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Vision refresh

The Department’s current vision statement has served the Department well. With the Department
celebrating its second anniversary, it was considered timely to refresh the vision to ensure it is
representative of all staff and functions and supports the achievement of collective future goals. The
vision refresh project was designed to engage with leaders and staff across the Department to craft and
refine vision statement options for the Secretary’s and the Commissioner’s consideration.

The project comprised of five stages of staff consultation to craft and refine the vision statement. This
included:

o Engagement with the Leadership and People Advisory Council (LPAC) who worked together to
agree the design principles (refer Figure 1) and draft five vision statements.

o  Consultation with 115 ELs across the country to gain feedback on the draft statements.

o Engagement with the Culture Reference Group to confirm the draft statements that would be
shared and tested with all staff.

o Engagement with SES as part of the June SES forum to share the process to date and encourage
SES to champion the vision refresh project.

o Consultation with all staff through an all-staff survey to indicate preference across the five draft
statements.!

Figure 1: Vision refresh design principles

Analysis of the staff consultation outputs highlights there is a preferred vision statement that has broad
acceptance across all Department Groups: ““Together we build a more secure, prosperous and cohesive
Australia”. The workshops and survey also provided staff with the opportunity to share concerns and
ideas about the Department; key areas of focus are summarised within this report.

There is a preferred vision statement

“Together we build a more secure, prosperous and cohesive Australia” — statement one — was the
preferred option of the five statements provided to staff, refer Figure 2 overleaf which outlines weighted
preferences.? Notably, statement 1 was selected as the first preference by 40% of respondents, the
second preference by 24% of respondents and was ranked as the least preferred statement by only 4%
of respondents. The existing vision statement — statement five “We are Australia’s trusted global
gateway” — was selected as the first preference by only 7% of respondents, with 67% ranking the
existing vision statement as their least preferred statement. This result reinforces the vision refresh
project hypothesis that the current vision statement no longer has resonance across the Department as
it is not viewed as representative of the Department’s functions or aligned with the Department’s
strategic intent.

1 The all-staff survey received 1512 responses.

2 For respondents’ 1% preference a weighting of 5 was applied, 2" preference a weighting of 4 was applied, 3 preference a weighting of
3 was applied, 4" preference a weighting of 2 was applied, 5" preference a weighing of 1 was applied.
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Figure 2: Weighted preference of draft statements
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Respondents who selected statement 1 “Together we build a more secure, prosperous and cohesive
Australia” as their preferred statement feel that it promoted inclusion (~38%), was aligned with the
Department’s responsibilities (~32%), was warm, positive and aspirational (~19%) and it encouraged
collaboration (~18%). Respondents were also attracted to the implicit message of nation-building, the
emphasis on security and safety and the use of impactful language. Respondents commented that “the
word ‘together” is more inclusive for all Australians”, that the statement was “the most balanced in
terms of the different functions of the Department”, that it “best reflects our purpose” and that it
“projects a more outward looking and positive image of the Department.”

Respondents who selected Statement 2 “To secure Australia’s prosperity by safeguarding and
strengthening our nation’s border” as their preferred vision statement were attracted by the more
acute focus on the border and security, expressing that this statement balances “prosperity with the
safeguarding of the borders”, that “our borders need to be protected” that the Department’s “primary
role is to safeguard and protect Australia's border”. Respondents also liked the emphasis on safety,

noting this “provides comfort to citizens and builds confidence”.

Respondents who selected Statement 3 “We safeguard our borders and strengthen our nation” as their
preferred vision statement were similarly attracted to the explicit reference to the border, and also
greater alignment with what they saw as the Department’s primary purpose — safety and security.
Respondents noted that this statement “best resonates with what we do. Our role is to protect Australia
from harm where we can and to provide the community with a sense of security”, that “we are here to
protect Australia’s borders” and that it “reflects community and Government's expectations of our role”.
Respondents also preferred the brevity of this statement, noting that it was “a succinct way of stating
what we do as an entire Department” and was “short and simple”.

Respondents who selected Statement 4 “We secure Australia’s interests and advance Australia’s
future” as their preferred vision statement felt that the statement was more inclusive of the various
functions of the Department. Respondents commented that this statement was “broad enough to
encompass any changes to the Department's remit”, “feels more balanced and welcoming”, “cover(s) the
entire spectrum of the Department's operations” and that “everyone can interpret what they do in a way
that falls under the umbrella of this statement”. Other respondents selected statement 4 as it excluded
any reference to the border or border security. Respondents commented that: “it does not mention
borders”, that it “reflects more than just the role of the ABF”, that “our actions go beyond what we do at
the border” and that the “mission statement is already very border focused”.

