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Preface

This manual has been developed by Policy and Planning Consultant Julie Croft, in conjunction with 
Veterinarian and Policy Consultant Dr Bonny Cumming of:

This document, prepared by R. J. Croft Consultancy has been based on information supplied during 
community consultations undertaken in East Arnhem communities and with East Arnhem Regional Council 
(EARC) key staff, in addition to research encompassing a wide range of sources. It has been developed 
in collaboration with EARC Animal Management Program veterinarians, Dr Emma Kennedy and Dr Sacha 
Woodburn. This document has been written specifically for use by EARC and Animal Management in Rural 
and Remote Indigenous Communities (AMRRIC) and may be used as an open source document with 
appropriate acknowledgements. 

The manual has been funded by the NT Aboriginal Benefits Account through AMRRIC’s Animal Management 
Worker Program.

Copyright

The format and information contained in this document remain the intellectual property of R. J. Croft 
Consultancy, except where otherwise referenced. Document content written by R. J. Croft Consultancy 
cannot be used or copied without permission. 

Published June 2015

R. J. Croft Consultancy
rjuliecroft@gmail.com 
040 8835955
(02) 65695584
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From 2011-2014 an Animal Management Worker Program was 
established as a trial project in the East Arnhem, Barkly and Roper 
Gulf regions of the Northern Territory. The project was managed by 
Animal Management in Rural and Remote Indigenous Communities 
(AMRRIC) in partnership with the three Regional Councils and 
funded by the Northern Territory Aboriginal Benefits Account. 
It employed and trained Aboriginal people to work in their local 
communities as Animal Management Workers to improve the 
health and management of companion animals. The model was 
based on AMRRIC’s Best Practice Guidelines1  which had been 
utilised by the federal government to underpin animal management 
programs under the National Remote Service Delivery initiative. A 
key objective of the program was to develop a sustainable model 
for implementation in remote Indigenous communities2.  In pursuit 
of this objective the East Arnhem Regional Council (EARC) Animal 
Management Program proposed that the Aboriginal Benefits 
Account fund the development of a Work Manual for Animal 
Management Workers.  This initiative has grown to include a 
Veterinary Services Manual and a Program Management Manual 
so that all aspects of the three major interlocking components of 
the Animal Management Program could be captured in policy and 
procedure for local application as well as usage across Australia. 

The East Arnhem Regional Council Animal Management Program 
services nine East Arnhem communities and is atypical in that 
it employs veterinarians who reside locally, one of whom is also 
engaged as the Program Manager.  Practice in remote communities 
elsewhere is usually characterised by contracted veterinary services 
provision on an often irregular basis. Consequently a number of 
the policies and procedures in the Program Management Manual 
pertain specifically to the East Arnhem model.  However, the 
Manual is relevant to the management of any remote Indigenous 
community animal health and welfare program as it brings into focus 
the cross-cultural context within which such programs operate, and 
offers a participatory methodology which acknowledges the multi-
dimensional operating environment, emboldens two-way learning 
and promotes sustainable program outcomes.  

Policies and procedures are organised within a program cycle 
management framework so that all facets of program management 
are presented logically and sequentially, and exemplary management 
practices systematically incorporated.

1  Animal Management in Rural and Remote Indigenous Communities, 2009, Best Practice Guidelines, accessed June 2015. Available from: 
www.amrric.org
2   Hill, R., 2014, Animal Management Worker Program Evaluation, accessed June 2015. Available from: www.amrric.org   

Introduction

EARC and AMRRIC working together for a better future for animal management...

Dr Jan Allen (AMRRIC), Sharon Wunungmurra (EARC AMW); President Banambi Wunungmurra (EARC); Dr Emma 
Kennedy (EARC Vet); Virginia Barratj (EARC AMW); Ian Bodill (former CEO EARC).  Image: EARC

AMW’s: Valphon Fry, Tony Gunanganyuwuy, Lawrence Banburrawuy and Julia Hardaker (former CEO AMRRIC). 
 Image: AMRRIC
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Abundant research indicates the myriad benefits of the human/
animal bond. Areas in which human health, wellbeing and 
development can benefit include: cardiovascular disease; allergy 
and asthma immunity in children; dementia; physical impairment; 
autism; depression, anxiety, stress including post-traumatic stress 
disorder; cancer; loneliness; boredom; loss and grief; developing 
empathy; self-esteem; violence prevention; child development; 
elderly care; social skills development; safety and security and the 
rehabilitation of incarcerated people. Pets are usually considered to 
be inimitable companions and important family members.

In remote Indigenous communities historical forces have shaped 
the ways in which the human/animal bond manifests. In traditional 
Aboriginal cultures animals had an integral spiritual significance, 
with a major role in creation and an essential and unique place in 
the environment and peoples’ relationship to it. The connection 
between dingos and humans went further in that dingos were 
companions and protectors and assisted in hunting. They 
scavenged for their own food and often returned to the bush 
to breed once a year with litters of around four pups.  Only the 
dominant female and male in a pack of 10-15 dingoes will breed, 
with the dominant female killing pups from subordinate females if 
they breed3. 

However, after white settlement and the introduction of new dog 
breeds, with all females breeding bigger litters twice a year, dog 
populations increased dramatically resulting in their poor health 
and often posing a threat to peoples’ own health and wellbeing. A 
significant number of zoonoses (diseases transmitted from animals 
to humans) are widespread in remote communities. These include 
salmonella, giardia, ringworm and parasitic worms. Dog scabies 
causes transient scabies in humans which if untreated can cause 
bacterial infection such as staphylococcus and streptococcus 
from scratching and breaking the skin.  Streptococcus can lead to 
rheumatic heart disease and autoimmune kidney disease, prevalent 
in Indigenous communities.  Dog attacks on people also increase 
where there are unmanaged, undernourished dog populations.  
Apart from physical injury, this can cause stress particularly with 
young children in fear of ‘cheeky’ dogs.  Other negative impacts 
on peoples’ psychological wellbeing include constantly interrupted 
sleep from dogs fighting and the shame associated with not being 
able to feed and properly care for their pets. 

Dogs continue to play an important part in the lives of Indigenous 
people residing in remote communities, as companions, hunting 
aides, warmth in the winter and protection including child minding. 
There is a high level of motivation to improve dog health and welfare 
in remote Indigenous communities4.  However the main means 
of achieving improved dog health and wellbeing are ubiquitously 
absent. Remoteness itself causes high costs of veterinary services 
and infrequent visits.  Lack of cultural and knowledge exchange 
between Indigenous and non-Indigenous people often hampers 
finding and implementing sustainable solutions. Animal health 
and welfare programs are not prioritised highly by government 
departments working with Indigenous communities. This is 

Animal Management Program Rationale

exacerbated by a general reluctance of key health organisations to 
acknowledge the significant impacts of dog health on human health 
in remote communities. 

Fostering sustained improvements to animal health and wellbeing 
in remote communities then, necessitates a multilayered approach. 
The EARC Animal Management Program provides key elements of 
such an approach. Veterinary services are provided systematically 
in communities across the region to manage companion animal 
populations and improve animal health and welfare. This in turn 
enhances community health and safety. Community and school 
education programs inform people of the interrelated health 
issues of animals and humans, the importance of managed dog 
populations and the responsibilities associated with pet ownership.  

The program employs and trains local Aboriginal Animal 
Management Workers to work with communities in providing 
animal health services, for example, companion animal population 
parasite control and assisting the veterinarians in their clinical work.  
The Animal Management Workers play a key role in changing 
community members’ attitudes and behaviours towards companion 
animals which, although a slow and challenging process, is 
essential in bringing about sustainable dog health and wellbeing in 
Indigenous communities.  Importantly, the program is embedded in 
the East Arnhem Regional Council structure which provides ongoing 
supervision and support and promotes its longevity. 

3   Phelan, S., (2007) Conducting Dog Health Programs in Indigenous Communities: A Veterinary Guide, accessed June 2015. Available 
from: www.amrric.org
4   Constable, S., Brown, G., Dixon, R.M., Dixon, R.J., (2008) Healing the Hand that Feeds You: Exploring Solutions for Dog and Community 
Health and Welfare in Australian Indigenous Cultures in The International Journal of Interdisciplinary Social Sciences, Vol. 3, Number 8.
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The EARC Animal Management Program operates in an extremely 
challenging environment. East Arnhem Land is a remote region of 
the Northern Territory, with 16,106 people (2011 census) spread 
over 33,596 square kilometres, this being seven per cent of the 
Northern Territory’s population.  There are nine communities and 
an estimated 100 homeland centres, reflecting the large number 
of different clan groups across the region, with around 40 clan-
languages in north-east Arnhem Land alone, collectively referred to 
as Yolngu Matha. Three of the communities in the region - Angurugu, 
Umbakumba and Milyakburra - are located on the Anindilyakwa 
Archipelago and have a completely different language and culture to 
the Yolngu communities, more akin to the Roper Gulf communities of 
Numbulwar and Nukkur.  

The region has the highest concentration of homelands in Australia.  
Sixty two per cent of the population is Indigenous with the greater 
majority of non-Indigenous people living in the two mining towns 
of Alyangula (1,200 people, 2010 estimate) on Groote Eylandt and 
Nhulunbuy (2,300 people with 6 per cent Indigenous, 2015 estimate) 
on the Gove Peninsula from which stems most of the commercial 
development in the region. 

The challenges of the physical environment and remoteness take 
their toll on the whole population of East Arnhem Land, but for many 
Indigenous people the physical environment, coupled with poor 
heath, is debilitating.  Relentless humidity and high temperatures with 
no air-conditioning, unreliable transportation, and flooded creeks and 
rivers in the wet season naturally lessen people’s ability to engage 
in anything with commitment. Cyclones are not uncommon in the 
wet season. These factors impinge on the daily operations of the 
Animal Management Program and on its ability to engage people.  
Remoteness brings higher operational expenditure with high costs 
of physical resources: fuel, vehicle maintenance, accommodation, 
food, office infrastructure, veterinary equipment etc. Human resource 
management is also affected with difficulty in recruiting and retaining 
skilled people.  

The health status of Indigenous people in the Northern Territory is 
worse than in developing countries, for example, it has the highest 
level of kidney disease in the world. Domestic violence in the 
Northern Territory is 100 per cent more than the national average. 
East Arnhem Land is not exempt from these statistics. “Prevalence 
rates of most chronic diseases – diabetes, cardiovascular disease, 
renal disease and so on – hover around 30–40% of the adult 
population; around half of Aboriginal children in the region have 
catastrophic hearing, lung and other problems by the time they reach 
three or four years; and the average age of death is in the 40s.”5   

Although Indigenous communities differ significantly across East 
Arnhem Land, the region’s history of the missions’ collocation of 
traditionally nomadic people, followed by an imposed welfare state, 
has inevitably seriously corroded what were originally healthy social, 
cultural, spiritual and economic structures and values. Cultural 
disintegration and social dysfunction have profound implications 
for animal health and wellbeing. For example, there are currently 
disturbing levels of violence to animals perpetrated by young 

Program Context

people. Older community members have maintained that this is the 
consequence of diminishing inter-generational transfer of traditional 
knowledge: young people would show respect to animals if they 
appreciated their cultural and spiritual significance and understood 
their sacred place in ‘the order of things’.  However, many old people 
are frightened of children as young as 6 and 7 running wild, not at 
school. Old people are often crushed – their cultural renewal a fading 
dream6. 

Other key issues that impede the achievement of sustainable 
improvements to animal health and wellbeing include the loss of 
Indigenous people’s voice in decision-making which has undermined 
community capacity-building. Unemployment is ubiquitous. Literacy 
and numeracy rates are less than 30 per cent. For Indigenous 
residents English is not their first language and in most cases is 
their third, fourth or fifth language. Adjustment to an entirely English 
dominated society has only commenced in the last 70 years and is 
still continuing. Language barriers pose an ongoing major challenge 
to the socio-economic health of the region. The region’s extreme 
dysfunction is cyclical and entrenched and poses daily challenges to 
the operations of the EARC Animal Management Program. 

The complexity of political environments also slows down program 
implementation with, for example, a lack of inter-organisational 
coordination as well as a number of dysfunctional organisations 
affecting the program’s ability to form productive partnerships. 
Remoteness and ever-changing economic realities limit funding 
options for major infrastructure upgrades needed to extend 
veterinary facilities, to employ and train more local staff on the ground 
to promote the organisation’s physical presence and accessibility, 
and reinforce its integration with the communities within which it 
operates.  Service delivery under the East Arnhem Regional Council 
however, is more responsive and more focused on economic 
development and employment which may bode well for future 
funding and support for the Animal Management Program. 

This is the operating environment of the EARC Animal Management 
Program.  It is working with some of the most marginalised, 
disadvantaged peoples in Australia, peoples however with rich, 
deep knowledge and culture. Indigenous peoples have lived in East 
Arnhem Land for over 40,000 years, a region of extreme land and 
marine biodiversity and intense beauty. The richness and diversity 
of the East Arnhem cultures is reflected in their language, art and 
ceremony.  Their resilience is evidenced by successful attempts 
over past decades to reclaim and manage huge tracts of their 
lands and by many people returning to their homelands. Despite 
mining leases for the historically relatively newly developed sites 
and towns on the Gove Peninsula and Groote Island, the Yolngu 
and Anindilyakwa peoples respectively maintain strong links to the 
lands, and control and manage all lands outside the leased areas.  
The EARC Animal Management Program’s greatest challenge 
in the operating environment is in manoeuvring, along with the 
communities themselves, a path which walks respectfully within the 
multi-dimensional mélange of ancient and contemporary cultures 
and Indigenous and non-Indigenous milieus, core beliefs and modus 
operandi. 

5   Mulholland, E. 2008, Improving Health in East Arnhem Land in Issues, accessed June 2015. Available from: http://www.issuesmagazine.
com.au/article/issue-june-2008/improving-health-east-arnhem-land.html
6   Community consultations in Yirrkala, Angurugu and Umbakumba, November 2014, (R J Croft Consultancy)



13

EARC Program Management Policies and Procedures Manual

13

EARC Program Management Policies and Procedures Manual

Image: AMRRIC

Image: AMRRIC



14

EARC Program Management Policies and Procedures Manual

The Program Management Policies and Procedures Manual 
provides guidance on EARC Animal Management Program 
operations for use by:

1. the Director, Technical Services or member of EARC senior 
executive responsible for supervision of the Program Manager; 

2. the Program Manager, Animal Management Program; 

3. Animal Management Supervisors, responsible for localised 
implementation of the program including supervision of Animal 
Management Workers; 

4. program partners, for example, local Indigenous organisations 
working with the Animal Management Program to achieve 
community development outcomes which promote program 
implementation and sustainability; 

5. external contractors; 

6. external funding bodies; 

7. program counterparts across Australia. 

The general purposes of the Manual are to:

1. ensure that program management is undertaken in a manner 
which: 

a.  will produce the best possible results in animal 
management and welfare across the East Arnhem Region;

b.  makes optimal use of resources to contribute to the 
realization of the mission, purpose and objectives of the 
EARC Animal Management Program; 

c. is consistent with the standards set by the EARC;
d.  is consistent with best practice in animal management and 

welfare;
e.  is culturally appropriate.

2. confirm the responsibilities and accountabilities within the EARC 
for the Animal Management Program’s operations;

3. delineate a sustainable model for animal management in remote 
Indigenous communities which can be readily applied across 
Australia. 

Purpose of the Program Management Policies 
and Procedures Manual
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The Manual provides directions on how to manage an animal 
management program from its inception through to the assessment 
of its longer-term impacts. Sections within the Manual are placed 
within a program cycle management framework in order to capture 
the key elements of program management throughout the program 
cycle.  This provides a logical and wherever possible chronological 
sequence of program elements to be managed throughout the year.  

Policy background has been provided, particularly for those 
who may be new recruits to the program, to gain insights and 
knowledge of the remote Indigenous context for which the policies 
and procedures have been developed.  Policy statements have 
been provided to define and explain key program management 
concepts which may be unfamiliar to people working in the animal 
management field.  Templates with directions for use have also 
been provided for some of the key management documents (see: 
Appendices 1-4). 

References and further reading for each section in the Program 
Management Policies and Procedures Manual have been placed at 
the end of the document (see: Appendix 5: References).

The Manual should be used in conjunction with existing EARC 
policies and Management Guidelines, specifically:

1. East Arnhem Shire Council Employee Relations Policies and 
Procedures Manual, 2012;

2. East Arnhem Shire Council Enterprise Agreement 2013-2016;

3. Employee Training and Development Policy, 2014;

4. East Arnhem Shire Council Work Health and Safety Policy and 
Procedures System Manual, 2012.

The Program Manager and Animal Management Supervisors, 
including those who may not be a veterinarian (see: Governance), 
should also refer to the EARC Animal Management Program 
Veterinary Services Policies and Procedures Manual for guidance 
on a range of issues and areas relevant to the Animal Management 
Program, for example, Responsible Pet Ownership Policy and 
Appropriate Pet Selection Policy. 

How to Use the Manual 
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Program Vision, Purpose and Approach

Community members are responsible for the health and wellbeing of 
their animals, empathising with their sentiency, proactively seeking to 
meet their individual health needs and incorporating them as part of 
the family.  

The program’s purpose is to improve community animal health 
and wellbeing, with a focus on companion animals, leading to 
improvement in the health and wellbeing of whole communities. 

The program approach is to work with communities in culturally 
specific ways within a participatory framework, in an integrated 
approach incorporating animal, human and environmental health.

VISION

PURPOSE

APPROACH
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1. Accountability: The Animal Management Program is accountable to: 

a. the communities it serves, ensuring that their needs are met 
in relation to animal management and welfare; 

b. the EARC and external funding bodies, ensuring that 
program activities and funds are provided for the intended 
purpose.

2. Participation: The principle of participation is an important 
consideration in programing. Appropriate participation has 
consequences for the design, implementation and evaluation of 
the program, leading to increased ownership and sustainability of 
program outcomes. People have a right to participate in decision-
making which impacts on their lives and the lives of their animals.

3. Respecting local knowledge: community members possess 
knowledge of their own community, and this needs to be where 
program design and development begins.

4. Respecting local diversity: Every person in a community has his or 
her own world view and individual experiences, and these need to 
be respected and encompassed.

5. Attitude and behaviour change: focusing on changing the attitudes 
and behaviours of the powerful is as important, and often more 
important than focusing on changing the attitudes and behaviours 
of community members. Usually the latter will not occur without the 
former.  

6. Listening: seeking voices that are the least heard and creating a 
safe place for them to be heard.

7. Learning from each other: learning from the wisdom of community 
members requires relinquishing preconceptions and being willing 
to unlearn what has already been learned. This is the same for 
Indigenous and non-Indigenous people. 7

Guiding Principles

7 Adapted from Institute of Development Studies, Participatory Methods: Key Principals of Participatory Learning and Action, accessed June 
2015. Available from:  http://www.participatorymethods.org/

Image: EARC
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The EARC Animal Management Program provides services that 
aim to improve community animal health and welfare, with a focus 
on companion animals, leading to improvement in the health 
and wellbeing of whole communities. This is achieved through 
the provision of companion animal veterinary services, education 
program delivery, the employment of Aboriginal Animal Management 
Workers and ongoing community engagement throughout all stages 
of the program cycle.

1. Veterinary services provided to community members by the EARC 
Animal Management Program include:

a. regular veterinary service visits (Animal Health Programs) 
to each of the nine major communities of the East Arnhem 
region;

b. companion animal population reproductive control; 
c. companion animal population parasite control;
d. veterinary treatment of conditions that significantly affect 

animal welfare;
e. veterinary treatment of other minor medical and surgical 

conditions where appropriate;
f. where available, emergency phone consultations and 

advice to community members regarding the health and 
wellbeing of their pets.

2. Education services relating to animal health, wellbeing and safety 
and the relationship between animal and human health include:

a. formal education programs in school and community 
groups;

b. community education programs facilitated by Aboriginal 
Animal Management Workers and other local community 
members;

c. informal community education during consultations with pet 
owners;

d. promotion of program information through partnerships and 
local media.

