
vacant during 2001, the recruitment strategies and selection processes used to Jook for

staff and if people remained working in Western Sydney in their new positions.

High staff turnover in the community organisations resulted from

salaries and employment conditions not being commensurable to what the position

duties in fact are; '

e skills required for the position versus formal qualifications with limited bands-on
experience; |

» lack of ongoing funding for projects resulting in the inability to create a paid
position;

¢ the secondary reliance of organisations to recruit, train and maintain volunteers to

deliver unfunded projects that have a high community need;
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lack of professional supervision and professional development opportunities for
staff; |

limited career pathways for staff employed in community organisations;

tow staff morale and organisational change;

the increasing démands placed on employees from funding bodies regarding
monitoring and evaluating projects;

unpredictability over job security and long term funding; and

uncertainty of how to implement Enterprise Agreements or Australian Workplace

Agreements that could assist in retaining staff in community based organisations.

The data collected was limited by the short timeframe (five weeks) to conduct the

project, and the period in which it was conducted (mid-December 2001to the end of

January 2002, the annual holiday period for many Managers/Coordinators to which

the survey was addressed). However, it has been effective in documenting the

inherent knowledge and experiences from some community organisations on

recruitment difficuities. There were a number of other suggestions/strategies which

~ came out of the survey and interviews that will be considered for future projects.

These are:

Interviewing mahagement committee members on recruitment processes, staff
-morale, and retention of staff in Western Sydney community organisations;

- Examining the implementation or lack of implementation of occupational health
and safety, best practice models, techniques, other strategies and processes
relating to recrujtment, morale, and retention of staff within community
organisations in western Sydney; |

Interviewing people who have left community organisations to understand why
people are leaving, where they go once they leave, and what needs to change for
them to return to Community Organisations in western Sydney;

Comparing the recruiting, morale, and retention of staff in community
organisations with a religious affiliation or dominant ideology to those who don’t
have that type of base or core;

Comparing larger welfare/community organisations in western Sydney to those

who are smaller in size in how they recruit staff, staff morale and retention rates;
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e Examining different positions for example managers and coordinators or youth
workers to find out about difficulties that are particular to the job position and
level;

¢ Statistical information on where staff go when they resign from community
organisations; and

e A narrower project/s that looks at one particular service within the sector for
example Home and Community Care (HACC) or Neighbourhood Centres to find
out the problems that relate specifically to each service in recruiting, morale and

retention rates

These suggestions and strategies will lead to practical solutions, processes, and

procedures to address the topic for the community sector in Western Sydney.

This project was a collaboration between Western Sydney Community F orum
(WSCF) and The School of Applied Social and Human Services (SASHS) of
University of Western Sydney (UWS) and the Linkwest Summer Research Awards

program.

It is envisaged that the relétionship between WSCF _and UWS will lead to further
projects that are accessible to the higher education sectors, and staff and management
committees in the community sector. Such a collaboration will assist them in
organisational systems development thereby creating energy and time for_future

community and program development initiatives.

Research Des'ign, Aims,
Methodology and Tools

Resear'ch Design

Following on from existing research-(Wagncr et al 2001) and field observations
collected by the Western Sydney Community Forum, the recruitment of paid staff to
community organisations has been identified as problematic. In order to investigate

the problem in detail, the research addresses the following research questions:
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1. Do community oiganisations encounter difficulties when recruiting staff?
2. What kind of difficulties do they encounter?
3. How do they explain these difficulties?

The research was to be conducted as part of the UWS Summer Research Award
program and the partners to the research (CLAST and WSCF) together with the
Research Assistant agreed to a pilot that would establish some initial findings.

Aims

Although anecdotal information suggests that the community sector has recruitment
difficulties due to, but not limited to, low pay and being predominantly female in its
staffing, the survey methodology aimed to establish whether the following issues are

also indicators requiring action.

