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PREFACE

This report is the second in a series on the use of ADP in the
public sector. The first dealt with the acquisition of large~
scale systems in the Public Service. *? In it we pointed out the
high cost that can result - and has frequently resulted - from
unduly prolonging the procurement process. We also drew attention
to the fact that the present method of tendering often does not
result in suppliers offering their best solutions to a
department's data processing problem. We made a number of
recommendations to improve these and other aspects of the
overall acguisition process,

The present report is essentially a case study of the origin,
acquisition and development of one major Public Sexvice system ~

MANDATA.

Many of the principles discussed in the previous report,
particularly, those relating to the importance of senior
management involvement, are well illustrated in MANDATA’s
development and are dealt with in more detail in this report.

The third report in this series will cover efficiency and
effectiveness of installed systems, with particular attention to
methods of setting objectives and measuring and controlling
system performance and effectiveness.

The Committee wishes to acknowledge the outstanding contribution
of its technical adviser, Mr Peter Macgregor of P.K. Macgregor
and Associates, and the Secretary and Staff to the Committee in
the preparation of this report.

For and on behalf of the Committee.

M.J. Talberg, David M. Connolly., M,P,
Secretary, Chairman

Joint Committee of Public Accounts,
Parliament House,
CANBERRA

25 September 1979

39, Joint Committee of Public Accounts 174th Report, Use of ADP
An the Commonwealih Public Sector - Acquisition of Systems
in the Public Serviee, C 1978, Parli y Paper
No. 341/1578,
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CHAPTER 1
INTRODUCTION

1.1 MANDATA is a computer~based personnel and establishment system
being developed by the Commonwealth Public Service Board (called
"the Board" in this report) to assist in administration of
personnel covered by the Public Service Act and some other
statutes.

1.2 1In its 1971 Annual Report, the Board described MANDATA as:

... centralised Service~wide computer based personnel and
establishment system with direct links to the payroll and
superannuation systems, that would provide a response to
enquiries as effective as existing systems while providing
a superior management information system,

1.3 fThe proposed system is large and complex: to May 1979 it had
cost approximately $19 million. Because the project is still in
the development stage, benefits up until now have been small, By
1986/87 MANDATA will have cost more than $45 million for equipment,
development and operation. Over the same period the Board expects
that the Public Service will have achieved savings due to MANDATA
of over $64 million in reduced clerical costs and other direct
savings, and at least $35 million more through improved manpower
resource management,*

1.4 Numerous cost/benefit estimates have been made for MANDATA -
initially to help decide whether to undertake the project, and
later to assess whether it should be completed. In all of these,
including the review by this Committee, costs have been taken as
those of the equipment and software, the personnel, and the
services and supplies that will be needed to develop and operate
the system. Benefits have been assessed as the cost reductions
that will result from the targeted 'staff savings' due to
MANDATA by 1982/83.

* Estimates®! 52 pased on direct salaries, not including
overheads expressed in June 1977 gdollars. June 1977 has
been selected as the common time base to allow comparison
of estimates made at different times, See Chapter 4 for
detalls.

51. Secretary, Public Service Board, letter to the Secretary,
Joint Committee of Public Accounts, 25 June 1979,

§2. Secvetary, Public Sexvice Boaxd, letter to the Secretary,
Joint Committee of Public Accounts, 18 July 1979.



1.5 1In the estimates presented to us, the Public Service Board
has not taken into account the costs or savings that exist in the
sphere of efficiency and productivity of the service. If the
estimated staff reductions which were used to justify the project
are actually made, there will probably be a significant impact on
unemployment. On the other hand if the staff reductions are not
made but instead people are redeployed within the Service, the
then 'benefit' of MANDATA is not a reduction in the cost but an
increase in the capacity of the Public Service.

1.6 The options open therefore lie between the extremes of
reducing the size of the Public Service, with savings of the order
of §100 million by 1986/87 or redeploying the staff within the
Service and foregoing the monetary saving. The Committee is
concerned that the Public Service Board has not fully faced the
prospective changes to the workforce that may result from
technological change. The Government should formulate guidance

for the Public Service Board on acceptable objectives and Parlia-
ment should be informed of these.

1.7 MANDATA is an example of a situation which will become
increasingly common in an era of high technology; uncertainty
as to the responsibilities of non~technical policy makers (in
this case the Commissioners of the Public Service Board and the
heads of user departments) in initiating and directing complex
technical projects.

1.8 The MANDATA project has run a bumpy course. It has been the
subject of review by the Government, critical comment by the
Auditor-General, criticism in Parliament by this Committee, and
adverse Press comment. The question therefore arises as to
whether development of MANDATA should continue. In 1977

P.A. Consulting Services Pty Ltd said:

We consider that the program as planned and estimated

Js 8 a ble i tment, with sound objectives.
On the basis that it will be well managed, and that strong
commitment at high levels in the Public Service is obtained
and maintained, then the program should proceed."

1.9 With the qualification that project objectives require better
definition and the additional proviso that the recommendations

og thisireport are implemented, the Committee agrees with the
above view.

1.10 However, the Committee is of the opinion that the project for
much of its life has been poorly planned and directed and that
some aspects of its management are still very unsatisfactory.

This is of particular concern because, while thé Board believes
that it has a charter to co-ordinate and control ADP development
within the Service, it has demonstrated less than adequate compet=-
ence in planning and managing its own major ADP Project.

4. P.A, Consulting Services Pty Ltd, Review of NANDATA,
June/July 1977.

1.11 Any consideration that is given in future to extending the
powers or responsibilities of the Board for ADP co-ordination
should take into account the Board's handling of MANDATA. Until
the Board conclusively demonstrates a greatly improved capacity

to manage ADP development we believe it would be unwise to extend
its power to control other departments' proijects. The Board should
instead concentrate on completing the MANDATA project in an effic-
ient and effective manner and on improving its ability to assist
departments who need help in ADP development.

REASONS FOR INVESTIGATING MANDATA
1.12 The terms of reference of the Committee's ADP inquiry are:

1. To investigate computing matters raised by the
Auditor~General in his Report for the year ending
30 June 1976, and earlier reports.

2. In relation to computing in the Commonwealth Public
sector:

{a) Inquire into the procedures adopted to identify
needs for computing equipment.

{b) Inquire into the procedures in use to procure
computing equipment.

(c) Ascertain in selected cases the utilization and
effectiveness of installed computing equipment.,

1.13 An investigation of MANDATA 1s relevant to the Committee's
purpose on at least three counts:

1. Aspects of MANDATA have received unfavourable comments
by the Auditor-General in his reports for 1975/76,
1976/77 and. 1977/78.

2. The project has experienced delays, cost increases,
changes in development strategy, and changes in
product specification. The Committee wished to
ascertain whether these were due to mismanagement
and whether they represented a significant waste of
public funds.

3. In pursuing Part 2 of the terms of reference of its
ADP inquiry the Committee was interested in several
aspects of the development of large Government
computer systems in general. MANDATA provided a
convenient case-~study on which to base an examination
of the following questions:

a) Did the concept of the project arise from a
genuine uger need, or was it principally a
technical development which then sought users?



b) Were managers of user departments involved
sufficiently at all stagee?

c) Yas the Public Service Board management
sufficiently involved at all stages?

ay ¥hat contribution was made by the Inter-~
depaxtmental Committee on ADP?

e) Has the development of the system been
effectively managed?

£) How confident can we be that MANDATA will
meet its original goals?

1,14 This is not a technical review of the proposed systems. It is
an analysis, from a general management viewpoint, of evidence
obtained at and as a result of public and in-camera hearings and
from written responses to gquestions. Consequently it cannot
achieve the level of detail of recommendations that would result
fzo?fan on-site system review by the Committee's specialist

staff,

1.15 Although this report is far from being an exhaustive analysis
of MANDATA, we believe the topics covered to be significant.
Further important questions can only be answered after the project
has progressed. The Committee therefore intends to review progress
geriogécilly until the project is complete, which is scheduled

or m 1981.

1.16 The Committee had considerable difficulty and experienced
inordinate delays in obtaining appropriate documentation about
MANDATA from the Public Service Board. We were given stock
explanations for non~production - the material requested:
(i) was used in the preparation of Cabinet documents,
(ii)

(ii1)

were Cabinet documents,

were used in the preparation of interdepartmental
reports, or

(iv}
1.17 The Committee is strongly of the view that witnesses should

not be able to use the screen of alleging privilege status for
these documents to escape scrutiny.

were such reports.

1.18 The Westminster concept of ninisterial responsibility
evolved at a time when government operations were much more
simple and it was possible for a diligent minister to comprehend
the full range of activities of his department and take full
responsibility. The vast jncreases in complexity, sophistication
and the increase in the volume of work in the last decades. have
put the Westminster tradition under severe stress.

1.19 This makes the need for scrutiny by parliamentary bodies such
as the Public Accounts Committee even more important and reduces
the justification for failure to provide relevant information
under the excuse of privilege where documents relating to Cabinet
submissions or other interdepartmental activities are denied.

We do not accept that a general embargo should be placed on the
access to all material needed in the preparation of Cabinet
submissions. An extension of this principle would make the work

of this Committee ~ or even the Parliament ~ impossible.

Avoidable Costs

8 possible with hindsight to point to errors
éﬁighngiiﬁléthigeagggg ascided even in well-managed computer
projects, the Committee considers that significant costs have
oceurred on MANDATA which should not have occurred if system
development had been planned and managed in accoxdance with the
best current practice.

1,21 Cost increases relevant to estimates have resulted from,
among other things:

. Delays in reaching project milestones due to lack
of rZsources and the inefficlent application of
those resources,

. Premature acquisition of data-concentrator-units
and minicomputer units.

. Unproductive site planning effort.
. Unproductive system development effort.

. actors account for several million dollars in direct
§n§21§2i52c£ costs, of which a minimum level of unnecessary costs
of $1,2 million can be identified resulting from premature
acquisition of minicomputers and data-concentratox-units, and
unproductive site-planning effort, (See Pp 61-70 and 82-87).



CHAPTER 2
SUMMARY OF ISSUES AND RECOMMENDATIONS

A BRIEF DESCRIPTION OF MANDATA

Puxpose

2,1 MANDATA is a computer-based system to aid in personnel and
establishment administration.* The Public Service Boara
stated that its purpose is to:

a)  increase the efficiency of administration of
personnel and establishments within all departments
of the Service by automating the routine record-
keeping activities and the bulk of non~discretionary
rules associated with these administrative areas;

b)  improve manpower planning and management within the
Public Service by providing a wide range of management
statistics and other information about staff,
organization, procedures, Government programs,
conditions and salaries;

¢)  provide improved service to Public Service staff by
putting changes in pay and allowances into effect
more promptly.

2.2 MANDATA is intended to result in:

a) a significant reduction in the staff of personnel/
establishment units, with consequent cost savings;

b) more consistent application of Public Service rules;

* Additional details of the origin and development of MANDATA
will be found in Chapter 2 and in Appendix 3.

4¢ P.A. Consulting Services Pty Ltd., Review of MANDATA,
June/July 1977.

13. Public Service Board, Inquiny - The MANDATA Project,
submission to the Joint Committee of Public Accounts, July 1977.

¢) grester accuracy of salary and superannuation payments
to staff;

d) increased privacy of personnel records from unauthorised
access;

e) an overall reduction in Public Service staff through
the more efficient use of human resources, with
consequent cost savings.?”?

How MANDATA will be Used

2.3 Records containing personal, salary, and Service history
details of Public Service staff are stored on magnetic media on

a large-scale central computer in Canberra, operated by the Boarxd.
When the system has been fully implemented, it will contain such
recoxds for over 150,000 staff, In addition to personal details,
the system will store records of Public Service positions and
organization structure,

2.4 Recorded information will be accessible for viewing by
authorised officers. Managers will be able to view details of
individual staff, positions or organisations, and in addition will
receive reports ~ some regularly and others on demand - to assist
them in the administration of personnel and establishments

within their departments. Authorised officers will be able, on
request, to obtain a wide range of statistics and forecasted
trends about personnel and positions.

2.5 According to the Board, comprehensive privacy procedures will
ensure that only authorised officers can initiate inquiry or
update transactions, and access by these officerxs will be
regtricted to parts of the data which they have legitimate 'need
to know' or right to update.

2.6 Extensive sets of computer programs will carry out the
calculation of leave entitlement and gross pay and allowances.
Such programs must of course embody the complex rules governing
the administration of personnel and compensation within the
Service,

2.7 buring 1980 steps will be taken to provide automatic data
interchange with the Department of Finance payroll and the
Australian Government Retirement Benefits Office., Gross pay
details will be transmitted from the MANDAYA computer to the
Department of Finance computer to permit the calculations of
salary entitlements.

2,8 The above functions of the system fall into four major cate-
categories:

2. Public Service Board, NANDATA - Repont on the Feaslbility
and Economics of Edtablishing a Comprehensive Computer~
based Personned and Esiabfishment System, November 1971.

3, Public Service Board, The MANDATA Project, Supplementary
Submission to the Joint Committee of Public Accounts,
Papars Nos., 1-16.



a} the storage and maintenance of records of
personnel and establishments;

b) the provision of an information service to
management;

c) the calculation of entitlements to leave and
compensation;

d) the linkage of the personnel and establishment
system with the Department of Finance payroll
system,

2,9 It is anticipated that the use of a computer system rather than

manual methods to perform these functions will result in the
following advantages:

a) The huge task of maintaining Public Service personnel
and establishment records can be performed more
accurately and at less cost by computer than by
clerical staff using manual methods.

b) Information which is held in records on the computer -
or which can be derived from such records by
calculation ~ will be available quickly to Public
Service managers to assist them in personnel management
tasks. Manual procedures for delivering this kind of
information to management are less accurate, slower and
more costly than computer methods,

c) The complex calculations of leave entitlement and
gross pay and allowances, which with past manual
methods have been prone to error and the inconsistent
application of Public Service rules, will be carried
out more quickly, more accurately, more consistently
and at less cost than with manual methods.

PRINCIPAL ISSUES INVESTIGATED
2,10 The study of MANDATA covered three major areas:

. Matters raised in reports by the Auditor-General.
Costs and benefits.
. Public Service management,

2.11 The Committee examined the aspects of MANDATA raised by the
Auditor~General in his reports for 1975/76, 1976/77 and 1977/78.
These matters are symptoms of more fundamental problems arising

from the way MANDATA has been managed since it was conceived some

ten years ago, The main part of this report therefore deals

with the lessons which can be learned from MANDATA about managing
large ADP projects. Our analysis of matters raised in the
Auditor~General's reports will be found in Chapter 6.

SUMMARY AND RECOMMENDATIONS

2.12 Asterisks in front of recommendations indicate the additiomal

degree of importance which the Committee attaches to them, thus:

**% Critically important.
* Very important.

General

. The MANDATA project should be completed as quickly
as possible,

. Decisions must be made about the precise form that the
hoped for benefits of MANDATA will take ~ whether it is
to be reduction in staff in the Public Service or their
redeployment. The Government should state the policy on
which such decisions will be based,

. Once these decisions have been made, a commitment
should be made by Heads of departments and the
Board to achieve specific measurable benefits from
MANDATA. Training to improve skills in human resource
management is necessary if estimated monetary benefits
are to be achieved.

. Improvements are required in the documentation of the
MANDATA project regarding

objactives

functions

design characteristics and quality-of-service levels
time gschedules for development

manpower requirements

cost to complete

. Continuing surveillance is reguired by Heads of user
departments and the Board of the objectives and
performance of the system being produced, to ensure
that savings for which commitments have been made can
still be achieved.



Management Control (See Ch. 4, pp 31-35)

2.13 The Committee has been unable to discover a single comprehen-
sive document which sets out the present objectives for MANDATA or
the characteristics it should have to meet these objectives. Such
a document, if properly used, would improve planning and control
of the project, and communication with users, the Board management
and review bodies outside the Board. It could provide an
additional tool for holding the MANDATA project team accountable
for performance., To ensure that such a document is firmly founded
it is essential that the Board Commissioners first confixm the
objectives of MANDATA.

2.14 Therefore:

*401) The Commisaioneve of the Public Service Board should iesus
a aomprehenaive atatement of the objectives for MANDATA to
provide a fundamental basie for plamming and eontrol,

*4(2) A comprohenaive requivements apecification ehould be
preparad promptly by the MANDATA Program Office in oonBuZt.ation
with major ueers, This dooument should set out the objectives
for the eyotem as determined by the Commigeionara, and the
chavacteristice necessary to meet those objeotives, ineluding:

definitions of inputs, processing and output
geourity and privacy provieions

reliability goals

maintainability and restartability featuree
user-interface performance goals.

2,15 The responsibility for ensuring that service levels and other
goals are met and that MANDATA development proceeds in an
efficient and economical manner must rest ultimately with the
Commissioners of the Board themselves.

2,16 Therefore:

*4(3) The vequirements speoification should be agreed to by the
Commissionere of the Board and used by them in reviewing
progress against goals.

**(q) The Commieaioners ehould continue to veview carefully
projeat progress and cost, and product quality, and to
eneure optimun resource allocation to the project. If
cogts significantly exceed estimates, or benefits fall
balow estimates, or product quality doas not meet the
goals set for il, correotive aotion should be taken.

10

A4(5) The Commiseioners should ensure that a eomprehensive poll:y
10 publisched which states what kinde of information in
MANDATA ave restricted as vegards acoess, and who ie entitled
to have access to each kind of vestricted information.

A4(g) The Commisgioners should satisfy themselves that effective
contyola exiot in design and operation of MANDATA to ensure
that only authorized officers may have access to any information,
and then only to those parts of the information which they are
apecifioally entitled to view or change,

A4(7) The Board as the appropriate authority should set
quantified objectives for quality-of-eervice levels to
be provided by the MANDATA system and should commnicate these
to usore, Actual service levels achieved in operation should
be meagured and the results reported to users.

2.17 MANDATA is anticipated to have a significant effect on organ-
ization, staffing and duties within the personnel and establish-
ment sections of the Board and user departments. It can also be
expected to have a significant effect on staff levels and/oxr
duties across the Public Service generally. The timetable for

the achievement of cost savings which MANDATA is hoped to bring
about requires that these changes in the Service take place
between 1979 and 1983.

2.18 The Government should advige Parliament about the options that
this presents for re-organization and reduction of the Public
Service and the consequent impact on the personnel involved,

2.19 Unless these matters are considered promptly and decisions
taken, achieveable cost reductlons may be diminished and unnecesary
dislocation may result for those whose jobs will be affected.

Therefore:

*4(g) The Commiseioners of the Board and Permanent Heads of
user departmente should ensuve that detailed plans
are formulated promptly to bring about the changee in
organtnation structure, the redefinition of duties, the
redeployment of people and the ohanges in numbers of staff
that will be neccssary to ensuve that planned cost savings
are realised within the plamed time-frame,

*4(9) The Comnisaioners and Permanont Heads should publiely and
immediately make quite expliolt what impact they expect or
2ntand MANDATA to have on staffing levels, organisation and

utias,

11



2.7 Commitment to Achieving Savings

(See Ch, 4, pp 35~41& %H. 5, pp 54~57)
2,21 Potentially the MANDATA system can assist in the more effects
ive utilization and development of human resources within the
service, and/or by the reduction in the size of the Service and a
consequent increase in productivity. The achievement of maximum
savings requires both full commitment by departments to achieving
them and adequate competence in the techniques of manpower
planning.

2.22 Therefore:

A%(10)  The Public Service Board should without delay prepave up-to-
date detalled estimates of the expeated savings and other benefite
from MANDATA.

A4(11) tified objeotives should be set within departmente for
%aa{ievement within epecified times of management benefits
resulting from the use of MANDATA.  Department Heada should
formally acknovledge them to be worthwhile and ehould*mdar-
take to achicve them.  Perfe in the aohi 0
the objectives should be measuved, If the aggregate dollar
valye of the objectives differs from the estimates of
benefits contained in Chapter § of this veport, Parliament
should be informed of the extent of the difference and the
reason. for it

#4(12)  To help managers achieve the designated management benefite
of MANDATA, training appropriate to present okills levels and
future duties in human regource management should be given
to all Z in user depax and in the Board with
partioular refevence to the use of the new syetem,

2.23 Since the achievement of a.large part of the potential bene-
fits from MANDATA rests with the managers of user departments,
Permanent Heads should regularly review the product that is being
developed to satisfy themselves that it will enable them to meet
staff reduction, productivity improvement and other goals which
they have set for themselves.