3. EARC Animal Management Program personnel provide expertise 
and advice to EARC Councillors in regards to any animal 
management related proposals.

4. The EARC Animal Management Program employs and trains local 
Indigenous community members as Animal Management Workers.

Services Provided by the EARC Animal 
Management Program
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The East Arnhem Land communities serviced by the Animal 
Management Program are Yirrkala, Gunyangara, Gapuwiyak, 
Angurugu, Umbakumba, Milyakburra, Galiwin’ku, Ramingining and 
Milingimbi. Homeland centres are also able to access services, 
usually on a fee for service basis.  In the absence of the EARC 
Animal Management Program, these communities are unable to 
access regular veterinary services, coordinated animal management 
and control programs, and community development initiatives 
which promote sustainable animal health and wellbeing. As poverty 
is pervasive, some basic Animal Management Program services are 
currently provided free of charge to Indigenous pet owners including 
de-sexing and parasite control.  For other services a charge is 
applied. This is gradually being accepted as the Program continues 
to impact positively on people’s attitudes and behaviours in relation 
to their animals’ health and wellbeing. 

Access to Services

Image: EARC
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Policy

The EARC Animal Management Program ensures that Indigenous 
community members have equitable access to services on the basis 
of need, and consistent with the Program’s mission and purpose. 
Community members have access to services regardless of:

a. gender; 
b. ethnicity;     
c. religion;
d. cultural background; 
e. political affiliation;    
f. disability; 
g. health status;
h. age;
i. ability to pay fees;    
j. geographical location within the EARC jurisdiction.

Related policies 

Community Engagement Policy
Community Participation in Program Implementation Policy
Culturally Appropriate Services Policy 

Image: EARC
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The Animal Management Program is a department within the 
Technical Services Directorate of the East Arnhem Regional Council 
(see Figure 1: EARC Animal Management Program Organisational 
Structure). The Technical Services Directorate is one of the Council’s 
four directorates. The Director, Technical Services is the direct 
line manager of the Animal Management Program Manager. If 
this position changes at any time in the future (for example, if the 
Program is placed in another Directorate) the responsibilities of the 
Program Manager’s direct line manager remain the same as those 
outlined in this Manual for the Director, Technical Services. 

The Animal Management Supervisors are responsible for animal 
management in a cluster of communities and supervise Animal 
Management Workers in these communities, as indicated in the 
Organisational Structure (Figure 1).  As each Animal Management 
Supervisor is based in one community it is not possible to supervise 
all of the Animal Management Workers in his or her cluster on a 
daily basis.  Consequently the Animal Management Workers who 
are working remotely from the Animal Management Supervisors 
are additionally supervised by a ‘Daily Supervisor’ (see: Supervision 
Policy). 

The Daily Supervisors are EARC employees whose main 
responsibilities fall within another area, for example, municipal 
services or community services. Hence, their direct line managers 
do not reside in the Animal Management Program. As they are not 
trained in animal management and are part time supervisors of the 
Animal Management Workers, the Daily Supervisor’s main role is in 
ensuring that daily administrative work routines are carried out, that 
the work is being done and that the Code of Conduct is upheld. 
It is important therefore that communication between the Animal 
Management Supervisors and the Daily Supervisors is maintained 
on a regular basis to ensure that work is satisfactorily undertaken.    

Related Policy

Supervision Policy

Governance
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Organisational Structure

Councillors

Animal Management    
Supervisor/

Program Manager

AMW AMW AMW AMW AMW AMWAMW

Animal 
Management
Supervisor 

Animal 
Management
Supervisor 

Key—

The Animal Management Supervisor (as well as the 
Program Manager) is a veterinarian or other suitably 

qualified person, e.g., a vet nurse .

AMW:
Animal Management Worker

AMWs with Daily Supervisors 
as well as their 

Animal Management Supervisor 

CEO

Director, Technical 
Services

Program Manager
Animal Management 

Program  

Yirrkala Angurugu Galiwinku

Gunyungaru Umbakumba Ramingining

Gapuwiyak Milyakburra Milingimbi

Figure 1. East Arnhem Regional Council Animal Management Program Organisational Structure
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The responsibilities of the Director, Technical Services in relation to 
the EARC Animal Management Program are to: 

1. recruit and provide training for the Program Manager;

2. appraise and approve yearly program designs, plans and budgets;

3. provide support to the Program Manager including advice and 
support on employee relations, program management practices, 
and financial and resource management;  

4. conduct performance reviews (see: EARC Employee Relations 
Policies and Procedures Manual, Performance Review Appraisal 
Policy) and follow up on any training, professional development, 
support or agreed changes needed by the Program Manager and/
or the Director, Technical Services;

5. understand key program challenges and advocate for strategies, 
funding and resource allocations to address these; 

6. facilitate consensus on planned program results;

7. conduct regular monitoring of the program including quarterly 
meetings with the Program Manager and community visits.

The Program Manager reports to the Director, Technical Services as 
his or her direct line manager. The responsibilities of the Program 
Manager are to manage all stages of the program cycle:

1. Planning:

a. community engagement;
b. needs analysis including baseline data analysis;
c. stakeholder analysis;
d. establishing partnerships;
e. strategic planning;
f. program design;
g. operational planning;
h. financial planning and budgeting.  

2. Implementation:  

a. establish and resource main administration office and 
subsidiary offices;

b. recruitment and training of Animal Management Program 
personnel, and  engagement of contracted staff; 

c. supervision of Animal Management Program personnel;
d. mobilization of program personnel;
e. community participation in program implementation; 
f. managing partnerships;
g. marketing and promotion;

Responsibilities of the Director,
Technical Services  

Responsibilities of the Program Manager 

h. program monitoring;
i. progress and annual reporting;
j. financial monitoring and management;
k. assets and inventories management;
l. records management including data collection and storage.

3. Evaluation

a. program evaluation (including the Annual Management 
Review);

b. policy and procedure review;
c. feeding ‘lessons learnt’ into program design.
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Program Management Skills 

Policy Statement 

Effective management which promotes sustainability of the EARC 
Animal Management Program requires the development of a 
workable regional implementation structure and the application of 
good program management skills, including the ability to: 

a. assess the specific requirements and identify the most 
urgent needs of individual communities in relation to animal 
management and welfare;

b. analyse the causes of poor animal health and welfare, to 
distinguish between different levels of causalities and to 
understand their relationship to each other;

c. assess available capacities to respond to the problems and 
to understand how existing human, financial and EARC 
resources and capacities can contribute to solving them; 

d. assess the context of animal health and welfare in individual 
communities and where the program’s limited resources 
can be strategically applied to achieve the best possible 
and most sustained results. 

Policy Statement

1. The Animal Management Program is accountable to East Arnhem 
communities for:

a. providing, and ensuring access to quality animal 
management and welfare services;

b. developing communities’ capacities in promoting animal 
health and welfare;

c. engaging with communities throughout all stages of 
Program Cycle Management;

d. using available resources in line with the program’s mission, 
purpose and approved strategies. 

2. The Animal Management Program is accountable to the East 
Arnhem Regional Council and external funding bodies for;

a. assuring the quality of program design and implementation;
b. ensuring program monitoring, reporting and evaluation;
c. the efficiency and effectiveness of financial, material, 

information, technical and human inputs to the program.  

Transparency and Accountability

Related Policies for Governance

Budgeting Policy

Appraisal Policy

Recruitment and Employment of Animal Management Program 
Personnel Policies

Monitoring Program Implementation Policy

Meetings Policy

Reporting Policy

See also: East Arnhem Shire Council Employee Relations Policies 
and Procedures Manual
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Figure 2 Program Cycle Management

Note: The program cycle is not really a cycle, but more a spiral, in that after the annual program has been completed, it never actually returns 
to its original position, but has progressed to a higher level of community development/closer to achieving the program vision.
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Key to Program Cycle Management 

 
Stage 1: Planning 

A.  Community engagement 
 
Stage 1a: Identification 
B.  Needs Analysis - identifying the problems 
C.  Identification of stakeholders and possible 
solutions 
D.  Identifying and working with partners 
 
Stage 1b: Preparation and design 
E.  Strategic Planning (every third cycle) 
F.  Program Design 
G. Operational planning 
H. Preparing planning documents  
 
Stage 1c: Budgeting and Appraisal 
J.  Budgeting 
K. Appraisal 
L. Approval 

 
Stage 2:Implementation 

Stage 2a: Mobilization 
               Recruitment & employment of Program personnel 
               Mobilisation of Program personnel 
                
Stage 2b: Implementation 
               Structured supervision 
  
               Community participation in implementation 
                               
               Work plans (monthly) 
               Performance Appraisals 
 
Stage 2c: Monitoring 
               Progress reports  
               Monitoring visits by senior staff 

 
Stage 3: Evaluation 
    M.      Program Component Evaluation (once in three years) 
    N.       Annual Management Review & Thematic Evaluation 
                  Impact assessment (every third cycle) 

Note: The program cycle is not really a 
cycle, but more a spiral, in that after the 
annual program has been completed, it 
never actually returns to its original 
position, but has progressed to a higher 
level of community development/closer 
to achieving the program vision. 
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Image: EARC

Image: EARC
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Program Cycle Management

See Figure 2: Program Cycle Management

Policy Background

The life of a project from inception to conclusion is usually 
sequential or cyclic. This sequence is often referred to as the 
Project Cycle. The sequence is equally applicable to programs, 
here referred to as a ‘program cycle’. Program management over 
the course of a year can be readily understood in the context of 
the program cycle, hence the term ‘Program Cycle Management’. 
The cycle starts with the identification of a problem or need or a 
number of problems/needs and develops the solutions to address 
the problems into a working plan that can be implemented and 
evaluated8. Solutions are identified in the context of longer term 
strategies to achieve the program’s mission, purpose and objectives 
as articulated in the Animal Management Program’s Strategic Plan.  

Program Cycle Management provides a structure which enables 
program recipients and other stakeholders to have input and to 
be informed. This facilitates cognizant decision-making at crucial 
points and stages throughout the program cycle. Program Cycle 
Management therefore provides an overall analytical and decision-
making framework for results-based management. Proficient use 
of Program Cycle Management techniques is a prerequisite for 
programs and projects that are relevant, feasible and effective in 
addressing complex problems and their multidimensional technical, 
logistical and community development based solutions. 

While stages of the Project/Program Cycle, and details of what 
occurs during each stage, differ between organisations using the 
methodology, the cycle shares three common themes: 

1. The cycle defines the key decisions, information requirements and 
responsibilities at each phase.

2. The phases in the cycle are progressive – each phase needs to be 
completed for the next to be undertaken successfully. 

3. The cycle draws on monitoring and evaluation to build experience 
from existing strategies, projects and activities into the design of 
future programs.

Policy Statement

Program Cycle Management occurs in three overarching stages in 
the EARC Animal Management Program:

1. Planning:

a. Identification
b. Preparation and design
c. Budgeting and appraisal 

2. Implementation:  

a. Mobilization
b. Implementation
c. Monitoring 

8  European Commission, 2002, Project Cycle Management Handbook, accessed June 2015. Available from  http://www.sle-berlin.de/files/
sletraining/PCM_Train_Handbook_EN-March2002.pdf 

3. Evaluation

All Animal Management Program policies and procedures, except 
those pertaining to governance outlined above, relate to these 
stages and are organised accordingly.

Policy 

The East Arnhem Regional Council Animal Management Program 
uses Program Cycle Management as the principle tool for 
managing the program. Program Cycle Management systematically 
incorporates planning, implementation and evaluation of the 
program over the yearly cycle.  The Program Cycle Management 
methodology is based on an integrated approach which 
consistently examines the program throughout all the phases of the 
program cycle, to ensure that issues of relevance, feasibility and 
sustainability remain in focus. 

The EARC Animal Management Program uses participatory 
methodologies, emphasizing the participation of program 
recipients, individual community members, communities and other 
stakeholders throughout all phases of the program cycle. 

The EARC is committed to developing the capacities of its Animal 
Management Program employees to implement this policy.



33

EARC Program Management Policies and Procedures Manual

33

EARC Program Management Policies and Procedures Manual

Stage 1: Planning

Stage 1a: Identification 

Policy Statement

The planning stage of the Program Management Cycle has three 
sequential components:

a. identification; 
b. preparation and design; 
c. budgeting and appraisal. 

The Identification stage of Program Cycle Management 
encompasses engaging with EARC Animal Management Program 
personnel and communities to undertake a Needs Analysis which:

•	 identifies the problems and issues impeding sustainable animal 
health and wellbeing;

•	 identifies the program’s key stakeholders and their needs; 
•	 identifies possible solutions. 
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9  Murrabuda Wurramarrba, Angurugu Aged Care Facility, November, 2014, R. J. Croft Consultancy
10 Galarrwuy Yunupingu cited in Pearson, N A Rightful Place, Race, recognition and a more complete commonwealth, Quarterly Essay 55
11 Havnen, O., 2012, Office of the Northern Territory Coordinator-General for Remote Services Report, June 2011 to August 2012
12 Robert Chambers in Samuel, A., Climbing off the Donkey: The Theory of Participatory Development, accessed June, 2015. Available from: 
http://alexandrasamuel.com/netpolitics/studentsites/publicsites/JeffMcK/pdtheory.html 
13 Ibid.
14 Samuel, op.cit. 
15 See for example: Ranking and Scoring Guidelines: http://www.icra-edu.org/objects/anglolearn/ACFaHt1tC.pdf

Background to Policy

The rapid disintegration of Indigenous cultures together with 
extreme social dysfunction will continue to shape the ways 
the Animal Management Program interacts with East Arnhem 
communities and will create more challenges as the older 
people continue to pass away. Social interaction continues 
to be detrimentally impacted by ongoing inequities between 
local Indigenous community members and largely transient 
non-Indigenous residents. As the culture metamorphoses, and 
unemployment, violence, alcohol and drug abuse are prevalent, 
custodians are increasingly not prepared to hand on their culture 
to young people or ‘white fellas’, while at the same time being 
conflicted. “We need to pass on those stories to young people…
tell them about those dogs and why they fit into everything…if they 
have that (traditional cultural values pertaining to animals and their 
place in the environment) they won’t be hurting them”9.

“ …I feel the future moving in on the Yolngu world, the Gumatj 
world, like an inevitable tide, except every year the tide rises 
further, moving up on us, threatening to drown us under the 
water, unable to rise again. The water sands under our feet 
shift and move so often – the land to which we can reach out is 
often distant, unknown“.10 

For the Animal Management Program to catalyse change in 
attitudes and behaviours around companion animals, cultural 
renewal, intergenerational cultural transmission and community 
collaboration need to be at the centre of program design. However, 
new ways are needed for this to occur relevant to the younger 
generations and to the changing cultural spaces they occupy, for 
example, collaborative development of animal health and wellbeing 
messages using popular technologies (mobile phones, IPads etc.) 
and the media. 

While the Animal Management Program has been working to 
steadily build the capacity of communities and individuals, there 
have been counter forces at work. The lack of long-term planning 
and capacity development within Aboriginal communities has 
increasingly eroded mechanisms for capacity-building and 
diminished Indigenous peoples’ voice in decision-making at the 
local level in particular.11  

Cultural factors also continue to have a major impact. For instance, 
cultural obligations regularly hamper engagement, with ‘sorry 
business’ common. Animal Management Program staff may have 
a well-planned community activity to find that a young person 
has committed suicide the night before, and the event postponed 
for days and more often weeks at a time. Understanding and 
overcoming cultural and filial barriers between multiple language 
groups is also an ongoing challenge when employing and engaging 
people in the Animal Management Program.

The poor self-image of Indigenous people is perhaps the most 
significant issue influencing the Animal Management Program’s 
ability to successfully recruit and retain Aboriginal staff members 
and to engage with communities. The region’s multiple clans’ and 
affiliated language groups’ history of dispossession and forced 
colocation, subsequent social dysfunction, dependency mentality, 
and ‘living between two worlds’ has not augured well for the 
physical, mental and emotional health of East Arnhem peoples. 
Nor has unyielding domination by a minority white population and 
consequent entrenched racism in black and white residents alike, 
not confined to the East Arnhem Region, but to the whole of the 
Northern Territory.  In working towards achieving its Mission and 
key objectives the Animal Management Program can assist in 
redressing these issues including in fostering positive and fruitful 
engagement with the communities it serves. 

Policy Statement

The Animal Management Program’s Mission pertains to changing 
attitudes and behaviours, and the key to bringing this about is 
the community itself. Just as an individual’s attitudes cannot be 
changed by another’s wanting them to change or by another 
person’s agenda, but by a cognitive process which is controlled 
by the individual, a community likewise needs ultimately to be in 
control of the direction and goals of its own development and the 
processes through which they are attained. A major impediment 
to successful community development is ‘professionalism’, or 
the dominant paradigm in a specific profession, that is, “the 
thinking, values, methods and behaviour dominant in a profession 
or discipline”12. A consequence of the specialization inherent in 
professionalism is a failure to allow the meaningful inclusion of 
Indigenous experience and knowledge13.  This results in a one 
way transfer (instruction and direction) from the powerful to the 
powerless. However, community development (underscored by 
changing attitudes and behaviours) is not a one-way street, but 
continuous adaptation, with approaches that continually explore 
solutions and take advantage of unique opportunities.14

The Animal Management Program essentially undertakes a 
participatory development approach to community engagement. 
Participatory development is used to generally describe over 40 
participatory methodologies developed over the past 40 years, for 
example, ‘Participatory Rural Appraisal’, ‘Participant Response 
Analysis’ or ‘Participation, Reflection, Action’. Many of these 
techniques are a very useful way of obtaining qualitative data and 
aim to ensure that the targeted program communities have a say in 
deciding what their problems are, and determining options to deal 
with them. The many participatory methods and techniques used 
tend to fall into three main categories:

1. Semi-structured Interviews;

2. Ranking and Scoring Methods;15

Community Engagement
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3. Diagramming and Visualisation.

Community members’ – primary stakeholders’ - willingness to 
participate in program analysis and development fosters collective 
decision making about the program’s direction and intended 
outcomes. Ongoing dialogue between program employees and 
community members facilitates identification and analysis of critical 
issues, and the ensuing knowledge transfer promotes problem-
solving. Ownership of the process ultimately needs to be in the 
hands of the primary stakeholders.

Policy

The methodology underpinning the Animal Management Program’s 
approach to community engagement:

1. enables community members to play an active role in decision-
making, which impacts on their lives. This requires that people 
be heard as well as listened to, and that their input influences 
outcomes. 

2. promotes sustainability. The Animal Management Program 
personnel’s work is underpinned by respect for community 
members’ knowledge and experience.  This engenders 
authenticity of program design and implementation which 
enhances the likelihood of enduring social change. 

3. acknowledges the complex and changing operational 
environment, the knowledge of community members and their 
ability to be adaptable to local conditions and to provide leadership 
in program development. 

Procedure

1. The EARC Animal Management Program engages program 
recipients and other community members in analysis, collective 
decision-making, planning and reflection throughout the program 
cycle. 

2. In preparation for community engagement at different points in the 
program cycle, Animal Management Program personnel, always 
including Aboriginal Animal Management Workers:

2.1 reflect on and identify:

a.  who will participate in discussions, considering 
representation of family groups, elders, disempowered, 
men, women, old people, young people etc.; 

b. how people will be invited; 
c. who will convene discussions; 
d. whether or not an interpreter is needed; 
e. who will facilitate discussions and whether or not a 

community member might co-facilitate discussions. (Co-
facilitation engenders co-commitment and co-ownership, 
brings wider experience into decision-making and 
enhances the likelihood of positive change);

f. the different community groups and other stakeholders 
concerned with the program.

