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Building organisational leadership capability 
This document is intended to be used in conjunction with the Integrated Leadership System (ILS) and 
provides further information about organisational culture themes which were consistently raised as key 
challenges during the research phase of the developing the ILS. The ILS is available on the APS 
Commission website at www.apsc.gov/ils. 

The organisational culture themes that were seen as key challenges for individuals were: 

• applying the APS Values 

• functioning in a whole of government capacity 

• managing work and life balance 

• succession management 

• risk management. 

To illustrate how the ILS reflects the capabilities and behaviours required to meet these challenges we 
briefly discuss each of these areas in the following pages. 

 

Enabling effective
whole of government
functioning

Risk management

Transition to a
values-based service

Managing work–life balance

Succession
management

 

 

Figure 1 Building organisational capability 

http://www.apsc.gov/ils
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Transition to a values-based service 

 

A vital component of the ILS is the Leadership Pathway (the Pathway), 
which identifies and describes leadership capabilities that stem from the 
SELC Framework.   The Pathway was developed to reflect and 
incorporate the APS Values.  

The most effective way of embedding the APS Values into 
organisational culture is by making them explicit, and putting them into 
practice. This means raising awareness of and role-modelling the 
Values. The linkages between the APS Values and the Pathway 
capabilities show how the behaviours required by the Values are 
reflected in the critical success factors for performance in APS 
leadership roles.  

Values-based management is about relationships and behaviours—
developing and sustaining a culture of trust based on a clear 
understanding of roles and responsibilities.  

Although the Public Service Act 1999 does not group or prioritise the 
Values, the publication Embedding the APS Values Framework groups 
the values in terms of relationships and behaviours as described in the 
table below. 

 

Figure 2 Grouping of the APS Values 

Grouping APS Values 
Relationship with 
the government 
and the parliament 

� The APS is apolitical, performing its functions in an impartial and professional 
manner. 

� The APS is openly accountable for its actions, within the framework of Ministerial 
responsibility to the government, the parliament and the Australian public. 

� The APS is responsive to the government in providing frank, honest, 
comprehensive, accurate and timely advice and in implementing the Government’s 
policies and programs. 

Relationship with 
the public 

� The APS delivers services fairly, effectively, impartially and courteously to the 
Australian public and is sensitive to the diversity of the Australian public. 

� The APS provides a reasonable opportunity to all eligible members of the 
community to apply for APS employment. 

Workplace 
relationships 

� The APS is a public service in which employment decisions are based on merit. 
� The APS provides a workplace that is free from discrimination and recognises and 

utilises the diversity of the Australian community it serves. 
� The APS establishes workplace relations that value communication, consultation, 

cooperation and input from employees on matters that affect their workplace. 
� The APS provides a fair, flexible, safe and rewarding workplace. 
� The APS focuses on achieving results and managing performance. 
� The APS promotes equity in employment. 
� The APS provides a fair system of review of decisions taken in respect of APS 

employees. 

Personal behaviour 
in the APS 

� The APS has the highest ethical standards. 
� The APS has leadership of the highest quality. 
� The APS is a career-based service to enhance the effectiveness and cohesion of 

Australia’s democratic system of government. 

 

‘I see the APS 
as being 
midway in 
terms of being 
Values 
driven…need to 
translate the 
Values to 
behaviours for 
different levels 
of staff.’  
(SES Band 1, 2003) 
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The following figure shows the mapping of the APS Values to the Pathway. The key capabilities are 
shown in darker text, while other less significant capabilities are shown in grey text. 

 