2,24 Therefore:

*4(13)  The Board together with Permanent Heads of the major user
departments should form a Projeat Board of Management, meeting
quarterly, to veview the product and satisfy themselves that
it will enable thom to achieve theiv goals within the planned
timetable. If not, appropriate correotive qotion should be
initiated, .
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Contributions of the Interdepartmental Committee on ADP
see Ch, 4, pp -

2,25 The Committee believes that the Board, in the initial
planning and development of MANDATA, underestimated the difficulty
of carrying out the project and overestimated its own abilities

in the sphere of system development, This is demonstrated by the
numerous errors described in this report, which the Board has

made in the course of design, procurement and development,

2,26 The Interdepartmental Committes on ADP when considering the
Board's proposals for MANDATA apparently did not bring this fact

to the Board's attention. In our opinion it should have done so.
We recommend that:

A4(14) Whon reviewing a depavtment's proposal for a development projeot,
the teohnioal IDC ehould ensuve that aonsidovation hao boon
glven to tha experionce and nwibor of porsonnel raquived to
carry out such a task, whethey the dopavtment hao the resouvces,
and if Y, how the dep t'o resourcce might ba
supplementad,

Project Planning, Reporting and Control
See Ch. 4, pp 44-

2.27 Planning, reporting and control of some aspacts of the
MANDATA project are unsatisfactory.

*A(15) The Board should inorgase ite usa on this projest of formal
ayatem davelopment and projeot management tookniques
partionlarly in aroas of d& tation for ¢
raview and control.

A4016) The Board should evaluate urgontly available proprictary
systom development methodalogies for wse on the remainder
of MANDATA development and on othar projects.

Use of External Resources (See Ch. 4, pp 44-49)

2,28 The Public Sexvice appears to experience difficulty in
attracting and retalning fully gqulified personnel for large-scale
system software development and for programming project management.
As a number of commercial firms can provide such skills on
contract we believe that as a general rule the Public Sexvice
should contract with qualified software suppliers for major

speclal software development rather than undertake it within the
Sexvice,
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2.29 The Committee recommends that:

4(17) Department Heads should be aware of the many highly
specialised aspects of system development,
and the probleme in reeruiting and retaining fully i
qualified peraonnel,  Caveful consideration should be given
to contracting the development project to a qualified
commeroial organization, or if the development ie to bz done
within the depavtment, to cbtaining epecialiet skille on
contract to supplement or manage departmental staff.

4%(18) If it i8 necessary to develop a major eystem with departmental
regources a proven formal system development methodology should
be used.

*(19) Application kages and 7 ams ehould only be
dgzelaped within the service if "it Zan be 9750nm that thiq
approach ig more cost-effective than obtaining (and possibly
modifying) conmercially available programs.

Cost/Effectiveness Analysis (See Ch. 5, pp 57-60)

2.30 The guidelines for cost/effectiveness analysis of computer
projects published by the Board should be expanded in several
respects and also be supplemented by similar guidelines for
measuring the effectiveness and efficiency of installed systems,®
We recommend that:

(20) The Public Service Board should give consideration to extending
ite guidelines for determining the economice of computer system
proposals to inelude methods for the t of:

. rigk

. inmpact on other projects

. capacity and aapability of the department to carry out
the project.

#(21) The Board should supplement ite guidelines on cogt-effectiveness
analyeis with eimilar guidelines on the assesement of the
effeativeness of computer systems in operation.

#%(28) The Board or the Devavtment of Finance should .prepare and
publish guidelines to aseiet Permament Heads in the rational
and conetstent analyeie of benefits and coste of proposed
arg le computer projectes (eg for p tation to Ministers),
taking into acoount:

20, Public Service Board, A Guide to Cosi-effectiveness Analysds
' of ADP Systems [ADP Tnformation Manual No..2),Canberra 1978.
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- the extent to which the profect contributes to the
poliay of the Government of the day.

- the costs and benefits, social and othemsige, of the
project.

- the impact on alternative projects,

- the inpact on personnel and ovganieations within the
Public Service,

2.31 While endorsing the goal of increased productivity and effect-
iveness in the Public Service through the use of computers,

the Committee considers that possible side effects such as
unemployment cannot be ignored.

2.32 The Board's recently published 'Guide to Cost-efectiveness
Analysis of ADP Projects' does not take into account any possible
unemployment effects associated with staff savings following the
introduction of a computer; nor have such possible effects been
considored in the cost and benefit analyses of the MANDATA project.
This approach was acceptable in an earlier period of full employ~
ment but it is not so today. The Committee is of the opinion
that Cabinet, when it is considering a proposal for a large
computer project, should take into account social and Sexvice~
wide ramifications of the project.

2,33 We recommend that:

#4(23) Submisaions to Cabinet on large computer projecte should make

olear all the expected or plamned effects ineluding:

. etaff redeployment

. effect on sise of the Publio Service

B effeat on unemployment levels

. retraining coste

' other eignificant effects not accounted for in the

acquiring department's cost effectivencss analyeie.

Planning Accommodation_and Site Services See Ch. 6, pp 61-70)

2.34 For some computer systems an auxiliary power source such as a
battery bank or standby generator is needed to maintain an

uninterrupted power supply where continuity of computer operation
is critical.
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2.35 In the case of MANDATA the construction authoritics were not
notified that an uninterrupted power supply was corsidered to be
necessary until well after site planning had started. When the
decision was made that both standby generator and batteries were
needed the already considerable confusion over site requirements
was exacerbated. Subseguently it was decided that neither
standby generator nor batteries were neceded. To avold this
situation on other projects, the Committee recommends that:

#4(24) The queation of whethey uninteryupted power supply is
requived should be resolved before a proposal te made to the
IDC and the costs of providing wiinterrupted service should
be ineluded in the cost estimates when the proposal 1o
submitted to the IDC for endorsement.

(25) The Board's guidelines for cost/effectivensss analyeis should
inelude a reminder that the cost of uninterrupted power
oupply should be included In the estimate of capital coste.

2.35 In the Committee's opinion the Board, in the planning

of MANDATA, lacked the experience to enable it to specify
accurately its site requirements (space for computer,

air conditioning etc). Confusion over requirements resulted
in delays and unnecessary costs. In the Committee'’s view this
situation could have been avoided if the IDC on ADP had warned
that the Board did not have the necessary experience. Efforts
could then have been made to obtain the services of a gualified
site planning engineer to plan requirements and co-ordinate the
several departments and authorities involved in securing a
suitable site. The Committee recommends that:

#(28)  Prom early planning through to acoeptance, departments
acquiring major computer systems should obtain the services
(not necessarily full-time) of a well qualified and
experienced computer site planning engineer, whose
responaibilities should inolude planning eite requirementa,
estimating costa, co-ordinating contractors, testing eite
readiness and correct installation of servioes before
delivery of the computer, and ptance of the site.

(27)  If thie person cannot ba obtained from within the Sewvice,
a qualified consultant should be engaged.

4(28)  Since inexperienced departments may not resognise the
importance of this funotion op thoir ineapaoity to do the
Job themselves, the IDC should for the tims being be vesponsible
for advising the depavtment of the nsed for the function and
how to obtain the necessary skille.

2,37 There is inadequate recognition generally of the cost of

delays to major computer projects. The Committee referred to this
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in a previous report, where it estimated that delaying implementa~
tion of a project costing $20 million with a benefit/cost ratio
of 1,5 resulted in loss of benefits of $490 000 for each month

of delay of implementation,

2,38 In the casé of MANDATA a fault in the air conditioning inst~
allation at the computer site delayed acceptance of the computer
from the manufacturer for approximately 135 days. It was
fortuitous that in this case the fault did not delay development
effort; in general such a delay could be expected to result in
significant loss of benefits.

4(29) The Natlonal Capital Development Commiseton (NCDC) and the.
Department of Housing and Construotion echould note that
delay in starting mafor projecte can entail heavy coeta and
should take into acoount the magnitude of ouch coste in their
efforte to ensure that site preparation ia complete and
correst by the scheduled delivery date, Officers should be
accountable for delays.

2.39 Poor planning and forecasting of computer accommodation
requirements can also result in costly delays to computer
project implementation, Building planning and construction
authorities need reliable forecasts of departmental computer
requirements sufficiently far ahead to allow time to provide
for the aggregate expected demand for computer space,

2.40 Planning and co-ordination of accommodation and site services
must be improved to ensure that computer projects are not delayed
through lack of properly serviced accommodation at the time
equipment is scheduled for delivery.

2,41 MANDATA has been cited ac an example of a situation prevalent
in Canberra of ordering a computer without having given sufficient
attention to accommodation requirements.

2,42 The Committee recommends that:

#(30)  Departmente in making returns to the Board
for the purpose of ADP resource plaming should include
foraoasta of requiremente for computer voom space.

4(31) The doard should eatablish euitable proceduves
to ensure that forecaste are obtained from depavtments,
aggregated into a suitable format, communieated to the NCDC
and the Depaviment of Adminietrative Serviaes and incorporvated
ih new butlding plane to ensura that computer projeots which
have been aorreatly forecast by departments with sufficient
notice are not delayad for want of space or other facilities.

39, Joint Committee of Public Accounts 174th Report, Use of
ADP dn the Commonwealth Pubfic Seeton - Acquisition of
Sysidems <n the Public Serviee, Canberra 1978,

7. Report of the Auditor-General 1975-76., Parl.Papexr No.225/1976.
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#{82)

4(33)

When submitting proposals for computer systems to the IDC on
ADP, departmenta ehould be requived to inelude details of the
arrangemente made with the Depavtment of Administrative
Services for Ut dattion, with on
feaeibility and funding 1f such arvangements involve Australian
Government buildings.

The IDC on ADP should keep the NCDC and the Depaviment of
Admintetrative Services fully and promptly informed of ite
endorgement or otherwice of such propoeals, and of any factore
known to it which may change the facilities vequiremente
previoualy commmioated to these bodiza.

Delivery before Contract (See Ch. 6, pp 70-71)

2.43 The central computer unit for MANDATA was delivered by Burr-
oughs Ltd five months before a contract for its supply was executed,

2.44 The first of the minicomputers supplied by NCR Australia Pty
Ltd was delivered seven months before a contract for minicomputer
supply was executed.

2.45 The Committee recommends that:

4(34)

In order that the Commeorwealth may vebatn mawimum negotiating
strength in the procurement of mojor items of computing equipment
or gservices, it should not take delivery or allow the servioecs

to aommence untila formal ag t has been ted

Resource Allocation to MANDATA (See Ch. 6, pp 76-82)

2.46 The project's progress has been affected adversely from time to
time by the diversion of resources from the project to activities
which do not contribute to the achievement of MANDATA objectives,

2.49 We recommend that:

#(35)

*(36)

437}

Déuersian of resouraes from the project should only be done
with full recognition of the impact on project progress and
following caveful analyais of the coste and benefits of
resource diversion, taking into acoount the coot of delaying
implementation of the vemainder of MANDATA,

Department Heade should give full pareonal commitment to
implementation of MANDATA, ensuring that required resources
are allooated, monitoring implementation progress, and
assisting staff to vemove impedimente to progress.

There should be no veduotion in present staff ceilings applied
to MANDATA development or implementation. The desirability of
inoreasing ceilings should be examined tmmediately, taking into
acocount tha benefits that will acorue from early aompletion of
the project.
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Failure to Use Idle Resources (See Ch, 6, pp 72~76)

2.48 The Board and several departments make extensive use of a
service bureaux located at Fyshwick. The Fyshwick centre has been
expanded to accommodate the work of the Departments of the
Capital Territory and Immigration and Ethnic Affairs, following
the removal of these departments f£rom the MANDATA system.

2.49 The Committee is concerned that considerable expenditure is
being incurred by departments with outside service bureaux and on
new computing equipment while at the same time there is idle
computing capacity of a suitable kind available within the public
sector, e.g. within the CSIRO Division of Computing Research,

2.50 Therefore:

(38) In Uine with ite policy of providing a vange of etandard
computing eervices avatlable to ame of Government, tertia’ry
educational institutions and industry, the CSIRO should give
eongideration to making excees capacity available on the M1890
computer for adminietrative data proceseing by Govermment
departments, to the emtent that 1t will not advereely affect
the vesearch and development use of the aomputer.

Planning the Remainder of MANDATA Development
{5ee Ch, 6, pp 76-82

2.51 We are 'not satisfied that the plans for the completion of
MANDATA are sufficiently detailed either for review and approval
by users and senior management of the Board, or for accurate
project cost estimating.

2.52 The Committee recommends that:

A4(39) The MANDATA Program Office should prepave definitions for all
major aubsystems comprieing Phases 2 and 3 of MANDATA in
sufficient detail to allow acourate cost estimating,*

Ar(40) The Progrvam Offioe should use these product definitions to
prepare cost. estimates for the remainder of the project.

A%(41) Such aoet estimates should be gmpZoyed for z'quiew, in conjunetion
with uears, of the coat-effectivensces of optional featuvea and
requivements, and for project oost control.

An(42) Suoh cost estimates should be reviewed and revised as proposed
syatem vequirementa change.

*  gee Appendix 9 for a definition of the three phases currxently
envisaged for MANDATA development. Phase 1 and paxts of Phase 2
are complete. Phase3 is scheduled for completion by mid 1981.

19



purchase of Equipment not Required (See Ch. 6, pp 82-87)

i hased for
.53 Equipment for data communication control was purc
ihe MAgDAgA system and later dropped from the design thereby

incurring unnecessary costs of over $500 000,

4 When designing data commmications syetems, deopaviments ehould
() mafintain ggo:g liaieon with TeZeez from early %annzgigmzz
to be awarve of fortheoming data miieation
dea:a Znable the mz;é cost-effective design to be achieved

before equipment is purchased.
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CHAPTER 3
THE ORIGIN AND DEVELOPMENT OF MANDATA

INTRODUCTION

3.1 The use of a computer as an aid to personnel administration
is now common in larger organisations in Australia and overseas.
In the simplest implementation, personnel records are stored on
computer files, and individual records may be viewed by obtaining
a print-out of them or on visual display terminals.

3,2 At the other end of the scale is the large system in which
up-to-date information is accessible on demand about personal
details, personal history, positions, establishment levels,
vacancies, definitions of both formal and informal organisations,
and entitlements such as leave and superannuation. Complex rules
for advancement, transfer or remuneration are administered auto-
matically and the system is linked to pay and superannuation
programs,

3.3 In the late sixties the Canadian, U.S. and U.K. civil
services were in various stages of development of computer~based
personnel systems with a variety of design objectives. The
Public Service Board believed that the feasibility of similar
developments should be examined in Australia.

3.4 Furthermore, work had been proceeding in a number of depart-
ments on the application of computers to various aspects of
personnel record-keeping. They included Treasury (payroll system) ,
the Superannuation Board, Departmentsof Supply and Civil Aviation,
the Bureau of Meteorology, the Post Office and the Department of
Defence. The Board considered that similar developments

could be expected to occur in due course in other departments and
that this would result in duplication of efforts and the establish-
ment of incompatilb:le systems.

3.5 1In view of these factors, the Committee considers that it
was a correct decision by the Board to investigate the economics
and feasibility of developing a computer-based Service~wide
personnel and establishment record system.

3.6 The feasibility study was carried out by the Board's Manage-
ment Services Division which issued its report on the study in
November 1971. The report recommended the development of MANDATA
as a centralised computer-based system located in Canberra
covering the whole Public Service population and serving all
departments and statutory bodies.
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3.7 The Board agreed in principle to the MANDATA proposal and
sought the views of thirty~one Permanent Heads and Heads of
statutory bodies. According to the Board:

There was a general congensus in favour of the
MANDATA system. ALl expressed their willingness to
co-operate should the Board decide to proceed with
the development of the system.”

3.8 staff Associations were informed of broad plans for MANDATA.
According to the Board they "did not raise any significant
matters” .

3.9 A firm of consultants - Computer Sciences of Australia ~ was
engaged in 1972 to report on the feasibility and economics of the
system as planned. The consultants generally supported the Board’s
proposals but raised a number of important reservations, Their
findings are summarised in Appendix 7.

3.10 The Committee does not know at what stage the decision was
taken that the Board itself would carry out the development of
MANDATA, or whether in fact any alternative was ever contemplated.
One witness who has been involved in computer developments in the
Public Service for many years gave the opinion that a factor
contributing to the Board's decision to develop and implement
MANDATA was that it wished to build 'hands-on' experience with a
large computer of its own. As we pointed out in our 174th Report,
the Board's ADP Division has been a major influence in co-ordinat-
ing ADP developments.’® In order to perform this role effectively,
the ADP Division evidently felt that it needed direct experience
that could only come from developing and operating its own
computer and that its credibility as an authority on ADP matters
would be enhanced. Unfortunately much of the experience gained
has been subsequently lost to the Board in staff movements and,

if anything, the reputation of the Board as an ADP authority has
been damaged rather than enhanced by its handling of some aspects
of the project.?Y

3.11 We consider that the Public Service Board underestimated
the magnitude and difficulties of MANDATA and overestimated its
own capability to carry out the development in an efficient
manner.

13. Public Service Board, Inquity - The MANDATA Project, submission
to the Joint Commlittee of Public Accounts, July 1977.

24. Joint Committee of Public Accounts, Minutes of Evidence Taken
In-Camera, p. 372, 1978.

39. Joint Committee of Public Accounts 174th Report, Use of ADP in
the Commonwealth Public Seator - Acquisition of Systems in the
Public Service, Canberra 1978, Parl.Paper No. 34171978,
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REVIEW AND APPROVAL

3.12 In October 1972 the IDC on ADP appointed a sub-committee to
review and report on the proposed MANDATA project. Seven months
later the IDC received the report of the sub-committee and
endorsed the Board’'s proposal to proceed,

3.13 Cabinet gave approval in principle to the project in
February 1974, It did so on the basis of different costs and
benefit estimates from those endorsed by the IDC the previous
May. Between the IDC meeting and the Cabinet meeting, the
Board has prepared revised estimates of cost which, as

events proved, were more accurate than those reviewed and
endorsed by the consultants and the IDC.!7

3,14 In August 1974 tenders for MANDATA equipment were called.
In June 1975 a letter of intent was issued to Burroughs for the
equipment for the central site. This was delivered in February
1976 but the contract with Burroughs was not signed until five
months later, A further two months elapsed before the equipment
passed its acceptance tests in September 1976. Of the seven months
between delivery and acceptance, 135 days are accounted for by
delays to acceptance caused by deficiencies in the environment
of the computer room,!® The Board considers that the delay in
acceptance did not cause a delay in essential program
development since use was made of the Burroughs Data Centre at
Fyshwick for development work.

3,15 It may be seen from the above that the time from the decision
by the Board to proceed with the project until acceptance of the
main computer was three and a half years. The Committee previously
pointed out that unduly long delays are occurring in Australian
Government computer procurement between the decision to proceed
and the start of implementation.®? The period of three and a

half years for MANDATA greatly exceeds the time that would be
expected in the private sector for an equivalent procurement.

Even leaving out the 135 days which were due to site problems,
there was a period of over three years of which sixteen months

was the interval between Cabinet approval and a letter of intent
for the central computer system.

¥
13. Public Sexvice Boaxd, Inquiry - The MANDATA Project, submission
to the Joint Committee of Public Accounts, July 1977.

17, Computer Sciences of Australia Pty Ltd, MANDATA - Review and
Recomnendations, report to the Public Service Boaxd,
October 1972,

39. Joint Committee of Public Accounts 174th Report, Use of ADP in

2he Commomwealth Public Sector - Acquisition of Systems in the
Public Service, Canberra 1978, Paxl.Paper No, 34171978,
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3.16 We have referred elsewhere to the heavy cost of delay in
procurement. The cost to the Government of delays in implementing
MANDATA, if costs and benefiit estimates are accurate, is of the
order of $440 000 per month. Such costs for past delays in the
case of MANDATA are nov irrecoverable, However, improved perform-
ance in procurement is possible for future projects and the
Committee strongly recommends a program to improve the
efficiency of the computexr acquisition process in the Public
Service.

WITHDRAWAL FROM MANDATA BY TELECOM AND AUSTRALIA POST

3.17 MANDATA was originally intended to service the staff covered
by the Public Service Act, the Naval Defence Act and the Supply
and Development Act, in all numbering approximately 300 000
persons.