2.2 organise invitations and suitable venues;

2.3 identify which participatory techniques will be used and the 
resources needed, for example, drawing and painting materials 
for diagramming and visualisation. If semi-structured interviews 
are to be used, develop a framework for discussions.  This 
involves:

a. reflecting on what sort of knowledge will be shared. If 
leaders of local Indigenous organisations are included, 
there may be additional information to be gathered, for 
example, sharing successful experiences and procedures 
relating to recruitment, induction and training of Indigenous 
employees;

b. developing a set of questions reflecting the knowledge, 
information, experience, ideas and (cultural, individual and/
or collective) wisdom sought.  
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Needs Analysis

Policy Statement

In order to gain the full picture of what needs and issues are facing 
the Animal Management Program, information from diverse sources 
needs to be collected, collated and analysed.  This process is referred 
to as a Needs Analysis. Solutions can be more readily found after the 
needs have been identified and understood. A needs analysis assists 
in defining the Program’s current position. Once the current situation 
has been understood and articulated, navigating a successful path 
ahead is much more likely. A needs analysis reviews past successes 
and failures. It provides a catalogue of what has been established and 
what areas still need to be developed.16  Additionally it provides an 
inventory of available skills, competencies and resources and includes 
examination of the efficacy of internal procedures. 

The needs analysis uses participatory methods to gain ‘helicopter 
vision’ of the program, that is, to identify the multiple, interrelated 
causes and effects of problems and what the longer term solutions 
may be.  It also identifies key stakeholders and partners including 
potential obstacles to program implementation. 

A needs analysis involves collecting and analysing background 
information including program data, in order to clearly establish where 
the program is starting from and the baseline against which the 
results of program strategies will later be measured and evaluated. 
The analysis assists in identifying the program’s strengths and 
weaknesses and also opportunities for the future. Consequently it 
informs choices which arise in the planning phase as well as decision-
making throughout program implementation.                                                            

Procedure 

1. A Needs Assessment is conducted in consultation with local 
communities.

2. A needs assessment team is established comprising EARC 
Animal Management Program personnel (Program Manager, 
Supervisors and Animal Management Workers), other field 
workers skilled in community engagement and development 
if available, program recipients and other community 
representatives, and other stakeholders when appropriate.

3. The needs assessment team is supervised by the Program Manager. 

4. Program data from previous years including veterinary services 
data, and animal population and parasite control data is collated 
and made available by the Program Manager to the Needs 
Assessment team. 

5. Program data is stored centrally and managed by the Program 
Manager.

6. Available data is analysed, and the Needs Assessment Team 
identifies:

16  SALTO-YOUTH Resource Centres, What is a needs analysis?, accessed June 2015, Available from: www.salto-youth.net/rc/inclusion/
inclusionfornas/shapinginclusionindetail/NeedsAnalysisWhat/
17 see, for example, Sustainable Sanitation and Water Management, 2010, Problem Tree Analysis, accessed June 2015. Available from: 
http://www.sswm.info/content/problem-tree-analysis and; Shaping Policy for Development, 2009, Planning Tools: Problem Tree Analysis, 
accessed June 2015. Available from: http://www.odi.org/publications/5258-problem-tree-analysis)
18 see, for example, Community Sustainability Engagement Evaluation Toolbox, 2010, Problem Tree/ Solution Tree Analysis, accessed June 
2015. Available from: http://evaluationtoolbox.net.au/index.php?option=com_content&view=article&id=28&Itemid=134)

a. existing problems;
b. which communities are experiencing the problems;
c. within communities, which people or groups are most 

negatively impacted; 
d. what strategies already exist or are needed to address the 

problems.  
7. The team:

a. uses participatory techniques when working with 
communities to assess needs;

b. builds a Problem Tree with community members including 
program recipients. A Problem Tree is a diagrammatic 
representation of the problems facing the program, along 
with their causes and effects;17

c. identifies stakeholders; 
d. prepares a Solution or Objectives Tree. A Solution Tree is 

a reversal of the Problem Tree, that is, it turns the negative 
statements of the Problem Tree into positive ones.18 For 
example, one of the causes of animal abuse may be lack 
of traditional cultural knowledge relating to animals.  The 
reversal of this is increased cultural knowledge relating to 
animals;

e. looks at various ways of dealing with the problem and 
identifies strategies for achieving the objectives, that is, 
the team finds strategies that will execute the solutions to 
the problems. In the above example, strategies need to be 
identified which will increase cultural knowledge relating to 
animals. 

8. The Program Manager compiles a brief needs assessment report 
based on: 

a. needs assessment team findings;
b. analysis of baseline data.

9. The Program Manager in consultation with the Animal 
Management Supervisors:

a. decides whether or not the Animal Management Program 
has the capacity to become involved in identified strategies 
to address the problem/s;

b. assesses participating communities’:

i. level of commitment to the proposed strategies; 
ii. capacity for involvement in proposal development/

program design;
iii. capacity to participate in implementation.

c. commences Stage 1b, Preparation and Design with input 
from communities. If their capacity to participate has 
not been affirmed it may be necessary to consider other 
solutions.

10. If new projects and strategies are being proposed which are 
significantly different to those in previous years, the Program 
Manager seeks approval form the Director, Technical Services 
before proceeding to project design. 

Related Policies

Identification of Stakeholders Policy
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Identification of Stakeholders

Policy Statement

Initial identification of key stakeholders reduces the likelihood 
of conflict and cultural misunderstanding and promotes the 
smooth running of the program, clearing blockages to progress.  
Stakeholders may be interested in positive outcomes for the 
program or might be counterproductive. Time needs to be allocated 
to understanding program recipients’ and other key stakeholders’ 
needs. Key decision makers will be attentive in having their needs 
and expectations met and unstated agendas within this category 
need to be considered.19

Procedure

1. The Needs Assessment Team identifies key stakeholders 
associated with the program, their expectations and their needs. 
Stakeholders may include: 

a. direct program beneficiaries;
b. indirect beneficiaries;
c. East Arnhem Regional Council;
d. program partners;
e. external funding bodies;
f. local service providers;
g. government departments and officials (Territory, national);
h. Non-government or community based organisations 

undertaking community development work;
i. other vested or interested parties, for example, local stores, 

mining companies etc.

2. If stakeholders have conflicting needs these are resolved before 
the program, or relevant program component proceeds.

3. Needs are documented so that a meaningful agreement can be 
achieved.  

4. Approval from key stakeholders should be obtained, for example, 
Indigenous elders approval for cultural knowledge transfer relating 
to animals. 

5. Key stakeholders’ needs are managed by Animal Management 
Program staff throughout the program cycle.  

6. The Program Manager intervenes to resolve conflicts between 
stakeholders if these cannot be resolved by other Animal 
Management Program staff.

19  University of Technology Sydney, 2006, UTS: Project Management: Stakeholder Needs Analysis, accessed June 2015.  Available from:  
http://www.projects.uts.edu.au/stepbystep/initiation2.html 
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Working with Partners

Policy Statement

Partnerships may be developed with a range of stakeholders 
including external funding bodies and local Indigenous 
organisations. Forming partnerships with respected local Indigenous 
organisations may assist in boosting the status of the Animal 
Management Program, in augmenting intercultural understandings 
and learning, and in developing culturally appropriate strategies 
to achieve program objectives.  Further benefits may include an 
increased capacity to effectively engage with communities, leading 
to more imminent changes in attitudes and practices relating to 
animal health and wellbeing. If well planned, coordination with other 
programs and organisations will assist in achieving planned results. 

A problem will most likely be solved and sustainable outcomes 
achieved when all causes of a problem are addressed. The Animal 
Management Program needs to proactively seek partners who can 
address issues or conditions that affect the program but that are 
beyond its remit. Arrangements with partners and ensuing program 
activities need to be consistent with the Animal Management 
Program’s mission, purpose, key objectives and strategies.  

Partnerships need to be monitored and evaluated along with all 
program strategies and activities so that ‘lessons learned’ can be 
fed into future program design, and ongoing partnerships can be 
more effective in subsequent years.   

Procedure

1. The Program Manager is responsible for:

a. seeking relevant partners for the Animal Management 
Program; 

b. establishing partnerships and negotiating Memorandums of 
Understanding;

c. preparing Memorandums of Understanding to validate 
partnerships and to clearly outline the contributions and 
responsibilities of each partner; 

d. maintaining partnerships through regular contact to inform 
partners of progress and to discuss issues needing to be 
addressed. 

2. Memorandums of Understanding are approved by the Director, 
Technical Services.

3. Program partners are invited to participate in Animal Management 
Program strategic planning.

4. Program partners are involved in stages of Program Cycle 
Management relevant to their contributions, for example, program 
design, and operational planning relating to partners’ involvement 
in implementation.

5. The Program Manager establishes clear priorities before meeting 
partners. 

6. Along with relevant implementation matters, monitoring and 
evaluation issues are discussed including: 

a. how activities will be monitored, and by whom;
b. how the findings will be used;
c. the involvement of partners in monitoring activities, for 

instance, the nature and frequency of monitoring visits; 
d. any planned research or evaluations.

7. Resource requirements for execution of partnership arrangements 
are included in program budgets. 

8. The Program Manager is responsible for advising partners of any 
proposed changes to the agreed arrangements.

Image: EARC
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Strategic Planning

Purpose

The purpose of Animal Management Program strategic planning is 
to articulate the program’s mission, purpose and key objectives and 
the strategies needed to achieve these. It provides key performance 
indicators and outlines resource requirements to implement strategies 
and arrangements for review and evaluation of the Program. The 
Strategic Plan explains the strategic role and contribution of the 
Animal Management Program in the EARC’s wider agenda for 
community development. 

Procedure

The East Arnhem Regional Council Animal Management Program’s 
Strategic Plan is:

1. developed every three years;

2. developed by the Program Manager in consultation with 
program staff, partners, community members and Senior 
Management;

3. informed by current needs analysis including stakeholder 
analysis; 

4. formulates well-defined, ‘SMART’ objectives (SMART - Specific, 
Measurable, Achievable, Relevant and Time-bound);

5. completed by the end of the third year of the preceding Plan; 

6. approved by EARC Senior Management;

7. a concise, user-friendly document (see Appendix 1: Strategic 
Planning Template); 

8. used as a management tool in program implementation, 
monitoring and evaluation to assess progress towards achieving 
program objectives; 

9. a key management tool in assisting program staff to remain 
focused on the Animal Management Program’s Mission and 
Purpose. 

Stage 1b: Preparation and Design
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Program Design

Policy

The Animal Management Program’s yearly program design:
•	 is aligned with the organization’s strategic plan;
•	 addresses the needs of communities as identified in needs 

analysis;
•	 promotes sustainability.

The EARC Animal Management Program declines offers of support if 
they do not meet these criteria. 
The EARC Animal Management Program has a team approach to 
program design, drawing on the experience and expertise of Animal 
Management Program personnel, and community members and 
other stakeholders where appropriate.

Procedure

1. A Program Design is developed at the commencement of each 
year. It contains: 

a. an outline of the animal management and welfare issues 
needing to be addressed across the region, based on the 
needs analysis conducted previously; 

b. the main program areas and the major types of support 
to be provided, for instance, veterinary services, parasite 
control, employee training, community education; 

c. specific results expected from program implementation, 
including geographic coverage and the expected numbers 
of animals treated etc.; 

d. other significant initiatives, for example, support for 
research projects; 

e. partners engaged and a brief description of their role;
f. monitoring requirements. 

2. The key player in program design is the Program Manager with 
input from Animal Management Program staff. 

  
3. A workshop is held to design the program for the year. At least 

half a day is allocated to the program design workshop.

4. Program design workshop participants include all Animal 
Management Program personnel. Members of the Needs 
Assessment Team are invited to participate and program 
recipients and other community members in particular are 
encouraged to participate. 

5. At the workshop, agreement is reached on priority issues related 
to addressing identified needs, consistent with Problem Tree 
analysis undertaken in the Needs Analysis. 

6. Whether or not identified program components and projects are 
continuing or new, workshop participants:

a. consider lessons learned from evaluation of the previous 
year/s program;

b. assess risks to achieving the program’s objectives and to 
the sustainability of benefits;

c. test whether the program design meets design criteria as 
per policy. 

7. Program components or projects which do not meet design 
criteria may need to be rejected including those with poor 
prospects for sustainability.

8. Participatory methods are used in the program design 
workshop including diagramming and visualization techniques. 

9. The Program Manager prepares a program design document 
as outlined in Procedure 1 (see Appendix 2: Program Design 
Template), drawing on workshop contributions and all other 
information collected and analyses conducted. 

10. The Program Manager forwards the draft program design 
document to the Director, Technical Services to provide input, 
for example, comment on the quality and feasibility of the 
design.

11. The Program Manager finalizes the program design document 
and submits it to the Director, Technical Services for approval 
before proceeding to operational planning.
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Operational Planning 

Purpose

A rigorous annual planning process will ensure that the series of 
activities needed to implement the program strategies will lead to 
the planned results. An Operational Plan that describes outcomes, 
activities and responsibilities in detail will allow Animal Management 
Program staff and program partners to coordinate the necessary 
inputs on time, and ensure that the outputs resulting from activities 
can be attained by the end of the year. In clearly describing 
the human and financial resources needed to achieve agreed 
outcomes, operational planning also promotes effective budgeting. 

Policy Statement

In developing an Operational Plan the Animal Management Program 
Manager delineates the sequence of program activities and the 
relationships between them to obtain optimum results. A clearly 
articulated Operational Plan provides an understanding of the 
scale and types of resource allocations needed to implement the 
program’s key objectives, strategies and ultimately the program’s 
mission.  For instance, if a three-year objective (articulated in the 
Strategic Plan) is to reduce by sixty per cent the incidence of 
animal abuse perpetrated by young people across the East Arnhem 
Region, results for the first year (as expressed in the Operational 
Plan) may be to: 

•	 promote implementation of education resources addressing 
animal health and welfare in all East Arnhem Region schools; 

•	 consult with young people in relation to animal abuse and 
possible solutions and; 

•	 regularly engage Aboriginal elders to work with young people 
in transferring cultural knowledge regarding animals and their 
respected place in the environment. 

Accordingly, the Operational Plan will define, for example:

•	 which education resources will be used in schools;

•	 who will promote the resources to schools and how they will 
be promoted;

•	 how many young people will be consulted to establish the 
present knowledge about animal abuse perpetrated by young 
people;

•	 whether or not it is necessary or possible to organise 
consultation meetings with young people in all regions;

•	 who will engage elders and young people and what will be 
provided by the program to facilitate interaction, for example, 
provision of safe meeting places, resources for bush trips etc. 

The efficacy of operational plans will be maximised when findings 
from the Annual Management Review and any evaluations 
conducted during the current and prior years are carefully 
considered.  Lessons learned should directly feed into the 
formulation of program designs and strategic and operational plans. 

Another key consideration in formulating operational plans is 
teamwork. Working in teams enhances knowledge exchange and 
intercultural learning, increases productivity and may promote 
economies of scale. 

Policy

The operational plan is used by the Animal Management Program 
as a planning, implementation and monitoring tool. The operational 

plan is the key document used for defining, justifying and monitoring 
program implementation on a regular basis. It provides a detailed 
schedule of program activities and outputs, describing and 
scheduling physical tasks and inputs, and is accompanied by a 
financial budget setting out the costs of implementing the plan. 

Procedure

The Operational Plan:

1. is used throughout the year as a management tool by the 
Program Manager and Animal Management Supervisors to:

a. map progress against planned results, that is, the 
operational plan is used to assess the implementation 
performance of the program against the program objectives 
and performance indicators. For example, if a program 
objective is to have sustained animal control across 
communities, and the performance indicator for the year 
is 80 per cent of companion animals de-sexed, and by 
mid-year only 30 per cent of companion animals are de-
sexed, the Program Manager and Animal Management 
Supervisors will need to examine the reasons for not 
meeting the targets and make the necessary changes to 
achieve the planned results by the end of the year; 

b. provide a clear plan for how the Animal Management 
Program will operate throughout the year; 

c. provide a basis for discussion in team meetings;
d. provide direction for Animal Management Program 

personnel’s activities throughout the year, successively 
reflected in their work plans; 

e. report on issues relating to sustainability, and review and 
revise strategies designed to promote sustainability.

2. is developed by the Program Manager in collaboration with the 
Animal Management Supervisors; 

3. is developed at the end of each year after the Annual 
Management Review for the following year, or at the 
commencement of the year in which it is to be implemented 
provided it is completed no later than the end of January;

4. integrates lessons learned from the Annual Management 
Review;

5. is aligned with the Strategic Plan in outlining:

a. how the strategies will be implemented;
b. who will have responsibility for implementing them;
c. an implementation timeline and;
d. performance measures. 

6. delineates each stage of the program management cycle, 
charting major activities and their logistical, financial and human 
resource requirements and who will be involved in each activity; 

7. is accompanied by a budget and is used as a basis for financial 
control; 

8. describes how and at what points in the program management 
cycle the various communities will participate;

9. describes how, when and by whom the program will be 
monitored;
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10. includes dates for: 

a. team meetings;
b. submission of work plans;
c. submission of progress reports and the annual report.

11. describes the expected contributions (tasks and responsibilities) of:

a. Senior Management, for example, when quarterly 
meetings with the Program Manager will be held and when 
community visits will occur as part of monitoring;

b. program partners. 

12. takes into account down times including estimated time for various 
forms of staff leave; 

13. uses a concise and user-friendly format (see Appendix 3: 
Operational Plan Template); 

14. is approved by the Director, Technical Services.

Image: EARC

Related Policies

Strategic Planning Policy
Program Design Policy
Budgeting Policy 
Work Plans Policy 
Financial Monitoring and Management Policy
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Stage 1c: Budgeting and Appraisal 

Budgeting

Policy Statement

Program budgeting is the identification and calculation of income 
and expenditure associated with the delivery of services and 
activities over a set period of time.  It is the process of preparing 
a detailed statement of financial results that are most likely to 
happen in a future period of time.  Effective budgeting occurs more 
readily if developed simultaneously with the operational plan, as 
descriptions of activities in the operational plan assist in identifying 
their estimated costs. As the Operational Plan is developed at the 
commencement of the year, a budget may be developed every six 
months to align with the financial year, or be prepared around April 
to commence with the Financial Year. In either case, budgeting 
is synchronised with the Operational Plan and each budget line 
aligned with program components and projects. Budgets are 
prepared to enable effective management within the scope of the 
Animal Management Program’s funding.

Policy

The Animal Management Program Manager is responsible for 
developing a yearly budget. Budgeting for the financial year or 
the remaining part of any financial year is designed to meet the 
requirements of the operational plan and is prepared alongside it.  
The budget is approved by the Director, Technical Services prior to 
program implementation.

Procedure

1. A detailed, balanced annual budget of all program income and 
expenditure is developed by the Program Manager in consultation 
with Animal Management Supervisors

2. Budget lines are determined by the activities, projects and program 
components described in the Operational Plan. Each budget line 
has a clear description.

3. All possible program costs are identified. Some costs are 
easy to identify while others are not, and involving Animal 
Management Supervisors in the process enhances the likelihood 
of comprehensively identifying costs. Costs may be “one-off” or 
occur frequently throughout the program cycle. 

4. Ten percent is added to the cost of materials to cover unknown 
price rises. 

5. The previous year’s budget is examined to assess how closely 
it reflected actual costs in order to inform the current budget.  A 
good budget is one which closely reflects actual income and 
expenditure.

6. The budget provides enough information to enable reliable 
projection of income and expenditure and the separation of capital 
and operational items. 

7. Budgeted expenditure does not exceed projected income, nor 
create financial risk beyond approved parameters, for example, 
the budget is either balanced or a deficit is within an acceptable 
margin. 

8. The budget: 

a. provides for current and future capital requirements;
b. includes expenditure on staff training and development; 
c. demonstrates responsible management of the program’s 

assets.

9. The budget provides transparency and does not disguise any audit 
trail.

10. The program budget is submitted to the Director, Technical 
Services for approval.  
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Appraisal

Policy

The annual program design, operational plan and budget are 
appraised and approved by the Director, Technical Services prior to 
program implementation.