Respondents who selected Statement 5, the existing vision statement “We are Australia’s trusted
global gateway” as their preferred vision statement felt that it better positioned the Department as a
global player, that it reflected the dual nature of the Department’s work and felt that the emphasis on
trust was important. Respondents commented that the current vision statement “shows that we are
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part of the global community and not only focussed on Australia”, that the term “global gateway seems
to be more inclusive of the two main features of our business” and that “being trusted by the public is an
important element of the job”. Others felt that it was too early to change the existing statement,
commenting that we “need more time to settle in with the constant changes being made”.

Statement one was also the first preference for most groups

Analysis of results by Group (refer Figure 4), show that all Groups except ABF operations are more likely
to select statement 1 “Together we build a more secure, prosperous and cohesive Australia” as their first
preference. One in ten ABF Operations respondents were more likely to prefer statement 2 “To secure
Australia’s prosperity by safequarding and strengthening our nation’s border” over statement 1, and
statement 3 “We shape and safeguard our nation” received similar high first preferences to statement 1.

Figure 3: Percentage of first preference distribution by Group
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Respondents prefer the word ‘cohesion’ over ‘diverse’
The vision refresh survey asked respondents to choose between two wording options for each of the
four new proposed vision statements, refer Appendix A. For statement one, the two options were:

1. “Together we build a more secure, prosperous and cohesive Australia”

2. “Together we build a more secure, prosperous and diverse Australia”

Results found that 56% of respondents prefer the term ‘cohesive’ compared to 44% of respondents who
favour the term “diverse”. A sample of staff rationale for their selection of ‘cohesion’ or ‘diverse’ is
summarised below at Table 1.
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Minute

To: Rachel Noble, Deputy Secretary Executive Group

Date: 12 February 2018

Vision and Mission Development Sessions

Timing
By 16 February to allow for planning of consultation sessions.

Purpose
To:

1. Seek approval to consult on the vision and mission statements for the Department of Home Affairs.

Background

2. A mission statement describes an organisation’s purpose. A vision statement is an aspirational guide that
provides the workforce with a clear understanding of the desired future state of the organisation. Setting
the mission and vision statements for the Department of Home Affairs will contribute to a highly engaged
workforce, a key principle in the change program ten-point plan.

3. Engagement sessions were conducted in 2017 to refresh the vision statement for the then Department of
Immigration and Border Protection (DIBP). This was overtaken by the announcement of the Home Affairs
portfolio. The final report for the 2017 project has findings that remain relevant to the development of a
vision for the Department of Home Affairs and is at Attachment A.

4. A session was hosted at the February 2018 SES Conference for senior leadership to discuss the
development of mission and vision statements and key phrases/sentiments that should be included.

Issues

5. The 2017 vision development project consulted staff at various levels across the then DIBP. Testing staff
opinions in functions that have joined DIBP in the creation of the Department of Home Affairs is required,
to ensure a vision statement represents the breadth of the organisation. The consultation offers an
opportunity to engage new staff with the Department through representing their functions in the vision
statement.

6. We propose conducting two consultation sessions which will emulate those conducted in 2017. We will
use the 2017 statements and input from the SES Conference as a basis for workshopping more relevant
statements. | will write to the First Assistant Secretaries of the new Divisions asking them to nominate two
staff to participate in a two-hour session hosted in Canberra in late February or early March.

7. We propose conducting a workshop with Strategic Policy and Planning Division to develop the 2018
mission statement using the input from the SES Conference.
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8. Once the vision and mission statements have been developed they will be presented to the Executive
Committee in April 2018 for endorsement.

Consultation

The following Divisions will be consulted through the workshop sessions:

e Countering Violent Extremism Centre e Emergency Management Australia
¢ National Security and Law Enforcement e Centre for CT Coordination

e Office of Transport Security e Cyber Security Policy

e Critical Infrastructure Centre e Strategic Policy and Planning

Recommendation
It is recommended that you:

Approve the consultation sessions approach

Agreed O Approved [ Noted [

Hamish Hansford Rachel Noble

Acting First Assistant Secretary Enterprise Strategy, Deputy Secretary Executive Group
Reform and Performance Division

02 8722(1)(@)(ii) February 2018

February 2018

Contact Officer: S-22(1)(@))

Division/branch: Enterprise Strategy and Risk Branch
Phone: 02 8- 22(1)(a)(ii)

Attachments:

Attachment A — Vision Development Project 2017 Final Report
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Vision Development Session
8 March 2018: 1400 — 1600hrs

1. Introduction (15 mins)
e FAS ESRP to introduce session)
2. Background (10 mins)

Purpose of the session

e The purpose of the session is to seek the views of business areas that have not previously been
consulted on potential vision statements for the Department of Home Affairs.

e At the conclusion of the session we hope to have identified what you think the future state for the
organisation should look like, and what are the key concepts that should be included in a vision
statement for the Department of Home Affairs to ensure it reflects your contribution and
resonates with staff.

e Based on the outcomes of the workshop, and previous consultations. Options for draft vision
statements will be provided to the Executive Committee for consideration in April 2018.