3.18 In April 1974 the Prime Minister announced that the then
Postmaster General's Department would become independent of the
Public Service Board by the creation of separate statutory
authorities to administer the Postal and Telecommunications
Services. In 1975 the newly formed Telecommunications and Postal
Commissions decided that they would not participate in MANDATA
and advised the Public Service Board accordingly,

3.19 Australia Post had decided that:

... there were other reasons, apart from independence
from the Board, which indicated that the Commission should
have complete contxol over its own staff records system.
These are =~

. The proposal (and then current intention) that the basic
four Division structure of the Commonwealth Public Service
should not he translated to the Commission Service and
the consequential change in career streams and structures
which may flow from that proposal.

. The necessity for greater flexibility in organizational
and industrial matters and the probability that this
would press hard against system constraints related
primarily to a Public Service environment.

. The absolute necessity for close inter-relation between
gtaff records and pay systems and the facility to change
aither or both as required by changing needs and in terms
of priorities established by the Commission.

. Cost: MANDATA was regarded as expensive and, with the
probability of greater daveolution of work to (Postal)
District levels and a need for adequate servicing of staff
at those levels, costs would incroase furthex. As all
costs ultimately must be covered by postal charges, the

24

*

S

p——

Commission would have to use systems related to its
needs and industrial situations and what it could
afford.”®

3.20 Telecom’s reasons for withdrawing included:

. Telecom staff had never been included in the Treasury
bay System and the close 4 d of
recoxrds and the payroll function would have meant that
MANDATA would have to interface with the Telecom Staff
Pay sy . Subceq h to the Telecom Staff
Pay system could also be expected to involve expensive
and possibly protracted modification to MANDATA.

. It was undesirable to be dependent on MANDATA, a system
not directly under the control of Telecom, for part of
the activity necessary to pay staff, particularly as
Telecom had been under heavy pressure from staff
associations to provide improved responsiveness and
flexibility in ite pay procedures.

. The relationship of MANDATA with the Public Service Act
and its provision of facilities for Departments covered
by this Act may not have provided sufficiently for
differing conditions required by the operation of
Telecom, " ?

3.21 Furthermore Telecom held reservations about the cost-
effectiveness of MANDATA as applied to Telecom's decentralised
management structure. Telecom also considered that the technical
difficulties of MANDATA had been underestimated by the Board and
that it could automate its own personnel record keeping in a
much simpler manner that would meet all the needs of Telecom at
an attractive cost.

3.22 The Public Service Board considered the decisions by Telecom
and Australia Post to be ill~advised.

3,23 The submission to Cabinet in early 1974 had covered faciliw
ties to allow participation by the Postmaster General's Depart-
ment. When Australia Post and Telecom advised the Public Service
Board in 1975 that they would not participate, the configuration
of equipment required for MANDATA was reduced and the subsequent
contracts with Burroughs and NCR did not cover the equipment for
these authorities,

43. Managing Director, Telecom Australia, letter to the Secretary,
Joint Committee of Public Accounts, 19 July 1978.

48. Secretary, Australia Post, letter and attached statement to the
Secretary, Joint Committee of Public Accounts, 8 September 1978.
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3.24 Subsequently both Commissions commenced development of
computex-based systems suitable for their own needs and one of
these is described in Appendix 2.

3,25 In view of the strong resexrvations about the feasibility and
cost~effectiveness of MANDATA expressed by Telecom in 1975, the
Committee was astonished when the Board said in September 1978
that it had not contacted Telecom to review the design of the
latter's personnel and establishemnt system (PIES).'In fact
senior officers of the Board and the MANDATA Program Office
admitted that they knew little of Pelecom’s development or of
the system being developed in Brisbane for the Queensland Public
Service Board (called MANPOWER), in spite of the similarity
between the objectives of these systems and that of MANDATA

(see Appendix 2)X

3.26 A witness for the Board explained its lack of interest in
PIES and MANPOWER by saying that:

We have a comprehensive system which has proved cost~effective
on whichever set of cost estimates you look at. It was blessed
by the Labor Government in 1974 when it was first introduced
and on two more recent occasions the project has been endoraed
by the present Government. We have ssen no xeason to involve
ourselves in any detailed way with the work of these two
conmissions, (Australia Post and Telecom). (p. 352,

«»+A major study is going to take resources in looking in
depth at systems other people are doing. I think there would
be a danger. People would say our objective had been set at
government level and we ought to be directing our resources
to the achievemant of it. (p. 354).}

3.27 Considering the overall cost of MANDATA and the relatively
trivial cost of looking at these related systems we cannot
accept that the Board was justified in ignoring them. In our
view it was either an extraordinaxy example of tunnel vision or
else an arrogant assumption of superiority of system design
capability that made it unnecessary to examine any alternative
approach. In either case we deplore the attitude.

3.28 As a result of the Committee's questions, officers of the
MANDATA Program Office visited Brisbane and Melbourne to
examine MANPOWER and PIES in more detail. Predictably they
reported that these systems had little or nothing to offer
MANDATA,

* one officer of the MANDATA Program Office did in fact
know a little about MANPOWER. When asked why the MPO had
not locked at Queensland he said:

I took the oppoxtunity of spending time - only an
hour I admit - with the Queensland pmople in Brishane,?®

L. Joint Committee of Public Accounts, Use of Automatic Data
Processdng An the Commonwealth Public Sector - Stage 1,
Minutes of Evidence, 1978.
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REVIEW OF STRATEGY

3.29 During 1976 and early 1977 a review was carried out by the
Public Service Board of the MANDATA development strategy. The
1971 feasibility study had recognized that it would not be
possible to develop the system in its entirety before implementa-
tion began. It was thought then that the most significant
economic benefits would stem from replacement of Standard
Pergonnel Record (SPR) cards by magnetic records and the
processing of allowances leading to the provision of pay informa-
tion to the Treasury.

3.30 In reviewing the development and implementation strategy in
1976 the Board concluded that system development should give
priority to the provision of a more effective management
information facility; improvements to the efficiency of record-
keeping operations would follow,?’it was also decided to make
use of elements of the computer system developed by the
Department of Productivity for personnel record administration.
By this means it was expected that an initial system could
become operational significantly earlier than would otherwise
be possible,

3.31 In June and July 1977 a firm of consultants, P,A., Consulting
Services Pty Ltd, undertook an independent review of MANDATA,
Some of their key findings are summarised in Appendix 8. They
carried out their review in an atmosphere of immediate cost
reduction within the Public Service and this led them to suggest
some re-arrangement of priorities in MANDATA development. As a
result of the consultants' analysis of benefits, the Board
apparently changed its mind about concentrating first on the
potential management benefits of MANDATA. The Board told the
Committee that it took a policy decision to concentrate on the
achievement of the elimination of SPR cards and establishment
recorxds in departments since this was the area that offered the
most immediate and direct pay~off through cleriocal staff
reductions.

IMPLEMENTATION RESTRICTED TO A LIMITED NUMBER OF DEPARTMENTS

3.32 In October 1977 it was decided to restrict implementation
initially to twelve organisations, namely the Departments of:

Prime Minister and Cabinet, Transport,
Education, Trade and Resources,
Defence, Veterans' Affalrs,

A.C.T, Schools Authority,
Auditor-General's Office
Public Service Boarad

Primary Industry,
Foreign Affaiks,
Business and Consumer Affairs,

1, Joint Committee of Public Accounts, Use of Awtomatie Data
Processdng dn the Commomwealth Public Secton - Stage 1,
Minutes of Evidence, 1978, P. 414.

25, Public Service Board 53rd Annual Report 1977. Parl. Paper No,
197/1977.
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3.33 By June 1978, data on organisations, personnel particulars
and position occupancy had been transferred from manual records
to computer files for the first six of the aboveorganisations and
we understand that the transfer of data for the remainder is now
nearly complete. Since mid-1977 the development of a number of
MANDATA system modules has been completed and implementation is
in various stages in certain departments.

3.34 From June 1977 until early 1979, the Department of Product-
jvity software was run on the Department of Transport's computer
in Melbourne using MANDATA forms and procedures. From October
1977 output from the Department of Transport computer was put on
to magnetic tape and sent to Canberra where it was printed on the
Board's B7700 computer. This state of affairs continued through-
out 1978.

3.35 In February 1979 development of the LEAVE system was substan-
tially completed.

3.36 At the present time the following sub-systems have been
completed or are "in the final stages of development”.

Recording of leave entitlements

Maintenance of salary and allowance data for designations

Record updating on the MANDATA B7700

Enhancement of the system to allow the elimination of
SPR card recording.'?

3.37 The development of the above subsystems is currently known
as Phase 2. Planned for the future and to be completed by mid-
1981 are the component subsystems of Phase 3, namely:

The discontinuance of the Board's Continuous Record of
Personnel system

The calculation of pay entitlements and the link with the
Department of Finance payroll and Australian Government
Retirement Benefits Organization

The integration of Leave and the Establishment and Pérsonnel
Systems into one system

Minor extensions and improvements to existing products.

HAS THE CONCEPT OF MANDATA CHANGED?

3.38 The Public Service Board claims that the original concept
of MANDATA has not changed "as to the basic services that will be
provided to the customer...The major facilities that were
envisaged for the departments in 1971 are still included in the
plan'. The Board did admit that there would be a dimunition in
the level of service to users because it had to accept "trimming
of expenditure in certain areas with this project because of the
Government's overall budgetary position":

1. Joint Committee of Public Accounts, Use of Automatic Data
Processdng 4n the Commonmvealth Public Sector - Stage 1,
Minutes of Evidence, 1978.

33, Secretary, Public Service Board, letter to the Secretary,
Joint Committee of Public Accounts, 27 April 1979,
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3.39 We understand that reductions in service levels fall into
four categories:

Firstly the response time for enquiries is expected to
be fifteen to twenty seconds, not five to ten seconds
as specified in the 1971 feasibility study. This means
that a user at a visual display unit in a department
will have to wait fifteen to twenty seconds for the
response to his enquiry to be returned to the screen.

Secondly the response time for 'interrogations' will

be extended. 1t was envisaged in the original feasibil~
ity study that an authorised user might, for example,
wish to perform a complex statistical analysis using
relationships among various data elements drawn from
several parts of the data base. The provision of this
capability is one of the main justifications for using
a comprehensive data base as opposed to periodic file
processing operations such as are planned for the
Telecom PIES system (see Appendix 2).

The original feasibility study report said:

it is emphasized that the flexibility of the proposed

interrogation facility would allow the selection and

association of virtually any combination of elements

in the comprehensive data base...in addition, ancillary

facilities would be provided which would enable detailed

mathematical and statistical analysis of the information
& d by the in ion fm:ilit:y.2

The 1971 study did not specify any response time for
interrogations but did say that they would be scheduled
for execution at times during the day when the process~
ing workload was known to be low... Interrogations

having a high priority would be processed at the earliest
practicable time. The Board now advises that the process-
ing of any one interrogation will be overnight or over
two nights and that the turnaround time will be up to
forty-eight hours.

Thirdly, with regard to the updating of records, the
feasibility study stated that some would be immediate
but generally all would be completed within twelve hours.
Present plans are that there will be no immediate updat-
ing. Information entered via users' terxminals will be
stored and the processing will be done outside the prime
shift every second night,

2, Public Service Board, MANDATA - Report on ﬁhe Feas{bility
and Economics of Eatablishing a Comprehensive Computer-
based Personnel and Establishment Sysiem, November 1971.
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Fourthly, the feasibility study report refers to regular and
and ad hoc reports to management of user departments
consisting, for example, of statistical summaries and
listings relating to staff and establishments,?

Apparently this cannot now be guaranteed,’

3.40 Although it will be claimed that these changes are reductions
in service-levels rather than variations in the concept of MANDATA,
they may be large enough to reduce the utility of the system
appreclably., They may therefore bring about significant reductions
in the potential savings from improved management information and
even in the potential clerical savings. This should be taken into
account in recalculating expected benefits as recommended in
Paragraph 4.29.

1, Joint Committea of Public Accounts, Use of Automatic Data
Processdng in the Commonwealth PublLic Seeton - Stage 1,
Minutes of Evidence, 1978.

2. Public Service Boaxd,MANDATA - Report on the Feasibility

and Economics of EstabLishing a Compnehensive Computen -
based Pensonnel and EstabLishment Sysiem, November 1971.
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CHAPTER 4

PUBLIC SERVICE MANAGEMENT AND MANDATA

score

4.1 In this chapter we shall examine the role and effectiveness
of:

i) the senior officers and management of the Public
Service Board in planning and control of development;

ii) departmental management in the planning, development
and use of the system;

iii) the Interdepartmental Committee on Automatic Data
Processing (the IDC on ADP);

iv) the management of the project itself.

ROLE OF THE BOARD'S SENIOR MANAGEMENT
4.2 From the evidence, the Committee found that during 1977 and
1978, and probably earlier, the Commissioners of the Board had not
been well informed on MANDATA progress and had not been effectively
revieying and controlling project development. We formed this
opinion from the difficulty we experienced in obtaining detailed,
clear and prompt documentation of project progress and cost from
MANDATA technical personnel. If adequate formal management
revievs of the project's progress had been. taking place within
the Board, the answers sought by the Committee could have been
produced at our hearings or very soon thereafter. As it was,
the MANDATA. Program Office found it necessary to spend
considerable time in preparing responses to our questions ~
responses which for the most part would have been already
available if progress were being regularly reported in the
required detall to senior Board management.

4.3 A further indication of inadequate control by top management
came after the Chairman of the Public Accounts Committee made a
statement to Parliament in May 1977 about the costs of MANDATA.S
He stated that there had been significant but as yet unexplained
increases in the estimates of project costs since the

feasibility study in 1971 (see Chapter 5), Subsequent discussions
between the Board and the Committee aimed at reconciling the
earller and later estimates revealed that the Board lacked
thorough familiarity with past cost estimates and that concise
project cost-to-date documentation did not then exist.

4.4 It is evident to the Committee that the senior management of
the Public Service Board is now giving much more attention to
MANDATA than it did in the early days of its development. The
Auditor~General's Reports, the inquiry by this Committee, and

5. Connolly, David M,, M,P., House of Representatives Hansaxd,
31 May 1978, pp 2811-2813.
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user dissatisfaction have contributed to an increased recognition
that large-scale ADP is a matter for top management concern. The
management of the MANDATA Program Office now report to the Board
every two or three weeks to review progress and to discuss
options that are open and decisions that have been taken.

4.5 For better or worse, the Board has taken on the task of system
development of MANDATA. Ultimately therefore the responsibility
for ensuring that service-level goals for MANDATA are met

rests with the Commissioners of the Public Service Board. While
it is understandable that non-technical management should
hesitate to try to engage in such a complex project, neverthe-
less in the exercise of their responsibility, the Commissioners
should insist that they be kept fully informed on progress and
performance in clear, non-technical language. The onus must be
placed on the development team to produce comprehensible,
concise management reports of progress and cost at regular
intervals. The format and frequency of management reviews are
matters for the Board's management to determine. However, the
Committee suggests that the Commissioners might review with
project management and with users the project's goals and
achievements at approximately three monthly intervals. At these
meetings the following questions should be answered foxr the
overall project and for each major subsystem:

. Is the module on-time?

+  Is the module within cost budget?

« Is the design objective still feasible?

. Is the user-benefit still obtainable and justified?
4.6 If the answer to any of the above questions is in doubt, more
information should be sought. If the answer is 'No', new
objectives for project milestones and cost, or product
specification should be proposed by project management and
agreed to by the Commissioners.
4.7 The frequency and content of reports to, and review by, top
management should be planned as part of the process of improving
the overall formal framework of project review which we discuss
later in this chapter.

Need for a Requirements Specification

4.8 A pre-requisite for effective oversight is that top management
be provided with and agree on ‘requirements specifications' for
the whole system and for major subsystems. As early as 1972,
consultants on the project, Computer Sciences of Australia,
recommended that a requirements specification be developed. !?

17. Computer Sciences of Australia Pty Ltd, MANDATA - Review
and Recommendations, report to the Public Service Board,
October 1972,
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This "concerns itself with enumerating precisely what
characteristics a system must have in order to meet the given
objectives; it iz not concerned with how those objectives will
be achieved.”

4.9 The consultants listed four primary uses for the requirements
specification,

. To provide ri ible upper with a means of
agsessing whether their intentions are being carried out
and with judging their own handiwork by an expression
of the implications of the objectives pet forth;

. To guide the system design process by giving a basis for
the decision~making inherent 4in constructing a sound and
consistent design;

. To sexve as a guide for the quality assurance activity by
offering a list against which the features of a design may
be compared point by point;

. To specify to the system test activity the means by which a
system, once functional, can be measured to determine
whether it meets its objectives,

4.;0 The Board did not implement CSA's recommendation for a ra-
quirements statement. It is unfortunate that no such state~
ment has ever existed for MANDATA. Large areas of the functional
requirements always have been and still are unspecified or
specified in only vague terms. The absence of such a document
makes it very difficult for management outside the project to
grasp fully the overall design goals and to hold the project
team accountable for their achievement. The latter may be the
reagon the document has never been produced. The Committee
considers that this is not consistent with sound system
development practice and that although it is late in the
development cycle, such a requirements specification should be
prepared immediately.

Wider Concern of the Board's Management

4.11 The Committee considers that the Commissioners of the Board

should also continue to involve themselves in the broader issues
of MANDATA, including:

. issues of privacy, security and right-of-access
to the data base;

. the impact of MANDATA on people within the Service,

including the formulation of policies and plans
for staff reductions;
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4.12
#%(1)

A%(2)

11(3)

4%(4)

ii(s)

A4(g)

*4(7)

the setting of quantified objectives for service
levels to be provided by the MANDATA system to the
users, and the measurement of actual service levels
against such objectives.

Recommendations

The Comiasioners of the Public Service Board should iasue
a comprehensive statement of the objectives for MANDATA to
provide a fundamental basis for planning and eontrol.

A comprehenaive requivements epecification should be
prepared promptly by the MANDATA Program Office in
consultation with major usevs. This document should set
out the objectives for the system ag determined by the
Conmigsioners, and the characteristics necessary to meet
those objectives, ineluding:

definitions of inputs, processing and output

security and privacy provisions

reliability goals

maintainability and reetartability features
-interface perf goale

The requiremente speeification should be agreed to by the
Commigsioners of the Board and used by them in reviewing
progress against goals.

The Commissioners should continue to veview cavefully
project progress and cost and product quality, and to
ensure optimum yegource allocation to the project. If coets
significantly ewceed estimates, or benefits fall below
estimates, or product quality does not meet the goals set
for it, corrective action should be taken.

The Commigssioners should ensure that a comprehensive policy

18 published which states what kinds of information in

MANDATA are regtricted ae regards access, and who is

entitled to have access to each kind of restricted information.

The Cormissioners should satisfy themselves that effective
controls exist in design and operation of MANDATA to ensure

that only authorised officers may have access to amy information,
and then to only those parts of the information which they are
specifically entitled to view or change.

The Board, as the appropriate authority, should set
quantified objectives for quality-of-service lavels to be
provided by the MANDATA system and ehould communicate thase to
ugers, dotual gservice levels aohieved in operation should be
measured and the results reported to users.
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#4(8) The Commiesionera of the Board and Permanent Heads of user
departmenta should ensure that detailed plane are formulated
promptly to bring about the changes in organisation structuve,
the redefinition of duties, the redeployment of people and the
changes in numbers of staff that will be necessary to ensure
that planned cost savinge are realised within the planned
timeframe.

#4(9) The Commiesioners. and Permanent Heads should publicly and
immediately make quite emplicit what impact they ewpect or
intend MANDATA to have on staffing levels, organieation and
dutics.

THE USERS

4,13 The Public Service Board was responsible for the feasibility
study, design and specification of the MANDATA system. However,
from time to time between 1970 and 1973, Permanent Heads of all
departments were informed of the Board's plans and were asked to
comment on them. (see Chapter 3). The most detailed definition

of MANDATA which was given to Permanent Heads, was in a letter
in April 1972 from the Chairman of the Public Service Board (see
Appendix 8). According to the Board, replies f£rom Permanent Heads
to the lettexr:

...varied f£rom explicit agreement from fiftcen Permanent
Heads, implicit ag from four P Heads, to
a non-committal reply from four Permanent Heads.

