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Infroduction

A review of the Department of Training and Workforce Development as part of the
Agency Capability Review Program was carried out from July 2024 to January 2025.

The agency plays a critical role in managing and coordinating the state’s vocational
education and training (VET) sector. At a time when economic diversification is an
increasing priority and the training and workforce agenda is rapidly evolving, the
review explores the need for the agency to proactively drive workforce planning and
development for the state.

The VET sector is complex with various parties involved at state and national levels,
and the agency fosters relationships across the sector. There is now an opportunity
to develop a more effective, fit for purpose VET sector in WA through defined roles,
responsibilities and accountabilities. To drive this agenda the review explores how
the agency can further build internal capability through changes to its governance,
including devolving decision making where appropriate.

The agency is recognised for its collaboration on the VET national agenda to deliver
outcomes for WA, approach to staff engagement, and fostering of diversity and
inclusion in its workforce.

The commitment of the senior executive and activities to date are evidence that the
agency can drive the changes and improvements set out in this report.

About the Agency Capability Review Program

The Agency Capability Review Program takes a comprehensive whole of sector
approach to improvement. It sets standards based on a clear understanding of what
constitutes a high performing public sector agency in Western Australia.

Reviews provide valuable insight into how agencies can improve and deliver the
quality of services expected of them. Reviews also contribute to the development
and improvement of the sector.

Reviews are conducted by independent lead reviewers who have public
administration expertise and experience. Lead reviewers are supported by senior
executives from the government sector who are co-opted for each review as well as
the Agency Capability Review team at the Commission.

Each review is conducted against a standardised Agency Capability Framework of
the 5 most significant areas of public sector management and administration. The
framework is relevant and applicable to all agencies regardless of their remit,
purpose, functions and services.

The framework is applied acknowledging the specific and unique operating context
of each agency.

The framework supports agencies to ask 4 key questions:
e \What are we meant to achieve?

e How well are we currently doing it?

e How do we know?

e Where can we do better?
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Agency background

The agency manages the state’s VET sector, leading training and workforce

strategies that enable all Western Australians to participate in a highly skilled and

diversified economy. It manages the public investment in VET and workforce

services including:

e more than 50 TAFE campuses and up to 16 satellite training locations

e the Western Australian Academy of Performing Arts

e approximately 200 training and related private and not-for-profit organisations

e a network of 19 Jobs and Skills Centres across WA that provide a one stop shop
for free career, training and employment advice and assistance.

The agency owns and manages Muresk Institute in Northam, manages and supports
international students, and administers the WA Government’s skilled migration
program. It also oversees apprenticeships and traineeships including financial
incentive programs supporting employer costs in hosting apprentices and trainees.

The agency performs a multi-faceted funder, purchaser and provider role in the VET
sector. It works with the Australian Government and key WA Government partners,
sector and industry delivery partners, and stakeholders to inform, manage and
coordinate the state’s VET sector.

The Vocational Education and Training Act 1996 (VET Act) is the enabling legislation
for the state training system and establishes the 5 TAFE colleges as statutory
authorities. For the purposes of the review, TAFE colleges were considered as
agency stakeholders and delivery partners and were not within the scope of the
review.

The agency was led by Director General Karen Ho until November 2024. Jodie
Wallace formally commenced as Director General on 30 November 2024. The
Director General is supported by 4 executive directors, the chief finance officer and a
Director VET Reform Initiatives position as part of the Public Sector Commission’s
Women in Executive Leadership Initiative 2024-2025. Collectively this group makes
up the corporate executive.

The structure has 5 divisions and at September 2024, the agency employed 555
people (499 full time equivalent). The agency’s total cost of services for 2024-2025 is
$918.6 million.

Ministers, boards and committees
At the time of review, the agency reported to:

e Hon Simone McGurk MLA, Minister for Training and Workforce Development,
also holding the Water; and Industrial Relations portfolios.

e Hon David Templeman MLA, Minister for International Education, also holding
the Culture and the Arts; Sport and Recreation; and Heritage portfolios.

e Hon Hannah Beazley MLA, Minister Assisting the Minister for Training and
Workforce Development, also Minister for Local Government; and Youth.
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The agency supports the following entities established under the VET Act:

e State Training Board: Responsible for ensuring WA has a high quality VET
system that enables people to develop skills and knowledge that support and
meet the needs of industry. The peak industry training advisory body to the
Minister for Training and Workforce Development.

e Training Accreditation Council: Responsible for quality assurance and recognition
of VET services in WA as the state’s VET regulator.