Figure 3 Mapping of APS Values to the Pathway 

Shapes strategic 
thinking Achieves results Cultivates productive 

working relationships 
Exemplifies personal 
drive and integrity 

Communicates with 
influence 

Inspires a sense of 
purpose and direction 
� Relationship with 

government & 
parliament 

� Workplace 
relationships 

� Personal behaviour 
 
Focuses strategically 
� Relationship with 

government & 
parliament 

� Personal behaviour 
 
Harnesses information 
and opportunities 
� Relationship with 

government & 
parliament 

� Personal behaviour 
 
Shows judgement, 
intelligence and 
commonsense 
� Workplace 

relationships 
� Personal behaviour 
 

Builds organisational 
capability and 
responsiveness 
� Relationship with 

government & 
parliament 

� Workplace 
relationships 

� Personal behaviour 
 
Marshals professional 
expertise 
� Relationship with 

government & 
parliament 

� Workplace 
relationships 

 
Steers and implements 
change and deals with 
uncertainty 
� Workplace 

relationships 
 
Ensures closure and 
delivers on intended 
results 
� Relationship with 

government & 
parliament 

� Workplace 
relationships 

� Personal behaviour 
 

Nurtures internal and 
external relationships 
� Relationship with 

government & 
parliament 

� Relationships with 
the public 

� Workplace 
relationships 

� Personal behaviour 
 
Facilitates cooperation 
and partnerships 
� Workplace 

relationships 
� Personal behaviour 
 
Values individual 
differences and 
diversity 
� Workplace 

relationships 
� Personal behaviour 
 
Guides, mentors and 
develops people 
� Relationship with 

government & 
parliament 

� Relationships with 
the public 

� Workplace 
relationships 

� Personal behaviour 
 

Demonstrates public 
service professionalism 
and probity 
� Relationship with 

government & 
parliament 

� Relationships with 
the public 

� Workplace 
relationships 

� Personal behaviour 
 
Engages with risk and 
shows personal 
courage 
� Relationship with 

government & 
parliament 

� Workplace 
relationships 

 
Commits to action 
� Workplace 

relationships 
 
Displays resilience 
� Workplace 

relationships 
 
Demonstrates self 
awareness and a 
commitment to 
personal development 
� Workplace 

relationships 
� Personal behaviour 
 

Communicates clearly 
� Relationship with 

government & 
parliament 

� Relationships with 
the public 

� Workplace 
relationships 

� Personal behaviour 
 
Listens, understands 
and adapts to audience 
� Relationship with 

government & 
parliament 

� Relationships with 
the public 

� Workplace 
relationships 

 
Negotiates 
persuasively 
� Relationship with 

government & 
parliament 

� Workplace 
relationships 
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Enabling effective whole of government functioning 

 

Whole of government operation is a vital imperative for the 
Australian Public Service. Although the concept is not new, there 
has been considerable recent emphasis on the need to achieve 
effective whole of government functioning. 

Leaders have a vital role to play in ensuring successful whole of 
government functioning. The Pathway enables individuals to work 
effectively across organisational boundaries by outlining the key 
leadership behaviours required. These behaviours do not change 
when the required focus shifts from within an organisation to across 
organisations. 

A number of key challenges associated with implementing a whole 
of government approach were identified during the interviews and 
focus groups undertaken as part of the development of the ILS. 

Maintaining a breadth of view 
Effective whole of government strategies require a focus on the end 
result, and a clear understanding of what the government is trying to 
achieve. On the basis of this, individuals can more clearly see how 
their own area has an impact within the broader framework. Whole 
of government thinking, therefore, requires a sound breadth of view.  

Some of the key challenges currently faced include: 

• looking beyond the objectives of individual agencies and 
focusing on the broader needs of government and society  

• the need to refocus management processes and individual 
performance plans to recognise and reward activity that 
reinforces a whole of government approach 

• obtaining input from people in other departments  

• finding time to contribute to cross-agency initiatives—there is a 
tension between needing assistance to facilitate whole of 
government and providing assistance to others.  

A more cooperative approach is necessary to facilitate smoother 
whole of government functioning. 

Providing a sense of direction 
Strong guidance and direction in relation to the whole of government 
approach continues to be required. The perception of many people 
interviewed was that there was often a lack of reinforcement of the 
need to act in accordance with the principles of whole of 
government. 

Operating within financial constraints 
Lack of funding for whole of government initiatives, coupled with 
agencies operating on tight budgets, acts as a constraint to the 
instigation of whole of government initiatives, and also threatens 
their longer-term sustainability.  