Of the nine departments that had not replied at that time
eight departments subsequently indicated support for the
project and one indicated support for the project but
suggested that a pilot study should be made first.!'!

4,14 None of the Permanent Heads opposed MANDATA although, since
management consultants were engaged to report on. its feasibility
and economics, some evidently raised questions about whether it
could be developed and implemented as planned,

4,15 The consultants reported that:

the centralised MANDATA system as conceived, designed and
planned is justified, is technically feasible, and is
capable of being impl 1ly in d with
the schedule and cost estimatedl’

1l, Public Service Board, Submiesion to the Joint Committee of
Public Accounts, 6 September 13878.

17, Computer Sclence of Australia Pty Ltd, MANDATA - Review

and Recommendations, Report to the Public Service Board,
October 1972.
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The consultants advised against the pilot development which had
been suggested by one Permanent Head and, in the event,
conformity with original cost estimates and schedules has not
been achieved (see Chapter s).

4.16 A standing committee of representatives from major user
departments (the MANDATA Co-ordinating Committee) was formed in
1972 to allow departments to participate in the development of
the system (see Appendix 3). This Committee is still in operation
and meets at present every 6 to 8 weeks,>?

4,17 In the light of the foregoing we consider that the Board
provided reasonable opportunities for departments to participate
in the initial planning of MANDATA in the period up to the end of
1973, There is considerable doubt that during that period all
Permanent Heads availed themselves of the opportunity to
participate by ensuring that they fully understood what they were
supporting (or not opposing).

Project Review in 1977

4.18 In 1977 consultants were again engaged to review and report on
several aspects of the project, among which were:

the management improvement objectives, including the
provision of a t on the benefits which
could be realistically expected, whether such benefits can
be expressed in monetary toxms and if so, their expresaion
in these terms,

The consultants stressed the importance of management commitment
at high level in the Public Service, pointing out that MANDATA
is an aid to management and the achievement of the management
benefits rests with the departments themselves (see Appendix 8).

4.19 Inorder to evaluate the potential contribution of MANDATA in
areas other than the expected clerical savings the consultants
interviewed five heads of departments and a number of senior
officexrs in the Public Service Board,

4.20 The consultants estimated that there would be a salary saving

up to 1989, of $94m. Accordingly they concluded 'that the
potential management improvement benefits are significant,'

4.2) The Committee has certain misgivings about this estimate,
These arise from the following:

4. P.A. Consulting Services Pty Ltd, Review of MANDATA,
June/July 1977,

53. Secretary, Public Service Board, letter to the. Secretary,
Joint Committee of Public Accounts, 26 July 1979,
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. Only five Heads of departments were interviewed
out of a total of thirty departments and statutory
bodies. The staff population of these departments
comprised approximately 37 per cent of the total
staff to be covered by MANDATA.

. Of these five, three were fairly optimistic about
the potential management benefits, one questioned
the need for the on-line approach being adopted for
MANDATA, and one felt that in smaller departments
there would not be extenslve savings from more
effective management action,

. None of the Permanent Heads who thought that MANDATA
would provide significant management benefits is
likely under present arrangements to be held
accountable in the future for any failure on his
part to achieve those 'expected benefits!',

4,22 Overall, the consultants' reports of the interviews do not
give us confidence that the view is widely or strongly held at
Permanent Head level that MANDATA will be an effective aid to
senior officers in managing their departments more effectively.
While there may be widespread departmental commitment to usge
MANDATA for improved manpower management it is not apparent in
this small sample of interviews with Permanent Heads.

4.23 Commitment to improved manpower management is a vitally
important ingredient in the achievement of the estimated manage-
ment benefits of the MANDATA system. In our view such commitment,
to be credible, should be expressed by all Permanent Heads as an
undertaking to achieve a nominated level of savings by a given
time as a result of MANDATA, and a willingness to be held
accountable for the results actually obtained, Even though the
consultants took into account staff savings in the larger
departments only and allowed time for the acquisition of
management experience, these steps cannot give confidence in the
estimates of management benefits (potentially achievable though
they may be) unless they are accompanied by an undexrtaking by
departments to achieve the savings, No such formal undertaking
has been gilven, Until it is, the estimated management benefits
remain, in any cautious and rational evaluation of MANDATA,
little more than pious hopes,

4.24 1£, on the other hand, Permanent Heads who well understand
what MANDATA is supposed to do £ind that they cannot give any
such, undertakings because they cannot estimate even conservative-
ly the benefits that may come to them from MANDATA, then this too
should be made known so. that the uncertainty that attaches to
theiexpected dollar value of management benefits will be cleaxly
visible.
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Management Training Needed

4,25 MANDATA cannot itself produce management benefits. Benefits
will only flow from the skilful application of the information
available on MANDATA to the pursuit of worthwhile objectives.

4,26 We have strong doubts that manpower management skills
within the Service are sufficient to achieve the potential that
MANDATA offers. We consider that there is a critical need to
train departmental managers in the techniques of human resource
management, covering for example:

. The planning of forward requirements

. Matching positions with skills

. Career planning

. Resource allocation

. Planning of gtaff development to meet future needs

4,27 Not only does MANDATA have the potential to assist in
obtaining higher productivity through improved co-ordination and
efficiency; it also has the potential to help achieve a more
satisfying working environment because of improved opportunities
to match skills to positions and to plan individual career paths.
Again it must be stressed that the ability to apply advanced
concepts of human resource development will not flow automatical-
ly from MANDATA. This challenging task is however made more
tractable by having ready access to the kind of information which
MANDATA can hold on-line.

4.28 Other management benefits, given the necessary managerial
skills, are:

. Greater flexibility to handle organisation change with less
disruption to output

. Better administration of staff ceilings

The ability to restructure the organisation to serve better
the objectives of the Service or to meet changing needs

. The ability to forecast attrition more accurately

The abllity to plan effective rotational assignments (but
see the article by Knight for some possible pitfallsy®!

Recommendations

4,29 We consider that potentially the MANDATA system can be of
benefit by assisting in the more effective utilizatlon and
development of human resources within the Service., Because the
achievement of such benefit depends critically on whether the
goals being pursued are worthwhile, and on the ability of
management to use the information which MANDATA will make available,

31. Knight, F.C,, Data Stream and the Individual within the
System, Optimum, 4(3) pp 42-49,
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ve recommend that.:

*4(10) The Public Service Board should without delay prepare up-to-
date detailed estimates of the expected sauiflgg afld othzr ¢
benefita from MANDATA.

#4(11) Quantified ob.;'ect'ivee should be set within departmenta for the
aahwue‘ment within specified times of management benefits
reaulting from the use of MANDATA. Department Heads should
formally acknowledge ihem to be worthwhile and should wndevtake
to 'rzohz:eve them, Performance in the achievement of the
objectives should be measured, If the aggregute dollar value
of thg obje'atwea diffevs from the estimates of benefits
contained in Chapter 6 of this report, Parliament ahould be
informed of the ewxtent of the diffevence and the veason for it,

A%(12) Zo help managers achieve the designated management benefits o
MANDATA, training appropriate to present aking levels an d
future dut’we in human resource management should be given to all
managers in ueer departments and in the Publie Service Board,
with particular reference to the use of the new ayetem,

Consultants' Recommendations for a Project Board
of Management

4.30 One of the recommendations that
a0 one at arose from the 1977 review

...establishment of a Project Board of Management with up to
five representatives of key departments at about Permanent
Head level.

This recommendation was not put into effect. An officer of
MANDATA Program Office expressed the view that such a Boardtvl::guld
be an unnecessary duplication of and less effective than the
MANDATA Co-ordinating Committee as a means of determining user
wants, However, we do not see the function of this Board as
gégﬂxﬁitcantly overlapping that of the MANDATA Co-ordinating

ee.

4.31 The consultants said in their report:

It bacame clear that only persons responsible for shaping and
guiding the overall operations of & department would be in a
position to evaluate the potential contribution of MANDATA (in
areas other than clerical savings).

4. P.A, Consulting Services Pty Ltd, Review of MANDATA,
June/July 1977.
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We agree with that view and we think that the consequence of it
is that not only departmental technical personnel but also senior
general managers must regularly monitor the product that is being
developed to satisfy themselves that it will enable them to
improve staff efficiency and achieve other goals.

4,32 We recognize that not all Permanent Heads would be willing
to devote time to overseeing the MANDATA project. Obviously a
committee of persons who neither understand nor particularly care
what MANDATA does is not going to be beneficial. If however
Permanent Heads were committed to and accountable for the
achievement of specific staff reduction goals or other planned
savings - as we believe they should be - then such managers
would doubtless wish to be aware of and to influence MANDATA's
future design options. We see the Board of Management, as
recommended by the consultants, as a suitable vehicle for
exercising such influence.

4,33 Because the project's development is well advanced, much
opportunity to involve Permanent Heads has been lost. Neverthe-
less sufficient development work still remains to justify a
greater involvement of Permanent Heads than currently exists.

We suggested earlier that at intervals of every three months
Ccommissioners of the Board should review project goals and
their relevance to user needs, This is obviously the occasion to
bring together the Permanent Heads of major departments (or
their senior general management delegates, but not ADP technical
managers or personnel managers). Thus, theBoard of Management,
or steering committee, would comprise both top level users and
producexs of the MANDATA system together with the Director of
the MANDATA Program Office,

4,34 The role of this group would not be primarily to challenge
or control the way MANDATA is being run (although that might
subseguently be the result of policy decisions taken at the
highexr level). The role of the group would be to ascextain
whether MANDATA is providing and will continue to provide the
tool that will enable departments to meet the stated goals

(eg estimated savings of some $94 million in the form of
general staff reductions. over the next ten years').

4.35 Recommendation

*4(13) The Board together with Permanent Heads of the major user
departments should form a Project Board of Management, meeting
quarterly, to review the product and satisfy themselves. that
1t will enable them to achieve their goals within the planned
timetable. If not, appropriate corrective action should be
initiated,

'8 P.A. Congulting Sexvices Pty Lta, Review of MANDATA,
June/July 1977,
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THE INTERDEPARTMENTAL COMMITTEE ON ADP

4,36 There is no evidence available to us whi

hich sugge:
IDC on ADP played any role in preventing, reducingggxsgfre:hat the
foreseeing the many difficulties which have plagued the MANDATA
projgct. This is a matter of concern to the Public Accounts
Committee since both the Board and the IpC have a
responsibility for reviewing the ADP proposals of other
Service departments, yet they failed to assesg correctly the
scope and resource requirements of the Board's own system.

4.37 The contribution made b

of the original MANDATA strategy was described by the Board
in a reply to a question by the Committee:

The IDC was advised of the original strategy of MANDATA and
gave its endorsement in principle to the plan and for the
initial equipment acquisition. It has since re-examined the
matter at the times when expansion of equipment was involved
to support service bureau operations., Changes to date have
been mainly in the priorities of implementation. There has
been no significant expansion of equipment for MANDATA
purposes since the acceptance of the original public tenders.
Some expansion of the software requirements, particularly in
relation to the mini-computers, has been re?uired and this
was submitted to the IDC for endorsement, !

4.38 The Committee asked the Public Service " i

k Bo, :
original submission put to the IDC on MANDA‘I‘A'F.rxd 11:10 rtg;%‘;ls%e 13::lixee
Board supplied only the 1971 Peasibility Study.? The Committee
asked for the minutes of the IDC meetings at which the MANDATA
project was considered., The Board in response provided a summary
of considerations by the IDC rather than the full minutes.

4.39 The Board stated that it was
reluctant to rel
minutes because:. Fetease the fuil

(a)  they included confidential deliberations on the choice of
tenderer;

1. Joint Committee of Public Accounts, Use of Automatic Data
Processing 4n the Commomvealth Public Seefor - Stage 1,
Minutes of Evidence, 1978, F.142.

2.  Public Sexvice Boaxd, MANDATA - Repont on ithe Feasdbibit
and Economics of Establishing a Corzpnehemiva Computen ‘y
based Personnel and Establishment System, November 1971.

11, Public Service Boaxd, Submission to the Joint Committee of
Public Accounts, 6 September 1978.

41

Yy the IDC after its initial endorsement



(b) it was contrary to the gencral policy of the Government to
release details on the internal deliberations of inter-
departmental committees,?"

4.40 According to the summary which was provided, the IDC on ADP
gave consideration to the MANDATA project on eleven occasions
between 1972 and 1977, The IDC endorsed the MANDATA proposal at
one of these meetings (31/5/73) following a presentation of the
findings of a sub-committee appointed in October 1972 to review
and report on the project. We asked to see the report of the gub-
committee to the IDC but the Board was reluctant to release it
for the same reasons that it was reluctant to release the full
minutes of the IDC. According to the information given to us,
eight subsequent meetings of the IDC discussed only technical
questions related to undertaking the project.

4.41 The IDC agreed to support the MANDATA project in May 1973
and Cabinet gave approval to the project in February 1974.
However the estimated costs and benefits of MANDATA contained in
the 1974 Cabinet submission were materially different £rom the
estimates contained in the 1971 Feasibility Study which was
presented to the IDC by the Board in September 1972,

4.42 This came about because the Board revised its estimates of
costs and benefits after the endorsement of the proposal by the IDC
and before approval by Cabinet. The changes were not formally
endorsed by the IDC.

4.43 It is of interest to note that the only significant change
made to the 1971 cost/benefit estimates by the IDC was to reduce
the benefits estimate by 27 per cent. When the Board later revised
its cost and benefit estimate prior to submission to the Cabinet,
it restored the benefit estimate that had been removed by

the IDC, on the grounds that the particular item was a realistic
expectation.

4.44 These matters throw light on the general workings of the
IDC and particularly on its contribution te the decision to
proceed with the project. MANDATA is one of the largest computer
projects undertaken by the Public Service and we would therefore
expect the amount of consideration given to it by the IDC, and
the contribution by the IDC to making it a successful project,
to have been proportionately large. It appears that this is not
the case. At the relatively small number of meetings at which the
IDC discussed MANDATA, attention was apparently focused on such
issues as the invitations to tender, the choice of vendors and
the operational reliability of certain equipment. While these
matters are appropriate ones for IDC attention, one might expect

14. Chairman, Public Service Board, letter to the Chairman,
Joint Committee of Public Accounts, 22 August 1978.
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co~ordinating role of the IDC would have caused it to discuss
at some length the managerial and strategic aspects of MANDATA.
There is no evidence that it did so.

4.45 This is a large and complex project even by present day
standards. Considering the lower level of skills, ADP product
technology, and experience that existed in 1973, MANDATA was an
even more ambitious undertaking when the IDC endorsed it than it
would be if it were to be started today. In addition the Board
had no experience whatever in large system development. In the
circumstances it is astounding that the IDC did not sound a
strong warning note to the Board about the difficulty of the
project nor question the Board's ability to undertake it,

4.46 As we indicated above, the Board has withheld the minutes
of IDC meetings from the Committee and it is therefore not
possible to ascertain the extent to which this question was
raised, This swmmary which is meant to contain all 'significant’
matters, has no reference to discussion of resource requirements
to accomplish MANDATA. Either the warning was not raised or else
the Board does not consider it to be significant,

4.47 We have been advised that at least one department ~ the then
PMG's Department - did, through its IDC representative, raise
the question of whether the Board had the capability to carry
out the development. Telecom informed us that:

it was believed (by the then PMG's Department) and the
Board had been advised, that the technical difficultics
in the development of a system such as MANDATA (and by
implication the agsociated costs) had been significantly
undereatimated. 3

4.48 Apparently the warning was not taken seriously by the Board.
As we described in Chapter 3, as soon as Telecom and Australia
Post were formed as statutory authorities, they decided to
withdraw from MANDATA.

4.49 The terms of reference of the IDC on ADP (Appendix 10) do not
give a clear statement of the role and purpose of the IDC. They
refer to 'co~ordination’ but do not say to what end the
co~ordination is to be directed, Since the IDC's responsibilities
for achievement are not defineéd, it is impossible for this
Committee or anyone else to judge whether the IDC has met its
obligations.*

» The Committee recommended in its 174th Report that the IDC on
ADP be made. accountable for costs saved or benefits lost du
to its operation. .

43. Managing Diractor, Talecom Australia, letter to tha Secratary,
. Joint Committee of Public Accounts, 19 July 1978,
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4.50 Nevertheless, assuming that the summary of IDC discussions
given to us by the Board is complete, we consider that the IDC was
remiss in not raising and discussing as a principal issue the
question of whether the Board had the resources and skills
necessary to perform the project. It could be that the IDC itself
aid not realise the difficulties of the task or that the Board
did not have the required special skills, Furthermore the
relationship between the Public Service Board and the IDC on ADP
was probably an inhibiting factor, particularly since the Board
supplied the chairman for the IDC,

4,51 The Committee is giving consideration to alternative
approaches to carrying out the functions at present performed
by the IDC on ADP.

4.52 Recommendation

#4(14) When reviewing a depavtment's proposal for a development
profect, the technical IDC should eneure that consideration
has been given to the emperience and nunber of
pergonnel required to carry out euch a task, whether the
department has the resources, and if necessavy, how the
department’s resources might be oupplemented.

PROJECT AND PROGRAMMING MANAGEMENT

4.53 To help in assessing the iikelihood that future development of
of MANDATA would meet time and cost schedules, the Committee asked
to see samples of the following project documents:

A. External Specifications
1. Overall design objectives

2. pefinition of functional modules (eg leave updating
and amending)

3, Definition of tasks within functional modules (eg
processing an application for leave.}

B. Internal Specifications
1. A sample design document which for a given module
defines internal design such as data formats, timing
reguirements, memory space restrictions, eto.

c. Time Schedules

1. Manpower loading charts against time for representative
tasks and modules.
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2, PERT, CPS* or dopendency charts showing interrclationships
betwoen tasks against time for the whole project, and in
greater detall for soparate modulcs.

D, Project Documentation

1. P ive 4 ion of p
tasks comploted,

ing modules and

2, Progreislcharts showing work completed against plang, at
several lovels of detail, ey overall project (31
applications, ! pro] ¢ particta
E, Quality Assurance

1., Definition of tests to which programming modules and
tasks will be subjected when completed.

2. Documentation of results of tests already applicd to
proviously completed modules and tasks.

4.54 The purpose in asking for thes
e documents was to allow the
Committee to assess the detail and thoroughness of planning and
control, not to assess the product itself. Therefore only
representative documents were requested.
4.55 The Board indicated that not all
these documents were availal
but they would provide what they had., The Chairman of the Public ble
Accounts Committee stressed that the Committee required examples
of the types of documentation already in use, rather than
cilggﬁxi\g;tslq:}‘;icléhmight E: Eenzraﬁed in response to the Committee's
. ertheless ook the Bo.
o Y Nevertnes s ard five weeks to meet the
4.56 By way of external documentation the Board supplied:
A Personnel/Leave Product Description
External Design Specifications for several modules, vis:

Commencement

Probationer recommondation

Personal particulars variation

Separation

Movement to anothor department

Prior service/long service leave details

Cancellation of prior service/long sexvice leave

®*  PERT: Program Evaluation and Review Tachnique
CPS: Critical Path Scheduling
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4.57 The Committee is satisfied that in general the above
documents represent satisfactory documentation practice.

4.58 As examples of internal documentation (i.e. pertaining to
program details), the Board supplied:

Design specifications for a population selection routine
to extract designations and occupations from a data base.

Some task descriptions showing dates, staff assigned and
dependencies.

4.59 The Committee considers that if these documents are typical
of MANDATA internal design specifications, then this aspect of
the project is satisfactory.

4.60 A few time schedules were supplied, as well as brief notes
on project management procedures. These were extremely sketchy
in nature. A network diagram of project activities dated 25 June
1978 related only to a limited number of program modules and
lacked detail., Some information about staff allocations to tasks
was provided but again this related only to a very limited
number of tasks. No overall planning chart showing the whole
MANDATA project was provided. No manpower loading charts showing
staff numbers against time were supplied, nor did the Board
supply progress charts showing work completed against plans.

4.61 since no documents in the way of plans for the overall
project, time schedules and manpower loading charts were supplied,
the Committee can only assume that they do not exist.

4.62 This is an unsatisfactory state of affairs and does not give
confidence that the management and administration of the overall
project is being carried out with efficiency.