» [Isolation/ sole workers

e Lack of supervision (day to day, clinical, program)

o Lackof profeSsionai development opportunities

e Lack of career pathways |

e Attitudes towards the sector

s Pressure and expectations of positions (e.g. crisis services)

e Lack of direction and support from Management Committees

Methodology and Research Tools

Given the nature of the research questions both quantitative and qualitative data was
collected. For the quantitative data, a survey was developed (see appendix A). The
survey was self-administered by coordinators and managers of non-government

community organisations located in Western Sydney.

For the qualitative data, a semi-structured interview format was developed including

questions about workplace conditions, reasons for staff resigning, places of relocation,
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pay rates, skills and qualifications éxpectéd when recruiting, unions, community

management, interviewing processes, use of volunteers, gender issues and funding.

Samplmg

The survey was distributed to 210 Coordinators and managers of commumty
organisations in Western Sydney. These were members of the Western Sydney
Community Forum. Quite a low response was anticipated because of the Christmas
period but the return of 67 su.rveys by the 25 of January 2002 mdlcated that many
organisations think this research is 1mportant and timely.

i

\
There were 10 Interviews conducted in total. Organisations were chosen to represent
a range of areas within Western Syidney.

|
The following organisations paﬂic?pated in the interviews:

= Blackheath Area Community I\JIeighbourhood Centre, Blackheath
* QGraceades Cottage, Bidwill/Mtf.Druitt |

= The Parks Community Neh:vork, Wetherall Park

» Cassia Community Centre, wéhmorthviue

* The Richmond Women’s Cottalge, Richmond

= Auburn Neighbourhood Centré, Auburn

= The Hills Aid and Information ;Service Inc, Baulkham Hills

=  Millennium Youth Services, Pe;m'ith

» Burnside Multicultural Family ISupporth elfare Service, Cabramatta

To protect the privacy of the comniunity organisations quotes will only be identified

as Interviewee.
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Findings & Discussion

Staff Recruitment

The Community Sector itself covers mé.ny fields including crisis services, family
services, community centres, homeless services, legal centres, health services,
counselling services and women’s services. There is a large diversity of positions
available within community organisations, as the positions vary according to the role
of the centre/service within it’s community and clients need, so there is a large variety

of position within the sector.

Of the community organisations that responded to the survey 60% indicated they had
difficulties in recruiting staff and 67% had tried to recruit staff in 2001.

The most common form of advertising was the local newspaper, the Sydney Morning
Herald, followed by the Internet. Others mentioned using agencies, and noticeboards.

Most organisations used at least a combination of two forms.

“We advertised several times and we couldn’t get a big enough number of applicants,

and we advertised the award and I really believe award conditions determine how

many people apply...”

Most community organisations, which responded to our survey, advertised for more

then one position over the last year.

The most advertised positions were Community/Health workers. These include people

who work with disability, youth, outreach workers, community dcvelopmenf anda

variety of these types of positions.

The table below indicates the positions advertised and the number of surveys that

mentioned trying to recruit them.
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Table 1: Advertised Positions

Position category The number of surveys mentioning
Admin 3
Managers/Coordinators . ' 8
Educational Professionals 3
Community/Health workers 19} -
Other 2
Admin & Managers ) 2
Admin & Community/Health Workers 5
Managers & Community/Health Workers 2
Admin & Management & Community/Health Workers 1
Admin & Edvucation & Community/Health Workers 2
Total — 47
n/a 20
' ' 67

A major difﬁcuity in recruitment is how long it can take to find the right person for
the vacancy with the majority taking 3 to 5 montbs.

Table 2; Time Taken to Fill Positions

Time taken to fill ady ertise( pesition Freguency Perecent
1-3 weeks S 6 ' 17
-2 months ' 9 26
3-5 months 13 37
6-12 months : 5 14
13-24 monthsl ‘ 2 6
Total T 35 100
n/a 32

67

Due to lack of staff, 2 organisations reported that they were not able to remain open
during the time it took to find the right person to fill the vacancy/ies and 10
organisations were unable to offer all their services to clients. Services also mentioned
as being effected by shortage of staff were administration, financial, counselling and
allied bealth services. Proj ec-ts and activities were postponed or cancelled or run by

staff not employed or skilled to do the task.
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Many community organisations specified that they advertised more then once for the
positions. The following is a list of strategies that were implemented to overcome
difficulties in recruiting staff and how many organisations implemented these

strategies.

