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Veolia Environmental Services (Australia) Pty Ltd
Women Moving Forward

Overview:
In 2008/09 VESA launched two major development initiatives aimed at the retention and development of female employees. Late 2008 they piloted a new mentoring program called Women Moving Forward (WMF). This program was provided in-house by the Qld Talent and Performance team, based on a program developed by Emberin and was the first in-house program of its kind in Australia. The program was piloted with a representative sample of 10 female employees selected from within all business levels and units and ran for over 10 months. WMF is administered by the Australian Logistics Council (ALC) and utilises Emberin's ‘My Mentor- Challenging Women to Step-Up’ program developed by Maureen Frank. The program targets the retention and development of women within the Transport and Logistics industry and assists women in developing self confidence, key skills and networking structures so that they are ready to take the next step in their careers. 
The other major development initiative that was launched during this period was the “Women’s Development Program” provided by Springboard P/L. Four female employees were identified from Western Australia to participate in this tailored program which will be run in August 2009. This program is a 3 month learning experience for women designed to foster change and growth by providing a practical way to look at the common obstacles women face. Participants were also shown how to take responsibility for their personal and career success.
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Issue:
As women make up just over half of Australia’s population and workforce, VESA realises that to ensure they create a successful sustainable organisation it is important that they encourage and support the participation of women in a traditionally male industry. Traditionally, VESA has struggled to both attract women into the workforce and identify those female employees who have the potential for more senior roles. Although their analysis has identified that internal promotion of women is a potential strength for this business, the organisation has women in only 11% of its management positions. While this is an increase of 6% since the previous reporting year, the organisation wants to ensure that strategies are in place to manage the most talented women and develop them for senior management roles. 
Currently two of thirty two senior managers and one of the eleven executive managers are women. It is widely accepted that it can be challenging for women to move forward in any organisation however even more so in male dominated industries. Given the employee population is 86% male the Executive team saw the need to ensure female employees had extra assistance and support to develop and move forward within our organisation.
What did you do?
Women Moving Forward Program

Content and Development

In response to the above challenges, in late 2008 VESA implemented one of the first national in house Women Moving Forward (WMF) programs in Australia at their Rocklea site in Brisbane. 
As part of the program participants covered the following modules:

1. Decide that the time is NOW!

2. Do you know who you are? Your own personal brand.

3. Taking calculated risks. Shift the mindset.

4. Building My Career Plan and My Strategy.

5. Increasing your visibility and your network.

6. Playing and communicating to win.

7. Becoming a Master Influencer.

8. Negotiating to Win – Win.

9. Striking the Balance – creating work life balance in your life.

10. Go for the Knock Out!

Originally they were invited to participate in the trial program run by ALC. They were impressed by the breadth of topics and the relevance of the material and as such decided to implement the WMF program however chose to run the program in-house and over ten months instead of the regular ten weeks. The program was easily adapted to the ten month concept and the program founders encouraged ideas of how they could tailor delivery to VESA. They decided to run the program in house so they could take the time to flesh out each module and by spreading it out over a ten month period ensure time for entrenched habits to be challenged and modified. By running one session per month participants had more time to prepare for, participate in and learn from each module. Delivering the program a module per week would not give the program the credit it deserved and may have the effect of overwhelming participants due to their multiple roles as employees, mothers, wives, friends etc. Their focus was on creating changes that could be maintained and intend on encouraging the women who participated in the program this year to mentor the next group. 
Purpose

The purpose of implementing this program is to help female employees take the next step in their careers. The program is designed to help women develop skills and strategies for excelling in the workplace, raise their visibility within both the organisation and the industry, network and make contacts with other women and also give them the opportunity to hear from leading business women about their life and work experiences. This program is a critical plank of their diversity strategy as it helps the company to identify future female leaders and maintain a healthy pipeline of female talent. Veolia Environmental Services is passionate about increasing the employment of women at all levels in the business. This program helps each individual female participant to reach their full potential whether they aspire to a front-line manager or senior executive position in the organisation. Participants are required to dedicate one half day per month to attend the workshops and approximately an additional four hours per month completing workshop exercises and practicing what they have learnt. One requirement of the program is that each participant creates a personal development plan. While the plan is not required to be shared with the group, current participants opened up about a number of personal achievements to date including children and spouses now helping out more at home, commencing studies, losing weight, purchasing a home, spending more time on personal fitness, booking a holiday etc. These personal achievements are seen as a great foundation for participants to build their ongoing professional and personal success on going forward.
Selection