4.63 The Committee considers that the Board should give urgent
consideration to the greater use of formal system development
and project management tools, Several proprietary system
development methodologies are available for purchase or license
and experience with some of them has been excellent, 2®” 39

4,64 Although it is possible for the Public Service to develop
its own formal methodology for system development and documenta-
tion, the low cost of tested packages on the market makes it
uneconomic to do so. Moreover it is unlikely that the results
would be as satisfactory as the best of available commercial
packages.

29,  The Production of Betten Soffware, EDP Analyzer
February 1979, 17(2).

30, her, R.C., Management Methodology fon Software
Product Engdineering, John wiley & Sons, 1978.
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4.65 Recommendations

#4(15)  The Board should increase its use on this project of formal
syotem development and project management techniques,
particularly in the aveas of d tation for
review and eontrol,

g

#%(16)  The Board ehould evaluate urgently available proprietary oyetem
development methodologles for use on the remainder of MANDATA
development and on other projects.

Should the Public Service Undertake Major System
Development?

4.66 The development of large-scale softwaxe systems, of which
MANDATA is an example, requires a number of specialized skills
that are in short supply. People who are competent to perform
the tasks of project management, product management, programming
team management and similar leadership functions can command
high salaries. Moreover they frequently wish to pursue careers
in these specialized f£ields. Unfortunately the Public Service
at present appears unable to offer either salaries which will
attract and retain the most capable of these specialists or long
term career opportunities for them in the management of computer
system development.

4.67 The high rate of turn-over of staff, particularly senior
staff, on the MANDATA project has doubtless been detrimental to
the latter's progress. During the twelve month interval between
the first and last public hearings of evidence on MANDATA by this
Committee, there was a complete change of witnesses giving
evidence, reflecting a total change in management of the
project. One of the new witnesses has since left the project.

4.68 The Committee appreciates that this is a difficulty faced
to some degree on most large computer system development projects
which extend over several years. It has been suggested to us
that to retain personnel on major projects like MANDATA, term
contracts should be used, for example, a person joining the
project would be required to sign an agreement to stay on the
project for a minimum period of say, two years, with appropriate
salary inducements.

4.69 Even this approach may not work in the present short supply
situation. In our view the most effective way to attract and
retain qualified people is to offer them the opportunity to
work on well managed projects at industry competitive salaries.

4.70 The Committee believes that this is a recurring problem in
many specialist situations in the Service and the Board should
address itself to finding a solution,

4.71 This suggests that departments contemplating the development

of large systems ought to look very carefully at whethexr they
should use departmental staff for the purpose or should contract
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as much as possible to organisations which are experienced in
system development. There is obviously considerable advantage in
contracting out system development to an experienced specialised
commercial organization rather than attempting it in-house with
less than fully competent practitioners. It may appear at first
sight, when contractors' fees are compared with Public Service
salaries, that in~house development is the cheaper approach.
However, it must be recognised that system development management
is a highly skilled function and that in the competitive
market-place which exists, high fees are a reflection of the
high level of competence and specialization required and the
short supply position. The cost to the Commonwealth of poorly
managed system development is very high.*

4.72 The Committee can see as little justification for the Public
Service developing its own major software products as for it
building its own computing equipment. The difficulties of large-
scale system software development are often underestimated by
those (including experienced programmers) who have not previously
attempted it.

4.73 Not only will the Commonwealth benefit directly through
improved project performance by making use of specialized
experienced personnel from the private sector, but in addition
the greater use of such services may be expected to encourage
the growth of the Australian software and computing services
industry,

4.74 The Committee supports the view of the Australian Science
and Technology Council which is:

The Australian software industry is not helped by the practice
of government departments of purchasing relatively little
locally produced software and their reluctance to make use of
consultants,.. Commonwealth government departments (should)

be encouraged to contract out programming and computing, to be
carried out in Australia. *!

* We have noted that delaying the completion of major projects
such as MANDATA can cost over $400 000 per month in lost
benefits, By comparison the cost of engaging professional
project management firms for major projects might be of the
order of $100 000 to $200 000 per yeax. In this case an
experienced system development f£irm would only need to
reduce the implementation by a month ox two to save its fees.

41, Australian Scicnce and Technology Council, Science and
Technology in Austhalia 1977-78, 1979,
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4.75
#(17)

*4(18)

#(19)

Recommendations

Depaviment Heade should be aware of the many Highty spectalized
aspects of system development, and the problems in reeruiting
and vetalning fully qualified peveonnel, Caveful consideration
should be given to contracting the development project to a
qualified commeraial organieation, or Lf the development {s to
be done within the department, to obtaining spectaliat skills
on aontrast to supplement or manage depavtmental staff.

If 1t i8 necessary to develop a major ayatem with departmental
vegources, a proven formal syetem development methodology
ghould be used.

Application packages and eyetem programs should only be
daveloped within the service if 1t can be shown that thie
apprmqh i@ more cost-effective than obtaining (and possibly
modifying) commeveially available programs.
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CHAPTER 5
ESTIMATFS OF COSTS AND BENEFITS

COSTs

5.1 When the Committee compared the cost estimates for MANDATA
contained in the 1971 feasibility study with those made in 1977
by the external consultants it concluded that the Board had
significantly underestimated the costs of MANDATA in its 1971
study. The Chairman of the Public Accounts Committee reported
this to Parliament in May 1978, saying:

It would appear that the Public Service Board in 1971
greatly underestimated the coﬁte of equipment,
development*, and operational’ costs of MANDATA as well
as the development time-scale required, °

5.2 The Public Service Board in its 1978 report disagreed with
this conclusion and stated that it intended to put further evidence
to the Committee, However, the evidence subsequently presented

*"Development"” as used here means the planning, designing, writing
and implementation of programs for the MANDATA system (other than
those programs purchased as standard products). This is a once~
only activity which for MANDATA extends from 1976 to 1981,

#"Operational” means the on~going processes throughout the life of
the system (ie to 1989 and beyond) of maintenance of equipment
and programs, computer operation, data entry, and data communic-
ation, The cost of operations includes staff to operate and
maintain the computers of the system, consumables such as
electrical power, program maintenance and communication line
rental,

2. Public Service Board, MANDATA - Report on the Feasibility
and Economics of EstabLishing a Comphehensive Computer -
based Pensonnel and EstabLishment System, November 1971.

4.  P.A. Consulting Sexvices Pty Ltd, Review of MANDATA,
June/July 1977,

5. Connolly, David M., M.P., House of Representatives Hansard,
31 May 1978, pp 2811-2813.
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by the Board to the Committee, while explaining some of the
cost increases, tended to confirm the Committee's earlier
conclusion. This may be seen from the following figures
presented by the Board:

TABLE 1
$ Thousands

1971 1977 Board's

Estimate Study 1978 Estimate
Equipment s Software 6 152 10 591 9 854
Development 3 085 6 510 6 510
Operations (12 years) 24 501 34 221 29 350
33 738 51 322 45 714

5.3 The above columns are comparable in that all are in 1977
dollars, staff cost estimates contain no overheads, and the costs
of accommodating the PMG staff on the system have been removed
from the 1971 estimate.

5.4 The Committee recognised that some of the increase was due to
the fact that the 1971 estimate did not contain allowances for
certain unforeseeable changes that had occurred between 197) and
1977, These were exchange rate variations (affecting the price
paid for imported equipment), contract rise-and-fall, items not
for MANDATA (eg to allow the system to be used as a service
bureau) , Government decisions (eg the cost of interest on

certain deferred payments), and changes in the methods of
allocating certain costs.

5.5 If the Board's 1978 estimate is adjusted by a generous allow-
ance for the effects of such extraneous factors, the 1971 estimate
and the 1978 estimate may be compared as follows:

TABLE 2
$ Thousands
(1977 dollars)
1971 1978 Percent
Estimate [Estimatet* Increase
Equipment & Software 6 152 8 002 30
Development 3 085 5. 922 92
Operations (12 years) 24 501 27 450 12
33 738 41 374 23
A4 After removing all for unf ble items
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5.6 The Board's own figures, even after allowing for inflation,
movement in exchange rate and other factors, support the
Committee’s first conclusion regarding the 1971 estimate. Even
50, the Chairman of the Public Service Board in June 1978 said:

I have been assured that the costs of the project have
not increased significantly other than for external
factors such as inflation, movement in exchange rate
and changes in technology.''®

5.7 It is now clear that in making this statement the Chairman of
the Public Service Board was not using the 1971 figures as his
base for reference. In September 1978, eleven months after the
Board had been requested to submit all updates to the original
estimate in detail, it revealed to the Committee that the
Committee was not in possession of the cost estimates on which
Cabinet in Febraury 1974 gave approval to proceed with the
development of MANDATA.

5.8 fThe Committee regards it as entirely unsatisfactory that the
Board, despite a specific request for all estimates, delayed so
long in producing the one estimate which would allow the
Committee to evaluate the extent to which costs have risen above
the estimates on which Government approval was based. A summary
of the cost estimates accompanyinqg the submission to Cabinet are
given below in Table 3, These are shown before and after removing
costs estimated by the Board to have originally been included to
provide for use of MANDATA by Telecom and Australia Post.

5.9 Table 4 shows actual costs of MANDATA to June 1978 and to
May 1979 as well as estimated cost to complete as at June 1978

and May 1979. June 1977 has been chosen as the base time to which
estimates made at various times would be adjusted to allow compar-
ison, This is the date of the most detailed estimates presented to
us - those prepared by P.A. Consulting Services Pty Ltd."

5.10 Comparison of the last column of Table 3 with the second last
column of Table 2 (the 1978 estimate) shows that the 1978 estimate,
after adjusting it for circumstances not reasonably foreseeable in
1974, is close to the estimate submitted to Cabinet after the
latter has been adjusted for changes in money value, overheads and
withdrawal of Telecom and Australia Post, Estimates of labour costs,
and some other costs which are closely related to labour costs, for
the year 1978/79, have been brought to equivalent costs at June 1977
by dividing them by 1.141. (See Appendix 1l for details.)

4.  P.A. Consulting Services Pty Ltd Revdiew of MANDATA,
June/July 1977.

16. Chairman, Public Service Board, letter to the Chairman, Joint
Committee of Public Accounts, 15 June 1978.
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TABLE 3

ESTIMATE OF MANDATA COSTS MADE
NT_DECEHBER 1973 AND LATER
ADIUSTED FOR WITHDRAWAL
OF TELECOM AND AUSTRALIA posr®’’!®

THOUSANDS

(See Appendix 11 for details)

As Approved Adjusted to 100% Overhead Allowance for

By Cabinet 19778 on staff Telecom/
salaries Australia Post
removed removed

Equipment and
Software 7 630 7 896 7 896 6 696
Development 12 255 14 613 7 307 6 284
Operations (12 years) 45 761 50 347 34 585 28 126
TOTAL 65 646 72 856 49 788 41 106
TABLE 4

COST-TO-DATE AND ESTIMATED COST-T0-COMPLETE
AT JUNE 1978 AND MAY 1979

($'000) - IN JUNE 1977$

June 1978! May 1979%t
Cost to Est Further Est Total Cost to Est Further Est Total

Equipment & 8 499 1 358 9 854 9 038 958 9 994

Software

Development 3 475 3 035 6 510 4 270 2 2490 6 510

Operations 2 923 26 427 29 350 5 602 23 535 29 137
TOTAL 14 897 30 817 45 714 18 910 26 730 45 640

11. Public Service Board, Submission to the Joint Committee
of Public Accounts, 6 Septembexr 1978.

18. Public Service Board, submission to the Joint Committee
of Public Accounts, 25 October 1978,

50. Public Service Board, Cabinet Submission on MANDATA, Attachment A,
Table 1, February 1974.

S1. Secretary, Public Sexvice Board, letter to the Secretary, Joint
Committee of Public Accounts, 25 June 1979,
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BENEFITS

5.11 The Board was asked to provide to the Committee "the

original cost-benefit analysis and any further updating which

has taken place since then in detail" ! In response, the Board
provided summary cost and benefits estimates from the report®
prepared by P.A, Consulting Services Pty Ltd in 1977.) The Board
said that this was "the most recent comprehensive updating*,’

The Committee then asked the Board for the full report by the
consultants, to allow an assessment to be made of the assumptions
and reasoning leading to the estimates of costs and benefits.

The Board at first declined to show the report to the Committee.
However following a statement in Parliament by the Chairman of the
Public Accounts Committee and a request to the Prime Minister, the
Board provided the Committee with a copy of the report,3”36¢

A summary table of benefits from the P.A. report is included in
Appendix 1l~D. In summary the cumulative value of savings and the
cumulative 'present' value (actual value at June 1977, using a
lobper cgnt per annum discount rate) over time are shown in

Table 5.

5.12 In view of the delays in the project due to staff shortages
and other factors, to changes in product specification and to
changes in the development plans, it is now doubtful that the full
beneflts estimated by the consultants can be achieved. We therefore
congider that the 1977 benefit estimates should be reviewed and if
necessary revised, taking account of these changed factors,

5.13 The Board has recently recalculated the total cost and the
cost~to~complete of MANDATA and has arrived at a figure consider=-
ably lower than that estimated by P.A. in 1977, as shown for
example in Table 6, In this Table operating costs are taken over
twelve years (to 1986~87) the cost estimates are expressed in
1977 dollars, and staff overheads are included,

1. Joint Committee of Public Accounts, Use of Automatic Data
Procedsding in the Commonmwealth Public Seeton - Stage 1,
Minutes of Evidence, 1978,

3. Public Service Board, The MANDATA Project, supplementary
Submission to the Joint Committee of Public Accounts,
Papers Nos. 1-16..

4.  P.A, Consulting Services Bty Ltd, Review of MANDATA,
June/July 1977.

5. Connolly, David M., M.P., House of Representatives Hansaxd,
32 May 1978, pp 2811-2813.

56, Chaixman, Joint Committea of Public Accounts, letters to the
Prime Minister, 5 May 1978 and 25 May 1978.
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TABLE 5

ESTIMATES OF CUMULATIVE VALUE OP BAVINGS AND
CUMULATIVE PRESENT VALUE OF SAVINGS

1976/77
1977/78
1978/79
1979/80
1980/81
1981/82
1982/83
1983/84
1984/85
1985/86
1986/87
1987/88
1988/89
1989/90

(AT June 1977; _10% DISCOURT RATE}
{$'000)
Cumulative

Savings
58

TABLE 6
—_—2 2

MANDATA PROJECT COST ($'000)

P.A. Estimate

Cumulative

Present Vaine
58
546
1375
7 506
21 226
35 182
51 184
65 739
78 989
91 019
101 972
111 %01
122 228
130 465

PSB Estimate

June 1977 June 1979
(100% overhead on
staff)
Equipment and Software 11 591 9 993
Development and
implamentation 13 020 13 020
Operation 58 248 43 279
SUB TOTAL 82 859 66 292
Contingency 6 962 o
89 821 66 292
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5,14 Because cost estimates have been reduced since 1977 and savings
estimates remain unchanced, the estimated benefit/cost ratio and
net present value of the project are currently higher than the
fiqgures calculated by the consultants in 1977. If estimates of
these parameters were favourable to the project then, they are more
80 nov.

5.15 If current estimates of costs and savings are correct the
project is unquestionably highly cost/effective., What is needed
nov is a re-validation of the estimated costs and savings to
provide an accurate basis for recalculating the net value of the
preject, The latter should be used as an overall target for
project savings and the Board and users should commit themselves
to the relevant departmental components of the total as we have
stated in Recommendation No 11.

5.16 We therefore recommend that:

#A(10) The Board eshould without delay prepare up-to-date detailed
estimates of the eapected oavings and other benefita from
MANDAZA,

COST EFFECTIVENESS ANALYSIS

Public Sexvice Board Guidelines

5,17 The Public Service Board has issued, as ADP Information
Manual No. 2, guidelines for cost-effectiveness analysis of ADP
systems. ?® The Committee considers this to be an important forward
step which should contribute to a consistent approach to the
asgsessment of costs and benefits of computer projects. Intelli-
gent application of the guidelines can be expected to improve the
accuracy of estimation of project cost-effectiveness, which in
turn should lead to more soundly-based selection of optimum
approaches, Moreover, the degree of detall and the method of
presentation advocated will assist in management review of projects
during and after development.

5.18 The Board makes the distinction in the guldelines between
cost-effectiveness analysis and the broader sphere of cost-benefit
analysis of computer projects:

A cost-effectiveness analysis is a method of establishing a cost

comparison between a number of alternativae means of indicating a

predetermined activity... The usea of the technique in this

context differs from a more comprehonsive benefit/cost analysis

in that the value of the output of the activity is not normally
{Public A Committee's emphasis).

The object of the analysis is to establish the least net cost
alternative of achieving a predetermined objoctive rather than
determining the most productive allocation of resources in an
environment of compating demands...

20. Public Service Board, A Guide to Cosf-Effcctivencss Analysis of
ADP Systems (ADP Ingoamation Manuaf Ne. 2), Canberra 1978.
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The guide assumes that competing functions have already been
subjected to broad analysis at high level covering the overall
costs and benefits... It has also been assumed that a decision
has bzen hed by the P authority (for example,
Cablnet, the Minister, etc.) that a particular function or
activity is to be undertaken.

5,19 The distinction being drawn above is the well known one
between 'doing things right' and 'doing the right thinge., The Board
guidelines attack the former problem. We are concerned however
that the broader context of decision-making about computing in

the Service may not normally be subject to the same level of
rational analysis. We should like tO see an equivalent set of
guidelines produced for the wider sphere of cost-benefit analysis
of computer projects to help ensure that the right objectives are
chosen and costs in the wider social context are taken into account.
Those responsible for decision making about ADP projects in this
wider sphere should be aware that the Board's cost~effectiveness
analysis starts with the assumption that the right function orx
activity has already been selected to be done.

Extensions to Guidelines

5.20 We consider that in some respects the Board's guidelines
should be expanded, particularly as to the way costs and benefits
which are not accurately predictable are dealt with. This is a
difficult area in which consistency of approach and interpretation
is important. The assumptions used in risk assessment are easily
covered up unintentionally; therefore advice as to gtandard
approaches and method of documenting assumptions should be
included in the guidelines. (For examples of possible approaches
see The Eoonomics of Computers,®®)

Effectiveness Evaluation of Installed Systems

5.2l A set of guidelines for a consistent approach to measuring
the performance and effectiveness of computer systems once they
have been installed is still lacking. Only in 1876 did the Public
Service Board begin to carry out reviews of the operational
effectiveness, technical performance, and achievement of objectives
of departments' computer systems. The reason given by the Board
for not providing earlier a formal consistent approach to cost-
effectiveness analysis and post-implementation reviews was lack
of resources within the ADP Divislon of the Board, We consider
that the Board should give high priority to establishing
guifelines and procedures for carrying out system performance
reviews.

55, sharpe, W.F., The Economics of Computers, Columbia University
Press, New York, 1969,
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Critexia for Cost-Effectiveness

5.22 A witness for the Board said that no minimum acceptable
criterion of cost-effectiveness had been adopted within the
Service as there could be intangibles present which should be
taken into account in deciding on the acceptability of a project.’
The Committee agrees with this latter statement but believes that
often, so-called 'intangibles' are not really intangible but

are regarded as such because they are either difficult to
estimate or subject to uncertainty, or both. Every effort should
be made to assign monetary values to these difficult-to-estimate
factors. Because a residue of genuinely intangible factors may
remain, we accept that there is no single benefit/cost ratio,
net-present-value, or other simple criterion which alone can be
used as the standard of acceptability in all circumstances.
Nevertheless for consistency of approach it is desirable that
some quidelines for acceptability be prepared, encompassing if
necessary several criteria. Zones of acceptability could be
defined in terms of net-present-value benefit/cost ratio, risk,
capital requirements, the impact of resource demands on other
projects and gimilar factors.

Recommendations
5.23 The Committee therefore recommends that:

A%(20) The Public Service Board should give consideration to extending
ite guidelines for determining the eaonomies of computer system
proposals to inelude methods for the assessment of:

. rigk

. impact on other projects

. capacity and eapability of the department to carry out
the project.