‘Too often the 
pursuit of 
seamless 
government is 
articulated through 
the bureaucratic 
vehicle—the  
Inter-Departmental 
Committee (IDC) or 
the Task Force—
rather than through 
the behaviours of 
those who steer it’ 
(‘Two cheers for the 

Bureaucracy’, speech by 

Peter Shergold, Secretary, 

Department of Prime 

Minster and Cabinet, 2003) 
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Harnessing information technology 
 

‘Technological change is going to continue to impact the APS. 
Productivity gains have transformed the jobs people do. Fifteen 
years ago about 20 percent of people the APS recruited were 
graduates, last year it was 50 percent. Routine jobs are 
decreasing. The public service increasingly needs knowledge 
workers. The power of IT will contribute to the democratisation of 
society. We’ll increasingly have government on-line’  
(anonymous quote from an interviewee, 2003). 

Advancements in information technology (IT) provide the APS with 
significant opportunities in terms of operating more seamlessly, 
and more effectively. IT systems are relied upon for sharing 
knowledge and ideas, and data gathered during interviews and 
focus groups reflected the fact that technology can operate as a 
significant enabler for whole of government strategies.  

Technology is an area of significant opportunity in terms of 
enhancing whole of government approaches. However, the 
interviews and focus groups highlighted a perception that IT was 
not being harnessed as effectively as possible. For example, it 
was commented that email programs in some agencies do not 
‘speak to each other’ which impedes the sharing of information. 

There are clearly structural and organisational factors that can act 
to enable (or disable) the whole of government process. These 
factors were not the focus of the research conducted for the ILS. 
However, the themes outlined above also highlight the importance 
of individual behaviour in terms of enabling whole of government. 
In particular, the issues of ‘maintaining a breadth of view’ and 
‘providing a sense of direction’ that are outlined above are 
primarily behavioural constructs. 

‘Increasingly, 
effective sharing of 
information is 
critical to the 
success of whole 
of government 
outcomes’ 
(Connecting Government: 

Whole of government 

responses to Australia’s 

priority challenges, 

Management Advisory 

Committee Report, 2004) 
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Organisational factors 

 

Policies 
The Public Service Commissioner’s Directions include a 
requirement to assist APS employees to balance their work, family 
and other caring responsibilities effectively. Every Australian 
government agency has developed measures to allow flexible work 
patterns1. These policies provide the structural frameworks that 
support work/life balance for APS employees. 

Culture 
While the existence of organisational policies that assist work/life 
balance is highly important, research suggests that a supportive 
organisational culture is even more critical. Saltzstein, Ting and 
Saltzstein (2001) found that perceived organisational 
understanding of family duties was a better predictor of satisfaction 
with work/family balance than individual policies.  

As leaders, EL and SES officers play a crucial role in creating work 
environments where the personal and family needs of employees 
are actively recognised and supported. Sensitivity to the changing 
needs and personal priorities of staff is directly related to the issue 
of work/life balance. 

Individual factors 

Personal circumstances 
Perceptions of one’s own and others’ level of work/life balance are, 
by their very nature, subjective. What one person may judge as 
being a good balance between time spent at work (or thinking 
about work) and time spent on family or recreational activities may 
be perceived by another person as highly imbalanced. The 
personal circumstances for each individual are likely to reflect a 
diverse range of commitments, responsibilities and interests. 

Personality 
Personality characteristics also play an important role in the 
approach an individual takes in seeking to balance their work and 
personal responsibilities. For example, people who tend to find it 
quite easy to relax and ‘switch-off’ from work may be more content 
with their work/life balance than people who tend to remain tense. 
Researchers suggest work/life balance is not just about finding 
‘physical time’ to do all that needs to be done, it is also about 
finding the ‘cognitive space’ necessary to process, organise, and 
respond to the thinking demands of life within a complex society 
(Lockwood 2003). 

                                                 
1 State of the Service–Workplace Diversity Report 2001–02 (APS Commission 2002) 

‘We need to 
recognise the 
importance of 
work/life 
balance—the key 
here is balancing 
a flexible 
approach with a 
focus on 
outcomes’ 
(Leadership Development 

Network discussion, 2003) 
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The Pathway and work/life balance 
 

While there is a wide range of factors that impact on an individual’s 
capability to achieve a satisfactory work/life balance, a number of 
capabilities described in the ILS link directly to the ability of individuals 
to achieve a desired balance between work and life commitments. 
The ILS can be applied at an individual level to address work/life 
balance. In addition, the ILS contains a number of capabilities which, 
if demonstrated, are likely to enhance the capability of a manager to 
support staff in achieving a balanced work and life. As such, the ILS 
has two clear applications in relation to the issue of work/life balance 

• self-development—EL and SES officers may use the ILS to 
identify and, where appropriate, develop their own capability in 
areas that contribute to the achievement of work/life balance 

• management/coaching of others—the ILS can be applied by APS 
leaders wanting to support their staff in better managing work 
and life commitments. 