Table 3: Recruitment Strategies

Strategy Number of surveys that mentioned }

Advertise further/wider

Redesign advertisement

|Consult management/meetings

Offer flexible contracts

Review job/improve conditions

Offer training

Provide extra hours for current staff
Other

Readvertise & consult management committee

1 N A N e W W] N AN

Readvertise & offer training

ek

Review job & offer training ‘
Total | 33
n/a - M
Overall total 67

In examining recruitment and retention in community organisations it is important to

find out what qualities, skills and'qualiﬁcations the sector is seeking.
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Staff Turn Over

According to the survey 27% of organisations reported a high turnover rate within
their community organisation. In the survey one organisation with 7 employees

indicated they had a complete staff turn around within a 12 months period.

Of the 67 surveyed, the main reasons for staff leaving were maternity leave, pay and
stressful working conditions. Other factors included location, limited career

development, study leave, retirement and project completion.

Due to the high amount of community organisations that have employed staff in 2001
67% it appears that people who have been working ina community organisation are
now relocating. This implies that recruitment and retention of staff are significant

issues in the secior.

Requirements for Employment

Due to the many different community organisations and diverse number of roles, the
information from the surveys cannot simply be correlated. The question on the
surveys was for the qualifications required. These are the main pointé from the

information.

¢ Qualifications in welfare, social sciences or related area or qualifications in the
area the job is in, e.g. counselling qualiﬁcations.
¢ Experience in a similar position was often specified especially for positions in
" management. | |
e Drivers Licence was specified for many posiﬁons and own transport was

required for some especially in relation to outreach workers.

In most interviews staff were asked what they would require in terms of personal
* qualities, skills and qualifications when recruiting a general employee. One
coordinator talked about the issue that the sector is moving more towards employing

staff based on qualifications rather than skills.

10

RECRUI~1.MAX



The following are some of the responses from interviews

¢ Commitment to Social Justice

¢ Initiative

¢ Someone who is equally comfortable working on their own as they is working
as part of a team.

e Adapiable, able to make change énd adapt to a changing environment

+ Interested in personal growth

s Active Learner

¢ Communication Skills .

_ The importance of communication skills was mentioned in most interviews usually as

the most important skill/quality.

o Interpersonal skills.

¢ Community Development skills

»  Group work skills

o Facilitation Skills

* - Cross-cultural awareness

e Atleast TAFE certificate Il in youth work or welfare. (Dealing with a youth
worker position.), another said for a senior youth work position a social |
science degree was required

» Relevant qualifications are mandatory for positions such as Counsellor for
example a degree in Social Work or Psychology.

¢ One community organisation acknowledges life experience for positions in
welfare. o

» One organisation specified a degree or the equivalent experience.

The importance of the personality of the individual was expressed as'a very important
aspect in recruiting staff and specified during interviews. One interviewee in
particular stated that it was important to wait for someone with the right attitudes

rather then employ someone just to have staff needed.

11
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“J believe skills and technical knowledge and how to do the job can be taught. Ido
not think attitudes, personality, motivation can be taught so I would interview based
on behavioural personal specifications... definitely it’s about the person not their

technical skills.

Selection Process

Most community organisations selection procedure was conducted by an interview
panel with members of the management committee, and commeonly the
coordinator/manager and sometimes an independent person was mentioned. A few
times it was also mentioned that two interviews would take place, the first being with
the coordinator. The structure of the interview process differs by the size of the

‘organisation and type also.