421y The Board should eupplement ite guidelines on cost-effectivencsa
analysis with eimilar guidelines on the assesement of the
effectiveness of computer eyasteme in operation,

*4(82) The Public Service Board or the Department of Finance should
prepare and publish guidelinee to aseist Permanent Heads in
the rational and consistent analyeis of benefits and coste of
proposed large scale computer projects (e.g. for presentation
to Ministers), taking into account:

. the extent to which the projeet contributes to the policy
of the Government of the day

. the costs and benefits, sooial and otherwise, of the
project

. the impact on altevnativae projeats

. the impact on personnel and organisatione with the
Public Service.

-

Joint Committee of Public Accounts, Use of Automatic Date
Processing dn the Commonwealth Public Sector - Stage 1,
Minutes of Evidence, 1978, 58

Method of Accounting for Jobs Eliminated by the Computer

5.24 while endorsing the goal of increased productivity and
effectiveness in the Public Service through the use of computers,
the Committee considers that possible side effects such as
unemployment cannot be ignored.

5.25 In the cost-effectiveness analyses of MANDATA, savings from
jobs eliminated by the computer have been treated as 'benefits'
and valued at the wages saved plus overheads. No account has
been taken of possible unemployment effects associated with
estimated staff savings. This approach is consistent with the
recommendations in the Board's publication ‘Guide to Cost-
Effectiveness Analysis of ADP Systems' much of ﬁhich‘is based on

a document produced in 1966 by the Treasury. :’ ?
5.26 The latter document states that:
«.o.unlike the firm, the public agency needs also to take

into account, so far as practicable, any i d
between its project and activity in the economy as a whole...

5.27 The statement from Treasury unfortunately gave no auidance
on the approach to be taken in assessing savings resulting from
personnel displacement in a period of unemployment such as the
present.

5.28 Possibly because it contains the same underlying assumption
of full employment, the Board's 'Guide to Cost-Effectiveness
Analysis of ADP Systems' makes no mention of the cost of increased
unemployment resulting from the introduction of a computer. In
fact the Board implies that the determination of the costs of
major external effacts of computer systems is outside the scope

of the guide:

The pexrspective of the technique as applied in this
guide is one of viewing the public sector as an enterprise
raquiring cost-effective management. Thus the particular

s 'h adopted is not ily the same as in a
traditional social cost effoctiveness analysis. The
adoption of the above criteria infl the t
of additional costs and benefits,

5.29 The Committee believes that within the Service, probably
in the Board, responsibility should be taken for an analysis
that does take into account ramifications beyond the Department
acquiring the computex.

20. Public Servica Board, A Gulde to Cost-Effectivencss Analysis of
ADP Sysitems (ADP Tnfommation Manual No, 2), Canberra 1978,

21, Commonwealth Treasury, Invedtment Analisis, supplement to the
Treasury Information Bulletin, July 1966.
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Recommendations:
5.30 We recommend that:

44(23)

Submigsions to Cabinet on large computer projects
should make elear all the expected or planned effecte

tneluding:

ataff redeployment

effect on size of the Public Service
effeot on unemployment levels

retraining costs

other significant effeots not accounted for

in the aequiring dep

analysis.
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CHAPTER 6

THE AUDITOR-GENEPAL'’S REPORTS

6.1 Aspects of MANDATA raised in the Auditor-General's Reports
for 1975-76, 1976~77 and 1977~-78 are:

Accommodation for ADP equipment

Contracts for the supply of equipment

Special purpose software

Utilization of central computer installation

Project slippage

Development of remote sites

vtilization of equipment remote from the central
computer installation

6.2 The Committee notes that the Auditor-General has raised
further aspects of the project in his report for 1978-79. We will
review these aspects when, as noted elsewhere, we next review
MANDATA. Our findings and observations on the matters listed above
follow.

ACCOMMODATION OF ADP EQUIPMENT

Central Computer Unit

6.3 In mid~1972 the Public Service Board requested space for its
proposed computer. It took until September 1975 -~ only a few
months before delivery of the computer - to reach agreement on an
interim site for the computer; it took {ive and a half years to reach
the firm decision that the computer would be permanently located
on that site.

6.4 We list below some of the factors which appear to have
contributed in various measures to this extraordinary state of
affairs:

1. The Public Service Board was unable for a long
period to specify firmly its site requirements.

2. The Department of Administrative Services had
reserved the site finally occupied by MANDATA
for the proposed computer for the Department of
Overseas Trade. This space was not made available
for use as the MANDATA site until September 1975,
only a few months before delivery of the computer.

3. When the computer was installed and started operation
it was found that there had been an error in the
installation or design of aixr-conditioning and this
required further work on the site. As a result formal
acceptance of the site by the Public Service Board
did not take place until four months after delivery
of the computex.

61



4. The Department of Administrative Services for a
long period favoured the use of an area in Stage 2
of the Trade Group Offices for the Board's computer,
‘fhis was not a satisfactory site for a large computer,
Power and air-conditioning were restricted, flooxr-to-
ceiling height was insufficient, and the space was
too small.

5. The NCDC has informed us that its practice is to make
no provision for computer space in planning and
designing new buildings in Canberra unless a definite
requirement by a nominated occupant is known to exist,
or if "the building complex provides very large office
space and it is reasonable to expect that ﬁ’fyture
occupant will require major computer space.

Specification of Requirements

6.5 1In September 1972 the Board stated its space requirements
for hardwase and ancillary services to be 3,300 sq ft initally,
growing to 5,000 sq £t by 1976.° By April 1973 its estimate of
initial requirements had grown to 4,700 sq ft. By August 1973
the space estimate was 6,080 sq ft and by mid-1975 it was 9,965
sq ft.

6.6 Power and alr~conditioning requirements estimates also grew
considerably between mid-1973 and mid-1975. The following figures
were given to the NCDC by the Public Service Board in August 1973
and mid-1975.
TABLE 7
site Bpecification

At August '73 In mid-'75 % Increase

AREA (sq ft) 6080 9965 64
POWER (kva) 175 461 163
HEAT (btu/hr) 481000 1168446 14
WEIGHT (1lb) 73500 85794 17
AIR (cu £t/min) 34200 49860 46

6.7 The Board informed the Committee that:

the difficulty in accurately specifying requirements for the
computer centre arose almost exclusively from the fact that
the make and model of the computer mainframe, and the
associated peripheral configuration, were not known until a
comparatively late stage in the site planning. The general

3. DPublic Service Boaxd, The MANDATA Project, supplementary
Submission to the Joint Committee of Publi¢ Accounts,
Papars Nos. 1-16.

49, Secretary and Manager, National Capital Development Commission,
letter to the Secrstary, Joint Committee of Public Accounts,
4 May 1979,
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scale of the equipment to be procured was known from an
early stage, and this permitted site planning to proceed
satisfactorily to a certain point, 1, the envi 1
regui of di makes and models of computer can
vary significantly, particularly in relation to airconditioning
specifications, and until a decision is reached on a particular
to be purch d it is not possible to specify detailed
requirements with confidence,®

6.8 It is normal practice, when site requirements cannot be
specified before the computer has been. selected, to allow within
reason for the worst case conditions. The Public Service Board
attempted to do this in its August 1973 draft specification for
site reguirements; it allowed for the largest floor area, air
conditioning and power supply required by any of the potential
suppliers of the MANDATA system,!? The Committee therefore does
not accept that the understatement of requirements was an
unaxgigable error based on not knowing who the final supplier
wou, e,

6.9 We think that the problem was more with the Board's poor
planning of its requirements and its lack of understanding of
good site development practice.

6.10 In evidence to the Committee, an officer of the Board said:

In the very early stages some of the ramifications such
as the necd for highly specialised air conditioning were
not fully understood by either the practitioners or the
constructing authorities. As soon as we became aware of
these things -~ I think it goes back to about 1972 whon we
really started to understand the real need - that was
probably the point I think when we really started to take‘
up the matter with the relevant Commonwealth authorities.

6.11 In light of the above we consider that the Board in its
early design of the MANDATA system had very little idea of how
to estimate accurately the power, space and air conditioning
requirements, even given a firm configuration., In such circum-
stances the advice of specialists in computer site development
should be sought - if necessary from outside the Public Sexrvice
{see Recommendation No. 26}.

3. Public Service Board, The MANDATA Paoject, Supplementary
Submission to the Joint Committee of Public Accounts,
Papers Noa. 1-16.

19, Public Sexvice Board, "MANDATA System - Site Requirements
for Central Computer Installation", Draft Specification,
August. 1973,

1, Jolnt Committee of Public Accounts, Use of Awtomatic Data
Processing dn the Commonwealth Public Secton, Sitage 1,
Minutes of Evidence, 1978,
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Auxiliary Power Supply

6.12 In addition to the growth of space and power .estimates
arising from the growth of the eguipment configuration, there was
a further significant factor in the choice of a site, This was
the late decision that an 'uninterrupted power supply' was
required (i.e. batteries as back-up for short-term failure of
external power supply and auxiliary generators for longer
failures). This requirement had nothing whatever to do with the
make or size of computing equipment to be bought. It cannot
therefore be said that the requirement was not specified sooner
because the actual supplier of the central computer unit was not
known. When the requirement was specified to the constructing
aghtority in September 1974 it significantly affected the choice
of a site.

6.13 Based on technical advice which we have received, we
question whether an auxiliary power supply for long-terxm power
failures was really necessary, considering the nature of MANDATA.
In due course the Board evidently came to the same conclusion
iince neither auxiliary generators nor battery backup were ever
nstalled.

6.14 The Public Service Board's guidelines on cost-effectiveness
analysis provide a checklist of capital equipment items that
should be taken into account when estimating costs.?’ This list
includes the cost to construct new buildings and the cost to alter
existing buildings to house equipment. Clearly the costs associat~
ed with uninterrupted power supply should also be included in the
cost~effectiveness analysis, and since these costs are sometimes
overlooked in the early stages of system planning, we suggest

that they should be explicitly stated in the checklist of capital
costs in the Board's guidelines.

6.14 Recommendations

*4(24) The question of whether wninterrupted power supply ie
required should be tved before a proposal ig made to
the IDC and the costs of providing uninterrupted service
ehould be included in the cost estimates when the proposal
i8 submitted to the IDC for endorsement.

(25) The Board's guidelines for cost-effectivencss analyeis should
inalude the veminder that the cost of uninterrupted power
supply should be tneluded in the estimate of oapital costa.

Lack of Co-ordination
6.16 The record of discussions between the Public Service Board,

the then Department of the Interior, the National Capital
Development Commission, the Department of Services and Property

20. Public Service Board, A Guide to Cost-Effectivencss Analysis
of ADP Systems (ADP Tnformation Manual No., 2), Canberra 1978,
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and the Department of Housing and Construction points to lack of
co-ordination and poor overall management of site planning for
MANDATA, In our view the Public Service Board as the client
department must carry the major responsibility for these
deficiencies. We consider that since the Board lacked experience
of site development it should have cbtained the services of an
experienced site planning engineer to advise and represent it.
While the Board could not be expected to recognize this at

the time, we consider that the IDC on ADP should have done so
and advised the Board accordingly.

6,17 The inability of the Public Service Board to identifyquickly
and accurately its site requirements resulted in a great deal of
unproductive work by the Board, the Department of Housing and
Construction, and the National Capital Development Commission.
The full magnitude of this cost is not known, but one component
of it - work carried out in planning accommodation at Anzac

Park West which was subsequently abandoned ~ is estimated by

the NCDC to be approximately $60 000, The Committee considers
that new approaches are required in the planning and development
of computer sites in the Public Service, and recommends that:

%(26)  From early planning through to aceeptance, departmente acquiring
major computer systeme should obtain the services [(not necessarily
full-time) of a well qualified and experienced computer aite
planning engineer whose responstbilities should include planning
site requirements, estimating costs, co-ordinating contractors,
teeting eite readinees and correct inetallgtion of services

before delivery of the puter, an P of the site.

(27) If this peraon cannot be obtained from within the Service, a
qualified consultant should be engaged.

#(28) Sinoce inexperienced dep may not iae the importar
of this funotion or their incapacity to do the job themselves,
the IDC should for the time being be vesponsible for advising
the department of the need for the function and how to obtain
the neceesary skills.

Delay in Acceptance

6.18 The fact that a wholly suitable site did not exist for
MANDATA at the date of delivery led to a delay in acceptance
from the manufacturer estimated by the Public Service Board to
be 135 days.!® Unproductive costs of $38 000 per month for
interest and maintenance charges occurred during this period.?

7. Report of the Auditor-General 1975-76, Parl. Paper No., 225/1976,

13, Public Service Board, Inquiny - The MANDATA Project, submission
to the Joint Committee of Public Accounts, July 1977,
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6.19 The Committee has previously estimated the cost of
deferment of starting MANDATA to be $440 000 per month,
equivalent to $14 470 per day.® Thus a delay of 135 days would
have resulted in a loss of benefits equal to $1.95 million

if all progress in development had ceased during this period.
However the Board has informed the Committee that "essential
development work for MANDATA proceeded during the period concern-
ed, utilizing facilities at the Burroughs Data Centre, Fyshwick,
without incurring processing costs additional to those already
committed under the existing contract ATB18251, in relation to
provision of Data Centre Services".,?

6.20 It was fortuitous that alternative arrangements could be
made in this case for development work to proceed. Freguently
such alternative arrangements cannot be made and a four month
delay in acceptance such as occurred here would in general
involve heavy costs to the Government because of the consequent
delay in the realization of benefits from the project.

6.2) Recommendation

(28} The National Capital Development Commigeion (NCDU) and the Depart-
ment of Houeing and Construction should note that delay in starting
magor projeots can entail heavy costs and should take into
aceount the magnitude of such coste in their efforts to ensure
that site preparation is complete and ect by the seheduled
delivery date, Officere should be accountable for delays.

Planning for Computer Accommodation

6.22 Although the area now occupied by the MANDATA system in the
basement of the Trade Group Offices was designed originally as a
computer room, it was not designed to accommodate such a large
system as MANDATA. Consequently more than $700 000 had to be
spent to make it suitable as a permanent site for MANDATA. This
cost was for upgrading electrical, air-conditioning and fire
protection services; for partitioning and security; and for
increased stand-by chiller capacity. The National Capital
Development Commisgion said:

The Public Service Board MANDATA computer is a typical
example of a computer being forced into a building.“"

13,  public Service Board, Inquity - The MANDATA Paoject, submission
to the Joint Committee of Public Accounts, July 1977.

39, Joint Committee of Public Accounts. 174th Report, Use of A})P in
zhe Commonwealth Public Secton - Acquisition of Systems in the
Public Service, Canberra 1978. Parl.Paper No. 341/1978.

44, Secretary and Manager, National Capital Development Commission,
letter to the Inter-Departmental Committee on ADP, 21 RAugust 1974,
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6.23 The NCDC also cited:

+..the MANDATA project is indicative of a general situation
vhere approvals are apparently given for the purchase of
computer equipment without adequate recognition of the

Jation requi in terms of space, or the time
and cost involved in preparing the space.7

6.24 In a letter to the IDC on ADP, the NCDC referred also to:

.« ocomputers for Treasury, Taxation and Social Security
where equipment was ordered without any recognition of
building costs and where impossible times were set for
builders because of lack of forward planning and
communication by the departments involved.

6.25 The NCDC suggested a partial solution to this problem in the
following words:

The Commission,,..believes that more communication and
co~ordination are essential if these projects are to

d in a more sy ic and ic way than in the
past. Two suggestions emerge, viz:

a, Your Committee (i.e. the IDC on ADP) seek formal advice
with any computer submission showing the arrangements
made with the Department of Services and Property for
its accommodation and the (National Capital Development)
Commission's comments on feasibility and funding when
related to Australian Government buildings; and

b, When your Committee accepts an initial bid, a copy of
the advice be automatically passed to the Department
of Services and Property and the Commission.

6.26 Apparently these suggestions had little effect on the IDC
because two months later the NCDC again had cause to write to
the IDC with a strong complaint:

The Australian Bureau of Statistics has written to the
Commission with a request that modifications be made to

the computer centre as site prep ion work to ate
changes in computer equipment at the Cameron Offices. The
Bureau xefers to a declsion by your Committee of 14 October
1974 giving approval for the project to proceed and asks
that building work be completed 13 December 1374, The

7. Report of the auditor-General 1975~76. Parl.Paper No. 225/1976

44, Secretary and Manager, National Capital Development Commission,
letter to the Inter-Departmental Committee on ADP, 21 August 1974,
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nequest 48 the finst and onby advice to the Cormission of
the need fon the work. (Public Accounts Committee's emphasis).*s

6.27 The NCDC also complained that it had received nothing more
than an acknowledgement to its letter of two months earlier.

6.28 The Public Accounts Committee strongly supports the general
contention by the NCDC that there should be better planning and
co~ordination of site development, particularly by the IDC on
ADP., However there are serious difficulties attached to the
proposition that the IDC should withhold its endorsement of
departmental proposals for system acquisition unless firm
arrangements have been made for housing the equipment. We have
frequently referred to the fact that the cost of deferring major
computer projects can be very high, At present the time taken to
find a suitable site for a proposed computer system appears to
be considerably longer than the time required to obtain delivery
of the computer. In our view, therefore, planning of facilities
requirements by the departments concerned and by the NCDC and
the Department of Services and Property must take place well
before the submission of a proposal to the IDC for the acquisi-
tion of equipment if the project is not to be delayed for lack
of suitable accommodation,

6.29 The Committee is most concerned at the prospect that highly
cost-effective computer projects might be delayed because of
inability to forecast future facilities requirements. Because of
this concexn the Committee asked the NCDC the following questions:

Q Is it the practice of the NCDC to provide for computer
accommodation in new buildings at the design stage?

A Not unless the building is designed for a specific,
nominated occupant who will be installing a majox
computer, or the building complex provides very laxrge
general office space and it is reasonable to expect
that a future occupant will require major computex
space,

Q When this is done is the space allocated to a department
at the time or is it regaxded as a pool of space to be
allocated later to departments as and. when they receive
government approval for their computer proposals?

A  See above, In the latter situation the computer area is a
pool available for allocation by DAS. (Department of
Administrative Services).

45, Secretary and Manager, National Capital Development Commission,
lettexr to the Inter-Departmental Committee on ADP, 28 Octobex
1974.
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Q How does the HCDC decide on the size, power supply
requirements, air conditioning requirements and other

envi 1 in the ab, of firm specifications
from client departments?

A Based on experience but to avoid costly over-provisions,
services to broad dards are incor d and
modified at a later time when the computer space is
allocated and specific requirements are known.

6.30 The future demand for large computer rooms is a function not
only of the growth of computer use within departments but also of
the size and distribution of future computing hardware. There is
a trend at the moment towards more widely distributed processing
power and, even in the case of centralised processing, there is
a trend towards distributing peripherals such as printers to
users' premises, Both these trends can be expected to reduce the
growth in demand for large central computer rooms.

6.31 However, it is our opinion that at some time during the life
of all new office buildings in Canberra, there is a high
probability of a requirement for the installation of at least
one medium to large-scale computer. To ignore this completely in
the design of a new building will mean that later alterations

to make the site suitable for a computer will be very expensive,
on the other hand, we recognize that to design every new building
to accommodate the largest computers available would also be
uneconomic.

6.32 Clearly the NCDC is not in a position to make sound decisions
on what provision to make for computers in new buildings without
knowledge of long term departmental plans for ADP development,
at least in aggregate. The ADP resource planning now being
carried out by the Public Service Board on the basis of annual
returns from departments, could provide the data required by the
NCDC to make rational decisions for or against the provision of
computer facilities in each new building and the amount of space
to be allowed., While the present forms used for departmental
returns do not reguire forecasts of the amount and distribution
of space requirements they should be modified to do so.

6.33 Recommendations

#(30)  Depariments in making returns to theBoard for the purpose
of ADP resource planning should include forecasts of
requiremente for computer room space.

#(31) The Board should establish suitable procedures to ensure
that forecaste are obtained from depaviments, aggregated
into q suitable format, commmicated to the NCDC and the Department
of Administrative Servises and incorporated tn new butlding plans
to ensure that computer projects which have been correctly
forecast by departmente with sufficient notice are not delayed for
want of space or other facilities.
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*132) When submitting proposale for computer oystems to the IDC on
ADP departmente should be required to include detaile of the
arrangemente made with the Department of Adminietrative Services
for computer dation, with t8 on feasibility and
funding if euch arrangements involve Australian Government
buildings.

*(33) The IDC on ADP should keep the NCDC and the Department of
Adminietrative Services fully and promptly informed of its
endoreement or otherwise of such propoeals, and of any factors
known to it which may change the facilities requirements
previously commnicated to these bodies.