Future operating environment

The agency is expected to play a key role in providing the necessary skills and
workforce to meet current and future industry need and the state’s economic
diversification objectives into the future.

With significant national reform in the VET sector, the agency needs to be proactive
in shaping and driving the agenda for the state. It needs to develop systems and
strategies to ‘tell the story’ of WA’s workforce and demonstrate alignment with other
state and national strategies.

Developing and planning a long term workforce strategy for WA is going to be
essential to deliver a pipeline of appropriately qualified workers for emerging and
priority industries. This strategy needs to be complemented with the delivery of
training programs that secure WA'’s longer term economic and environmental
sustainability.

With technology rapidly changing job design and ways of working globally, the
agency needs to refine its approach to data and forecasting, assess its future data
needs and ensure it has the capability to deliver a data informed approach for its
training and workforce planning and development responsibilities.

These technology changes also require the agency to advocate for and support
TAFE colleges’ digital agenda to provide contemporary, industry ready infrastructure
and course content. The WA Government’s $25 million Modern TAFE Equipment
Program reflects a need to keep pace with both industry and student expectations.
Flexible training delivery, such as online and blended learning, can assist the agency
develop programs that can quickly adapt to emerging trends and provide more
equitable access across the state.

In adapting to changes, the agency needs to confirm roles and responsibilities with
key stakeholders in the VET sector so any required changes in ways of working are
embedded and understood.

The review process

The review was led by Liz MacLeod PSM as the independent lead reviewer with
support from Paul Beckers as senior reviewer co-opted from the Department of
Finance and the Commission’s Agency Capability Review team.

Liz has extensive public sector experience, particularly in the public health sector
over the last 15 years. She was Chief Executive of the East Metropolitan Health
Service for 7 years, Chief Executive for COVID-19 Health Operations and Executive
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Director Commissioning at Fiona Stanley Hospital. She also held several executive
roles at the North Metropolitan Health Service.

Liz was awarded the Public Service Medal in 2023; Institute of Public Administration
Australia (IPAA) Patron’s Award 2023; Australian College of Health Service
Management (ACHSM) WA Branch President’s Award 2023; IPAA WA Leader of the
Year Working in a Division, Team or Organisation in 2021; and IPAA WA Patron’s
Award in 2023. Liz is also a fellow of IPAA WA.

The review looked at all 21 capabilities in the Agency Capability Framework and
identified 3 lines of inquiry. This involved further engagement and in-depth
investigation with the agency, and research into how practices may be improved and
capability gaps addressed. The review also identified areas of strength that the
agency and sector can build on and share.

The review process involved 7 months of exploration, research and collection of

information including:

e comprehensive review of a large number of published and unpublished
documents

e 79 stakeholders consulted and 31 written submissions received

e corporate executive self assessment against the Agency Capability Framework

e 2 half day senior executive workshops, and several briefings and meetings with
the Director General and corporate executive team

e interviews with each corporate executive member

e meetings and workshops with staff, management tiers and various internal
committees

e a comprehensive capability questionnaire to gauge staff perceptions of the
agency’s capabilities and a ‘Have Your Say’ tool inviting staff to share what the
agency does well, what can be improved and ideas for improvement.

Key observations

e As the state’s lead agency for workforce planning and development, the agency
supports the delivery of training to meet the needs of the WA economy. It has
achieved a significant increase in training delivery over the last 5 years,
predominantly through the TAFE sector, and has supported the delivery of other
government priorities such as initiatives to address skills shortages and to
prioritise the workforce needs of critical industries.

e The agency is widely regarded by its stakeholders as capable and collegiate. It
has a strong relationship with its Ministers and central agencies. The agency is
similarly well regarded in its effectiveness in the national arena where it has
delivered positive outcomes for WA. Recent examples include negotiation of the
National Skills Agreement and WA Designated Area Migration Agreement.

e With the training and workforce development agenda becoming increasingly
critical for the economy, the agency needs to embrace its leadership role and
proactively drive this agenda for the state. It has tended to focus on the needs of
specific industries without a holistic perspective. The agency must develop an
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understanding of WA'’s overall skills requirements to deliver a future focused
workforce planning and development strategy for the state.

