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Hi!  

We are reaching out for a potential collaborator to help us develop a competency framework from 

which we can reconfigure our salary grading system; reframe employee job descriptions; and 

integrated with our performance management and development system. 

The following brief outlines a bit about us, what we are hoping to achieve and why and asks of you 

some questions. 

This expression of Interest is seeking an independent contractor or consultancy company to assist 

with this work. 

If you are interested direct your response to terry.odonnell@greenpeace.org by 9am 8 July 2019. We 

look forward to hearing from you soon.  

INTRODUCTION 

Climate change is the defining issue of our generation. 

Our planet is drastically warming, and humans are the cause. The only solution is to dramatically cut 

our carbon emissions, starting with ending the most polluting fossil fuel of all: coal. 

Greenpeace Australia Pacific (GPAP) is an independent regional office of the wider Greenpeace global 

network that works cooperatively to solve the most significant and complex environmental issues 

facing life of earth. 

We are here to win and win with integrity. 

To achieve this we need attract and retain high performing and motivated staff aligned around our 

values and objectives. 

We are therefore undertaking a series of initiatives to ensure our organisational systems, policies and 

processes are fit for purpose. 

One stream of this work is to develop a competency framework from which we can reconfigure our 

salary grading system; reframe employee job descriptions; and integrated with our performance 

management and development system.    

This is a significant internal piece of work in terms of scale of work and overall impact. 

We are therefore seeking external expertise to assists us in: 

● Developing a competency framework that at least defines a set of organisational 

competencies; 

● Re-configuring our salary grading system to allow for greater movement in and between 

levels; to better reflect the organisational competencies we require; and potentially to 
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account of the individual skills, experience and competencies held by a staff member 

relevant to their role; 

● Recommend changes to employee performance management and development system; 

● Reframe the employee Job Description (JD) template to a more sophisticated model and the 

update all existing roles to conform to that new template. 

Related to this development work but out of its scope is the renegotiation of the Enterprise 

Agreement (EBA).  The salary grading systems is specified in the EBA and any change to the salary 

grading system is ultimately contingent upon successful negotiations of the EBA.   

SUPPORTING DOCUMENTS 

Available by request: 

 Greenpeace Australia Pacific Enterprise Agreement (GPAP EA) (including current grading 

system and disciplinary process) 

 Current Performance Appraisal Template 

 5 E’s - Global Greenpeace Leadership Framework 

 GPAP 3 Year Strategic Plan 

 Salary Grading Worksheet 

 Example of current Job Description (HR Advisor) 

 Organisation Chart  

KEY CONTACTS AT GPAP  

● Terry O’Donnell - Chief Operating Officer - terry.odonnell@greenpeace.org 

● Erin Moore - HR Advisor - erin.moore@greenpeace.org 

OVERVIEW OF HUMAN RESOURCES: 

● COO - Part-time commitment to the HR function 

● HR Advisor - Full-time 

● Operations Assistant - Part-time commitment to the HR function 

● HR Admin - Part-time 6 month role (currently recruiting). 
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WHERE WE ARE AT 

Salary Grading 

Salary grading is set down in the Enterprise Agreement (EBA) and provides for 10 levels of which the 

two lowest grades are rarely used.  The current system is very flat and uses language which is not as 

inclusive as it could be of all roles and departments.  It provides for one salary amount per grade (that 

is, roles are graded according to the position description and there is no account of the individual’s 

skills, experience or competency).  Therefore there is currently no opportunity for salary progression 

whilst maintaining the same role. Salary advancement/progression generally requires taking on 

managerial duties. 

The salary grading system is specified in the Enterprise Agreement (EBA).  The renegotiation of the 

EBA will overlap but follow any proposed change to the salary grading system. 

Job Descriptions 

All current employees at GPAP have a Job Description (JD). The template in use is quite simplistic and 

is applied with varying degrees of quality and consistency through the organisation. The general 

layout includes: a brief overview, responsibilities, and list of competencies needed to perform the 

role. The main downfall to this template is that there is no indication of the weight or importance of a 

responsibility and there is no frame of reference to help in the identification of specific role 

competencies. 

Performance Management 

Performance Management is an evolving piece of work.  Historically it was formalised around formal 

half year evaluations held between a manager and team member.  Regular one on one catch ups 

between the manager and team member are expected to be carried out throughout the year to 

monitor progress.  How this is done is up to the individual manager and thus is susceptible to 

inconsistencies and potentially duplication with the half year reviews. 

Annual 360 degree feedback reviews for some roles have been conducted on an ad-hoc basis over the 

last couple of years. There is currently no set schedule, process or agreed set of questions for these 

surveys. 

More recently several teams have unilaterally adopted OKR’s task management.  OKR management is 

currently being rolled out across the organisation with the view to support that new process through 

software.  Vendors are currently being reviewed. 
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Competency Framework 

Within Greenpeace globally a set of five competencies, known as the 5E’s is being promoted as being 

the Competency Framework.  Only one office, GPEA, has developed a comprehensive competency 

framework adapted from the 5E’s.  GPEA’s system identifies competencies specific to individual roles 

and whole of organisation competencies.  The system is complex and requires a level of Human 

Resource capacity far beyond the reach of GPAP. 

MOVING FORWARD 

Salary Grading 

The main drivers of this piece of work come back to our main goal, winning. As previously mentioned, 

climate change is the defining issue of our generation. We need the most talented individuals not 

only joining, but staying with GPAP if we are to succeed. 