CONTRACTS FOR THE SUPPLY OF EQUIPMENT

6.34 The Auditor-General was critical of the fact that contracts
for the supply of eguipment were signed well after the equipment
had been delivered.” The Public Service Board supplied the
Committee with the following details,?” ¥

TABLE 8
supplier Contract Approx. Value For Date Date
No. $000's as per First Contract
Contract* Deli- sSigned
very
BURROUGHS ATB18200 3180 Central Computer Feb 1.7.76
Unit 1976
NCR ATB18280 1810 Minicomputer Units  28,1.76 30.6.76
NCR ATB1B283 624 Data~Concentratoxr- 18,1275 30.6,76
Units
AWA ATB18260 1697 Visual Display 17.6.76 10.9.76
Units
Warburton ATB18834 526 Terminal Printer 3.2,77 25.2.77
Franki Units

Note: In each case equipment was delivered before the contract was signed;
in the case of Burxoughs and NCR equipment, deliveries were five and
gseven months before contract. Most of the minicomputer units were not
put into service until twelve to eighteen months after delivery and
most of the data-concentrator-units were never put into service at all,

* tThis 1is not necessarily the amount actually paid for the equipment,
due to exchange rates variations and modifications to requirements.

3. Public Service Board, The MANDATA Project, Supplementary Submission
to the Joint Committee of Public Accounts, Papers Nos. 1l-16.

7. Report of the Auditor-General 1975-76. Parl.Paper No.225/1976.

13, Public Sexvice Boaxd, linquiny - The MANDATA Profect, submission to
the Joint Committee of Public Accounts, July 1977.
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6.35 The Public Service Board contended that although a large
measure of formal and binding agreement with the contractors
existed, the absence of formalised agreements could not be shown
to have compromised the Government's positionin dealing with the
contractors. !?

6.36 If, as this implies, the contracts were only the formal
bringing together in one document of all the matters already
agreed upon and binding on the contractors, then we can see no
reason why they should have taken so long to sign,

6.37 The Committee recognizes that even a letter of intent
unavoidably implies a level of commitment which somewhat reduces
the strength of the Government's bargaining position. We also
recognize that a point is reached in contract negotiation when
the potential gains from prolonging negotiation are outweighed

by the certain loss due to further delays in starting the project.
Nevertheless, in general, the Commonwealth's position must be
prejudiced if before contract negotiations are complete the
contractor becomes aware that the Commonwealth will not back out.

6,38 Recommendation

*(34) In order that the Commonwealth may retain maxinmm negotiating
strength in the procurement of major items of computing
equipment or services, it should not take delivery or allow
the services to commence until a formal agreement haa been
exeouted.

SPECIAL PURPOSE SOFTWARE

6.39 In addition to standard software supplied with the computers,
some special software, described below, was written for MANDATA
by Burroughs and NCR.

Minicomputer Units (MCU's) and Data-concentrator-
units (Dcu's)

6.40 A contract was entered into with NCR in 1976 for special
software for the minicomputer units and data-concentrator-units.
The contract price of this was approximately $104 000 for the
DCU's and $286 000 for the MCU's.

6.41 The software for the minicomputer units was mainly to provide
capabilities for data validation and editing, and for control of
data transmission to and from the terminals and the central
computer unit (via data-concentrator-units). The software for

the data-concentrator-units was primarily to provide data
switching between groups of minicomputers and the central

computer unit. When the decision was made to abandon the use of
the DCU's, the software for them was cancelled before any
programming work had begun, the cost to that time being $7403

for preliminary investigation by NCR.

13, Ppublic Service Board, Inquity - The MANDATA Project, submission
to the Joint Committee of Public Accounts, July 1977.
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Central Computer Unit

6.42 The major special software items from Burroughs were an
operating system module called the Processing Framework and an
Interrogation System. The contract price was approximately

$350 000.

6.43 The primary purpose of the Processing Framework was to
control the flow of batches through the system from their initial
input to their processing by application programs and the
returning of output information, Computer Sciences of Australia
in their 1972 report said:

With the development of modern systems software, the
functions of the "processing framework” are obtainable
from currently available systems, including most, if not
all, of the system's security features required. The
impl ion of the "£: k" as described in the
documents referenced should therefore not be putsued."

6.44 This recommendation was not adopted by the Board, presumably
because the required software was not available at that time
as a standard product from the vendor of the central computer.

UTILIZATION OF THE CENTRAL COMPUTER INSTALLATION

6.45 In his 1975-76 report the Auditor-General pointed out that
because of the deferment of the implementation date for MANDATA,
concern had been expressed that computer equipment could be
under-utilized. As a result of this the Board came to an arrange-
ment with the Departments of the Capital Territory and Immigration
and Ethnic Affairs for them to use the central computer unit for
their data processing requirements. This was an unfortunate
decision. The work build-up of these departments and of MANDATA
was such that the system rapidly became over-loaded, thereby
impeding system development. As a result the departments, which
we understand had not been entirely happy about going on to
MANDATA in the first place, were asked to make other arrangements
for their future processing. The inability of the Board correctly
to forecast its requirements for machine time for development

has no doubt had a disruptive effect not only on the project
itself but also on the departments who were briefly in and then
out of the system.

6.46 The Board originally estimated that the saving to Government
of moving DCT and DIEA on to MANDATA would be $1.355 million (the
payment saved in bureau charges less the lease cost of additional
equipment for MANDATA to accommodate the two additional users).

17. Computer Sciences of Australia Pty Ltd, MANDATA - Review and
Recommendations, report to the Public Service Board, October 1972.
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The later decision leading to early removal of DCT production
will, according to the Board, reduce the saving to $397 000.
However additional costs will partially or wholly offset such
savings. The Auditor-General has reported that:

the t to al ive ing equipment and
changes to systems specifications has resulted in
identifiable additional costs of approximately $40 000
per annum, a duplication of communication lines and as
yet unquantified costs in P of gystem and
changes necescary to permit operation. 9

6,47 The Committee is concerned at the cost of disruption to the
MANDATA project which occurred through inability of programmers
to obtain machine time for development work. The magnitude of
this cost is at present unknown. As we have pointed out, if the
estimate of benefits for MANDATA are realistic, delays to project
development and implementation are very expensive. We therefore
recommend that:

A(35) Diversion of regourcen from the project chould only be done
with full recognition of the impast on project progress and
following careful analysis of the coste and benefits of
regource diversion, taking into account the cost of delaying
implerentation of the vemainder of MANDATA.

Background to the Use of MANDATA as a Bureau

6.48 In October 1972 the Department of the Interior entered into
an arrangement with Burroughs Limited for the hire of computer
time on Burroughs' B6700 installation at Fyshwick. The contract
provided for the use of a minimum of 2000 hours of computer time
over a two-year period and also permitted other departments to
use the computer subject to agreement between Interior and
Burroughs.,

6.49 In December 1973 a new contract was negotiated between the
Australian Government Stores Supply and Tender Board and Burroughs
Ltd with the Public Service Board named as principal on behalf

of four user departments - Capital Territory, Services and
Property, Immigration and Overseas Trade. The facility was to be
operated as a bureau under the control of a senior Board officexr
acting as co-ordinator and a management committee consisting of
the co-ordinator and the ADP directors of the participating
departments., Burroughs Ltd supplied operational and software
support staff.

6.50 In late 1974 the Attorney-General's Department began to use
the system. In April 1975 a further contract was negotiated with
Burroughs for use of the facility until December 1976. The cost

9. Report of the Auditor-General 1977-78, Parl,Paper No.221/1978
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had been increasing at a rapid rate and the new contract
contained more favourable terms for the Government particularly
as to the pricing of the service.

6.51 During 1976 an examination of the existing and forecast
workloads of user departments revealed that the existing
installation was "unlikely to be able to cope with the

projected demand much beyond the short term”.” Three options were
congidered to be available, One was the continued use of external
service bureaux, in particular extending the number of hours per
day used on the Burroughs bureau and consequently the payments

to Burroughs, The second alternative was to transfer some of

the work being done on the bureau to existing and proposed APS
installations. The third alternative considered was the establish-
ment of Public Serxvice in-house facilites. In the end, a
recommendation was put to and accepted by the IDC that the
workloads of the Departments of the Capital Territory and
Immigration and Ethnic Affairs should be transferred to the
MANDATA computer., According tothe Board each of these departments
was in agreement with the proposed redistribution of the work-
loads. Ironically, a reason for selecting the Department of the
Capital Territory as one of the departments to be moved was that
the MANDATA system was supposed to provide DCT with “a better
prospect of uninterrupted service for the on-line, over-the-
counter, services regquired (for its motor vehicle registration
application)."?

6.52 The Public Service Board has informed us that the agreement
to provide service bureau facilities to Capital Territory and
Immigration and Ethnic Affairs on the MANDATA computer was
arranged to operate for the calendar years 1977, 1978 and 1979,
However, on the 26th June 1978, only a month or two after DCT
had completed the transfer of its application to the MANDATA
machine, that Department was informed that it should make
alternative processing arrangements to avoid affecting the
progress of the MANDATA system.

6.53 The Auditor-General's Report for 1977-78 states that:

although an agreement had been @ffected whereby the Public
Servive Board would gervice the data processing requirements
of the Department up until December 1979, the Board advised
the Department in late June 1978 the MANDATA computer should
be cleared of non-MANDATA work as quickly as possible after
allowing reasonable time to make other arrangements,

*  The Public Service Board says that all Capital Terxitory work
was effectively transferred by April 1978, whereas the
Department of the Capital Territory adviged the Auditox-General
that it transferred its remalning systems in May 1978.°

9. Report of the Auditor-General 1977-78, Parl,Paper No,221/1978

23. ADP Division, Public Sexvice Boaxd, "Report on Short Texm
Computing Burxeau Services in the ACT", October 1976.
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6.54 The Public Service Board has however informed the Committee
that the agreement for the use of the MANDATA system provided

for the removal of work by DCT and DIEA in the event of a

machine overload occurring., The majority of the Capital Territory
production work has now been transferred from the MANDATA
computer. The balance of DCT production work and program
development plus Immigration's production and development will
remain on the MANDATA computer until December 1979,

6.55 The Committee suggested to the Ministers for Administrative
Services and Science that consideration be given to transferring
DCT and DIEA work to the new Facom M190 computer recently
installed by CSIRO's Division of Computing Research? It is
expected that this computer will not be fully utilized for

some time to come. However, the decision has been taken to
expand the Burroughs data centre at Fyshwick by the addition of
another processor and to move the Department of the Capital
Territory and the Department of Immigration and Ethnic Affairs
back on to that bureau. The cost to the Commonwealth of using
the Fyshwick data centre for DCT and DIEA work is approximately
$63 000 per month. This will rise to $86 000 per month after
September 1979.%

6.56 The Committee is concerned about the general situation where
considerable amounts of money are being spent by Government
departmnents with service bureaux and on new computing equipment
while at the same time there is idle computing capacity avaijlable
within the public sector. The Committee proposes to examine this
matter in more detail at a later date. In the meantime we
recommend that:

(38) In line with its policy of providing a range of standard
computing eervices available to arms of Govermment, tertiury
educational institutions and industry, the CSIRO should give
consideration to making excess capacity available on its M190
computer for adminietrative data processing by Government
departmenta, to the extent that it will not adversely affect
the research and development uge of the computer.

6.57 We also consider that insufficient use is being made by
departments of expertise avallable within the Division of
Computing Research of CSIRO. An example of this is the recent
situation in which a large development grant was made by the
Department. of Productivity to a Melbourne firm to develop a
large-scale computer without first seeking the advice of the
Division of Computing Research,

53, Secretary, Public Service Board, letter to the Secretary,
Joint Committee of Public Accounts, 26 July 1979.

57. Chairman, Joint Committee of Public Accounts, letters to

the Ministers for Administrative Services, and Science
and the Environment, 27 February 1979.
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PROJECT SLIPPAGE TABLE 9

6.58 The Auditor-General in his 1975-76 Report pointed out that

the 1971 feasibility study envisaged the start of implementation COMPARISON OF SCHEDULED AND ACTURL TIMES

of a basic operational MANDATA system in early 1975, and the FOR EQUIPMENT ISTPION STEP:

completion of implementation of a full system by late 1979,

As things turned out, a basic system was operational in three EVENT SCHEDULED ACTUAL

departments in June 1977 and implementation of a 'full system’

is now planned for July 1981, i:b?;gsion of Feasibility Study  Feb 1972 Sep 1972

6.59 While this gives the impression that MANDATA is approxi- Consideration by Committ 7

mately two years late relative to the 1971 feasibility study ogﬂci,l: on By ee of hug 1972 Jan 1974

estimates, it should be kept in mind that the 'basic system’

in operation in 1977 fell considerably shortiof the basic Cabinet Submission Sep 1972 Peb 1974

system it was originally planned to deliver in 1975, similarly Tenders called £ 4 t

the 'full' system now to be delivered in mid-1981 does not or Equipmen Hov 1972 Aug 1974

include all the features originally planned for delivery in 1979, Placement of Orders May 1973 Jun 1975%
Delivery of Central Computer Jul 1974 Feb 1976

6.60 Comparison between the originally planned delivery dates
and those currently planned for the more important sub-systems
of MANDATA shows that they are running at least thirty-six months
behind original schedules. For example, the leave recording
system was originally planned to be implemented across the
entire Service by the end of 1976.° This system is now planned

for implementation in twelve or more departments by the end of TABLE 10
1979. As a further example, the transfer to Treasury (now
Department of Finance) of all relevant details of allowances COMPARISON' OF SCHEDULED AND ACTUAL TIMES
and gross pay was originally planned to be possible by mid-1978. OF AVAILABILITY OF SOME MAJOR PRODUCTS OR FEATURES
It is now planned for mid-1981, (1.e, COMMENCEMENT OF IMBLEMENTATION)
6.61 The Committee's view is that MANDATA is running at least FEATURE .
three years late relative to the schedule in the 1971 —_— é_:r%y %%71%! ORACWM'
feasibility study. For further comparisons see Table 1.0. The . == == —EBCM“—T
current schedule of availability of future sub-systems is ESTIMATE
given in Appendix 1. Basic System Mar 1973 /A May 1077
I ion of b 1
and Establishment Systems Mar 1973 Jul 1979 Dec 1980

. through I
2, Public Service Board, MANDATA - Report on the Feasibility rough Internal Links

and Economics of E‘*“‘”’“M"ﬁm“ Comp'l.ehendl:\le Computer Leave Processing Dec 1976 not stated Mar 1979
based Personnel and Estabfishment Sysiem, November 1971, Notification of Salary
{ss. 9.10& 9.31) ‘to Superannuation Dec 1974 not stated Jul 1981
System on-line to
Terminalse in Departments Dec 1974 not stated Apr 1979
Transfer to Treasuxy of
ALl Relevant Allowances Jun 1976 Jul 1981 Jul 1981

and Gross Pay

*  Letter of Intent.

2, Public Sexvice Board, MANDATA - Repont on the Feas{ibiliti
and Economics of Establishing a Comprehensive Computen _y
based Personnel and Establishment System, November 1971
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6,62 In explanation of project delays the Board advised the
Committee that the timetable inthe 1971 report was predicated
on the receipti of approvals for the development of the system
by early 1972/ This is somewhat at variance with the 1971
report itself which gives the planned date for the Cabinet
submission as September 1972. In the event, Government approval
was not given until February 1974, producing in effect a
seventeen month deferment of the development timetable,

6.63 The Board went on to say that there had been further
slippage of the program as a result of the "non-availability of
additional staff resources which were required and which had
been foreshadowed as necegsary in the original feasibility
study’.’ It was pointed out to us that delays caused by
external factors restricting the availability of required
resources (such as the Government's general policy of restraint
in public sector spending) were beyond the Board's control.

6.64 In summary, of a total slippage of the 1971 timetable of at
least thirty-six months, delay in obtaining Cabinet approval
accounts for seventeen months, Other factors include shortage
of manpower resources and the diversion of MANDATA. resources
to non-MANDATA tasks such as processing work for the Departments
of the Capital Territory and Immigration and Ethnic Affairs.

6.65 The Auditor-General referred in his report to the cost
resulting from deferment of cost savings and other benefits,

The Board acknowledged this but stated that the project yas still
cost~effective in spite of the delays which had occurred. In
view of the high cost of deferring benefits, the Committee is of
the opinion that further unnecessary delays should not be
permitted to occur. To this end the Committee has already made
recommendations for the use by the Board of improved control
methods (Recommendation No. 15) and foxr the avoidance of further
diversion of MANDATA resources to non-MANDATA tasks (Recommenda-
tion No, 34). We further recommend that:

*(36) Department Heade should give full peveonal commitment to
tmplementation of MANDATA, ensuring that required resources
are allocated, monitoring implementation progress, end
assieting staff to remove impediments to progress.,

2. Public Sexvice Board, MANDATA - Report on the Feasibility
and Economics of Establishing a Comprehensive Computer -
based Personnel and EstabLishment Sysiem, November 1971,

3.  Public Sexvice Boaxd, The MANDATA Project, Supplementary
Submission to the Joint Committee of Public Accounts,
Papers Nos. 1-~16.

7. Report of the Auditor-General 1975-76. Parl.Paper No.225/1976.
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*(37)  There chould be no reduction in present staff ceili
et 14
applied to MANDATA development olz’- brplementg{ion. TZZB
desirability of inereasing ceilings should be examined
tmmediately, taking into account the benefits that will
acerue from early completion of the project,

6.66 Direct comparison between original and later ti
metables and
actual delivery dates for program subsystems has been rendered
gésgicult 2y thg changes in scope, changes in order of
opment, and name changes of the subsystems comprisi
MANDATA. (See for example Appendix 9). ¥ prEeng

6.67 Another factor which makes interpretation difficu

it 18 not always clear from the schedules that have beis ts that
presented to us whether the date referred to is that of product
availability (i.e. available to users for the start of
%@plementation) or the completion of implementation, Moreover
implementation complete' can mean anything from complete for
gzsvggemore departments through to complete for the whole

6.68 In some cases product delivery dates have been se i
MANDATA documents with only the vaguest of specificatisngogg o
to what will be delivered on those dates. For example, the
Board has said that MANDATA will be "implemented in full by
July 1981", The Board also refers to the " final phase of

of developmeng in 1982",! EBlsewhere the Director of the MANDATA
Program has given "1979 or early 1980 for the delivery of the
hew (P?aﬁg 3*%) system which is being defined and yet to be
agreed’. Such confusion over names, dates and the product
specifications adds to the Committee's impression that there

has been inadequate systemati
pas soeen q! 3% atic and detailed planning of the

Development Plans for the Remainder of MANDATA

6.69 The Committee asked for detailed schedule

s for development
and implementation of the remainder of MANDATA. In responsg the
Board supplied those schedules contained in Appendix 6.

6.70 We do not consider that these plans have the clari

t;
structure or degree of detail to permit effective reviewyénd
ggg:gval by users or by the Commissioners of the Public Service

Phase 3 is the name of the final stage of MANDATA according
to the present development program.

12.  Director, MANDATA Program Office, "Plan for MANDATA Phase
Two", undated letter to departmental representatives of the
MANDATA Co-ordinating Committee,

1. Joint Committee of Public Accounts, Usc of Automatic Data

Processdng An the Commonwealth Public Secfor - Stage 1,
Minutes of Evidence, 1978, (Pp 362 & 364),
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6.71 The Board stated that no development cost plan for Phase 3
was yet available. An officer of the Board said:

{We have taken) a policy decision to develop the system and
to concentrate on the achievement of that obiective (the
elimination of manual recording of SPR and establishment
records) throughout the Service. That is the area that offers
the most immediate and direct payoff. As a result of that, we
have reduced the resources in the project that we could
devote to the longer term planning and development of
benefits which are further down the time~scale, in the
interests of getting a gquicker, more immediate and more direct
payoff in the area where there is the highest potential for
direct savings. As a result of that, we are not pressing on
at this stage with highly detailed sophisticated plans for
the final aspects of the system t we are putting as
much effort as we can into the achievement of that principal
cbjective.’

6.7.2 While the Committee is sympathetic to the need to make
optimum use of limited resources, it considers that the cost
estimates for completion of MANDATA have little meaning in the
absence of a detailed definition of what is going to be
produced and when.