Procedure

1. The Director, Technical Services appraises the planning 
documents, that is, the program design, operational plan and 
budget in terms of demonstrating:

a. a reasonable level of program recipients’ commitment, 
including to sustained benefits post program 
implementation;

b. clear analysis of problems and constraints; 
c. strong internal logic and rationale; 
d. evidence of how lessons have been incorporated;
e. the contribution of community members to development of 

the design;
f. adequate background, training and experience of staff who 

will implement the program;
g. clearly defined roles and contributions of partners in the 

implementation of the program;
h. realistic objectives, time-frames and budget estimates;
i. consistency in the information contained in the program 

design, operational plan and budget;
j. accuracy of the budget including the adequacy of estimated 

costs and the extent to which they are appropriately 
specified and justified;

k. clearly described management arrangements including 
ongoing monitoring;

l. an acceptable level of risk;
m. identification of appropriate data requirements for 

verification and reporting;
n. inclusion of proposed quantitative and qualitative 

performance indicators and the means for verifying these 
indicators.

2. If any changes are needed the Director returns the documents to 
the Program Manager with clear instructions on what changes are 
needed. 

3. The planning documents are approved by the Director, Technical 
Services prior to program implementation.

Image: AMRRIC
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Policy Statement

Effective coordination of human and physical resources underpins 
effective program implementation.  Coordination in relation to 
program implementation involves all Animal Management Program 
personnel, other relevant EARC personnel, program partners and 
communities: 

1. having an understanding of the program design;

2. having an understanding of the role of all personnel involved in 
implementation;

3. being informed of program activities in advance;

4. developing co-operative working relationships with each other 
(see, for example, Supervision Policy).

Stage 2: Implementation

Image: AMRRIC

Policy

The EARC Animal Management Program ensures that communities 
receive coordinated implementation of services involving Animal 
Management Program personnel, contracted staff and key 
stakeholders including program partners.  Coordinated services are 
aligned with the approved program objectives.

The Animal Management Program supports all program personnel 
to participate in program mobilization, implementation and 
monitoring and to take an active role in decision-making processes. 

The Animal Management Program supports communities to 
participate in program implementation to meet their ongoing and 
changing needs in relation to both their pets, and to animal health 
and wellbeing and related community health issues in general. 
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Stage 2a: Mobilization 

Recruitment and Employment of Animal Management 
Program Personnel

Policy

The EARC Animal Management Program treats all applicants for 
positions and employees fairly and without discrimination, in line 
with Federal and Northern Territory Equal Employment Opportunity 
and anti-discrimination legislation. The Program supports its 
employees to implement the EARC Anti-Discrimination and EEO 
Policy (see EARC Employee Relations Policies and Procedures 
Manual, Anti-Discrimination and EEO Policy, pp.6-9.).  

Procedure 

1. The Animal Management Program uses fair and non-discriminatory 
practices in relation to all aspects of recruitment and employment 
including:

a. advertising for positions;
b. position descriptions and selection criteria;
c. interview questions and processes;
d. interview panel composition and practices;
e. appointment procedures; 
f. employee training and development;
g. supervision;
h. daily work practices;
i. transfer, promotion and higher duties;
j. discipline and dismissals;
k. salaries and entitlements.

2. All applicants for a position have the chance to compete without 
prejudice or discrimination, so that the person selected is the best 
person for the position irrespective of:

a. “Race (including colour, nationality, descent, ethnic, ethno-
religious or national origin)

b. Sex
c. Pregnancy (including potential pregnancy)
d. Carers’ responsibilities, family, responsibilities, carer or 

parental status, being childless
e. Breastfeeding
f. HIV/AIDS 
g. Defence service

h. Industrial/trade union membership, non-membership or 
activity

i. Employer association membership, non-membership or 
activity

j. Association (i.e. association with a person who has one or 
more of the attributes for which discrimination is prohibited)

k. Religious belief, affiliation, conviction or activity
l. Marital status, domestic status, relationship status
m. Homosexuality, transexuality, sexuality, sexual preference/

orientation, lawful sexual activity, gender identity
n. Disability/impairment, including physical, mental and 

intellectual disability
o. Age (including compulsory retirement)
p. Political belief, opinion, affiliation, conviction or activity
q. Irrelevant criminal record
r. Irrelevant medical record” (EARC Anti-Discrimination and 

EEO Policy).
3. The same anti-discrimination principles apply to all employment 

practices and in the daily work routines and operations of the 
Animal Management Program. 

4. To find the best applicants for positions the Animal Management 
Program focuses on the requirements of the position and does 
not ask questions or make assumptions about applicants’ 
circumstances or background.

5. The Animal Management Program employs both male and female 
staff and advertises positions accordingly.  Special exemptions 
may be applied when advertising to ensure a balance of sexes 
employed or in circumstances where the requirements of the 
position would be best met by one or the other.

6. The Animal Management Program provides information and in-
house training to all personnel involved in the advertising, selection 
and appointment process.

7. The Animal Management Program supports employees to 
understand and adhere to the Anti-Discrimination and EEO Policy 
through the induction process and throughout employment 

Recruitment and Employment Principles
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Recruitment of the Program Manager and Animal 
Management Supervisors

Procedure

1. It is preferable that the Program Manager and Animal Management 
Supervisors are veterinarians.

2. If veterinarians are not available for these positions, other 
appropriately qualified persons with relevant animal health and 
management knowledge may be recruited, for example, veterinary 
nurses. 

3. For recruitment and employment of veterinarians see Recruitment, 
Probation, and Training and Development of EARC Veterinarians 
Policy in the Veterinary Services Policies and Procedures Manual.

4. Other EARC employees may be are engaged as ‘daily’ supervisors 
(for example, Council Service Managers, Municipal Service 
Supervisors). Daily Supervisors include, as only one of their 
responsibilities, the supervision of Animal Management Workers 
and hence the Animal Management Program is not involved in 
their recruitment (see: Supervision Policy). 

5. Employment contracts are signed by the CEO after the offer of 
employment and at the beginning of the probationary period.

6. If the new recruit has satisfactorily met all of the probationary 
period requirements permanent employment commences.

Related Policies and Procedures

Program Management Skills Policy

New and Vacant Positions Policy

Responsibilities and Documentation Requirements for Recruitment 
Policy

Recruitment and Employment of Indigenous Animal Management 
Workers Policy

Induction of Animal Management Program Personnel Policy

EARC Veterinary Services Policies and Procedures Manual:

•	 Recruitment, Probation, and Training and Development of 
EARC Veterinarians Policy  

EARC Employee Relations Policies and Procedures Manual:

•	 Induction Policy

•	 Probation Policy

practices:

a. The Policy is discussed during employee’s induction and in 
Animal Management Program staff meetings.

b. An interpreter is engaged if required to facilitate 
understanding of the policy.

c. The policy is reflected in all work and work-related activities 
and interactions between Program staff members and 
between Animal Management Program personnel and 
clients, other stakeholders and the wider community.  For 
breaches of the policy see EARC Anti-Discrimination and 
EEO Policy, p.8. 

8. All employees are considered for professional development 
opportunities such as study leave or training, based on their 
individual professional needs and the needs of the Animal 
Management Program.

Related Policies

East Arnhem Shire Council Employee Relations Policies and 
Procedures Manual: Anti-Discrimination and EEO Policy



EARC Program Management Policies and Procedures Manual

48

EARC Program Management Policies and Procedures Manual

Recruitment and Employment of Indigenous 
Animal Management Workers

Policy Statement

Changing behaviours towards companion animals and animal/
human cohabitation practices requires cross-cultural learning 
and collaboration on a number of levels because current patterns 
are shaped by historical, cultural, social and economic forces. 
Furthermore, what these forces are in one Indigenous community 
might be quite different in another. The EARC Animal Management 
Program needs to understand these and work in close partnership 
with communities and a range of other stakeholders to change 
current practices within a ‘one health’ context. The employment of 
local Aboriginal Animal Management Workers is central to facilitating 
such change and achieving sustainable positive outcomes in 
pet health and wellbeing. Speaking the local language and 
understanding cultural and familial mores and structures is critical 
in conveying the information needed for communities to trust, 
understand and engage in the Animal Management Program, and 
to foster commitment to animal health and welfare. Key roles of the 
Animal Management Workers in this process include:

a. providing animal management activities in the absence of 
veterinarians;

b. assisting the veterinarians in their work including interpreting 
for companion animal owners and the veterinarians when 
needed;

c. being a conduit for two-way knowledge exchange between 
Indigenous and non-Indigenous cultures;

d. mobilising communities in the development and 
implementation of community education initiatives;

e. acting as champions for animal wellbeing in their own 
communities.

However, key challenges lie in the training and retention of Animal 
Management Workers. The persistently low literacy and numeracy 
rates are perhaps the greatest obstacle to learning, especially 
when much of the knowledge requirements are technically based.  
The information being consistently presented in English is another 
major obstacle when English is often Animal Management Workers’ 
second, third or even fourth language.  

These key challenges demand new approaches to recruiting, 
inducting, training, supervising and working with Animal 
Management Workers, underpinned by the Guiding Principles of the 
Animal Management Program. Changing attitudes and behaviours, 
listening and letting go of preconceptions about learning are as 
important for the Program Manager and the Animal Management 
Supervisors as they are for the Animal Management Workers.  
These principles are a recurrent theme throughout the Program’s 
recruitment and employment policies and procedures.  

Policy 

The EARC Animal Management Program is committed to increasing 
the number of local Indigenous people employed in the program 
and to retaining Indigenous employees through identifying and 
eliminating barriers that they encounter in employment. Animal 
Management Program employees work collaboratively to facilitate 
two-way learning in all areas pertaining to recruitment, employment 
and daily work practices. 

Procedure      

1. Training and mentoring is provided for the Program Manager 
and Animal Management Supervisors in the identification and 
elimination of barriers that Indigenous people encounter in 
recruitment, work practices and promotion to higher grades. The 
Program Manager and Animal Management Supervisors:

a. identify appropriately experienced Indigenous employees 
from local organisations or agencies as mentors;

b. regularly discuss recruitment and employment issues with 
Animal Management Workers;

c. seek advice on recruitment and employment issues from 
the Local Authority.

2. Advertisements for Animal Management Worker positions stipulate 
the need to speak the local language. 

3. Positions for Animal Management Workers are advertised suitably 
for those with low English literacy and numeracy through culturally 
appropriate mediums including:

a. notices in prominent locations, for example, community 
notice boards;

b. ‘word of mouth’ dissemination by Animal Management 
Program staff members, in particular Animal Management 
Workers, as they interact with community members in their 
daily work;  

c. announcements in the local language/s on radio;
d. other EARC personnel;
e. engaging other local organisations, in particular, Indigenous 

organisations in   dissemination. 

4. Applicants for an Animal Management Worker position who do 
not have the necessary literacy skills for submitting a written 
application: 

a. verbally express an interest in the position to the Animal 
Management Supervisor;

b. nominate referees.

5. When applicants for an Animal Management Worker position 
verbally express an interest, the Program Manager or Supervisor 
receiving the request explains the selection process including the 
need to nominate referees and engages an interpreter if necessary; 

6. Elders and Indigenous community leaders play a key role in the 
recruitment and selection of Animal Management Workers for the 
different communities: 

a. If there are no applicants for the position of Animal 
Management Worker the Supervisor seeks advice from 
EARC employees and local community members and 
elders on suitable candidates and seeks their support in 
encouraging the nominees to apply. 

b. The relevant Animal Management Supervisor along with 
an Indigenous panel member seeks advice on selection of 
the applicant from local Indigenous community leaders and 
elders, in addition to the applicant’s nominated referees.

c. If an Animal Management Worker needs to work across 
more than one community, elders or other community 
members in each community are consulted in the selection 
of the Animal Management Worker.
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Responsibilities and Documentation 
Requirements for Recruitment

7. The Annual Program Review and any other formal evaluation 
conducted, either by the Animal Management Program or 
externally, includes evaluation of the program’s practices in relation 
to the recruitment and employment of Indigenous employees.  

8. The Employment of Indigenous Animal Management Workers 
Policy is reviewed each year and changes made where necessary.

Procedure   

1. The Direct Line Manager for the position to be employed conducts 
the recruitment process, with support from the Director, Technical 
Services or Program Manager when required. 

2. The Director, Technical Services checks that there are budget lines 
and funding allocations for the positions and that recruitment policy 
and procedure is followed.

3. The Direct Line Manager requesting recruitment for a new or 
vacant position: 

a. clarifies the need for the worker and develops position 
criteria;

b. ensures that the position has an allocated function and 
budget line and seeks support from the direct line manager 
where needed;

c. develops or reviews the position description for consistency 
with the requirements of the position; 

d. changes the position description if it is not appropriate, and 
gains approval for the changed position description from 
the direct line manager and the CEO;

e. forwards relevant information to the Employee Relations 
team to prepare an application package and advertisement 
for the position (for recruitment of Indigenous staff see: 
Recruitment and Employment of Indigenous Animal 
Management Workers Policy). 

4. The EARC Employee Relations team manages the recruitment 
process. The team:

a. advertises positions;
b. disseminates applications to interview panel members, 

coordinates interviews and prepares all documentation for 
selection;

c. develops a short-listing matrix based on written applications 
and addressing the selection criteria and forwards this to 
the line manager.

d. proceeds to phone screening if the applicant has 
satisfactorily met the selection criteria, and forwards the 
phone screening results and recommendations to the line 
manager;

e. contacts applicants successful at gaining an interview and 
schedules interviews for no later than ten days after short-
listing;

f. advises successful and unsuccessful applicants in writing; 
g. ensures that all recruits undertake a Criminal History Check 

(see EARC Criminal History Check Policy,) and a Working 
with Children Clearance (see  EARC Working with Children 
Clearance Policy);

h. prepares employment contracts;

i. ensures that all recruitment documents are completed; 
j. creates and maintains the personnel file for each new 

employee. 

5. The Direct Line Manager of the new employee:

a. convenes the interview panel;
b. ensures that the new employee is inducted to the services, 

operations, policies and procedures of the EARC and 
Animal Management Program and the duties of the 
position;

c. liaises with the EARC Employee Relations team to ensure 
that recruits have undertaken a Criminal History Check 
(see EARC Criminal History Check Policy) and a Working 
with Children Clearance (see EARC Working with Children 
Clearance Policy);

d. after the probationary period, recommends continuation or 
termination of employment; 

e. completes all recruitment documentation and forwards it to 
the EARC Employee Relations Team.

6. Conflicts of interest must be declared by persons involved in any 
part of the recruitment process. 

7. Documentation required throughout the recruitment process 
includes:

a. Recruitment Request form and other documentation 
relating to the selection process: interview panel 
membership; selection criteria; panel assessment and 
ranking of applicants; recommendation for appointment; 
appointment letter;

b. Written applications including curricula vitae of all applicants 
(for recruitment of Animal Management Workers see: 
Recruitment and Employment of Indigenous Animal 
Management Workers Policy);

c.  Criminal History Check;
d.  Working with Children Clearance; 
e.  Position Description;
f.  Employment Contract. 

8. Any requests for documentation relating to recruitment and 
employment are responded to within one week. 

Related Policies

Recruitment and Employment of Indigenous Animal Management 
Workers Policy

Interviewing Policy

EARC Employee Relations Policies and Procedures Manual:

•	 Criminal History Check 

•	 Working with Children Clearance Policy

Related Policies

Community Participation in Program Implementation Policy 

Culturally Appropriate Services Policy
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New and Vacant Positions

Procedure  

1. The process of recruitment starts with the identification and 
clarification of a need to employ a person for a new or vacant 
position. Recruitment does not occur unless program funds have 
been approved for this purpose. 

2. The Program Manager forwards requests for new positions and for 
filling vacant positions to the Director, Technical Services using a 
Position Recruitment Request form. 

3. The Director, Technical Services checks the validity of requests in 
terms of: 

a. annual budget allocations;
b. actual program expenditure;
c. the program’s staffing structure (see Figure 1: EARC Animal 

Management Program Organisational Structure);
d. the alignment of the position, if the position is new, with the 

program’s mission, key objectives and resource allocations 
as outlined in the program’s strategic plan. 

4. The Position Recruitment Request form is approved by the 
Director and CEO.

5. The process of recruitment is completed at the end of the 
probationary period:

a. The probationary period is three months (see EARC 
Probation Policy).

b. The probationary period may be extended beyond three 
months, but no more than six months, at the discretion 
of the Program Manager in consultation with the relevant 
Animal Management Supervisor.
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Advertising Positions

Procedure  

1. Positions are advertised within one week of being approved.

2. Positions are advertised through:

a. the EARC website;
b. local media;
c. for Program Manager and veterinarian Animal Management 

Program Supervisor positions, NT and national press (see 
also EARC Veterinary Services Policies and Procedures 
Manual, Recruitment, Probation, and Training and 
Development of EARC Veterinarians Policy);

d. other relevant agencies, for example, Ethical Jobs;
e. for Animal Management Worker positions, notice boards 

and other mediums (see: Recruitment and Employment of 
Indigenous Animal Management Workers Policy).

3. At the discretion of the Direct Line Manager, positions may be 
advertised more widely. 

4. The advertisements include: 

a.  position criteria;
b.  level and salary range;
c.  advice that eligibility lists will be developed;
d.  a statement encouraging Indigenous people to apply;
e.  accurate contact names and numbers;
f.  the postal and email addresses for applications; 
g.  the closing date for applications; 
h.  advice that information packages are available to applicants 

on request;
i.  advice that applicants must address the position criteria; 
j.  advice of the probationary period.

5. All positions advertised have information packages available.  
Packages are distributed to applicants on request and contain at 
a minimum:

a. a position description; 
b.  a list of position criteria - skills and experiences needed to 

undertake responsibilities and perform the tasks outlined in 
the position description;

c.  the vision, purpose and key objectives of the Animal 
Management Program;

d.  a description of the services provided by the EARC Animal 
Management Program or the Program’s service brochure;

e.  the EARC website address for relevant information, for 
example, the EARC Annual Report. 

6. Information packages are prepared by the person requesting the 
new position in liaison with the Employee Relations team.

Related policies

Recruitment and Employment of Indigenous Animal Management 
Workers Policy

EARC Veterinary Services Policies and Procedures Manual: 
Recruitment, Probation, and Training and Development of EARC 
Veterinarians Policy 
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The Interview Panel

Procedure  

1. The Interview Panel:

a. has a minimum of three but no more than four members;
b. has a gender mix;
c.  includes at least one member with experience and 

expertise relevant to the position for which the panel has 
been formed;

d. includes at least one Indigenous community member, 
preferably a member of the Local Authority;

e.  interviews applicants;
f.  selects the most suitable applicant based on interviews and 

referee checks.

2.  For recruitment of the Program Manager the interview panel 
is convened by the Director, Technical Services and comprises:

a.  the Director, Technical Services;
b.  a veterinarian with experience working in remote Indigenous 

communities;
c.  a panel member from another part of the Council, or 

another external organisation;
d.  an East Arnhem Indigenous community member with 

knowledge and experience of the Animal Management 
Program, preferably a member of the Local Authority.

3. For recruitment of Animal Management Supervisors the interview 
panel is convened by the Program Manager and comprises:

a.  the Program Manager;
b.  a veterinarian with experience working in remote Indigenous 

communities, if the Program Manager is not a veterinarian; 
c.  an EARC staff member or employee from an external 

organization with some knowledge and interest in the 
program;

d.  an East Arnhem Indigenous community member with 
knowledge and experience of the Animal Management 
Program, preferably a member of the Local Authority.

4.  For recruitment of Animal Management Workers the 
interview panel is convened by the Animal Management 
Supervisors and comprises:

a.  the Animal Management Supervisor within whose cluster 
the Animal Management Worker will be employed, that is, 
the Direct Line Manager of the Animal Management Worker 
to be employed;

b.  an Animal Management Worker from another office where 
possible;

c.  an East Arnhem Indigenous community member from a 
community associated with the office recruiting the Animal 
Management Worker and with knowledge and experience 
of the Program, preferably a member of the Local Authority;

d.  an interpreter if an applicant’s or an Indigenous panel 
member’s spoken English skills inhibit full understanding of 
interview questions and responses.