Self-development 
The Leadership Pathway contains key capabilities that are likely to 
facilitate the achievement of work/life balance including: 

Displays resilience (Exemplifies personal drive and integrity) 

At all levels, responding in a calm manner in difficult situations is an 
important behaviour for effectively managing conflict between one’s 
work and personal commitments. In addition, maintaining an 
optimistic outlook and focusing on the value of one’s current activities 
may help APS leaders to have positive perceptions of their work/life 
balance. 

Steers and implements change and deals with uncertainty 
(Achieves results) 

By demonstrating the behaviours outlined in this capability, APS 
leaders will be able to effectively plan their time to best meet both 
work commitments and priorities at home. Maintaining a flexible 
approach will also enable individuals to adjust their schedules to 
ensure the most important tasks in their work life and personal life are 
completed. 

Marshals professional expertise (Achieves results) 

Leaders at all levels in the APS must develop skills in harnessing the 
knowledge and expertise of others. This behaviour will assist 
individuals to achieve work goals through the efficient use of 
resources and have time to spend on other aspects of their life. 
People who are ineffective at capitalising on the skills and knowledge 
of others at work may risk ‘burnout’ or see their work/life balance 
suffer through over-commitment. 

‘Agencies … need 
to show active 
leadership in 
promoting flexible 
work practices 
and encouraging 
line managers to 
feel confident in 
implementing 
them in 
appropriate 
circumstances’ 
(APS Commission, State 

of the Service Report 

2002–2003, 2003) 
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Demonstrates self awareness and a commitment to personal development (Exemplifies personal 
drive and integrity) 

Maintaining an awareness of one’s own behavioural style and the impact it has on others will enable 
individuals to identify and capitalise on behaviours that contribute positively to achieving work/life 
balance. Similarly, by reflecting on behaviours that have a negative impact on work/life balance, 
individuals can actively seek to reduce or modify these actions. 

Figure 6 illustrates the expected behaviours for effective work/life balance in terms of self-management. 
The key behaviours for effective work/life balance are shown in darker text, while other less significant 
behaviour are shown in grey text. 

 

Figure 6 Work/life balance and self-management 

Shapes strategic 
thinking Achieves results Cultivates productive 

working relationships 
Exemplifies personal 
drive and integrity 

Communicates with 
influence 

Inspires a sense of 
purpose and 
direction 
 
Focuses 
strategically 
 
Harnesses 
information and 
opportunities 
 
Shows judgement, 
intelligence and 
commonsense 
 

Builds organisational 
capability and 
responsiveness 
 
Marshals professional 
expertise 
� Harnessing the 

knowledge and 
expertise of others 
will assist individuals 
to achieve work 
goals through 
efficient use of 
resources 

 
Steers and implements 
change and deals with 
uncertainty 
� Effectively plan their 

time to best meet 
both work 
commitments and 
priorities at home 

� Maintain a flexible 
approach 

 
Ensures closure and 
delivers on intended 
results 
 

Nurtures internal and 
external relationships 
 
Facilitates cooperation 
and partnerships 
 
Values individual 
differences and 
diversity 
 
Guides, mentors and 
develops people 

Demonstrates public 
service professionalism 
and probity 
 
Engages with risk and 
shows personal courage 
 
Commits to action 
 
Displays resilience 
� Responding in a calm 

manner in difficult 
situations and effectively 
managing conflict 
between one’s work and 
personal commitments 

� Maintaining an optimistic 
outlook 

� Focusing on the value of 
one’s current activities 

 
Demonstrates self 
awareness and a 
commitment to personal 
development 
� Reflects on own 

behaviours and work 
style and how they 
impact on others 

� Identifies and capitalises 
on behaviours that 
contribute positively to 
achieving work/life 
balance 

� Reflects on behaviours 
that have a negative 
impact on work/life 
balance 

� Works to reduce or 
modify behaviours that 
have a negative impact 
on work/life balance 

Communicates clearly 
 
Listens, understands 
and adapts to 
audience 
 
Negotiates 
persuasively 
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Managing/coaching others 
 

Key capabilities in the ILS that enable leaders to support the work/life 
balance of staff and colleagues include the following. 