Administrative arrangements

e The session is scheduled to last approximately two hours, including a short 5 min break at about
3pm.

e Toilets are located over near the café of Ground Floor North. In the case of an emergency please
follow the instructions of the wardens.

e Session overview: summary of vision statements and their development followed by table
discussion on the future state, then reviewing/workshopping some draft statements.

2017 vision development project

e Consultation and engagement sessions were conducted throughout 2017 with a view to refresh the
Department of Immigration and Border Protection vision statement:

0 We are Australia's trusted global gateway: The Department is the gateway between
Australia and the world, facilitating trade, travel and migration while protecting Australia
from threats to the border. In everything we do, we must uphold the trust of the Australian
people and Government that stems from the privileged place we hold at the border and in
the community.

e 1512 staff (11 per cent of staff) were surveyed on five preferred statements. The existing DIBP
vision statement ‘We are Australia’s trusted global gateway’ was selected by only seven percent of
respondents as their preferred statement and 67% selecting it as their least preferred.

o The preferred statement (40%) was ‘Together we build a more secure, prosperous and cohesive
Australia’ as it promoted inclusion, aligned with the Department’s responsibilities, and encouraged
collaboration.

e The second most preferred option was ‘To secure Australia’s prosperity by safeguarding and
strengthening our nation’s border’.

e The five options were:

0 Together we build a more secure, prosperous and cohesive Australia
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0 To secure Australia’s prosperity by safeguarding and strengthening our nation’s border

0 We safeguard our borders and strengthen our nation

0 We secure Australia’s interests and advance Australia’s future

0 We are Australia’s trusted global gateway
The vision refresh project was placed on hold following the announcement of the establishment of
the Home Affairs Portfolio and the Department of Home Affairs.

3. What s a vision statement? (10 mins)

A vision statement is the principle statement of a desired end state. It is aspirational, and
inspirational. It engages the workforce and sets direction by clearly defining a future state or
where we want to be.
A mission statement describes or explains the Department’s role or function — what we need to do.
During Senate Estimates, the Secretary stated that our Department’s mission will be ‘to secure our
nation’s vital networks, systems and assets, while at the same time facilitating the legitimate
movement of people, goods and data, as well as managed orderly migration’. Development of
the department’s mission statement is ongoing.
A good vision statement should be future-focussed, directional, specific, relevant, values-based,
challenging, unique, memorable, and inspiring.
Vision statement design principles (from the refresh project):

O Be strategically aligned
Be aspirational and inspire all staff
Resonate with all functions and teams
Be inclusive
Be unique to the Department
Have a clear intent and not be subject to interpretation

O O 0O o0 o O

Cover three lenses: Department staff, the community and industry
0 Be succinct and catchy.
Some vision statements focus on a vision for the organisation, others focus on a vision for society
or the world. Others on both.
Some examples of vision statements include:

Organisation:

0 Australian Security Intelligence Organisation: To be trusted and respected as a protector of
Australia’s national security, to be accessible partners, to effectively communicate security
risks, to be an adaptive and innovative organisation and to have a diverse team of
passionate people committed to serve the nation

0 National Museum of Australia: A recognised world-class museum exploring Australia’s past,
illuminating the present, imagining the future.

0 Southwest Air: To become the world’s most loved, most flown, and most profitable airline.

Society:

0 US Dept. of Homeland Security: A homeland that is safe, secure and resilient against
terrorism and other hazards.

0 Australian Criminal Intelligence Commission: A safer Australia that is better connected,
informed and capable of responding to crime and criminal justice issues.

0 AUSTRAC: A financial system free from criminal abuse.

0 Alzheimer’s Association: A world without Alzheimer’s disease.
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4. What does our ‘state of success’ look like? (20 mins — templates provided on tables)

o Defining the state of success will assist us in understanding the key components that need to be
captured in a draft vision statement.

e Insmall groups, discussion of the traits of our future organisation (what words/phrases would
describe our vision for our organisation) and a future Australia (what words/phrases would
describe our vision for society/Australia). Templates - approx. 10 minutes then report back.