5. Members of the interview panel declare any conflict of interest.  
The panel then determines if the member should withdraw and a 
new member be recruited.
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Interviewing

Procedure  

1. A standard form is used for interviewing and recording results, 
obtained from the Employee Relations team. 

2. Prior to the interviews the interview panel draws up a list of 
interview questions based on the selection criteria. 

3. The Interview Panel interviews short-listed applicants and selects 
the best possible candidate.

4. All applicants are asked the same questions with additional 
questions asked if clarification is needed.  The questions aim to 
explore the applicant’s skills, knowledge, experience and attitudes 
necessary to perform the duties of the position.

5. Interviews are conducted in a professional manner at an agreed 
time and place. 

6. The Direct Line Manager (panel convener) contacts the referees of 
the selected applicant to inform decision-making. 

7. At the completion of the interviews the panel ranks the 
interviewees and selects the most suitable applicant, based on 
her/his ability to meet the selection criteria and the information 
provided by the referees.

8. All relevant documentation is kept with each interviewee’s file for six 
months to enable feedback to any person should they wish it.

9. Interviewees who have met the selection criteria are placed on a 
graded eligibility list. If the successful applicant decides not to take 
the position or leaves the position within the first year, the next 
person on the eligibility list is offered the position. Those on the 
eligibility list may be considered for other employment in the EARC 
should work requiring their skills and expertise become available.

10.  The EARC including Animal Management Program personnel 
maintains the confidentiality of all information regarding 
applications, short-listing and interviews.  

Related Policies

Recruitment and Employment of Indigenous Animal Management 
Workers Policy
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Probationary Period

Procedure  

1. Successful applicants for Animal Management Program positions 
are given a minimum of three and a maximum of six months 
probationary period.

2. All new recruits for the Animal Management Program are informed 
of the probationary requirements as outlined in the EARC’s 
Probation Policy (see EARC Employee Relations Policies and 
Procedures Manual: Probation Policy).

3. If an Indigenous recruit has literacy skills which limit understanding 
of the Probation Policy, another Indigenous employee is asked to 
explain the policy in the local language.

4. At the commencement of employment, recruits are required to 
undertake a Criminal History Check (see EARC Criminal History 
Check Policy) and to hold a Working with Children Clearance (see 
EARC Working with Children Clearance Policy). An unsuccessful 
Criminal History Check or Working with Children Clearance results 
in termination of employment.

5. At the end of the probationary period, recommendations to extend 
or terminate employment:

a. for the Program Manager’s position, are made by the 
Director, Technical Services to the Employee Relation’s 
team for approval;

b.  for contracted positions of longer than three months and 
for Animal Management Supervisor positions, are made by 
the Program Manager to the Director, Technical Services for 
approval;

c.  for Animal Management Worker positions, are made by the 
Supervisor to the Program Manager for approval.

Related Policies

EARC Employee Relations Policies and Procedures Manual:

•	 Probation Policy;

•	 Criminal History Check Policy;

•	 Working with Children Clearance Policy.
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Position Descriptions

Procedure  

1. All staff members have position descriptions, which specify their 
roles and responsibilities.

2. Each staff member is given a copy of her/his position description 
at the commencement of employment and whenever the position 
description is changed.

3. The employee’s agreement is sought on changes to the position 
description within a current term of employment.

4. Position descriptions are reviewed after performance reviews and 
when a staff member leaves.  

5. Position descriptions are reviewed whenever the Contract of 
Employment is due to expire.  A new Employment Contract is 
signed and is consistent with the revised position description.

6. Changed or new position descriptions are approved by the CEO. 

Related policy

Induction of Animal Management Program Personnel Policy



EARC Program Management Policies and Procedures Manual

56

EARC Program Management Policies and Procedures Manual

Induction of Animal Management 
Program Personnel

Policy 

The EARC Animal Management Program inducts new staff 
members through providing information and support to enable them 
to sufficiently fulfill their duties. The Program adheres to the EARC 
Induction Policy. Additionally, the induction process emphasizes 
cultural exchange between Indigenous and non-Indigenous staff 
members. It marks the beginning of ongoing two-way learning 
which enhances opportunities for acquiring the professional skills, 
knowledge and understandings necessary for quality program 
implementation and for promoting staff retention.

Procedure    

1. A staff orientation kit is maintained by supervisors (Program 
Manager and Animal Management Supervisors) and given to all 
new staff members on commencement of their employment. 

2. The orientation kit contains:

a. a Position Description;
b.  the addresses of the Animal Management Program offices 

to which the employee relates;
c.  email addresses and phone numbers of Program 

personnel;
d. the Program’s mission, purpose and objectives;
e.  an Animal Management Program organisational structure 

chart;
f.  pay day and method of payment.

3. For the Program Manager and Animal Management Supervisors, 
the orientation kit additionally contains the:

a.  EARC Animal Management Program, Program 
Management Policies and Procedures Manual;

b.  EARC Veterinary Services Policies and Procedures Manual;
c.  Work Manual for Animal Management Workers;
d.  EARC Enterprise Agreement 2013-2016;
e.  EARC Employee Relations Policies and Procedures Manual;
f.  EARC Work Health and Safety Policy and Procedures 

System Manual.

4. For Animal Management Workers, the orientation kit contains, in 
addition to items listed in Procedure 2:

a. the Work Manual for Animal Management Workers;
b.  the EARC Employee Relations Policies and Procedures 

Manual.

5. The supervisor discusses and clarifies the Position Description 
with the new employee. For new Animal Management Workers 
another Animal Management Worker is present to clarify any 
responsibilities and duties in their first language if needed.  An 
interpreter from another local organisation or the wider community 
is engaged if necessary. 

6.  All new employees have an induction session on the EARC 
Code of Conduct (see EARC Code of Conduct). For Animal 
Management Workers if further clarification is needed, the Policy 
is discussed in the local Indigenous language using an interpreter 
other than another Animal Management Worker if necessary. This 
policy is revisited in team meetings and reiterated with individuals 
as necessary. 

7. For Animal Management Workers, in addition to the Induction 
sessions outlined in the Induction Policy (see EARC Induction) 
the supervisor provides more information on policies by selecting 
a single policy area for discussion at a regular staff meeting, 
with ample time given to ask questions and to have responses 
translated in the local language.  For example, for induction to 
leave entitlements, discussions are based on the nature and 
duration of paid and unpaid leave specified in the:     

a. Employee Relations Policies and Procedures Manual: 

i. Leave Policy p.29 (including Ceremonial/Cultural leave, 
p.31);

ii. Leave Without Pay Policy, p.34;
iii. iParental Leave Policy, p.37;

b.  EASC Enterprise Agreement 2013-2016: 
i. Part 7 – Leave and Public Holidays, p. 28. 

8. When applicable and practicable, a handover is arranged with the 
previous occupant of the position.

9. For Animal Management Supervisors and Animal Management 
Workers, a critical component of the induction process is the initial 
orientation to the community/communities to which they relate. 
This involves:

a.  in the first meeting with Animal Management Workers, 
the Supervisor being able to use introductory words and 
phrases in the local Indigenous language;

b.  in the first month of induction of either the Supervisor or 
the Animal Management Worker, attending community 
household visits together, with the Supervisor learning the 
local Indigenous language from the Animal Management 
Worker and exchanging information about the community, 
traditional culture, values and local knowledge of animals, 
their health and wellbeing;

c.  ongoing regular community visits by the Supervisor in 
which cultural knowledge is exchanged and the Animal 
Management Worker is inducted in the duties of the 
position.

10.  For Animal Management Workers who have limited literacy and 
numeracy, regular on-line learning is provided within working hours. 
Supervisors also encourage employees to participate in on-line 
learning outside working hours.        

Related Policies

EARC Employee Relations Policies and Procedures Manual:

•	 Code of Conduct Policy

•	 Induction Policy
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Conditions of Employment and Work 
Health and Safety

Policy Statement

The Animal Management Program adheres to the conditions of 
employment specified in the EARC Employee Relations Policies and 
Procedures Manual and in the Enterprise Agreement 2013-2016 
under which all EARC employees are employed. Particular focus is 
placed on Animal Management Program employees’ adherence to 
the EARC Code of Conduct (see: Induction of Animal Management 
Program Personnel Policy).  

The Program adheres to the policies and procedures contained in 
the EARC Work Health and Safety Policy and Procedures System 
Manual. It has also developed policies and procedures relating to 
the specific requirements of the work undertaken by the Animal 
Management Program. These policies are contained in the Work 
Health and Safety policies in the EARC Veterinary Services Policies 
and Procedures Manual. 

The Program supports its employees to understand and implement 
EARC policies and procedures through the induction process 
and through dedicated time in team meetings.  For examples of 
the Program’s support for implementation of EARC policies see 
the Grievances Policy and the Staff Development, Education and 
Training Policy.   

Related Policies

Induction of Animal Management Program Personnel Policy

Grievances Policy

Staff Development, Education and Training Policy   

Veterinary Services Policies and Procedures Manual: Work Health 
and Safety policies.

EARC Employee Relations Policies and Procedures Manual

EARC Work Health and Safety Policy and Procedures System 
Manual

See also the EARC Enterprise Agreement 2013-2016

Procedure

1. The Program Manager and Animal Management Supervisors defer 
to the EARC Enterprise Agreement 2013-1016 and to the EARC 
Employee Relations Policies and Procedures Manual to clarify any 
matters relating to conditions of employment.

2. Each Animal Management Program employee has a Contract 
of Employment, which is signed at the commencement of the 
probationary period by the employee and the person with the 
authority to employ (see: Responsibilities and Documentation 
Requirements for Recruitment Policy).

3. Conditions of employment are specified in the Employment 
Contract which is aligned with the EARC Enterprise Agreement 
2013-2016.

4. Contracts of Employment accord with the approved salary scale 
as per the Enterprise Agreement (see EARC Enterprise Agreement 
2013-2016, Schedule A – Rates of Pay and Allowances, p. 35.)  .

5. Each staff member is given a copy of his/her signed Employment 
Contract.

6. The original Employment Contract is sent to the Employee 
Relations Team.

7. The period of employment is stipulated in the advertisement for 
the position and in the employment contract.   The duration of 
contracts of employment for contracted staff depends on the 
duration of the project for which the employee is contracted.

8. The Director, Technical Services (for the Program Manager’s 
contract) or the Program Manager (for the Animal Management 
Supervisors’ and Animal Management Worker’s contracts) ensures 
that employees’ contracts are renewed on time.

9. All Animal Management Program personnel adhere to the EARC 
Code of Conduct (see: Induction of AMP Personnel Policy and 
EARC Code of Conduct Policy). If an Animal Management 
Program employee breaches the EARC Code of Conduct: 

a.  the Performance and Misconduct Policy is observed (see 
EARC Performance and Misconduct Policy;

b.  the Program Manager can recommend termination of 
employment after consultation with the Director, Technical 
Services provided that the Performance and Misconduct 
Policy has been implemented (see, Performance and 
Misconduct Procedure Flow Chart in EARC Performance 
and Misconduct Policy). 

Related Policies

Responsibilities and Documentation Requirements for Recruitment 
Policy

Recruitment of the Program Manager and Animal Management 
Supervisors

Induction of Animal Management Program Personnel Policy

EARC Enterprise Agreement 2013-2016

EARC Employee Relations Policies and Procedures Manual: Code 
of Conduct Policy and Performance and Misconduct Policy  

EARC Work Health and Safety Policy and Procedures System 
Manual

EARC Veterinary Services Policies and Procedures Manual: Work 
Health and Safety policies 
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Grievances

Policy Statement 

Any Animal Management Program staff member with a grievance 
relating to discrimination, harassment, vilification and bullying should 
refer to the Anti-Discrimination and EEO Policy contained in the EARC 
Employee Relations Policies and Procedures Manual, pp. 6-9.

Other than these kinds of grievances (i.e., discrimination, 
harassment, vilification and bullying) an Animal Management 
Program staff member with a ‘problem, concern or complaint 
related to an employee’s work or the work environment’ (EARC 
Personal Grievance Policy, p.46) should refer to the Personal 
Grievance Policy contained in the EARC Employee Relations 
Policies and Procedures Manual, pp. 46 – 49.

Procedure

1. The EARC Anti-Discrimination and EEO Policy and the Personal 
Grievance Policy are discussed during employee’s induction and in 
Animal Management Program staff meetings.

2. An Animal Management Program staff member with a grievance 
who has limited English literacy and needs clarification of the 
related policies seeks out another program staff member, with 
whom they feel comfortable discussing the grievance and who 
has English literacy, to read and explain the relevant policies and 
procedures.  

3. If the employee with a grievance is not comfortable discussing the 
grievance with an Animal Management Program staff member, 
he/she seeks another EARC employee to read and explain the 
policies.

4. An interpreter is engaged if required to facilitate understanding of 
these policies. 

Related policies

EARC Employee Relations Policies and Procedures Manual:

•	 Anti-Discrimination and EEO Policy; 

•	 Personal Grievance Policy.
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Mobilization of Animal Management 
Program personnel 

Procedure

1. The Program Manager convenes a day long program orientation 
workshop to coordinate program delivery for all key staff who have 
a role in program implementation:

a.  Program Manager;
b.  Animal Management Supervisors;
c.  Animal Management Workers.

2. The Program Manager distributes the approved Program Design 
and Operational Plan to Animal Management Supervisors prior to 
the orientation workshop.

3.  Orientation workshop participants:

a.  revisit and discuss the Program Design - what objectives 
and planned results are expected and how these will be 
achieved, that is, the implementation strategies;

b.  are briefed on the Operational Plan for the year, including 
implementation, monitoring, evaluation and reporting 
requirements;

c.  discuss issues relating to team work and logistics, for 
example, whether or not some planned activities require all 
Animal Management Program personnel or a combination 
of particular staff members;

d.  determine how activities will be coordinated between 
different offices if teamwork is required;

e.  discuss responsibilities for program strategies and activities, 
including those pertaining to the Program Manager and 
Supervisors;

f.  discuss the work plan template and how diagrams, pictures 
and symbols can be used if writing presents difficulties;

g.  complete the first two weeks of the work plan (Animal 
Management Workers each have a work plan, see: Work 
Plans Policy);

h.  share and discuss each other’s work plans and make 
amendments where needed;  

i.  discuss risks and other issues relevant to program 
implementation; 

j.  determine arrangements for maintaining effective 
communication, for example, frequency of team face-to-
face meetings, teleconferences etc. 

4. At each point (3a. - j.) in the workshop, time is taken for 
interpretation of information if needed. Open ended questions are 
posed at each point to ensure understanding of materials and 
dialogue.

5. An interpreter is engaged for the orientation workshop if needed. 
This maybe, for example, a person from a local Indigenous 
organization who is a program partner, or a program recipient with 
suitable spoken English skills.  

6. At least the first two orientation workshop components (3a. - b.) 
are videoed for future reference if necessary.

Related Policies

Recruitment and Employment of Animal Management Program 
Personnel Policies

Work Plans Policy
Image: AMRRIC



EARC Program Management Policies and Procedures Manual

60

EARC Program Management Policies and Procedures Manual

Stage 2b: Implementation

Responsibilities of Animal Management Program 
Personnel in Implementation

Policy

Animal Management Program Personnel are given clear information 
about all aspects of program implementation and use the 
Operational Plan and Work Plans as the main management tools for 
planning and coordinating activities and tracking and reporting on 
progress.  

Procedure   

1. The Program Manager has overall responsibility for program 
implementation. 

2. The Program Manager:

a. supervises Animal Management Supervisors;
b. provides problem-solving support to staff when needed; 
c. procures and distributes program resources;
d. engages contract staff for veterinary and other services 

when required;
e. has fortnightly teleconferences with all program staff to 

discuss program implementation, checking progress 
against work plans;

f. reports on progress and implementation issues to the 
Director, Technical Services;

g. liaises with EARC relevant personnel regarding 
administrative, financial and logistical issues;

h. liaises with program partners regarding implementation, as 
outlined in MOUs;

i. liaises with, and reports to external funding bodies when 
required.

3. Within their cluster, the Animal Management Supervisor is 
responsible for implementation of the program including: 

a. in liaison with the Animal Management Workers’ Daily 
Supervisors, ensuring that work activities are completed;

b. working with Animal Management Workers to ensure that 
their work plans reflect the operational plan;

c. coordinating, and if a veterinarian also providing, veterinary 
services; 

d. the day-to-day running of the Animal Management Bases 
including procurement, maintenance and distribution of 
program inputs, for example, veterinary drugs; 

e. tracking program implementation against the operational 
plan; 

f. reporting on progress to the Program Manager. 

4. The Animal Management Workers are responsible for:

a. developing Work Plans, with support from the Animal 
Management Supervisor;

b. interacting with community members to assess the health 
and wellbeing of their animals and to deliver scheduled 
activities, for example, parasite control;

c. notifying communities of upcoming Animal Management 
Program events and activities;

d. encouraging community members to participate in program 
implementation and monitoring;

e. working with communities to design and implement 
community education programs;

f. engaging with local media to promote the Animal 
Management Program including upcoming events and 
activities and to deliver messages relating to animal health 
and wellbeing and related human health issues; 

g. conducting household surveys on companion animals and 
collecting data using the Animal Management Data IPad 
Application;

h. reporting to Supervisors on their activities, community 
feedback and other relevant issues.

5. As lessons are learned through implementation, and 
circumstances change, variations in program activities may be 
required. Changes are documented in the operational plan and 
flagged in progress reports. 

6. The Director, Technical Services approves in advance and 
in writing any changes in program implementation that have 
significant financial implications for line items in the budget and 
accompanying activities in the operational plan.

Related Policies

Supervision Policy

Work Plans Policy

Meetings Policy

Reporting Policy

Working with Partners Policy

Operational Planning Policy
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Supervision

Policy Statement 

The Animal Management Program’s Supervision Policy ensures that 
program implementation is effective, providing coordinated services 
on time. The Program’s supervisors ensure that all operational 
matters are transparent, coherent and efficiently managed. They 
facilitate effective communication between Program employees at 
all levels. Encouraging staff input and participatory decision-making 
is central to the Program’s supervision practices. 

An important aspect of effective supervision in the context of 
remote Indigenous communities is respect and appreciation for 
local Indigenous culture, knowledge and wisdom. In support of 
this, Animal Management Program Supervisors interact with their 
supervisees in line with the Program’s Guiding Principles. The ‘gold 
standard’ of such interaction, and one which shows the greatest 
cultural respect, is learning the local Indigenous language. The 
Program’s supervisors are strongly encouraged and supported to 
observe this standard.

Policy 

The EARC Animal Management Program provides effective 
supervision of employees and culturally appropriate support for staff 
members in their work. The Program’s supervision and support 
structures and practices promote:

1. efficient and effective service provision;

2. staff retention and longevity;

3. team building; 

4. the positive morale of staff;

5. the acknowledgement of staff contributions;

6. the identification of training needs;

7. the alleviation of burnout and stress;

8. the prevention of conflict.

Procedure     

1. All Animal Management Program employees have a supervisor 
who is their Direct Line Manager:

a.  The Director, Technical Services supervises the Program 
Manager;

b.  The Program Manager supervises the Animal Management 
Supervisors and any contracted staff;

c.  The Animal Management Supervisors supervise the Animal 
Management Workers. 

2. Animal Management Workers who are working remotely from their 
Animal Management Supervisor also have Daily Supervisors: 

a.  Daily Supervisors are EARC employees whose main 
responsibilities lie within another area, for example 
Municipal Services or Community Services, and therefore 
do not fit within the line management structure of the 
Animal Management Program. 

b.  Daily Supervisors are not trained in animal management 
and therefore any technically animal management issues 
are directed to the Animal Management Supervisor.

c.  Daily Supervisors ensure that:
i. daily  administrative work routines are carried out, for 

example signing on, returning keys etc.;
ii. the Code of Conduct is upheld, for example, arriving on 

time for work, not smoking in the work place etc.;
iii. the Animal Management Workers are carrying out their 

daily work as per the Work Plan. 

d.  Daily Supervisors are provided with a copy of the Animal 
Management Worker’s Work Plan.