Values individual differences and diversity (Cultivates 
productive working relationships) 

One of the main elements of this capability is recognising ‘the 
personalities, motivations and other diverse qualities of people’. 
Developing an awareness of the unique personal circumstances and 
behavioural styles of people will help APS leaders to tailor their 
approach to address individual needs in relation to work/life balance. 

Guides, mentors and develops people (Cultivates productive 
working relationships) 

A key component of this capability at all levels is offering support to 
people when required. Importantly, this capability focuses on 
balancing the needs of the organisation in terms of outcomes with the 
needs of the individual in terms of development, prioritising and 
managing in times of pressure. 

Communicates clearly (Communicates with influence) 

Communicating with staff about the work/life programs and policies 
offered within their agency is an essential behaviour for leaders. 
Although an agency may offer a wide variety of work/life benefits, the 
desired effect of yielding positive performance results is unlikely to 
occur if employees do not know about, or understand how, the 
policies apply to them. 

Demonstrates public service professionalism and probity  
(Exemplifies personal drive and integrity) 

A key component of this capability, at all levels, is adhering to the 
APS Values and Code of Conduct. One APS Value relates to 
providing a ‘fair, flexible, safe and rewarding workplace’. By actively 
promoting and upholding this Value, APS leaders should be more 
open to considering alternative work arrangements and supporting 
others within their agency to attain better balance between their home 
and work lives. 

Shows judgement, intelligence and commonsense (Shapes 
strategic thinking) 

A core element of this capability is related to exploring alternatives, 
and generating creative solutions. Examples provided by individuals 
during the ILS data collection phase suggested that it is often 
necessary to consider creative or innovative alternatives to identify 
solutions that promote a work/life balance for staff, particularly during 
peak periods of pressure. 

Figure 7 illustrates the expected behaviours for effective work/life 
balance in terms of managing others. The key behaviours for effective 
work/life balance are shown in darker text, while other less significant 
behaviour are shown in grey text. 

‘Recent published 
literature suggest 
that 
communication 
and management 
support are the 
two most 
important factors 
behind the 
success of 
work/life 
programs’ 
(Corporate Leadership 

Council, Work life balance 

policies in support of 

innovative cultures, 2000) 
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Figure 7 Work/life balance and managing/coaching others  

Shapes strategic 
thinking Achieves results Cultivates productive 

working relationships 
Exemplifies personal 
drive and integrity 

Communicates with 
influence 

Inspires a sense of 
purpose and direction 
 
Focuses strategically 
 
Harnesses information 
and opportunities 
 
Shows judgement, 
intelligence and 
commonsense 
� Exploring 

alternatives and 
generating creative 
solutions—may be 
necessary to 
consider innovative 
alternatives to 
identify solutions 
that promote a 
work/life balance for 
staff, particularly 
during peak periods 
of pressure 

 

Builds organisational 
capability and 
responsiveness 
 
Marshals professional 
expertise 
 
Steers and implements 
change and deals with 
uncertainty 
 
Ensures closure and 
delivers on intended 
results 
 

Nurtures internal and 
external relationships 
 
Facilitates cooperation 
and partnerships 
 
Values individual 
differences and 
diversity 
� Recognising the 

personalities, 
motivations and 
other diverse 
qualities of people 

� Tailoring approach 
to address individual 
needs in relation to 
work/life balance 

 
Guides, mentors and 
develops people 
� Offering support to 

people when 
required 

� Balancing the needs 
of the organisation 
in terms of 
outcomes with the 
needs of the 
individual in terms of 
development, 
prioritising and 
managing in times 
of stress 

 

Demonstrates public 
service professionalism 
and probity 
� Adhering to the APS 

Values and Code of 
Conduct, which 
includes providing a 
fair, flexible, safe 
and rewarding 
workplace 

� Being open to 
considering 
alternative work 
arrangements and 
supporting others 
within the agency to 
attain better 
work/life balance 