Managers were encouraged to consider women in their work group for nomination based on the employee’s willingness to make a career in this industry, their potential to take on more senior roles in time and their ability and willingness to commit to the program. Additionally to be eligible to participate in the program the employee had to have a minimum of twelve months service, be employed in a permanent full-time or part-time capacity and had to have received a rating of at least ‘satisfactory’ in their last performance review. Preference was given to women who had expressed a desire to develop with the company in their last review and had expressed a willingness to consider further study. Ten female employees over a range of levels and business units were selected to participate in the program. Positions represented on the program were:

• Environmental Engineer

• Call Centre Supervisor

• Health, Safety and Environmental Manager

• Environmental Officer

• Workshop Administrator

• Sales Representative, Commercial Services

• Resource Recovery Engineer

• Talent and Performance Administrator

• Credit Officer

• State Accountant

Two nominees that were put forward were pregnant and confirmed they would need to commence maternity leave during the program. As part of the commitment to encouraging women back to the workplace after maternity leave both nominees were selected to participate in the program and arrangements made for them to complete the program when it was run in the following year.
Promotion

Within Queensland the WMF program was discussed at the monthly Senior Management Meetings to ensure the senior management team understood both the content and purpose of the program. In addition to this one of the female national executive team was invited to participate in the program as a guest speaker and as such had significant exposure and involvement in the program. In order to promote the initiative formally, an article on the program was published in the August 2009 edition of the Company Newsletter, Hippo News, which is delivered to all employees as well as current and potential clients across Australia.

Informal internal networks have also proved invaluable for the promotion of the program. Through informal channels a significant interest in the program has been bred from the bottom up with a number of employees, both male and female, expressing their interest in having the same opportunity to participate in the program in subsequent years.
The WMF program was implemented to address a number of key barriers that were preventing women from achieving their full potential in leadership roles within the business:

Empowerment

A fundamental component of the program is to empower women by increasing self confidence and self esteem. It does this by developing the inner awareness of each individual participant that they are worth something and helping them decide for themselves that it is their turn to shine. Participants are asked to explore their goals and given guidance on how to think outside the box in order to achieve these.

Corporate Image

An external speaker was engaged to discuss how the participants’ appearance, communication style, reputation and deportment affect how they are perceived in the workplace. Participants examined the image they project and were asked to decide what, if anything, they wanted to change. They were then given the tools for how to do this.

Risk Taking / Entrepreneurship

It is also common for women to be risk adverse in the workforce. As such the program was used as an opportunity to look at overcoming insecurities, facing fears and by dealing with hypothetical scenarios, teaching participants how to put action plans in place to take more calculated risks.

Work/Life Balance

Consideration was given to various elements of a work life compromise and examined what the employees were willing to sacrifice to get “what they want”. Each participant conducted a career SWOT analysis and were instructed how to put SMART goals in place in order to move towards their objectives as part of building a career plan and strategy.

Professional Networking

One barrier most women face is that they are not sure how to network to the same degree as their male colleagues. Women can be poorly skilled in developing professional networking relationships and knowing how to maintain a ‘boys club’ like network. Many women may choose not to undertake these activities because they may not like golf, they would rather be at home with the kids or simply feel it is a waste of time. Participants were taught that networking is necessary and they need to be prepared to do so as even if they do not want to go all the way to the top it is still relevant for their personal lives. They focussed on participants developing an internal network and creating their own internal PR strategy to promote themselves and ensure key stakeholders know what they are capable of.

Influencing and Negotiation Skills

Influencing and negotiating skills were identified as common weaknesses in the business for both Male and Female up-and-coming leaders. As such, a component of the program was also dedicated to this critical competency.
Women’s Development Program

Additionally, in 2009 the Women’s Development Program was launched in Western Australia in recognition of the need to identify and meet the developmental needs of women in the workforce. The program is due to commence in August 2009 and will run over four days with approximately one month in between each day to allow for work based activities. The program focuses on areas such as:

• Knowing yourself, your strengths and areas for development

• Communication Skills

• Managing stress

• Boosting confidence

• Professional values

• Assertiveness skills

• Goal setting

• Networking

• Building your image

• Presenting yourself positively

Information on the program was sent to all female employees in the W.A. head office. Interested employees were asked to submit an application showing how they believed the program would assist them both personally as well as professionally in their role and how their attendance on the program would benefit the organisation. Four women, each with lead roles in their respective functions, were selected by senior management to participate in the program in 2009 with a view to running a similar program in 2010.