3. Animal Management Supervisors contact the Daily Supervisors 
at the end of each week to discuss the work of the Animal 
Management Worker including the upcoming week’s activities. 

4. Animal Management Program employees designated as 
supervisors (line managers) are responsible for supervising 
and supporting their staff in all work related activities including 
employees’ professional development. 

5. The Director, Technical Services is responsible for ensuring that all 
Animal Management Program employees are supervised.

6. The Program Manager is responsible for ensuring that quality 
supervision and support is provided in line with the systematic 
implementation of the Program’s policies and procedures.

7. The Program Manager and Animal Management Supervisors 
are responsible for employees being provided with the following 
support:  

a. Material support:

i. a safe working environment;
ii. an adequate and comfortable workplace.

b. Psychological and emotional support:
i. debriefing in situations of crisis;
ii. understanding of the demands of employees’ roles.

c. Operational support: 
i. clear position descriptions, policies and procedures;
ii. consideration of staff input and recommendations in 

decision-making.
d. Staff development and training support:

i. effective performance management;
ii. fair consideration of training plans and applications; 
iii. recognition of skills and knowledge.

8. The Program Manager has responsibility for Animal Management 
Program employees’ being provided with the above forms of 
support through:

a. making provision for material support in budgets submitted;
b.  implementing the EARC’s policies and procedures including 

those contained in the Animal Management Program’s: 

i. Program Management Policies and Procedures Manual; 
ii. Veterinary Services Policies and Procedures Manual;
iii. Work Manual for Animal Management Workers.

9. Formal evaluations of the Animal Management Program include an 
assessment of the levels of support provided.
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10.  The Program Manager reports on levels of support in progress 
reports to the Director, Technical Services

11.  Structured supervision occurs through:

a.  performance appraisals held annually (see EARC 
Performance Review Appraisal Policy); 

b.  an individual supervision session conducted by the Direct 
Line Manager held every three months and covering when 
appropriate: 

i. review of performance since the last session;
ii. major activities planned before the next session;
iii. issues of concern to either the supervisor or the 

supervisee;
iv. feedback on performance including identification 

of strengths as well as areas of work needing 
improvement;

v. identification of strategies for staff development, 
especially in addressing areas the employee finds 
challenging or difficult.

12.  Structured supervision sessions for Animal Management Workers 
may include an interpreter from the local community if: 

a.  the employee’s spoken English skills impede clarity of 
understanding;

b.  the supervisor’s local language skills are not adequate for 
clear communication with the employee.

13.  Informal supervision occurs through: 

a.  team meetings; 
b.  ongoing supervision of daily tasks. 

14.  In supervision sessions and team meetings, time is systematically 
given to:

a.  encouraging staff input;
b.  listening to staff members’ observations, comments and 

feedback;
c.  discussing how staff suggestions can be incorporated into 

operations;
d.  involving employees in decision-making which can relate to:

i. routine activities, for example, asking employees how 
they would approach an activity and incorporating 
suggestions as appropriate;

ii. input to key decisions made throughout the program 
cycle, for example, seeking employees’ advice on 
program monitoring strategies.

e.  showing appreciation for employees’ work when it is done 
well.    

15.  The supervisor is responsible for learning the local Indigenous 
language and for following policies and procedures relating to the 
use of the local language including while the supervisor is in the 
early stages of learning the language. 

16.  At least ninety minutes per week within working hours is 
allocated to English and Indigenous language learning for Animal 
Management Workers and Supervisors respectively in addition 
to time stipulated in other policies and procedures. This may take 
the form of on-line learning or language learning from other Animal 
Management Program personnel or community members. 

Related Policies

EARC Employee Relations Policies and Procedures Manual: 
Performance Review Appraisal Policy 
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Performance Appraisal

Policy Statement 

Animal Management Program employees are expected to perform 
their duties to the best of their ability and to demonstrate a high 
level of personal commitment to providing quality, professional 
services at all times. In pursuit of this, the Program supports its 
personnel to implement the Performance Review Appraisal Policy 
(see EARC Performance Review Appraisal Policy). 

The Animal Management Program has a performance management 
system in which performance appraisals are conducted 
systematically and fairly. The emphasis in performance appraisal 
sessions is on openness and honesty and on being positive 
even when dealing with negative issues.  The Program supports 
supervisors and staff to improve their efficiency and effectiveness.  
Performance appraisals are positive meetings for the benefit of both 
the supervisor and the employee. 

Procedure    

1. Animal Management Program supervisors conduct performance 
appraisals with their supervisees annually.

2. Supervisors ensure that for each supervisee the performance 
appraisal:

a.  is constructive and positive;
b.  is a tool for preventing conflict and problems;
c.  establishes clear objectives and action plans;
d.  is an opportunity to give praise, feedback and constructive 

criticism;
e.  is used to turn problems into opportunities;
f.  assesses how well jobs are getting done;
g.  identifies barriers to getting jobs done;
h.  is a tool for problem solving.

3. The supervisor and employee complete relevant documentation 
(see EARC Performance Review and Appraisal Policy).

4. The Animal Management Program staff performance appraisal 
allows free and confidential discussions about work between 
employee and supervisor including the performance of the 
supervisor in carrying out supervisory duties. The supervisor and 
employee discuss:

a.  the employee’s work performance, in comparison with set 
standards and  agreed results and duties as set out in the 
Position Description;

b.  any work problems, and search for solutions;
c.  the means of improving work performance including 

identification  of training and development needs.

5. The Direct Line Manager conducting the Performance Appraisal 
has the responsibility to:  

a.  review and be fully aware of the position requirements; 
b.  review the objectives, outcomes and job expectations 

previously agreed to with the employee;
c.  review the employee’s history in terms of skills, training, 

experience and past performance appraisals; 
d.  assess the employee’s work performance against the 

expectations of the position, drawing on all sources of 
information available;

e.  note performance issues which need to be discussed 

with the employee including strengths, weaknesses and 
opportunities for development, providing specific examples, 
especially where performance is poor;

f.  document the performance appraisal including all issues 
covered, actions to be taken, time lines and employee 
comments;

g.  provide the employee with a copy of the completed 
performance appraisal.

6. The completed performance appraisal is filed in the employee’s 
personal file.

7. All information regarding staff appraisals is confidential.

Related Policies

EARC Employee Relations Policies and Procedures Manual:

•	 Educational Assistance Policy 

•	 Performance Review Appraisal Policy

•	 Staff Training and Development Policy
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Debriefing

Policy Statement 

The EARC Animal Management Program recognizes that debriefing 
is necessary after traumatic events and that it is an important 
process in preventing lasting negative effects including stress, burn 
out and other illnesses. 

Supervisors assist and support staff members to debrief following 
traumatic events. If the supervisor does not have the skills to 
provide adequate support another person more qualified to provide 
debriefing and support is engaged, for example, the clinic nurse. 

For policies relating to emergency responses, accidents and 
incidents including reporting, rehabilitation and the role of managers 
and supervisors see EARC Work Health and Safety Policy and 
Procedures System Manual, Section 7, Emergency Responses, 
Health, First Aid, Personal Monitoring and Accident Procedure, pp. 
82 - 89. 

Procedure    

1. Debriefing is carried out by the supervisor with care as soon after 
the event as possible.

2. Follow up support meetings with the affected staff member/s may 
be required and are encouraged by the Program Manager. 

3. A review of any incident and individuals requiring debriefing 
takes place at the next staff meeting (in the office of the person/s 
affected) for the purpose of future management.

4. Staff supervision provides a regular means of debriefing.     
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Work Plans

Policy Statement 

Work plans containing clearly described activities facilitate 
successful program implementation and reduce the need for 
ongoing clarification or renegotiations throughout the year. 
Participants in a staff meeting may appear to be clear about what 
needs to be done and who is going to do it, but this clarity may 
diminish if not recorded precisely in the Work Plan. 

When creating work plans for Animal Management Workers, the 
literacy and numeracy skills of Animal Management Workers need 
to be carefully considered. Visual representations of activities, 
timelines and comments are an alternative to using the written 
word which the Animal Management Worker may not be able 
to read, or which may easily be misunderstood.  The Animal 
Management Workers Manual can be used as a reference, for 
example, visual representations taken from the Manual may be 
used to depict an activity in place of words.  It is important that 
Animal Management Workers create their own work plans.  The 
Supervisor’s role is to guide the process and to ensure that the 
work plans are aligned with the Operational Plan. 

Policy

All Animal Management Supervisors and Animal Management 
Workers have individual work plans. Work plans are aligned 
and synchronised with the Operational Plan. Work plans 
list sequentially the activities to be performed by individual 
program staff, have a time line for implementation and measure 
achievements against targets.     

Procedure

1. Animal Management Supervisors’ work plans;

a. are based on the Operational Plan and include 
supervisory, administrative and reporting requirements 
(see: Responsibilities of Animal Management Program 
Personnel in Implementation);

b. are developed quarterly and submitted to the Program 
Manager for approval, at least two weeks prior to 
the commencement of each plan to avoid conflicting 
schedules and to synchronise activities across 
communities when needed. 

2. Animal Management Workers’ work plans are:

a. prepared by Animal Management Workers in collaboration 
with Animal Management Supervisors; 

b. used in conjunction with the EARC Work Manual for 
Animal Management Workers;

c. aligned with the Operational Plan and set out a weekly 
plan of activities to support program implementation;

d. developed at the commencement of each month.

3. Each activity in the work plan is depicted precisely and 
determines: 

a. Who is responsible for carrying out the activity;
b. What exactly will be done;
c. Where the activity will take place;
d. When the activity will start and end. 

4. Animal Management Supervisors and the Program Manager 
ensure that the work plans are aligned with the operational 
plan. 

5. Work plans use a simple planning format and may include 
pictorial and diagrammatic representations of work to be done 
and/or completed (see Appendix 4: Work Plan Template).
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Meetings 

Policy Statement 

The Animal Management Program creates a work environment 
which facilitates staff satisfaction, communication and cooperation. 
The Program emphasizes teamwork and team cohesion and 
values the contributions of all staff members. Team meetings are an 
important means of building a culture of support.

Purpose

The principle purpose of meetings is to assess progress towards 
achieving planned results as defined in the Strategic and 
Operational Plans, and to assess the continued relevance of 
planned results.

Procedure

1. The Director, Technical Services and Program Manager formally 
meet quarterly. 

2. The first three meetings focus on program implementation, and 
any staffing, financial, operational and other relevant matters 
impacting on progress towards achieving planned results.

3. The fourth meeting is held to discuss the Annual Management 
Review findings (see: Annual Management Review Policy).

4. Animal Management team meetings with all Program personnel 
are conducted every week via videoconference to:   

a. coordinate activities where necessary;
b. undertake team training activities;
c. share work practices, experiences and information, 

including community feedback;
d. discuss progress towards achieving key objectives;
e. discuss issues of concern. 

5. The Program Manager convenes a face-to-face meeting with 
all Animal Management Supervisors and Animal Management 
Workers once a year.

6. Each Animal Management Supervisor holds weekly team meetings 
with Animal Management Workers in their cluster, via phone or 
teleconferencing if necessary, to:

a. update work plans; 
b. discuss the week’s activities, using the Animal Management 

Workers Manual for related procedures; 
c. discuss and plan any activities needing on-the-job training; 
d. discuss progress in meeting targets;
e. discuss any remedial actions needed to realign with 

meeting targets;
f. discuss and record community feedback;
g. discuss community engagement strategies and ways in 

which these can be enhanced.

7. All staff members are required to attend weekly staff meetings 
where possible.

8. All staff members are encouraged to challenge work practices or 
ideas freely without denigration or recrimination. 

9. Opinions and suggestions are sought and encouraged at team 
meetings.

10. Staff members participate in decision-making regarding operational 
matters and program implementation in the communities in which 
they work. 

11. Staff members are encouraged to invite peer feedback and 
assistance. 

12. Team meetings afford an opportunity for staff members’ roles and 
efforts to be acknowledged. 

13. Any changes to the services and operations of the organization 
are discussed openly at weekly team meetings and information is 
passed in a free and transparent manner. 

14. Team meeting minutes are available to all staff members. 

Related Policies

Annual Management Review Policy
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Community Participation in Program 
Implementation

Procedure

1. Community members are informed of the ways in which they can 
participate in program implementation through both formal and 
informal channels, for example: 

a.  Animal Management Program personnel’s’ discussions with 
community elders or appropriate community members;

b.  community meetings arranged by program staff;
c.  announcements or discussions at community meetings 

held by other organisations or EARC personnel for other 
reasons, after liaison with the meeting convener;

d.  Animal Management Workers’ announcements or 
interviews on local radio; 

e.  information distributed to other community organisations 
and EARC personnel working with communities for 
dissemination to, and discussion with community members 
as they conduct their usual business;

f.  Animal Management Program personnel holding meetings 
with other local organisations;

g.  Veterinarians’ discussions with community members as 
they engage with them to treat their animals;

h.  Animal Management Workers’ interactions with community 
members in their daily work routines.

2. Ways in which communities participate in program implementation 
include:

a.  Spreading information about program activities to other 
community members;

b.  Assisting in catching and handling their animals when they 
are being treated by program staff;

c.  Transferring traditional culture and knowledge about 
animals to younger people;

d.  Assisting Animal Management Workers in designing and 
creating materials to promote the Animal Management 
Program and messages about animal health and wellbeing; 

e.  Designing and assisting in the delivery of community 
education programs and initiatives relating to animal health, 
wellbeing and management and related community health 
issues;

f.  Participation in biannual monitoring workshops (see: 
Monitoring Program Implementation Policy). 

3. Feedback from program recipients with regard to project 
implementation is gained from:

a.  Animal Management Workers’ ongoing interaction with 
recipients;

b.  interviews with recipients;
c.  field visits by the Program Manager and Animal 

Management Supervisors.

4. Community members feedback is documented and informs 
monitoring and evaluation.

5. Feedback is reviewed and subsequent changes to services are 
instigated where and when practical. When changes are made the 
information is fed back to the community members. 
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Culturally Appropriate Services

Policy

The Animal Management Program provides communities with 
culturally appropriate services. The program responds in culturally 
sensitive and appropriate ways to the broad range of issues faced 
by communities with diverse needs. Animal Management Program 
personnel actively work to eliminate any barriers community 
members may face in gaining support from the program. 

Procedure 

1. Animal Management Program personnel ensure that program 
information is:

a.  available in culturally appropriate formats, for example, 
disseminated in local languages through media outlets 
by the Animal Management Workers or other community 
members engaged for this purpose;

b.  pictorially represented and displayed prominently, for 
example, on community and other agency’s notice boards;

c.  disseminated by Animal Management Workers as they 
undertake their daily work routines in communities; 

d.  clearly explained and understood by program recipients 
using interpreters where necessary.

2. Animal Management Program personnel develop strong links 
with workers in other local agencies and organisations and seek 
professional advice and assistance from them to foster appropriate 
and quality services to communities.

3. Assessment of the cultural appropriateness of program activities 
is undertaken through direct dialogue with, and feedback 
from elders, community leaders, program recipients and other 
community members. This information is passed through 
Supervisors to the Program Manager, assessed and changes 
made where practicable.



69

EARC Program Management Policies and Procedures Manual

69

EARC Program Management Policies and Procedures Manual

Staff Development, Education 
and Training

Policy Statement

The Animal Management Program implements the EARC’s policies 
relating to educational assistance, staff training and development 
by providing employees with ongoing training, learning and staff 
development opportunities relevant to their current position and 
further development (see EARC Employee Relations Policies 
and Procedures Manual: Educational Assistance Policy and Staff 
Training and Development Policy).  

The improved abilities of the Animal Management Program’s 
personnel, through providing staff development opportunities and 
encouraging staff to extend their knowledge and skills, is reflected 
in continuing improvements to services. Employees are supported 
to undertake staff development, education and training activities 
which benefit the Animal Management Program.  

Staff development, education and training plans are tied to the 
performance appraisal and staff supervision process and to 
identified needs across the Program. In developing these plans the 
following is considered:

1.  Resource implications:

a.  overall cost to service;
b.  allocation of a budget line.

2.  Identification of needs:

a.  enhancing or updating existing skills;
b.  specific skills gap;
c.  specific knowledge gap;
d.  previous training of employees.

3. Availability of training:

a.  location;
b.  trainers.

4. Equity of access to training for all staff members.

Procedure   

1. Animal Management Program supervisors (including the 
Program Manager’s Direct Line Manager) are responsible for:

a.  assessing the training and development needs of their 
supervisees; 

b.  collaboratively developing appropriate training and 
development plans to meet these needs; 

c.  supporting their employees to implement their training and 
development plans.

2. The training needs of employees are identified and discussed 
with their supervisors at recruitment, at supervision sessions 
and at annual staff performance appraisals.

3. The supervisor is responsible for ensuring that the basic 
training needs of employees are met through:

a.  providing a staff orientation kit (see: Induction of Animal 
Management Program Personnel Policy);

b.  referral to an external training course if appropriate;
c.  providing ‘in house’ training sessions and on the job 

training.

4. Individual and team training needs are discussed at staff 
meetings and at regular meetings between the Program Manager 
and the Animal Management Supervisors and opportunities for 
relevant training and development explored and planned.  

5. Training plans for individuals are submitted to the Program 
Manager for coordination of training across the Animal 
Management Program.

6. Training plans and decisions about training are informed by 
consideration of: 

a.  available resources and training; 
b.  identified needs of staff;
c.  the needs of new employees;
d.  equity issues;
e.  benefits to the Animal Management Program and to the 

EARC.

7. For external education courses, training and workshops:

a.  information is made available to employees;
b.  employees may apply for educational assistance (see EARC 

Educational Assistance Policy);
c.  a staff member wishing to participate in training activities 

discusses these with the immediate supervisor;
d.  employees submit requests in writing to their supervisor who 

submits them to the Program Manager for approval;
e.  if an Animal Management Worker’s literacy skills prevent the 

ability to submit a request to the supervisor, the supervisor 
records the request and forwards it to the Program Manager; 

f.  supervisors notify their staff of successful applicants and 
organise replacement workers if necessary;

g.  the employee pays any costs exceeding the approved 
expenditure;

8. Applications for training leave may be declined if the number of 
employees applying at any one time jeopardizes the work of the 
Animal Management Program. 

9. Support for staff training and development includes:

a.  staff attendance at courses, workshops, seminars and 
conferences run by the EARC or other organisations as 
agreed with the Program Manager;

b.  flexible working hours to participate in an accredited course 
of study at a recognized educational institution;

c.  purchasing resources such as audio-visual materials and 
research literature;

d.  on-line accredited courses or those agreed to by the 
supervisor. 

10.  Employees, including the Program Manager and Animal 
Management Supervisors report to their supervisor and at staff 
or progress meetings on training activities they have attended, 
focusing on the value of the activity to their work.

11.  The Program Manager includes staff training and development 
initiatives in progress reports to the Director, Technical Services. 
The report includes:

a.  the number and nature of internal training and development 
activities including on-line training and language learning 
activities run during the reporting period;
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b.  the number and nature of external courses and other 
training and development activities and the number of staff 
participants; 

c.  the quality and outcomes of training and development 
activities.

Related Policies

Induction of Animal Management Program Personnel Policy

EARC Employee Relations Policies and Procedures Manual:

•	 Educational Assistance Policy 

•	 Staff Training and Development Policy



71

EARC Program Management Policies and Procedures Manual

71

EARC Program Management Policies and Procedures Manual

Stage 2c: Monitoring

Policy Statement

Monitoring is concerned with assessing the implementation 
progress of a program, project or activity and identifying action to 
correct problems when they occur. It includes the processes of 
collecting, analyzing, recording, reporting and using management 
information and data to inform decision-making. The focus is 
on assessing progress towards achieving planned results on 
time and within budget. Monitoring keeps track of program 
implementation efficiency. It provides the Program Manager 
and other stakeholders with information on the availability and 
use of program resources in meeting targets. The main data 
requirements for monitoring are identified in the project design 
document through its performance indicators. The other key 
reference document is the operational plan. 