When the agency was established as a government department in 2009,
centralised decision making became a key feature of its internal governance.
Over time this has become ingrained. This approach is likely to diminish internal
capability and consume the time of corporate executive, limiting the ability to
focus on strategic matters. The agency should consider devolving decision
making to the appropriate level of responsibility and accountability.

While the relationship between the agency and TAFE colleges has improved in
recent years, there remains some tension regarding roles and responsibilities
primarily concerning planning, commissioning and oversight, and the shared
services model. There is an opportunity for the agency to lead discussions with
TAFE colleges to define agreed ways of working. Without resolution, this creates
inefficiencies that impact the overall performance of the VET sector.

The state’s regional and remote locations are subject to their own unique needs
and challenges for the workforce. Rather than just delivering more training, the
agency needs to consider how it can inform customised solutions. Working
closely with key delivery partners, a more nuanced approach is needed to meet
local needs more effectively.

The agency is regarded well for its effective delivery of initiatives when
requested by government. However, it has a tendency to be reactive rather than
proactively developing its own policy and advice to drive the strategic agenda.
To better position itself to inform debate and strategy, the agency should
consider how it can leverage various existing instruments including the use of
data.

Staff are highly committed to the agency and its purpose. This has been
strengthened through visible corporate executive commitment to staff
engagement activities. This commitment and engagement can provide a strong
foundation to develop capability for the future.

The agency has made significant efforts to increase diversity and foster inclusion
in its own workforce. However, there is no overarching plan that details the
current and future staffing and capability needs of the agency. In the absence of
this, the agency risks not having the right skills and experience to deliver on its
expanding remit and meet emerging challenges.

Lines of inquiry

The review identified 3 lines of inquiry to inform areas of focus for the agency and
direct performance improvement efforts.

Line of inquiry 1: Delivering a future focused, holistic workforce planning and
development strategy for the State

The agency is responsible for leading training and workforce strategies that enable
all Western Australians to participate in a highly skilled and diversified economy.
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While the agency has successfully delivered on the training remit, the review heard
that it has not necessarily embraced its role as the state’s lead for workforce
planning and development. There is a desire and need for the agency to proactively
lead and drive a long term, future focused holistic workforce planning and
development strategy to inform and support the state in meeting economic
diversification targets.

Economic changes and a disrupted migration flow since the COVID-19 pandemic
have exacerbated skills shortages across many industries, requiring swift policy
solutions. While the agency has successfully responded to immediate industry
needs, it lacks a comprehensive perspective of current and future workforce needs
for the state. Without broader oversight there is increased risk of skills shortages for
other industries if workforce needs are not adequately considered.

The workforce is increasingly required to be adaptable to changing industry needs,
requiring upskilling and reskilling to meet future work demands. Technological
advancements and digital transformation are changing ways of working globally,
raising expectations and impact the supply of contemporary skills to meet growing
demands.

The broader workforce system for the state is complex and interconnected. The
agency needs to broaden its consideration of barriers and enablers for workforce
development across the state, advocating effectively where it does not have a lead
agency role, for example childcare and housing. Regional and remote locations have
unique needs and workforce challenges which may require more customised
solutions. Current agency policy levers for workforce planning and development are
limited and focus on a combination of training, skilled migration and information from
the Jobs and Skills Centres.

The state has several long term economic plans including the State Infrastructure
Strateqy, State Planning Strateqgy 2050 and Diversify WA as the economic
development framework. Without a comprehensive state workforce plan, misaligned
workforce planning and development efforts are likely, with the agency unable to
ascertain if there is a match between skills generated and skills required. With
existing national industry strategies in place, and more under consultation, it is
imperative for the agency to have greater oversight for the state, and lead and be
involved in discussions with agency partners.

Proactive environmental scanning can position the agency to flag matters before
they become issues and mitigate the risk of siloed actions and gaps.

Establishing a cost and demand model for training and workforce could support
better outcomes and facilitate investment decisions. In developing a workforce
model, the agency needs to consider how to align both state and national priorities to
address supply needs. Looking to other agencies and jurisdictions that have
implemented similar models would be helpful to inform the agency’s approach.