Results:

Since participants of the WMF program did not graduate until August 2009, the full impact of both programs will not be known for some time. The success of this initiative so far can be demonstrated on a number of levels:

Participant Responses

They have received significant levels of anecdotal feedback from participants that the program is engaging and personally beneficial (not just in a workplace setting but in their personal lives as well). Given that participation requires a full 10 month commitment, the very fact that no participants have dropped out of the program is a testament to the overwhelming positive feedback that they have received from participants. They surveyed participants and outline below some of their thoughts about the program and how it has benefited them.
What do participants feel they have gained from participating in the program?

• Inspired to push their career as far as possible

• Learnt more about colleagues on a personal and professional level

• Insight on how other people think and interpret situations

• Feedback about how they are perceived in the workplace

Would participants recommend the program to others and why? (or why not)

• Yes especially those who are not confident with communication and negotiation

• Recommend a unisex mentoring program as some male colleagues felt they

missed out on such a great program

Do participants feel better prepared for their current/future role in VESA as a result of

having done the program?

• Prepared a little better for any future roles especially due to the networking with

colleagues and guest speakers
Publicity and Recognition of the Program

VESA are very proud that they have been able to design and implement such a clear, practical

initiative. The program has been publicised internally and externally, publicised in

the quarterly company newsletter, Hippo News, which is delivered to all employees and

clients. If this program did nothing but present a highly visible, symbol of their commitment to

the development of women into leadership positions then it has been successful. 

EOWA statistics

Although this program did not finish till August 2009, given its 10 month duration they believe that it has already helped, in conjunction with a range of other initiatives, to achieve significant positive outcomes for women in the workplace at VESA:

Women accounted for 37.5% of all promotions in the company (even though they only account for 15% of current staff

• Significantly higher proportions of females being employed in new positions (18.89%)

• 4% more females employed in full-time positions over the 12 month reporting period

• 3% increase in the number of females employed in casual positions

• 42 more females employed within operations management roles

• This almost doubled the proportional representation of females in management roles from 5% to 11%

• It should be noted that this increase is in part due to a reclassification of Supervisors which had previously be accounted for within the “services” section of the profile. This change has been made for two reasons: 

o To ensure that supervisor roles are recognised as front-line management positions

o To increase the visibility of statistics relating to female participation in supervisory roles

Future Commitments from Stakeholders

Another WMF program will be run with women during the following reporting period. Due to the success and profile of this program, in the future they will also be implementing a similar program for male employees and a hybrid program for young managers.

Personal stories:

The managers of each participant in the program have already cited significant changes in the sentiment and confidence of each of their employees. In addition they cite clear changes in line with the behaviours that the program was attempting to promote and drive. Examples of change provided by managers and peers are outlined below. 

• Another participant who was taking on too much work and being the "general dog’s body" has started setting boundaries, standing up for herself and now leaves work at a reasonable hour.

• One woman started the program with almost no self esteem. Whereas before commencing the program the employee had trouble making eye contact and would not speak in group situations, in the last session of the program the same employee volunteered to be the spokesperson for her group.

• Another woman commenced the program with a reputation for being rude and dismissive of others. From the feedback received during the course she has worked very hard to be seen as more approachable and as noted by one manager “now smiles if you pass her in the corridor whereas previously she wouldn't even look up at you”. 

• The program has broadened the perspective of one woman by exposing her to other worlds and experiences different to her own. Through talking with the other women during workshops she now has a better understanding of why some people "don't just lose weight, buy nicer clothes, exercise more, take more time for themselves". She has also realised that not everyone works for fulfilment as she does. This new perspective and understanding will help develop her into a more well-rounded manager. 

• One manager who participated in the program has said “I have learnt to slow down and that not everyone wants to work at 300km per hour. I have also worked to spend more time refining my communication skills.” 