 
Engages with risk and 
shows personal 
courage 
 
Commits to action 
 
Displays resilience 
 
Demonstrates self 
awareness and a 
commitment to 
personal development 
 

Communicates clearly 
� Communicating with 

staff about the 
work/life programs 
and policies offered 
within their agency 

 
Listens, understands 
and adapts to audience 
 
Negotiates 
persuasively 
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Succession management 

 

Employees are arguably the most important resource for all 
Australian government agencies; however recruiting and retaining 
staff is becoming increasingly difficult. The pressure to recruit and 
retain high-quality staff is particularly pertinent in the APS, with 
impending demographic changes pointing to a large number of 
current APS leaders retiring within the short to medium term. In this 
environment, APS leaders must take action to ensure high 
performers are retained and new talent is attracted. 

Retaining high performers 
The retention of high performers is another challenge facing 
agencies. Pressure in the labour marketplace is likely to mean that 
the APS will increasingly be competing with the private sector for 
talented employees. In a possible reflection of this, graduate 
retention rates appear to be declining and the Organisational 
Renewal report of 2003 has highlighted retention as one of the key 
challenges facing the APS in the future. 

Agencies are increasingly being encouraged to engage in rigorous 
workforce planning to understand future requirements of the 
organisation. In particular, with large numbers of older employees 
likely to leave the APS over the coming years, leaders need to 
place a particular emphasis on engaging in succession planning 
strategies for key leadership positions, and on ensuring that the 
potential loss of corporate knowledge is managed appropriately. 

Developing leaders who are effective people managers is of critical 
importance for the future of the APS. To ensure high levels of 
corporate knowledge are maintained and that effective succession 
plans are in place, EL and SES officers must nurture talent. 

The Pathway and succession management 
The Pathway incorporates key behaviours associated with 
succession management and places them in the context of two key 
capabilities described below. 

Builds organisational capability and responsiveness (Achieves 
results) 

This capability incorporates behaviours, particularly at the SES 
levels, focused on succession planning, knowledge management 
and the attraction and recruitment of key talent for the organisation. 
These factors link in to the need to ensure that, in an environment 
of ongoing change, the sustainability of the organisation remains a 
key focus. 

‘With less people in 
the market, 
agencies need to 
consider how to 
attract people to 
the organisation, 
and how to stay 
competitive’  
(SES B1, 2003) 
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Guides, mentors and develops people (Cultivates productive working relationships) 

This capability, at all EL and SES levels, is focused on engaging in effective interactions with people that 
will support development and retention. Particular emphasis is placed on working with individuals to 
identify development opportunities. At the SES B2 and B3 levels in particular, the focus shifts to 
identifying talented individuals in the organisation and ensuring that they are given stretch development 
opportunities. 

Figure 8 illustrates the expected behaviours for effective succession management. The key behaviours 
for effective succession management are shown in darker text, while other less significant behaviour are 
shown in grey text. 

 

Figure 8 Succession management and the Pathway 

Shapes strategic 
thinking Achieves results Cultivates productive 

working relationships 
Exemplifies personal 
drive and integrity 

Communicates with 
influence 

Inspires a sense of 
purpose and direction 
 
Focuses strategically 
 
Harnesses information 
and opportunities 
 
Shows judgement, 
intelligence and 
commonsense 
 

Builds organisational 
capability and 
responsiveness 
� Builds teams with 

complementary 
skills 

� Engages in 
succession planning 

� Creates knowledge 
management 
strategies 

� Focuses on 
activities that 
support 
organisational 
sustainability 

� Attracts and recruits 
talent 

� Looks beyond the 
organisation’s 
boundaries to 
identify optimum 
resourcing 
combinations 

 
Marshals professional 
expertise 
 
Steers and implements 
change and deals with 
uncertainty 
 
Ensures closure and 
delivers on intended 
results 

Nurtures internal and 
external relationships 
 
Facilitates cooperation 
and partnerships 
 
Values individual 
differences and 
diversity 
 
Guides, mentors and 
develops people 
� Engages in effective 

interactions with 
people that will 
support 
development and 
retention 

� Works with people 
to facilitate their 
development, 
identifies 
development 
opportunities and 
encourages 
continuous learning 