Data is an important asset to identify trends and gaps in workforce supply, demand
and distribution. Data insights are primarily used by the agency to inform specific
industry workforce responses and not used to establish links between workforce
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needs and training activity at the statewide level. This limits the agency’s ability to
‘tell the story’ of the state’s workforce.

The recently created WA Jobs and Workforce Hub exemplifies an increasing focus
and priority on workforce matters for the WA Government and the state, raising the
imperative for the agency to act and lead. Although the agency does not have a
legislative mandate to direct a leadership role, the benefits this can yield for the state
make it an vital for the agency to proactively lead workforce planning and
development for WA.

Line of inquiry 2: Devolving internal decision making to foster trust and
responsibility to be future fit

When the agency was established in 2009, centralised decision making was one of
the key features of its internal governance and has become ingrained in its ways of
working.

Increased external demands from government and industry along with the agency’s
expanding size and increased activity have placed pressure on the agency’s long
standing governance practices such as centralised decision making and its approach
to risk management. The review observed tensions regarding in these arrangements
with them viewed by staff as being increasingly inefficient. For many, the term
governance was interchangeably used with compliance.

There is an opportunity for the agency to review decision making structures and
broader business practices to further enable and entrust staff, permitting the
corporate executive to take a greater strategic and proactive focus.

While the corporate executive needs to have oversight of the agency to make
decisions and drive its trajectory, being overly focused on operational matters may
limit opportunities for critical and strategic thinking. The corporate executive needs to
consider how to devolve operational decision making to operational leaders and
empower staff to manage risk in a broader authorising environment.

In doing so, the agency should consider how to balance risk with the pursuit of new
ideas, creating a safe space for staff to try novel things. In the absence of this, staff
are limited in their capacity to improve internal processes and operations, hampering
service improvement and innovation.

The review suggests the agency should reconsider how it manages and mitigates
risk more broadly across all levels. While staff noted they would embrace greater
accountability, it was acknowledged the agency would need to engage more with risk
and change for this to occur. The agency has recently engaged an external party to
re-examine its risk appetite and risk management framework, and these are positive
first steps.

The agency is seen as high performing but its delegations reflect a conservative
operational approach especially in the human resources, procurement and finance
areas. This has led to bureaucratic processes that impact operational decision
making, timeframes for approvals and broader agency efficiencies.

It is acknowledged the agency has taken some action to examine internal ways of
working and continues to address concerns about red tape, unnecessary processes
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and delegation issues. As ways of working are ingrained in the agency, developing a
robust change management process can ensure staff are skilled, supported and set
up for success through any transition process.

The required changes are not transformational and do not involve major shifts in the
purpose or vision of the agency. Rather they are gradual and iterative to address
needs that have evolved over time. The review acknowledges that changes in
governance take time and need to be carefully planned and executed. In achieving
these changes, the agency can continually build internal capability and support the
corporate executive in focusing on and in engaging in strategic matters.

Line of inquiry 3: Leading conversations to define roles and responsibilities in
the VET sector

The VET sector is a complex and contested space with many shared and
intersecting responsibilities. Stakeholders want greater clarity on roles,
responsibilities and accountabilities to deliver a more effective and fit for purpose
VET sector. The VET sector would benefit from the agency leading conversations
with the TAFE colleges to ensure there is a shared understanding of the roles and
responsibilities of each party. In this way, the parties can clarify ways of working
within agreed authorities, accountabilities, decision making processes, procedures
for communication and levels of engagement.

While VET in WA is delivered by TAFE colleges and registered training
organisations, a significant proportion of the agency’s VET funding (approximately
70%) goes to TAFE colleges, approximately $485 million in 2023-24. Given this
weighting, this line of inquiry focused on the relationship between the agency and
TAFE colleges, and builds off recommendations from previous government reports
on the Independent Review of the Vocational Education and Training Sector in
Western Australia 2013-14 and 2015 Western Australian Training Sector Reform
Project Report. Both reports articulated the need for clarity around the design of the
VET sector and the roles, responsibilities and expectations of stakeholders in the
system.

The review heard there is inconsistency and little consensus on the appropriate level
or nature of engagement, collaboration, communication and authorisation in the VET
sector. These have, at times, led to confusion, duplication, operational challenges,
tensions and contested decision making between the agency and TAFE colleges.
Defining agreed ways of working with clear delineation on communication,
authorisation and expertise would improve this situation.