BREAK — 5 mins

5. 2018 vision statement development (15 mins)

SES conference — February 2018

e Asession was hosted at the February 2018 SES Conference for senior leadership to discuss the
development of mission and vision statements and key phrases/sentiments that should be
included.

e Some of the common terms that emerged from the SES conference were:

0 Safe O Resilient 0 Innovative
0 Secure 0 Trusted O Responsive
O Prosperous 0 Integrity 0 Diverse

0 Cohesive 0 Collaborative O Tolerant

0 Sovereignty 0 Agile 0 Connected
0 United 0 Inclusive 0 Professional
0 Confident O Respected

Secretary’s opening address (copies provided):

e During his opening address at Senate estimates on 26 February 2018, the Secretary made a number
of comments about the role of the department, our mission and our future state that are of
relevance to today’s workshop (handout, pp 8-9).

e The tone and language of the Secretary’s address were notably focussed on safety and security as a
means to an end (economic activity, social connection and inclusive society), rather than as an end
in themselves.

0 ‘The core functions of the department are policy, strategy, planning and coordination in
relation to the domestic security and law enforcement functions of the Commonwealth as
well as managed migration and the movement of goods across our border’.

0 He acknowledged the ‘vital role immigration has played in building our nation and enriching
our society and national culture’.

0 He made reference to ‘programs that are designed to help engender an inclusive, united
and tolerant society’.

0 He noted that ‘the security powers, capabilities and capacities of the Commonwealth...are
crucial attributes of liberty’ and the national assets, systems and networks that we will seek
to protect are ‘great platforms for economic activity and social connection’ and that we will
not achieve our mission if ‘Australia is a closed-off and isolated place’.
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He was also cognisant of recent commentary attempting to mischaracterise the Portfolio as ‘overly
bureaucratic oversight of otherwise well-functioning operational arrangements, or worse, a sinister
concentration of executive power that will not be able to be supervised and checked'.
He stated the ‘purpose of state actions is to ensure that all can, to the maximum extent possible
within the law, pursue prosperity, happiness and social fulfilment’
Finally he listed four key challenges for the Department:
0 ‘to preserve the traditional strengths of the Home Affairs agencies
0 to take advantage of a larger, more integrated Portfolio to build scaled-up capabilities and
exploit synergies in intelligence, data, identity and biometrics, digital, Al, machine-learning,
and computing and analytics
0 to preserve the independence of Home Affairs agencies and ensure all activities and
operations are always conducted under the laws and appropriate checks
0 to ensure that protection and security are means to pursue greater ends—namely,
economic prosperity, social cohesion and an open society.’

s. 22(1)(a)(ii)

Draft statements

Based on the 2017 consultations, the Secretary’s public comments, and the outcomes from the SES

conference, six draft vision statements have been developed:

a) Aninclusive, united and tolerant society, where all Australians can safely pursue prosperity and
social fulfilment.

b) A confident, united and resilient nation, where all Australians can prosper and live in safety.

c) A Department that is connected, trusted and responsive; and an Australia that is safe,
prosperous, resilient, and cohesive.

d) Collaborative. Connected. Trusted. Innovative. Respected. United.

e) To be a collaborative, innovative and inclusive organisation, that is respected for the integrity
and professionalism of its people, and trusted to help keep Australia safe, prosperous and
cohesive.

We now need to test the draft statements that have been developed to ensure they will resonate

with, and reflect the work of, staff performing functions that have recently transitioned into the

Department of Home Affairs from departments other than DIBP.

6. Vision statement group activity (40 mins)

Participants will be asked to nominate their preferred statement by standing in front of it
Groups will be allocated based on selections and size
Groups will then workshop their preferred statement, to:

0 identify what they like about the statement

0 identify possible improvements they would make

0 develop a revised statement based on their table discussions, future state exercise,
Secretary’s comments, and SES conference findings.
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0 Groups report back to workshop.
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For Official Use Only Attachment A
achmen

Options - mission and vision
statements

Vision statements

1. Aninclusive and resilient society, where all Australians feel safe to pursue prosperity and social
fulfilment.

2. A secure Australia that is prosperous, open and united.

3. An Australia that is united and cohesive, resilient and safe from harm, and open to grow and
prosper.

4. A more open, cohesive, prosperous and resilient Australia.

5. Anopen and free Australia.

Mission statements

1. As trusted professionals, work together to ensure the security of our nation, and enable the global
connection of people, goods and information.

2. Work together to ensure all Australians can pursue opportunity at home and connect with the world.

3. Work together, with the trust of the Australian people, to safeguard our way of life and connect us
with the world.

4. Work together, with the trust of our partners and community, to keep Australia safe and secure, and
support a cohesive and united Australia open for global engagement.

5. Ensure a unified and coordinated approach to our safety, security, prosperity and cohesion.
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