� Identifies and 
nurtures talented 
individuals in the 
organisation and 
ensures that they 
are given stretch 
development 
opportunities 

 

Demonstrates public 
service professionalism 
and probity 
 
Engages with risk and 
shows personal 
courage 
 
Commits to action 
 
Displays resilience 
 
Demonstrates self 
awareness and a 
commitment to 
personal development 
 

Communicates clearly 
 
Listens, understands 
and adapts to audience 
 
Negotiates 
persuasively 
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Risk management 

 

An important component of strategic management is making 
decisions that involve risk. Managing risk appears to be an area 
of increasing concern and focus for APS leaders, particularly as 
the environment and structures that senior managers operate in 
become more complex. 

Some level of risk is inherent in all decisions and developing 
skills in anticipating, recognising and minimising risks is 
important for all EL and SES officers. The Pathway incorporates 
key behaviours associated with managing risk and places them 
in the context of the three key capabilities described below. 

Shows judgement, intelligence and commonsense  
(Shapes strategic thinking) 

This capability details the key behaviours for leaders at the EL 
and SES level for making logical, informed and effective 
decisions in ambiguous ad complex situations. These are all 
key behaviours required for the management of risk. 

Builds organisational capability and responsiveness 
(Achieves results) 

Building agencies that can respond flexibly to new demands 
and changes in the social and political environment is critical for 
the APS. This capability outlines key behaviours senior 
managers must demonstrate to optimise the adaptability of their 
organisation, including managing the risk of knowledge loss 
through succession planning, using flexible resource 
management strategies, and engaging in continuous 
improvement to minimise errors in the future. 

Ensures closure and delivers on intended results 
(Achieves results) 

A key element that relates to achieving the intended results 
from actions and work is to recognise and address risks that 
may impede success. The behaviours described in this 
capability, particularly from EL2 to SES B3 level, reflect the 
need to proactively identify risks, and to take steps to address 
them. 

Figure 9 illustrates the expected behaviours for risk 
management. The key behaviours for effective risk 
management are shown in darker text, while other less 
significant behaviour are shown in grey text. 

 ‘A key challenge 
facing leaders is risk 
management…need 
awareness of political 
risks and an 
understanding of the 
business context’  
(SES B1, 2003) 
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Figure 9 Risk management and the Pathway 

Shapes strategic 
thinking Achieves results Cultivates productive 

working relationships 
Exemplifies personal 
drive and integrity 

Communicates with 
influence 

Inspires a sense of 
purpose and direction 
 
Focuses strategically 
 
Harnesses information 
and opportunities 
 
Shows judgement, 
intelligence and 
commonsense 
� Applies intellect and 

knowledge to weigh 
up complex 
information and 
identify critical 
factors and issues 

� Identifies and 
articulates potential 
risks 

� Develops strategies 
and thinks through 
contingencies to 
manage risk 

� Anticipates long-
term and strategic 
risks, addresses 
them quickly and 
helps others to 
recognise them 

 

Builds organisational 
capability and 
responsiveness 
� Optimises the 

adaptability of the 
organisation 

� Manages the risk of 
knowledge loss 
through succession 
planning 

� Uses flexible 
resource 
management 
strategies 

� Engages in 
continuous 
improvement to 
minimise errors in 
the future 

 
Marshals professional 
expertise 
 
Steers and implements 
change and deals with 
uncertainty 
 
Ensures closure and 
delivers on intended 
results 
� Identifies and 

addresses risks that 
may impact on 
project outcomes  

� Proactively 
escalates issues 
that have not been 
controlled to ensure 
that work remains 
on track 

� Ensures that key 
stakeholders are 
across all relevant 
issues 

 

Nurtures internal and 
external relationships 
 
Facilitates cooperation 
and partnerships 
 
Values individual 
differences and 
diversity 
 
Guides, mentors and 
develops people 
 

Demonstrates public 
service professionalism 
and probity 
 
Engages with risk and 
shows personal 
courage 
 
Commits to action 
 
Displays resilience 
 
Demonstrates self 
awareness and a 
commitment to 
personal development 

Communicates clearly 
 
Listens, understands 
and adapts to audience 
 
Negotiates 
persuasively 
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