Performance information is quantitative and qualitative evidence 
about performance that is collected and used systematically. This 
information enables judgements to be made on the extent to 
which outputs are achieved and how these contribute to desired 
outcomes. 

Outputs are the goods, services or events that contribute towards 
achieving outcomes. For example, outputs may be ‘number of dogs 
de-sexed’ or ‘number of community members contributing to the 
development of animal health and wellbeing community education 
programs’.  

The Animal Management Program is regularly monitored to:

1. align it with communities’ changing needs;

2. align it with changes in the program’s internal and external 
environments; 

3. build on achievements;

4. explore ways of overcoming any barriers that have arisen; 

5. enhance sustainable outcomes for animal health and wellbeing.

Regular and systematic monitoring promotes progressive 
improvement of the implementation process and informs program 
evaluation. Monitoring is one of the keys to successful program 
implementation. 

Purpose

The main purposes of monitoring are to:

1. make available timely and relevant information on program 
implementation which will support effective management decision 
making by all key stakeholders;

2. promote discussion of the program’s progress within the Animal 
Management Program and with other stakeholders, and plan any 
remedial action;

3. contribute to accountability. Senior management and external 
funding bodies need to know that activities are being implemented 
in accordance with program and project documents and contracts 
respectively, and are achieving their stated objectives;

4. provide the main source of performance information for internal 
management and external reporting requirements.

Policy

The Animal Management Program is committed to continuous 
learning and improvement through a systematic approach to 
monitoring and evaluation. Gathering and recording information is 
a built in aspect of the program. Baseline surveys and information 
gathering, recording of program implementation processes and 
data, and the internal flow of information and reporting are key 
components of this built in mechanism. 

Monitoring is undertaken throughout the implementation stage of 
the program cycle and is undertaken at two levels:

1. the formal collection and reporting of information;

2. informal review and assessment.
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Monitoring Program Implementation 

Procedures

1. Monitoring requirements are defined in the program design and 
involve reference to relevant performance indicators so that 
assessment of the progress of implementation can be measured 
against the final expected outcomes.

2. When developing monitoring and associated reporting 
requirements the Program Manager, in consultation with the 
Animal Management Supervisors:

a.  ensures that performance indicators are simple in design 
and easy to record;

b.  designs both quantitative and qualitative indicators;
c.  defines the minimum number of indicators needed to gain a 

reasonable appreciation of performance;
d.  uses secondary data where available, for example, 

information collected regularly by other organisations.

3. Monitoring strategies as outlined in the program design may 
include:

a.  collecting and analyzing veterinary services data and 
information;

b.  collecting and analyzing  animal health and welfare data 
and information on a household basis;

c.  regular reporting in staff meetings, work plans and progress 
reports;

d.  community consultations undertaken and reported 
by Animal Management Workers as they interact with 
households;

e.  semi-structured interviews conducted  with community 
members;

f.  spot checks by the Program Manager or the Director, 
Technical Services or other member of senior management;

g.  feedback from other EARC programs and personnel;
h.  feedback from other local organisations. 

4. Formal collection and reporting of information occurs through:

a.  having a central repository of data located and updated in 
the main Animal Management Program office computer and 
accessible to all program personnel;

b.  presentation and analysis of program data in the Needs 
Analysis;

c.  collection of veterinary services data (see Veterinary 
Records Keeping Policy in EARC Veterinary Services 
Policies and Procedures Manual);

d.  Animal Management Workers entering animal health and 
welfare  data per household on the Animal Management 
Data IPad Application which is synchronized with the 
central database;

e.  Animal Management Supervisors assessing work plans 
to measure progress in achieving specific results for 
strategies, or activities as outlined in the Operational Plan;

f.  progress reports analysis of data and information and 
comparing progress and performance with targets in the 
operational plan.

5. Informal review and assessment occurs through:

a.  community members’ involvement in participatory 
monitoring initiatives;

b.  discussions between the Director, Technical Services and 
the Program Manager at quarterly meetings;

c.  informal discussions with the Animal Management Program 
team and individual team members; 

d.  feedback from program recipients;
e.  program site visits.

6. Monitoring workshops with community members are held 
biannually in each of the three offices and;

a.  comprise the Program Manager, the Animal Management 
Supervisor, Animal Management Workers, Local Authorities, 
program recipients, other community members, and where 
possible EARC Councillors and Community Liaison Officers;

b.  use participatory techniques to monitor program progress 
towards achieving planned results, particularly those 
using qualitative performance indicators (for example, 
communities’ perceptions of the Animal Management 
Program, community members’ levels of comfort in talking 
to Animal Management Program personnel about their 
animals’ health and wellbeing needs); 

c.  discuss areas and issues of concern to communities and to 
Animal Management Program personnel;

d.  make recommendations for any remedial action needed.

7. Regular feedback from community members is gained from:

a.  Animal Management Program personnel’s ongoing 
interaction with program recipients during planned activities 
(veterinary services provision, community animal health 
activities, household surveys etc.);

b.  Animal Management Workers ongoing informal dialogue 
with community members as they conduct their daily work 
routines; 

c.  discussions with personnel from Indigenous community 
organisations;

d.  discussions with Animal Management Program partners;
e.  site visits by management staff;
f.  informal discussions during the development and 

implementation of Animal Management Program 
Community education programs and other program 
activities;

g. Local Authorities.

8. Site-visits are conducted at least:

a. quarterly by the Director Technical Services or delegated 
member of EARC senior management (in conjunction with 
their other work); 

b. twice annually in different locations by the Program 
Manager;

c. every six weeks by the Animal Management Supervisor in 
each of the communities in their cluster. 

9. Personnel from funding bodies are encouraged to conduct site 
visits and their input informs program monitoring.

10. Findings from site visits and regular feedback from community 
members:  

a.  are documented in work plans;
b.  are reported in team meetings;
c.  are discussed at team meetings and responsibilities for 

any corrective action needed assigned to relevant program 
personnel;

d.  inform progress reports;
e.  inform future program design and planning.
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11. Monitoring progress of implementation against specific planned 
results involves analysis of relevant data and information.  
Monitoring progress towards sustainable outcomes draws on all 
relevant sources including:

a.  formal collection and reporting of information;
b.  informal review and assessment.

12.  Monitoring findings are used to inform reports to external funding 
bodies. 

13.  Monitoring findings inform the Annual Management Review. 

Reporting

Policy Statement

Program reports detail progress in delivering program outputs 
and provide available information on progress towards achieving 
sustainable program outcomes. The report is usually based around 
the structure of objectives described in the program design. The 
report summarizes information derived from monitoring activities. 

Purpose

The overall purposes of program reporting are to: 

1. assist in analysis of staff performance;

2. monitor and record progress against performance indicators;

3. improve program implementation and quality of services; 

4. improve program cycle management; 

5. provide input to EARC reporting; 

6. contribute to program and organizational learning. 

Policy 

All Animal Management Program personnel report to their supervisors 
on implementation progress.  Reporting takes the form of:

1. written reports and;

2. verbal reports.

Related Policies

EARC Veterinary Services Policies and Procedures Manual: 
Veterinary Records Keeping Policy 
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Progress Reports

Procedure

1. Although reporting formats may vary, all progress reports: 

a. measure actual against planned progress in terms of inputs, 
outputs and progress towards achieving outcomes;

b. report on progress against the implementation schedule 
outlined in the Operational Plan; 

c. draw on monitoring data and information collected through 
formal collection and reporting and informal review and 
assessment;

d. report issues or problems arising.

2. The Program Manager provides a mid-year progress report and an 
Annual Report within agreed time frames. 

3. When preparing and assessing progress reports the Program 
Manager and Director, Technical Services respectively focus on 
whether or not:

a. program implementation is on track;
b. the program strategy is producing the expected results in 

the expected time frame;
c. everyone is doing what they are supposed to be doing as 

outlined in the operational plan.

4. Recommendations for any corrective action needed are included 
in progress reports and the Program Manager liaises with the 
Animal Program Supervisors to manage the implementation of 
recommendations. 

5. Recommendations for corrective action are discussed at team 
meetings.
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Reports to External Funding Agencies

Procedure

1. The frequency and nature of reports to external funding agencies is 
specified in the funding contract, usually on a biannual and yearly 
basis.

2. Funding agencies reporting formats are used if specified in the 
contract. 

3. The Program Manager:

a. prepares the report prior to the due date for submission to 
the funding agency;

b. compiles the report in terms of contract specifications and 
essential reporting requirements; 

c. writes the report for the reporting period only based on: 
 » monitoring data and information and;
 » a comparison of monitoring data with agreed targets;

d. compiles an accompanying financial report for the reporting 
period with input from EARC’s external funding agent;

e. submits the report to the Director, Technical Services prior 
to forwarding it to the funding agency.

4. The Director, Technical Services analyses the report, checking 
content against requirements specified in the contract.

5. The Program Manager forwards the report to the funding agency 
with a covering letter or email.
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Financial Monitoring and 
Management

Policy

The Program Manager is responsible for monitoring and managing 
funds and financial transactions relating to all activities and 
operations of the Animal Management Program. The Program 
Manager ensures that program funds are managed in an efficient, 
accountable and transparent manner. The Program Manager does 
not cause or allow financial actions, decisions or expenditures to 
deviate from the Program’s approved annual budget.  

Procedure

1. The Program Manager monitors the Animal Management 
Program’s finances by comparing actual expenditure against the 
approved annual budget.

2. An EARC contracted external organization manages and maintains 
the Animal Management Program’s financial systems including 
financial transactions and reporting. The same accounting system 
is used in all EARC offices and programs.

3. The Program Manager does not: 

a. use any organisational funds, or enter into any contracts or 
accept other liabilities, other than for the implementation of 
approved purposes and priorities;

b. expend more funds than have been received in the financial 

Resource Management

Procedure

1. The Animal Management program disburses its physical resources 
on the basis of activities approved in the operational plan and in 
line with the annual budget. 

2. Animal Management Supervisors are responsible for disbursement 
and management of resources in their work locations. 

3. Procurement and expenditure status is reviewed by the Program 
Manager at least biannually.

year unless approved by the Director, Technical Services;
c. allow undisputed invoices from suppliers of goods and 

services to the Animal Management Program to remain 
unpaid beyond trade credit terms agreed with those 
suppliers;

d. fail to pay staff in accordance with their employment 
contracts;

e. make a single purchase or commitment of greater than 
$10,000;

f. violate Australian Accounting Standards;
g. fail to pursue receivables overdue.

4. The Program Manager ensures that there are limitations on 
expenditure and adequate controls on expenditure by other staff;

5. In agreements with external funding bodies the Program Manager:

a.  carefully scrutinizes the funding agency’s conditions, 
arrangements for transfer of funds, audit clauses, reporting 
requirements and expiry dates before the EARC Animal 
Management Program enters into agreements;

b.  checks that agreements with funding agencies are 
consistent with EARC and Animal Management Program 
policy and procedure;

c.  checks that contracts have been cleared by the Director, 
Technical Services before finalisation and signatures.
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Assets and Inventories 

Procedure

1. The Animal Management Program maintains an up to date 
inventory of assets.  

2. The Animal Management Program maintains a fully detailed 
register of non-consumable assets including serial numbers etc.  
Such assets include infrastructure (fleet cars, veterinary kits, darting 
apparatus, office items, for example, computers, iPads etc.). 
Relevant items are engraved.

3. A yearly stocktake of non-consumable assets is undertaken by all 
Animal Management Program personnel for assets in their own 
offices.  

4. Following the yearly stock take the Animal Management 
Supervisors forward an assets list to the Program Manager. 

5. The Program Manager is responsible for updating the central 
assets register.

6. Procurement of assets occurs in line with the budget and is 
approved by the Program Manager.

7. If purchases of more than $10,000 are made, they are signed off 
by the Director, Technical Services.

8. Maintenance of non-consumable assets is the responsibility of all 
Animal Management Personnel. On-the-job training is provided for 
proper maintenance of items where necessary. 

9. Upon purchase, sale or disposal of any asset, Animal Management 
Program personnel notify the Program Manager so that the 
register can be updated for audit purposes.

10. Insurances are held by EARC for the Animal Management 
Program’s assets

11. Guarantees for all new purchases are filled out, forwarded and filed 
in the main office.

12. The Program Manager and the Animal Management Supervisors 
are responsible for the security of premises and assets in their 
respective offices.

13. Office keys including keys to filing cabinets and drug safes are held 
by the Program Manager and Animal Management Supervisors 
and duplicates are stored in an appropriate location (for example, 
the key safe in the EARC office in each location).

14. Keys to drug safes are only accessible to veterinarians.

15. Consumable assets for service provision are stored safely (see 
Veterinary Drugs Storage Policy in EARC Veterinary Services 
Policies and Procedures Manual).

16. For use of mobile phones supplied by the EARC, see Mobile 
Phone Policy in the EARC Employee Relations Policies and 
Procedures Manual.

17. For use, maintenance and return of vehicles provided to Animal 
Management Program employees by the EARC see Vehicle Policy 
in the EARC Employee Relations Policies and Procedures Manual.

18. If Animal Management Workers are eligible for an EARC supplied 
mobile phone or vehicle, their supervisors ensure that these 
policies are clearly understood through reading and explaining the 
policies to them, and using an interpreter if necessary.

19. Animal Management Program personnel maintain their uniforms in 
a clean and presentable manner.

Image: AMRRIC
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Stage 3: Evaluation

Policy Statement

Evaluation is the assessment of the program’s outcomes and 
impact compared to initially defined expected results at a specified 
time. These initially stated expected results are the proposed 
indicators, variously referred to as ‘performance indicators’ or 
‘performance measures’. Performance indicators are contained in 
both the Strategic Plan and the Program Design. In the Strategic 
Plan the performance indicators are used to measure the 
achievement of longer term overarching objectives of the program.  
In the Program Design the performance indicators are used to 
measure the achievement of the objectives identified for the year. 
The annual objectives are directly linked to the overarching strategic 
objectives and contribute to their achievement. Similarly, the annual 
indicators measure the extent to which the overarching objectives 
are being met at a particular time in the life of the Strategic Plan.  

Therefore, the main questions asked in evaluation are “Have we 
achieved our objectives?” “If not, why not?” and “What impact 
is the program having?”  The answers to these questions shed 
light on how the program can be improved, which is reflected in 
future strategic planning and program design. Understanding what 
works and ensuring that the lessons learned are integrated into the 
subsequent planning and implementation stages of the program 
cycle enhances program efficiency and effectiveness20. Further, 
understanding the impact of a program assesses the lasting or 
significant changes– positive or negative, intended or not – in animal 
health and wellbeing and in people’s lives brought about by the 
program. 

However, comprehensively evaluating all program components, 
objectives and impacts each year is beyond the human and 
financial resources of the EARC Animal Management Program. 
From the many kinds of evaluation available, the most practical 
and beneficial adaptations for the Animal Management Program 
comprise an Annual Management Review alongside ‘thematic 
evaluation’, and an impact assessment conducted every three years 
and aligned with the Strategic Plan.

Thematic evaluations focus on assessing one area or ‘theme’ from 
which lessons learned may also apply to other areas throughout the 
program cycle.  The theme can be based on: 

a.  a strategy – such as community participation, capacity 
development, advocacy; 

b.  a priority issue – such as staff retention, partnerships, or a 
management issue; 

c. a program objective or area.21

For example, if the selected theme is community participation, 
the evaluation will shed light on the effectiveness and relevance of 
community participation at different stages throughout the program 
cycle as articulated in the Program Design. Thematic evaluations 
will be informed by regular monitoring (documented community, 
program recipient and other stakeholder feed-back, comments 
and observations etc.) The monitoring tools used, their frequency 

20 UNICEF, 2007, Programme Policy and Procedure Manual: Programme Operations, accessed June 2015. Available from: http://www.
unicef.org/tdad/unicefpppmanualfeb07.pdf
21 Ibid
22 Adapted from Organisation for Economic Co-operation and Development, 2015, DAC Criteria for Evaluating Development Assistance, 
accessed 2015.  Available from: http://www.oecd.org/dac/evaluation/daccriteriaforevaluatingdevelopmentassistance.htm

and related indicators are also outlined in the Program Design. 
Monitoring findings (data and information) are collated and analysed 
at the end of the year at the same time as the Annual Management 
Review. If resources allow, the evaluation might also involve a 
workshop of relevant stakeholders to assess the ‘theme’. The 
thematic evaluation then informs the Annual Management Review 
and the triennial impact assessment.  

Evaluation uses information gathered during regular monitoring, 
but may need other information as well. It often uses ‘baseline 
information’: information collected at the beginning of the program 
cycle, against which progress can be measured. Different sources 
and methods need to be used to increase the objectivity and 
inclusivity of the evaluation.  

Evaluation aims to systematically determine the effectiveness, 
efficiency, relevance, sustainability and impact of the program, 
strategy or program component. These are the five key criteria 
used to guide the evaluation. If the objectives and indicators stated 
in the Strategic Plan and the Program Design correlate with the 
evaluation criteria, they will be more likely to be valid and applicable 
and evaluation will be conducted more logically and readily. For any 
evaluation, the criteria are converted into specific questions and it 
is necessary to verify that the answers will measure effectiveness, 
relevance etc. The questions included below are the generic 
formulation. 

Evaluation criteria22:

1. Effectiveness 

a. Effectiveness measures achievement, partial achievement 
and non-achievement of objectives which have been 
formed to meet specific needs. 

b. Indicator: Degree of achievement.
c.  How: Survey, statistics, reports and records – all compared 

to the baseline established at the beginning of the program.
d.  Is the program/strategy/activity achieving satisfactory 

results in relation to stated objectives?

2. Efficiency

a.  measures how effectively resources are utilised for program 
activities.

b.  Indicators: Objectives are achieved within planned resource 
limits, that is, time, material, financial and human resources.

c.  How: Compare input and output.
d.  Does the program use the resources in the most 

economical manner to achieve its objectives?

3. Relevance

a. Evaluates both the processes through which results are 
achieved and the results themselves, be they intended or 
unintended.

b. Indicators: Acceptable to the community; affordable by 
the community and the Animal Management Program; an 
answer to the need; realistic and adaptable.
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c. How: Community discussion; questionnaire; experience of 
community and the Animal Management Program.

d. What is the value of the program (or project, component 
or service) in relation to other primary stakeholders’ needs, 
and EARC and Animal Management Program priorities? 

4. Sustainability

a.  Assesses whether or not the community owns the 
achievement enough to make it last.

b.  Indicators: Community taking responsibility and using 
initiative; community commitment to education, training 
and knowledge exchange; changing attitudes; changed 
behaviours; statistics.

c.  How: Community discussion; questionnaire; observation; 
monitoring of community initiatives. 

d.  How do the results affect the rights and responsibilities of 
individuals, communities and organisations? 

5. Impact

a.  This is the direct and indirect change brought about by the 
objective and its corresponding activities.

b.  Indicator: Expected change compared to the measurable 
change observed at the point of evaluation.

c.  How: Interview, observation, statistics.
d.  What are the results of the program - intended and 

unintended, positive and negative - including the social, 
economic and environmental effects? Are program activities 
and their impact likely to continue when external support 
is withdrawn? Will the program or strategy be more widely 
replicated or adapted? 

 Policy 

The EARC Animal Management Program engages in two types of 
evaluation:

1. annual evaluation comprising a program management review and 
thematic evaluation which informs program design and program 
cycle management; 

2. impact assessment which is undertaken every three years and 
informs strategic planning. 