We believe in order to attract, develop/evolve and retain talent we need a grading system or 

competency framework that is able to: 

1. Provide equitable, transparent and consistent grading to positions across different 

functions and departments 

2. Provide clarity and create more opportunities for career progression, including 

having more diverse pathways for career progression (e.g. allowing for progression 

through specialisation - not just management) 

3. Allow us to unite our people around performance, culture and accountabilities; and 

4. Encourage and reward high performers and those who enact model behaviour 

For the avoidance of doubt we are not contemplating a merit based compensation system (or pay for 

performance) as it is not considered an effective driver of performance at GPAP as it might be in sales 

dominated industries.  However we recognise that compensation is a factor in retention and 

recruitment and within this context we are looking at how we might devise an annual evaluation 

system and grading system that is complementary to though needn’t be integrated with the 

performance management we implement; the global competencies; and has as its primary objective 

the retention of high performing staff. 

Key principles of the system shall be its transparency (ie everyone knows exactly where they stand); it 

is focused on growth and development; and ensures that individual goals align to the organisation 

goals.  

Potential outcomes could range between a) a limited tweaking of the existing system in terms of 

language used and/or the inclusion of additional levels within bands; or b) a wholesale review and 

rewrite of the system.  
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Job Descriptions 

We are looking to adopt a new job description template/design that is sophisticated enough to be 

able to capture the weight of responsibilities and breakdown the main components of each role. For 

example - having a visual component (pie chart possibly) of the key areas of the role would be helpful 

in establishing what functions of the role are most important and where time should be spent. 

We have 64 employees in total with approximately 54 different roles. We host another 12-15 roles on 

behalf of Greenpeace International. 

Success in this area would look like: 

1. Constructing a fit-for-purpose template (reflective of Greenpeace and our culture, moving 

towards a more holistic view rather than ‘high detail task lists’) 

2. External support to coordinate and run the appropriate meetings with managers and 

employees and collect required information 

3. All current employees have a new JD which are aligned/incorporate the new framework. 

Performance Management System 

We are in the early stages of implementing a new performance management system. We plan to 

adapt OKR methodology and a quarterly review period moving forward. A key part of the new system 

will be the introduction of an effective online platform to support the different components of the 

system. This will incorporate: 

●      one-on-one meetings; 

●      objective setting; 

●      feedback and recognition; and 

●      growth and development opportunities. 

The two key objectives of this work are: 

1. Developing and retaining high performing team members 

2. Achieving a high performing organisation. 

The performance management system will be We envisage the primary use The  

7Geese is the preferred platform at this stage. We are aiming to have the implementation finalised in 

June/July 2019. 

We are not seeking external help with the implementation of the OKR system however we are 

seeking recommendations as to how to align the OKR system with a development based system and 

to ensure that any proposed system the links performance or competency to pay is incorporated in 

the final recommendation regarding a performance management system 

http://www.greenpeace.org.au/
https://7geese.com/
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CONSIDERATIONS 

Enterprise Agreement 

The GPAP Enterprise Agreement is a registered EBA and scheduled to be updated this year with 

formal negotiations commencing before the end of the year. Any work that will affect the grading 

system will need to be assessed for financial affordability, and consulted on before finalised and 

integrated within these negotiations. 

Constraints 

Being a not-for-profit organisation there are certain constraints that will impact this project and 

should be considered. Those being: limited ongoing resources to administer any system and financial 

capacity. 

Staff composition 

We have 64 employees in total with approximately 54 different roles.  We host another 12-15 roles 

on behalf of Greenpeace International.  The majority of those roles are filled by means of permanent 

contract.  At any point in time additional short term temporary roles may be established for the 

furtherance of our work.   

For the 12-15 Greenpeace International positions the terms and conditions of the Enterprise 

Agreement, role descriptions and salary grading are all governed in the same way as GPAP staff.  

What may differ for the Greenpeace International roles is process of performance management.  For 

the purpose of this project the outcomes of each segment of work should have applicability to all staff 

irrespective of the practice that may be employed to deliver performance management.   

Timeframe, sequencing and key deliverables 

We estimate the project will be carried out over 4 to 5 months with the bulk of external support 

conducted over approximately 2 - 3 months.     

Phase 1:  Discovery and analysis 

Phase 2:    Concept note on proposal or options for competency model 

Needs to specifically address the relationship between the competency framework 

and the grading system 

Phase 3:  Using the favoured competency model, develop prototype job description template  

Run a sample of roles through proposed grading system under different scenarios 

Identify how competencies will interact with performance management system 

Prepare initial impact analysis and costings 

http://www.greenpeace.org.au/
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Phase 4:  Consultation 

Phase 5:  Refine proposed competency model and grading system 

Prepare new job descriptions for all roles 

Conduct gradings for all roles using the proposed grading system  

Propose how competencies will interact with performance management system and 

recommend changes to performance management system 

Prepare final costings 

The project necessarily contains decision points that impact the depth and scale of work that follows 

that decision point.  Because of this we anticipate the project will demand a range of time and 

resources that at different points have a greater or lesser intensity of work.    

WHAT WE NEED FROM YOU 

Based on this document and supporting information, we would like you to provide: 

1. Information about you and what relevant experience you have that designates you as being 

qualified and competent to assist us; 

2. What is your experience in working with the third sector?  

3. Are you currently engaged with any clients/relationships that might conflict with our core 

values? 

4. What components of the work you will be able to provide? 

5. An overview of your approach to carrying out this work 

6. What you believe will be critical for a successful partnership? 

7. A project timeline including dedicated resources 

8. Costs 

This information should be sent to terry.odonnell@greenpeace.org by 9am 8 July 2019. 

In terms of transparency, this is a tender process, and other organisations have also been contacted. 

Our decision will be based on: 

1. Alignment with GPAP’s values  

2. Quality 

3. Affordability 
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