“] set up this process I get applications first on paper I tend to do this fairly
structured and without sounding too negative that doesn’t seem what this industry

usually does because they are used to doing this as quickly and cheaply as possible.”

“Some posiﬁons are higher like senior manager that has to be done by the CEQO and
the HR manager and a board member. At my level it would be CEO and another
manager and an independent. (We have) very good EEQ. At coordinator level it
would be me and my regional director, at worker level it would be the coordinator,
sometimes they would organise themselves and I would give them authority fo do it
don’t want to be fnvolved, but often it requires some special skill and if I am

concerned about it Iwill be involved. At the lower level, we make the recommendation

and send it off to Senior Manager and HR and it’s approved.”

Leave

The Social and Community Services (State) Award do not have any provisions for

paid parental leave or study leave at present.

12
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One of the most common conditions requested in the survey and interviews was paid

maternity/parental leave.

“Given that most of the people who work in the sector are women, and it suits them

because it's part time I think paid parental leave should be there.”

Many organisations do want to grant some provisions for paid parental leave, but

funding often complicated this matter.

Some organisations have no funding to pay for parental leave as the funding has to go
into the wages of the employee who takes that position during the time the staff

member is on parental leave which can be up to a year.

Currently the SACS Award complies only with state regulations of up to the child’s
first birthday to be granted as unpaid parental leave if requested by the employee who
will be the primary carer (Cited Industrial Act 1996, NSW)

Only one organisation interviewed grants paid maternity/parental leave to staff

already.

In interviews it was discovered that many organisations gave assistance in the form of
study leave to employees in hope of retaining skilled staff members and up-skill staff
they have. Assistance can be expensive to organisations that either have to fill the
vacancy during that time, give more work to other existiﬁg staff, increase staff

members hours or have less services offered to the clients.
In the survey it was indicated that two staff resigned due to an absence of study leave,

and one organisation interviewed stated that many of their staff leave to commence

study and are re-employed later at a higher rate of pay.

Pay and Awards

The major issue that effects both recruitment and retention of staff is pay.

13
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Almost 90% of the community organisation surveyed and interviewed indicated
improvexﬁents to pay would assist in the recruitment and retention of staff in
community organisations. 65% of subjects surveyed identified pay rates as the main
priority that will assist retention and recruitment of staff. This will probably come as

no surprise to people working in community organisations.

According to the survey 12% of organisations indicated pay as the main reason for
their recruitment difficulties and a further 4% related it specifically to the awards pay

rates.

Pay could also explain in part the low number of applicants and appropriately skilled
applicants applying for advertised positions. Most CoordinatorsfMaﬁagers
interviewed stated pay as one of the reasons they believe that they do not get high
levels of applicants applying for positions. Two interviewees stated that community

services needs wages to be competitive with the private sector and government to

retain and recruit staff.

- One Coordinator interviewed stated that staff could not afford to live on the pay for
part-time-positions if they were paid according to the Social and Community Services

(State) Award. -

Another Coordinator stated that eventually everyone gets sick of being stuck on the
SACS award. Only one organisation interviewed stated that the new award was
adequate; most expressed the view that any salary raise was better then none, but it

still was not fair for the level of résponsibility required.

“If I was in any other sector other than this for the level of responsibility 1 would be
paid at about twice the salary even with the new award I think it is appalling.”

“The new Award isn’t adequate for the work that is done and if it is ever increasing
accreditations and standards and we are asking staff to have much more

qualifications we are not backing it up with money and conditions.”

14
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and the hours they work. Many staff lose time in lieu or give it away because their
management committees do not allow it to go up indefinitely if not taken. Time in lieu

does not make up for the non-business hours spent away from family.

From interviews it was discovered that many staff work a large amount of hours that
is not compensated for. People often do more hours then they are officially required to |

do to get everything done.

“I get paid for a 35-hour week so I should be doing 70-hour fortnight but commonly I
do an 80-85 hour fortnfght and occasionally it can go up to 120 hours like I did last

15
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