A lack of defined roles has contributed to a misalignment between accountabilities
and responsibilities. For example, TAFE colleges feel accountable for initiatives but
lack control and authority to change them, such as the Jobs and Skills Centres and
student wrap around services.

Jobs and Skills Centres are hubs for career, training and employment advice and
assistance located on TAFE campuses. Some services are delivered by contractors,
while others are delivered by TAFE colleges despite TAFE colleges being
responsible for coordinating day-to-day operations of the centres. This can be
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problematic for TAFE colleges, staff and students as TAFE colleges are responsible
for service provision but do not control the services.

Student access to wraparound services such as mentoring, peer support,
counselling and academic advice is crucial to improve student retention. However, it
remains unclear who is responsible for funding and delivering these services. There
is an opportunity for the agency and TAFE colleges to define roles and
responsibilities in this area, so support is student centred and contributes to better
student retention, and ultimately a more skilled workforce.

The agency provides a range of corporate services to TAFE colleges, which have
varied capacities and need for agency support. There is a particular divide between
metropolitan and regional TAFE colleges. There would be benefit from a bespoke
approach to shared services, designed in collaboration and informed by defined
roles, responsibilities and ways of working, and documented in Delivery and
Performance Agreements. Central to negotiations should be ensuring equitable
outcomes for students as opposed to identical services for each TAFE college.

A high performing VET sector relies on good relationships that foster communication,
collaboration and commitment to a shared vision. By clarifying roles and
responsibilities and ways of working, with appropriate consultation, efficiencies could
be gained and overall enhance the performance of the VET sector, policy
development and reputation of the agency.

Areas of strength

Highlighting and sharing areas of good practice are important elements of the
Agency Capability Review Program.

Sharing good practice contributes to the development of the WA public sector. The
body of knowledge and data collected through reviews will be used to create a bank
of valuable learnings and resources which can be used to develop solutions to
common problems and shared across the public sector.

The following 3 are examples of where the agency has demonstrated areas of
strength that can contribute to learnings for other agencies.

Area of strength 1: Collaborating on the national agenda to benefit WA

The agency prioritises its engagement with national stakeholders and leverages its
strong relationships and representations on interjurisdictional working groups to
ensure WA is well represented in the national VET space. The agency's success in
collaborating on the national agenda has secured Australian Government funding for
projects. The agency works with national stakeholders to align the state’s VET
system with the national system, and ensure funding and qualifications meet the
needs of WA.

The agency entered into the Designated Area Migration Agreement (DAMA) with the
Department of Home Affairs in June 2024, a process which was managed and
delivered in 6 months where other jurisdictions have taken up to 4 years. The
agreement provides WA with flexibility to have more overseas workers than the
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standard skilled migration program. The DAMA helps WA meet job shortages at all
levels across the state, attract skilled migrants to settle in regions and facilitate a
shorter pathway to permanent residency.

The National Skills Agreement is a 5 year arrangement between the Australian
Government, states and territories to strengthen the VET sector through skills and
capability uplift. It is supported by national and state funding. The agency was
regarded as a leader during the negotiations. The agreement led, in part, to funding
the Clean Energy Skills National Centre of Excellence and initiatives to develop WA's
defence industry workforce which both address skill shortages and workforce needs.
Through the agreement, the agency has advocated on behalf of industry to retain
qualifications delivered in WA and for increased funding in important areas such as
Closing the Gap.

Partnering, advocacy and negotiation skills are vital to WA'’s training and workforce
planning and development sectors. The agency demonstrates it is in good stead to
represent WA to achieve the best outcomes for the state.

Area of strength 2: Engaging staff

The agency is committed to supporting staff engagement and prioritises an inclusive
environment. During the review, staff expressed a strong sense of connection and
belonging with the agency, and this is underpinned by policies, procedures, support
programs and employee contact officers. Staff appreciate the positive environment at
work and feel they can openly discuss problems in the workplace, with the agency's
corporate executive receptive to feedback and new initiatives. In the 2023 Public
Sector Census, the agency had more respondents who recommended the agency as
a place to work compared to the sector average

Efforts have been made by the agency to measure staff experiences and implement
initiatives in response. Over the past 4 years, it has participated in both sectorwide
and agency surveys including Curtin University’s Thrive at Work program, internal
employee perception surveys and the Public Sector Census.