Evaluation focuses on the analysis of reliable data, on information 
and feedback from program recipients and communities, and on 
evaluation by Animal Management Program personnel working 
to deliver the program to communities. The Program also seeks 
evaluation and feedback from other stakeholders including external 
funding bodies if applicable and local and national organisations 
and agencies. 
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Annual Management Review                                                                                                                                           
         

Purpose

The purpose of the Annual Management Review is to: 

a.  assess the achievement of the program’s annual priorities; 
b.  assess the effectiveness of management systems in 

keeping financial and human resources focused on the 
expected key results; 

c.  draw lessons and suggest improvements for inclusion in the 
following year’s Animal Management Program; 

d.  provide key inputs on the program’s performance for the 
EARC Annual Report. 

Procedure

1. The Annual Management Review is carried out at the end of the 
year.

2. The Review has full participation of all program staff including 
Animal Management Supervisors and Animal Management 
Workers and may take the form of a retreat. 

3. Staff members review:

a. progress and overall performance against the planned 
results and indicators described in the Program Design;

b. the Program Cycle Management stages and components; 
c. the adequacy of the management structure, management 

systems and management tools, including operational and 
work plans, reporting, and accountabilities.

4. Key issues for consideration in the review include: 

a.  the level of support in pursuing key program results from 

i. EARC senior management; 
ii. the Program Manager and Animal Management 

Supervisors; 
b.  the degree to which financial resources and staff time were 

used in support of the planned results; 
c.  the effectiveness of staff working with colleagues from 

partner organisations;
d.  the effectiveness of new partnerships in achieving key 

results; 
e.  the degree to which reporting was on time and of adequate 

quality; 
f.  how much training/learning occurred, what benefits 

accrued from the training and what further staff training is 
required to support key program results;

g.  how well the team functioned in support of key results; 
h.  whether or not major staff welfare issues were properly 

addressed and managed;
i.  any needed changes to policies and procedures.

5. Needed improvements in management systems and Program 
Cycle Management are recorded and inform the following year’s 
planning. 
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Thematic Evaluation

Procedure 

1. Thematic evaluations:

a. are led by the Program Manager and conducted by all 
Animal Management Program personnel;

b. are held at the same time as the Annual Management 
Review;

c. take the form of 

i. a workshop with all staff or;
ii. separate groups focusing on different sets of data and 

information which regroup later to analyse collectively;
d. collate and analyse data and information collected 

throughout the year; 
e. consult Indigenous EARC Councillors, community leaders 

and/or elders.

2. The ‘theme’ - a single key area or program objective for evaluation 
- is selected during the Program Design stage and is stated in the 
design document along with:

a. the proposed indicators for measuring the achievement of 
the objective and;

b. the means of verifying the indicators, which may include: 

i. statistics;
ii. monitoring reports; 
iii. evaluation reports; 
iv. progress reports;
v. external reviews; 
vi. focus group discussions with program recipients and/or 

other community members; 
vii. Semi-structured Interviews with community members;
viii. documented community feedback;
ix. informal review and assessment;
x. working knowledge of the program.

3. The theme is discussed with Indigenous EARC Councilors and/or 
community elders and leaders:

a. Prior to the discussions, a set of questions around the 
theme is formulated based on the evaluation criteria (see: 
Evaluation Policy Statement);

b. Interviewees’ comments are recorded.

4. At least once within a three year period, the Animal Management 
team selects as the ‘theme’ a major program component, for 
example, veterinary services or community education. These 
component evaluations involve:

a. more extensive consultation with recipient community 
populations;

b. participation of key stakeholders – local program partners 
and, if feasible, national or other partners, external funding 
bodies and other agencies; 

c. the Program Manager as facilitator, however, if affordable, 
engagement of an external evaluator as facilitator of the 
evaluation process. 

5. The Animal Management Program team collates information and 

data from sources collected throughout the year (see: Monitoring 
Program Implementation Policy) and other relevant sources.

6. The team reviews the selected objective and its indicators against 
the actual results achieved using:

a. the originally stated means of verification for each indicator 
(statistics, monitoring reports, interviews etc.);

b. additional relevant observations from staff members. 

7. The team;

a. analyzes the findings of the evaluation process using the 
evaluation criteria (was it effective, relevant, sustainable 
etc.?). 

b. analyzes what went well and why and what did not go well 
and why, etc.; 

c. investigates the change in situation - short term impact 
- brought on by the achievement (or partial or non-
achievement) of the selected objective.

8. The team conducts a lessons learnt exercise:

a. analyses successes as well as failures and difficulties 
encountered and the ways these might be addressed. 
Lessons can also be drawn from the experience of other 
agencies23;

b. draws on findings from progress reports and other means 
of verifying the ‘lesson’, for example, an external review 
(see: External Review Policy), a study, a survey, a series of 
consultations etc.;

c. identifies no more than four validated key lessons or good 
practices;

d. outlines the contributions that have been made by other 
partners;

e.  identifies the necessary steps to rectify flagged issues for 
example, the need for more training of program staff in 
preparation for future implementation; 

f.  documents lessons learnt for future reference.

9. The Program Manager writes an evaluation report combining 
findings from:

a. The Annual Management Review;
b. The thematic evaluation.

10. The evaluation report includes:

a. Findings - factual statements that include description and 
measurement - including key results.  A ‘key result’ is:

i. an important outcome, produced by the Animal 
Management Program that contributes to the sustained 
realisation of animal health and wellbeing; 

ii. stated specifically and quantified wherever possible, 
including, for example, estimates of the numbers of 
community members benefiting and/or changes to 
service delivery levels;

iii. related to the main expected outputs and outcomes of 
the original Program Design. 

b.  Conclusions - corresponding to the synthesis and analysis 
of findings;

23 UNICEF, 2007, Programme Policy and Procedure Manual: Programme Operations, accessed June 2015. Available from: http://www.
unicef.org/tdad/unicefpppmanualfeb07.pdf 
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c. Recommendations - what should be done, in the future and 
in a specific situation;

d. Lessons learned - corresponding to conclusions that can 
be applied more widely, including in other specific contexts 
and throughout the program cycle.

11. The Program Manager sends the report to:

a. the Director, Technical Services for feed-back and 
verification;

b. key stakeholders including program partners and EARC 
Councilors;

c. relevant local organisations and agencies for dissemination 
and discussion including local media outlets.

12. The Program Manager is responsible for:

a. assessing the implications of the entire evaluation report 
with the Director, Technical Services;

b. discussing with the Director the evaluation’s 
recommendations which may be rejected or changed for 
many valid reasons, for example, funding restrictions; 

c. recording follow-up actions;
d. implementing agreed follow-up actions;
e. feeding lessons learned into forthcoming program design, 

and evaluation findings into impact evaluation. 

13. The Animal Management Supervisors and Workers are responsible 
for informing the communities of key findings from the evaluation, 
including major program outcomes (with reference to data 
collected etc.) This may occur through, for instance:

a.  interviews with Animal Management Workers on local radio;
b.  interaction with program recipients and other community 

members in the course of daily work routines;
c.  meetings with Local Authorities.

Related Policies

Program Design Policy

Annual Management Review Policy

Monitoring Program Implementation Policy

External Review Policy
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External Review

Procedure

1. External agencies may employ an external agent to provide an 
independent and objective assessment of the program, or a 
project or program component for which they have provided 
funding.

2. Preparation of an external review is specified in the Animal 
Management Program’s contract with the funding agent and in 
the program design and operational plan for the year in which the 
review is being held.

3. A major review conducted before completion of the project should 
only be necessary when:

a. scheduled to move from a pilot phase to full 
implementation, for large, complex and long duration or 
multi-phase projects;

b.  indicated by significant problems. These may be identified 
through monitoring or where external circumstances have 
altered and a change in design may be desirable. The build 
up to such problems should be flagged in progress reports.

4. Reviews provide advice to the Animal Management Program 
and the funding body on ways to improve program/project 
efficiency, effectiveness, relevance, impact and sustainability for the 
remainder of the implementation period, and beyond.

5. External evaluators are engaged for: 

a.  program component evaluations where there are available 
adequate resources (see: Thematic Evaluation Policy); 

b.  the triennial Impact Assessment as specified and scheduled 
in the Strategic Plan (see: Impact Assessment Policy) and 
in the program design and operational plan for the year in 
which the impact assessment is being held.   

Related policies

Thematic Evaluation Policy

Impact Assessment Policy
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24  Roche, C., 1999, Impact Assessment for Development Agencies: Learning to Value Change, Oxfam, p.21, accessed June 2015. Available 
from: http://www.academia.edu/6790281/Impact_Assessment_for_Development_Agencies_Learning_to_Value_Change

Impact Assessment

Policy Statement

“Impact assessment is the systematic analysis of the lasting 
or significant changes – positive or negative, intended or not 
– in people’s lives brought about by a given action or series of 
actions”.24  No program component or initiative should be planned 
or undertaken without first reviewing the lessons of past experience. 
The main aim of impact assessment is to generate and distribute 
the lessons that can be learned from the program cycle experience 
to Animal Management Program planners and policy makers. 

Impact assessment can be carried out much more readily if 
monitoring activities have been conducted systematically and 
the information documented. It is easier to assess the impact 
of a program or program component if baseline data has been 
established, clear objectives have been set and corresponding 
performance indicators have been properly monitored. This means 
that impact assessment is an activity that must be done throughout 
the program cycle. What changes is the nature of the exercise. 
In the planning stages it is anticipatory or prospective. In the 
implementation stage, it checks what consequences a program 
(or program component) is currently having. After completion, 
the emphasis is on examining what effects the program has had. 
Figure 3 details the typical form of various elements of the impact 
assessment process at specific stages of the program cycle.

Related Policies

Stage 1b: Preparation and Design 

Program Design Policy

Stage 2b: Implementation

Work Plans Policy

Meetings Policy

Community Participation in Program Implementation Policy 

Stage 2c: Monitoring

Monitoring Program Implementation Policy

Reporting Policy
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Figure 3: Key Elements of Impact Assessment at 
Specific Stages of the Program Cycle 
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Post Program Cycle Impact Assessment

Procedure

1. Post program cycle impact assessment is conducted either:

a. by an external evaluation consultant or team with no 
prior involvement in the design and implementation of the 
program or;

b. by the Animal Management Program team with an external 
facilitator or;

c. through joint assessment with the Animal Management 
Program team (or a limited number of staff members) and a 
consultancy team appointed by an external funding agency.

2. The impact assessment team evaluates:

a. the achievement of sustainable outcomes against the 
objectives identified during the Strategic Plan;

b. the impact of the program on the program recipients and 
communities designated in the program design;

c. the impact of the program on:

i. animal health and wellbeing;
ii. community health and wellbeing;
iii. human health. 

3. If the assessment involves external consultants the assessment 

should be specified and costed in the Strategic Plan and Program 
Design and if applicable the funding contract.

4. If the assessment is conducted by an external facilitator and the 
Animal Management Program team, the facilitator:

a. conducts a follow up survey and assesses results against 
baseline data;

b. uses monitoring information and data collected over the 
three years leading to the impact evaluation (see: Impact 
Assessment Policy Statement) and the follow up survey, to 
evaluate assessment components;

c. writes the Impact Assessment Report; 
d. submits the Impact Assessment Report to the Program 

Manager and the Director, Technical Services. 

5. The impact assessment is used to inform:

a. strategic planning;
b. future program planning and implementation.

6. The Program Manager has responsibility for implementing 
recommendations and integrating lessons learnt from the impact 
assessment into future program design and program cycle 
management. 
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Appendix 1: Strategic Plan Template

The Strategic Plan is a very concise and short document (maximum 
of two pages for the first section, i.e. from ‘Vision’ to ‘Key 
Objectives’ and maximum 3 pages for the tables) 

Vision 

A simple statement of what you want to see as the eventual 
impacts of the program, for example:

East Arnhem region community members are responsible for 
the health and wellbeing of their animals, empathising with their 
sentiency, meeting their individual health needs and incorporating 
them as part of the family.  

Purpose

The program’s purpose is to improve community animal health 
and wellbeing, with a focus on companion animals, leading to 
improvement in the health and wellbeing of whole communities. 

Guiding Principals

For example:

•	 Accountability

•	 Community participation

•	 Respecting local knowledge and diversity

•	 Cross-cultural learning

Relationship to EARC’s Strategic Business Plan

Brief explanation of the strategic role of the Program in the EARC’s 
wider agenda for community development

East Arnhem Regional Council Animal Management Program
STRATEGIC PLAN

Services provided by the Animal Management Program

(list them)

Opportunities

Any situation/s presenting opportunities for program enhancement, 
for example, opportunity to develop partnerships with local 
Indigenous organisations to promote ‘one health’ messages.  
Opportunities need to be addressed when developing strategies. 

Key challenges

What are the key challenges in the operating environment, e.g. 
high costs of travel between communities, language barriers, 
staff retention etc.? These are important to keep in mind when 
developing strategies and need to be addressed where possible. 

Key Objectives 

Key objectives need to be SMART - Specific, Measurable, 
Achievable, Relevant and Time-bound - List them (preferably no 
more than four), for example:

1. Dog populations are stabilized in nine communities (check by 
asking if it is SMART?)

2. Improvement in companion animal health and wellbeing  

3. Animal abuse is reduced across the region

4. etc.

Strategies
Performance 

Measures

Targets and Time Frame Resources
(Estimates)End June 2016 June 2017 June 2018

1.1 Develop cyclic de-
sexing schedule

Schedule developed August 2015

1.2 Conduct de-
sexing programs in all 
communities

% dogs de-sexed 40% by June 60% by June 90% by June Cost over 3 yrs

1.3 Attract volunteer 
vets  

No. of volunteer vets 
engaged

1 2 2

1.4 etc.

Key Objective One: Dog populations are stabilised in nine communities

Strategies, Performance Measures, Targets and Resources Table

List the strategies, performance measures etc. needed to achieve each objective, for example:



91

EARC Program Management Policies and Procedures Manual

Strategies
Performance 

Measures

Targets and Time Frame Resources
(Estimates)End June 2016 June 2017 June 2018

2.1 Develop 
community education 
resources for 9 
communities

Number of 
communities with 
resources

3 6 9 $

2.2 Promote BAFTYD 
in 9 schools

Number of schools 
implementing 
BAFTYD

6 8 9 $

2.3 Develop 
partnerships with 
health organisations

Number 
partnerships 
developed

1 1 1 $

2.4 etc.

Key Objective 2: Improvement in companion animal health and wellbeing

Risks

List the key risks facing the program and accompany them with mitigating strategies, for example: 

Review of the Strategic Plan

For example, ‘the Strategic Plan 2016-2018 will be reviewed 
annually as part of the Annual Management Review’

Program Evaluation

Outline type of, and arrangements for program evaluation over the 
three years of the Plan, for example:

Year 1: Thematic Evaluation conducted internally. Theme: e.g. 
Have Animal Management Workers increased their capacity to work 
independently?

Year 2: Component Evaluation conducted internally. Program 
component – e.g. Veterinary services

Year 3: Impact Assessment conducted by external agent. Could be 
whole or part of program. For example, have community attitudes 
changed to responsible pet ownership?

Risk Mitigating Strategies

Reduction in funding base develop stronger relationships with Local Authorities

seek alternative sources of funding etc. 

etc.
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Appendix 2: Program Design Template

Issues

List the key issues needing to be addressed across the region 
(based on needs analysis conducted previously), for example:

•	 high parasite burden in communities a, b and c;
•	 animal abuse amongst young people, particularly in x, y, and 

z communities;
•	 low retention rate of Animal Management Workers across the 

region;
•	 etc.

Program Partners

Partners engaged and a brief description of their role.

Monitoring Requirements

For all kinds of data collected specify: nature of data and who will 
collect/document.

All data is fed into a central database managed by the Program 
Manager.

Quantitative Data Collection

•	 Including but not limited to:

•	 nature and quantity of all veterinary services conducted – fed into 
central database; 

•	 animal health and welfare data collected by AMWs on home visits 
– collected via IPad application and fed to central database;

•	 nature and quantity of community resources and initiatives.

Qualitative data

Including:

•	 feedback from monitoring visits by senior staff – specify who, 
frequency, time and locations;

•	 feedback from clients  -  documented and fed to central data 
base; 

•	 feedback from community members – documented;  

•	 feedback from community focus groups (formed where 
possible for the Needs Assessment, Program Design and 
Annual Management Review workshops) – documented; 

•	 Mid-year Progress Report – prepared by the Program 
Manager.

East Arnhem Regional Council Animal Management Program
PROGRAM DESIGN

Program Component, Key Activities, Geographic Coverage, Results

For example:

Program component Key activities Geographic coverage

Results (aligned with 
Performance Measures in 

Strategic Plan and address issues 
arising from needs analysis)

Veterinary services De-sexing All communities 40% de-sexed

Parasite control All communities Parasite burden lowered by x% in 
communities a, b and c

Treating injuries All communities Injuries due to animal abuse 
reduced by 5%

Employment of AMWs Supervision All communities Retention rates increased by 60%

Training For AMWs in x, y and z 
communities

Community education Development of resources All communities Increased sales of pet food 
through stores
Reduction in injuries from dog 
bites

Etc.

Other initiatives

Research project Collection of data Communities, x and y Data to support ‘one health’ 
outcomes

Etc.



93

EARC Program Management Policies and Procedures Manual

Appendix 3: Operational Plan Template

East Arnhem Regional Council Animal Management Program

OPERATIONAL PLAN

Key Objective One (same as Strategic Plan): e.g. reduce the incidence of animal abuse across the region

(by 60% over three years)

Strategies (from 
Strategic Plan)

Actions (aligned with 
Program Design Key 

Actions) 

By 
When

Person/s 
Responsible

Dependencies Resources

Performance 
Measures 

(consistent 
with P.Design 

Results)

Done 

1.1 Consultations 
with young 
people (re 
animal abuse 
and possible 
solutions) 

consultations in 3 
communities (at least 10 
young people in each 
community) – 
•	 Specify how
•	 Design framework for 

engagement
•	 Work with partner 

x to engage 
participants etc. 

(other people 
or actions 
needed to 
carry out tasks, 
e.g., partners, 
IPad App. data 
linked to central 
database etc) 

5% reduction 
in animal 
abuse

(If targets not 
met, note 
reasons)

(tick)

1.2 engage elders 
to work with 
young people

workshops in x & y 
communities:
•	 Specify actions 

needed 
•	 Secure safe venues 

etc. 

transportation
catering 

50 young 
people 
engaged

1.3 promote 
implementation 
of education 
resources in 
schools

work with schools in 9 
communities to implement 
BAFTYD resource: (specify 
how:)
•	 etc.

BAFTYD 
education 
package

9 schools 
implementing 
resource

Key Objective Two (from Strategic Plan)

Strategies Actions
By 

When
 Responsible Dependencies Resources

Perf. 
Measures

Done

2.1 etc
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Appendix 4: Work Plan Template

East Arnhem Regional Council  Animal Management Program

WORK PLAN

Name:                                               Office:                                           Week commencing:    /    /  

Day Activity Where Dependencies Resources 
needed

Targets
(aligned with 

Operational Plan)
Done Comments

Monday

1. Team 
teleconference 
9.00 am

2. Get bread from 
shop

3. Prepare 
Ivermectin 
sandwiches 

4. Treatment for 
south camp dogs

Angurugu (other people 
or actions 
needed to 
carry out 
tasks)

car, 
bread
Ivermectin 

e.g. 20 dogs 
treated (in 
pursuit of 
the yearly - 
Operational 
Plan -  target 
of 190 dogs)

(tick) Jimmy Tweddle 
said he needed 
help with his 
cat.
See Sacha 
about the car.
Couldn’t do 20 
– some went 
bush.

Tuesday

1. Ivermectin for 
north camp dogs

2. 
3. 
4.  etc.

Angurugu Geoff & Molly Car,
Ivermectin

10 dogs Maisy Foster  
-“don’t want to 
give that stuff 
to my dog – 
made it sick”

Wednesday

1. Training with 
Emma & Sacha

Umbakumba Geoff, Molly 
and Steve

Etc. Etc.

Thursday

Friday

Sat/Sun
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