As a result of these engagements, the agency ran workshops and identified focus
areas to address. In addition, the Thrive at DTWD Program was established and is
reviewed annually to focus on employee supports, physical and preventative health
initiatives, and a comprehensive mental health training program to deliver on actions
in the agency’s Mental Health and Wellbeing Strategy.

Engagement of executive with staff is also commended. Corporate executive
engages with staff in a variety of ways including CX Live, an online broadcast with
the entire corporate executive that highlights recent achievements and upcoming
priorities, and online broadcasts for all staff from the Director General about recent
corporate executive decisions.

The breadth of engagement with staff has supported a strong sense of connection
and belonging in the agency. Engagement mechanisms increase the visibility of
executive for staff and promote transparency, accountability and open
communication.
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Area of strength 3: Focusing on diversity and inclusion

The WA public sector is committed to improving diversity and inclusion, and the
agency is recognised for leading this internally. As a leader of workforce planning
and development for the state, the agency recognises the need to ensure its own
workforce reflects the diversity of the wider community.

The agency's Workforce Diversification and Inclusion Strategy 2021-2025 highlights
the importance of a diverse and inclusive workforce to realise the agency’s vision
and purpose and achieve its Strategic Plan 2023-2028. The plan is aligned to
internal strategies, plans and policies promoting diversity and inclusion across the
agency as well as the Public Sector Commission's Workforce Diversification and
Inclusion Strateqgy for WA Public Sector Employment 2020-2025. Workforce diversity
data, equity index data and gender pay gap information are compared to sectorwide
results and reported to corporate executive on a 6 month basis.

The agency reviews its Workforce Diversification and Inclusion Strategy 2021-2025

so actions remain effective in achieving targets. The November 2023 Mid-Strategy

Review identified several key achievements including:

e development of a job applicant feedback survey to gain insights into the
experiences of diverse applicants

e establishment of a partnership with the Job Access National Disability
Recruitment Coordinator program to improve access and inclusion for people
with disability

e partnering with the Australian Network on Disability and Diversity Council of
Australia for a national community of practice to advance inclusion of diverse staff

e increased Aboriginal cultural visibility in the workplace by updating meeting room
names to Noongar language and developing cultural protocols to assist staff
deliver Acknowledgments of Country

e development of an LGBTIQA+ inclusive language guide as part of the writing
style guide

e building cultural safety and wellbeing for Aboriginal and Torres Strait Islander
staff through cultural immersion opportunities as part of the agency’s Aboriginal
Employee Yarning Circle.

The mid-strategy review identified an opportunity to achieve a stronger equity index
by setting representation targets for Aboriginal and Torres Strait Islander staff, staff
with disability and culturally and linguistically diverse staff at levels 6 and above
which the agency has implemented.

Since the agency’s Workforce and Diversification Plan 2021-2025 was published in
2021, the agency has increased representation of culturally and linguistically diverse
staff by 2.4%, staff with disability by 2.2%, women in the SES by 6.3% and youth by
1%.

To demonstrate its commitment to inclusion, the agency established a Young
Professionals Program, Disability Employment Network and Aboriginal Employee
Yarning Circle, the latter providing Aboriginal staff with culture immersion
opportunities to strengthen awareness of culture and identity. The agency also
established a Reconciliation Action Plan Champions Network for staff to develop
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skills and knowledge to drive positive change towards reconciliation and create a
safe workplace for Aboriginal staff. The agency recently delivered Gnalla Kaartdijin
(Our Knowledge) workshops, facilitated by its Aboriginal Policy Planning and
Reconciliation branch, to increase staff cultural competency and move the agency
towards a new Reconciliation Action Plan.

Staff and stakeholders recognise the agency for its commitment to diversity and
inclusion which are championed by the leadership team and reinforced through the
agency’s values and strategic plan. The agency’s continued focus is essential as a
leader of workforce planning and development for the state and to ensure its
workforce reflects the diversity of the community it serves.
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We are proud to deliver our services from Whadjuk Noongar boodja. We acknowledge
and pay respect to Elders, Traditional Owners and Custodians of Country throughout
Western Australia and their continuing connection to land, sky, waters and community.
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