6.73 The Committee was astonished when an officer of the Board
suggested that the 1977 study carried out by exterxzal
consultants provided a development plan for MANDATA, The
officer said:

The consultants in 1977 set targets which we are uvaing as &
guide to test our performance. That is a very thorough study.
Making due allowance for the resources that we will have
available to us...we are confident that we can achieve the
targets that have been set by the consultants. !

6.74 The Committee does not share the faith which the Boaxd
apparently places in the cost estimates within the consultants'
study. For example:

The current cost estimates have been devaloped by P.A. "
Consultants and the Board sees no reason to question them,

1. Joint Committee of Public Accounts, Use of Automatic Data
Processing 4in the Commonwealth Public Secton - Stage 1,
Minutes of Evidence, 1978.

11. Public Sexvice Board, Submission to the Joint Committee of
Public Accounts, 6 September 1978,

4. P.A. Consulting Services Pty Ltd, Revdew of MANDATA,
June/July 1977.
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and:

We have a consultant’s report which went into the definition
of Phase 3 and the projected cost of it, We have no reason to
doubt the estimates contained in his repoxt,

6.75 The consultants' report does not contain a definition of
Phase 3 (though it does contain cost estimates for the remainder
of development including Phase 3). We believe it is the
responsibility of the MANDATA Program Office to establigh its
own development plans (even though it may use the advice of
congultants as a basis for them). In our opinion the consultants'
report is not, and does not purport to be, a development plan

in the sense that we consider necessary for effective project
management. It is a set of recommendations and conclusions

about the project, made in response to specific terms of
reference and although it does contain cost projections under
major headings, these costs are apparently based on a broad
statement of requirements for subsystems comprising Phage 3
which had been submitted to the consultants by the Board,!

6.76 We are not satisfied that the degree of detail of future
plans for MANDATA, particularly as regards the external definition
of subsystems, is sufficient either for review and approval by
users and senior management of the Public Service Board, or for
accurate project cost estimating. Accordingly the Committee
recommends that:

#4(39) The MANDATA Program Offtoe should prepare definitions for all
majon aubsystems comprising Phases 2 and 3 of MANDATA, in
suffictent detail to allow accurate coet estimating, *

A4(40) The Program Office should use these produst definitions to
prepare cost estimates for the vemainder of the project,

#1(41) Suah ocost estimates should be employed for review, in
confunation with uesre, of the aoet effeativeness of optional
features and. requivements, and for project cost control.

*A(42) Sueh cost estimates should be reviewed and revised as proposed
system requivements okhange.

» See Appendix 9 for a definition of the three phases
currently envisaged for MANDATA development, Phase 1 and
parts of Phase 2 are complete. Phase 3 is. scheduled for
completion by mid-1981.

1. Joint Committee of public Accounts, Use of Automatic Data

Processing £n the Commovwealih Public Seetor - Stage 1,
Minutes of Evidencs, 1978.(Pp 413-414)
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UTILIZATION OF REMOTE SITES AND EQUIPMENT TABLE 11

Minicomputer Sites

6.77 As we have indicated, the MANDATA system includes mini- MANDATA HCU EQUIPMENT

computers in the Public Service Inspector's Dffice in State

capital cities., The Auditor~General reported that delays had DATES OF INSTALLATICH, ACCEPTANCE AND COMMISSIONTNG*”
occurred in the preparation of some of the minicomputer sites,’~°
The Board told us that delays in Adelaide, Perth and Sydney were

due to the fact that it had been planned to use leased premises
in these cities, This could not be done in accordance with the 5ys. Del/Inst. Accept. Date Location Purpose
time schedule originally planned because jin August 1975 the No. Date to Date in

Government imposed general restrictions on the use of leased Site Service

accommodation. As a result, approval to proceed with the leases
was delayed until the 31lst March 1976.° This delayed the 1 Jan 76 Jap 7
presentation of the sites. an 76 Jan. 76  Blk 1 Barton  Program Development

Apr 76 Apr 76 Apr 76 " " " [
6.78 Construction problems in three States also caused delays. In 3*  npr 79 N
cases where the minicomputers could not be installed, they were 4 rev. Jun 79 Daxwin Data Entry
put into storage and maintained at a cost of forty per cent of Aeep.
normal maintenance charges. However, although site development 5 Jul 76 Jul 76 Jun 78 Brisbane " ”
was delayed, when the sites were finally completed, they still 6 Jul 76 ¥
could not be used due mainly to unavailability of staff.®~® Thus ul 76 Jun 78 " "o
at the end of June 1977 only the Canberra site was operating. 7 May 76 May 76 Feb 77 Camexon " "
Minicomputers which were installed but idle at other sites 8 May 76
attracted maintenance charges of fifty per cent of normal ¥ May 76 Feb 77 " L
maintenance rates, 9 May 76 May 76 Feb 77 " " "
6.79 The Melbourne site became operational at the end of 1977 10 Apr 76 May 78 Jun 78 Sydney L
and all other sites except Darwin in June 1978,° Note that 1 Aug 76 Aug 76 Feb 78  Melbourne " "

'operational' does not mean on~line to the central computer in
Canberra. Except for the Canberra minicomputer sites, State 12 Aug 76 hug 76 Feb 78 " [

offices were not on-line until April 1979. 13 Aug 76 Aug 76 Feb 78 " " "
Minicomputers 17 Apr 77 May 77  Jun 78  Perth P
18 Apr 77 May 77 Jun 78 " " "

6.80 In June 1975 twenty-one minicomputers were ordered f£rom NCR 19 Sep 76 Sep 7
for MANDATA for installation in Public Service Board offices. P ep 76 Jun 78 Hobart oo
These were progressively delivered, installed, and set to work 20 Sep 76 Sep 76 Jun 78 " " "
according to the following table: 20% Apr 79 Prev. Jun 79 Brisbane " "

Accp.
7-9. Reports of the Auditor-General, 1975-76 to 1977-78, 2 Apr 78 May 78 Jun 78 Sydney " "
., 22 Apr 78 May 78 Jun. 78 " " "

3. Public Service Board, The MANDATA Project, Supplementary 27 Apr 77

submission to the Joint Committee of Public Accounts, P Jun 77 Jun 78 Adelaide “ "
Papers Nos. 1-16. 30 Max 77 Mar 77 Maxr 77 Camexon, n "
31 Dec 77 Dec 77 Dec 77 DOT Melbourne " "
42 Apr 77 Jun 77 Jun 78 Adelaide " "

*  Relocated,
47. secretary, Public Service Board, letter to the Secretary,
Joint Committea of Public Accounts, 2 July 1979,
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6.81 Delays in installing the computers were due to delays in site
completion work., Changes to the development schedule for
MANDATA prevented those that were installed from being set to
work. Storage of minicomputers which could not be installed
resulted in annual maintenance charges of approximately three

per cent of the capital cost of the equipment so stored.! The
Board argued that inflation was well in excees of three per cent
per annum and that deferring delivery until the equipment was
needed would have rxesulted in substantial price increases well
beyond the storage costs.

6.82 The Committee notes that Contract No, ArBl8280 with NCR for
supply of the minicomputers did permit the supplier to increase
the price of equipment delivered after 1.9.76 by the amount of
any variations in manufacturing costs. What these costs might
have been had delivery been deferred is unknown to the Committee,
and no formula for estimating them is contained in the contract
with NCR.

6.83 It is true that deferral of importation beyond the end of
November 1976 would have cost the Commonwealth additional money
due to exchange rate variation, but this was fortuitous and
cannot be used to justify the premature delivery of the
minicomputer equipment,

6.84 The Committee rejects the argument by the Board that the
Commonwealth actually saved money because the maintenance
charges were lower than the inflation rate. The Boaxrd, in
putting forward this view, not only neglects the cost of
interest on capital and of obsolescence, but also fails to
account for the costs incurred by the Commonwealth after the
minicomputers were installed but before they ware set to work.

6.85 Minicomputers were not the only equipment idle for a long
pericd, The Auditor-General reported that at June 1977, in
addition to the minicomputers, thexe were data congentrator
units, visual display units and printers alse idle., The total
capital cost of this equipment was $1.44 million and recurring
costs were being experienced of §$35 000 per annum. This
equipment was idle, according to the Auditor-General, because
"delivery schedules (had been) geared to the oxriginal
implementation schedule for MANDATA'%:

6.86 An estimate of the cost of premature acquisition of this
equipment can be arrived at fairly easily. The Auditor-General
has reported rxecurring costs of $35 000 per annum. In addition,
interest on idle capital should be taken into account, especially
since at the time this equipment was idle. the Government was
paying interest at bank overdraft rates to the supplier of the
central computer on the deferred payment for the equipment. This
amounted to approximately $66 000,

8. Report of the Auditor-Genexal 1976=77. Parl.Paper No.l33/1977.

13.  Public Service Board, Inquiry - The MANDATA Project, submission
to the Joint Committee of Public Accounts, July 1977.
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6.87 A significant add
reflected in the

itional cost is obsolescence. This is
reduced value of computing equipment with

time, due to the availability of more advanced
roducts £ thy
same price, or equipment with the same capabiliziea at a ggwere

price. As an examp
tion stored have b

le, computer memory costs per unit of informa-~
een reducing by more than fifty per cent every

two ox three years and are expected to continue to do
so for some time,
As a further example, one supplier recently announced a e
ggze::ngedoi gogpu:e;s%:iced below the same supplier's previous
odel but with three to four ti
ercongiaodel by mes its instruction

time.

6.88 The Committee 4

be deferred solely because

job will in due cour:

oes not recommend that purchase of equipment

lower cost equipment to do the same

se become available, As we hav
previously, in making such a decision the e stated

cost of deferiing

benefits of the project must be taken into a 39
the Committee considers tha equipmont beforaever,

put to use is an in
inflation.

6.89 The order of magnitude
premature acquisition in the case of MANDATA
by looking at the interest, o upe;ostimated

$1.44 million for eighteen month
approximately as fol%ows: #: e estimate this to be

t purchasing equipment before it can be

appropriate means of offsetting the effect of

of the cost to the Commonwealth of

obsolescence and recurring costs on

Interest (10% per annum) 221$000
Obsolescence (20% per annum) 345 000

Recurring Costs

Total:

Data-Concentrator-Units

6,90 The original plan for MANDATA envisaged the use of speci
all;
programmed minicomputers as data-concentrator-units to peEmit o

the economical sharin
transmission.

g of interstate telephone lines for data
Bach data-concentrator-unit (DCU) consisted of

a pair of minicomputers, and associated memory and periphexal

g;gtg;aé six dgta-go2centrator~units plus a programpdevglopment
ere ordered from NCR under contract ATB182

approximately $612 000,° 8283 for

3.

39,

42,

Public Sarvice Board,

The MANDATA Paoject, Supplementary

Submimsion to the Joint Committee of Public Accounts,

Papers Nos., 1-16,

Joint Committee of Public Accounts 174th Report, Use of ADP
&n the Conmonwealth Public Secton - Acqwau,éon'og Syégemb

An the Pubkic Service,

Canberra 1978,

Noyce, R.N., “Micre electronics" Seientific American, pp 63-69,

September 1977,
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6.91 Since 1977 when the decision was made not to use the data
concentrator-units, attempts have been made to dispose of them
within the Service. The Auditor~Ceneral has reported that two
of the minicomputer units (i.e. the equivalent of one data
concentator-unit) have been disposed of to the Department of
Employment and Industrial Relations.® Another is in use for
program development by the Public Service Board. At June 1979
there still remained in store ten minicomputers and associated
peripherals valued by the Board at $396 000.“7

6.92 The comments which we made in the previous section about
obsolescence apply egually to the data-concentrator-units. We
may therefore obtain an approximate estimate of the cost to
June 1979 of the error of judgement which resulted in the
purchase of these data-concentrator-units. We will make the
following assumptions:

Interest on capital - 10% per annum
Obsolescence rate - 20% per annum (we regard this
as a low estimate)
Delivery schedule as contract ATBL8283
Disposal of two minicomputers to the Department of
Employment and Industrial Relations at the end of 1977

6.93 The costs to June 1977 are therefore approximately:

5
Interest 253 000
Obsolescence 324 000
Recurring charges’ 32 000
$509 000

6.94 The main event which led to the decision to scrap the DCU's
was the introduction by Telecom of an alternative means of
line~sharing. The Committee considers that this development
should have been foreseen before the data-concentrator-units

were purchased in 1975, since in January 1975 Telecom notified
its major data-transmission customers that it was experimenting
with the facilities in question (9600 bit per second transmission
and multi-stream modems).’® In August Telecom announced its

9. Report of the Auditor-Genmeral, 1975-76.

35, Rustralian Post Office, "Details of new services being
considered", Datel Service Information Bulletin, 24 January 1$75.

47. Secretary, Public Sexvice Board, letter to the Secretary,
Joint Committee of Public Accounts, 2 July 1979.
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intention to provide this service.® Thus prior to the ordering
of the data-concentrator~units in June 1975, the Board either
knew or should have known of the probable availability of a lower
cost alternative to the DCU's. The Board should therefore have
changed the data transmigsion design plan and saved the half~-
million dollars which the DCU's have cost so far,

6.95 The Board has had little success in disposing of the min-
computers which suggests that there is a considerable likelihood
that they will be written off completely, The Committee regards
this wastage as a reflection of lack of effective planning,
co-ordination and experience within the project in the early
stages of MANDATA design,

6.96 The Board has submitted a further reason for the dropping
of the data~concentrator-units, namely that:

A on a dard line protocol for data transmission
between APS departments could not be reached., This meant the
use of DCU's for croes-linking with other netwoxks could not
be effected without additional development costs.

6,97 The Committee considers that the economics of linking into
other networks (and the need to do so) through the DCU's should
have been settled before the DCU's were purchased, not afterwards.
We therefore recommend:

#(43)  When deaigning data commnioations syetems, depavtments should
maintain ologe liateon with Telecom from early planning setages
80 a8 to be avare of forthaoming data toation facilities
and to enable the most cost-affective design to be achisved
before equipment ie purchased.

36. Telecom Australiy circular latter on Tarlffs to Datel
ugers, 1 Octobexr 197S.
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CHAPTER 7
CONCLUSTON

The Present Project

7.1 The ultimate value of MANDATA is still an open question.
Potentially it is great but the extent to which it will be
realized will depend upon the degree of improvement that occurs
in the management of the remainder of system develdpment, in the
ability of users to apply effectively the information potential
of the system, and in the ability of the Board to achieve real
clerical staff savings.

7.2 1t is not only a question of whether the system will meet
its design goals. Even if it does so in every respect, it has not
yet been demonstrated that all the goals are closely matched to
the real information needs of managers, nor that they are all
achievable, nor that departmental managers are skilled enough
in manpower management to use the information effectively which
MANDATA can provide.

7.3 Despite these uncertainties net benefits will undoubtedly
be maximized by completing the project as quickly as possible
and, following implementation, by redeploying or releasing
staff without delay.

7.4 The Committee reiterates that the project for much of its
life has been poorly planned and directed and that some aspects
of its management remain unsatisfactory. This is of particular
concern because, while the Board believes that it bas a charter
to co-ordinate and control ADP development within the Service, it
has demonstrated less than adequate competence in planning and
managing its own major ADP project.

7.5 The Committee believes that if any consideration is given in
future to extending the powers or responsibilities of the Board
for ADP co-ordination it should take into account the Board's
handling of MANDATA. Until the Board conclusively demonstrates

a greatly improved capacity to manage ADP development we believe
it would be unwise to extend its power to control other
Departments' projects. The Board should instead concentxate on
completing the MANDATA project in an efficient and effective
manner and on improving its ability to assist departments who
need help in ADP development.

7.6 Whatever the outcome, MANDATA provides an extremely valuable
case study of the difficulties of developing a large-scale system
within the Public Service. While adoption of the recommendations in
this report should help the Board to complete the project in a
more effective manner, the most important outcome will be the
application of recommendations and principles presented hexe to
future major projects.
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The Hanagement of Puture Projects

7.7 There is noy a considerable body of published experience in

the installation and use of computer systems, A large proportion

of systems are reported to be unsatisfactory, Accoxding to

2gi:d1ey and Humble surveys (of the private sector) indicated
at:

A majority of users are disappointed with the results
obtained from their computers; most installations
failed to show the d 1 4

In some cases there was a. ing of £, in
business areas where the computer is used,?

7.8 The following preconditions make a decisive contribution to
succesgful computer installation:

. There exists a clearly articulated set of management
obhectives.

. Management has selected a function to be performed
that will contribute significantly to these objectives,

. Alternative methods of performing the selected function
have been considered, including the use of computers,

. The most cost~effective design of computer system has
been selected for implementation.

7.9 Unsuccessful or disappointing installations are often
characterized by one or more of the following:

. Functional objective of management unclear or
not defined.

» Critical success factors for the computer not
quantified, sometimes not defined,

. Economic justification of the computer takes into
account only ADP costs and omits other costs
associated with the installation, eg cost of
relocating or retraining displaced staff,
opportunity costs, cost of consequential changes
in other departments.

. Poor project management. Many computer professionals
have little or no management training or experience
and fail to control projects using the best
techniques of planning and cost control.

§4, Grindley, K., and Humble, J., The Effective Computer,
MoGraw-Hi1l, 1973,
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These problems, often found in industry, may be exacerbated in
government projects where ministerial and management
bewilderment at computer technology, cause delegation of
responsibility for the computer to lower levels of management
and technical staff. Such people may lack adequate management
ability or understanding of the impact of the project in other
areas of the organization or may not have sufficient authority
to overcome serious problems.

7.10 A decision to undertake the acquisition or development of a
major system should be made only after careful consideration of:

. The appropriateness of the Government, Service or
departmental objectives which are to be served by
the computer system.

. The extent to which the system will support or
impede the achievement of these objectives.

. Alternative non~computer methods of achieving the
desired result.

. Alternative designs of computer systems to achieve
the desired result,

. The adequacy of skills and number of persons available
to carry out the work of development.

. The possible impact on other projects within the
Service of obtaining the required personnel.

. Al) costs associated with the project including those
of retraining displaced pexrsonnel, and severance costs.

7.11 If the goal for a proposed major computer system is the
usual one of cost~effective performance of functions to satisfy
user needs, a vitally important ingredient for success is that
firm control be exercised by senior departmental managers,
preferably department Heads, who know exactly what they want
from the computer. Delegating control of the development to
'technical visionaries' hag often resulted in the pursuit of
technical objectives for their own sake.

7.12 The objective of future development projects needing most
careful attention (and the one which has been most lacking in
MANDATA) is fully effective management.

7.13 At the higher management levels there must be an
understanding of the need for, and willingness to be involved in
establishing overall system goals, ensuring that they contribute
to organizational objectives and monitoring progress towards

the goals.
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7.14 At the lower levels there must be effective and sustained
use of formal, proven project development methods and procedures.
Comprehensive written standards must be developed and adhered to
for system analysis, design, programming, documentation and
reporting.

7.15 In addition, within and between all levels of project teams,
there must be a regular pattern of communication of appropriate
information - system objectives, development goals and actual
achievements.

7.16 If management skills and experience are not adeguate to
perform these tasks, the development should not be undertaken or
should be contracted out in whole or in part to system development
specialists.

7.17 Unfortunately in making judgements on these matters managers
and technical personnel too often fail to recognize deficiencies
in their staffs' or their own skills. A department's competence
to carry out development effectively should therefore be reviewed
quickly by a disinterested but expert party and the responsible
department Head should be advised accordingly. In theory the

IDC on ADP could perform this function but in practice is likely
to introduce unacceptable delays.

7.18 Effective mechanisms must be established for:

. the identification by or in conjunction with users,
of the system's functional requirements,

. the clear documentation of, and formal agreement
by users to, a functional specification,

. the frequent review by users during development of
degree of conformity to specification.

. the periodic review by senior managers of the
continuing validity of the original organisational
objectives and the overall functional goals for the
system.

7.19 The general approach outlined above, simple and reasonable
although it may seem, was not the approach adopted for MANDATA.
If it is applied to future projects the unfortunate history of
MANDATA need not be repeated.
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APPENDICES

Use of ADP in the Commonwealth
Public Sector - The Mandata Project
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1972

1973

APPENDIX 1

IMPORTANT MANDATA DATES
in brach xefer to
{See List of References)

| PSB produces Mandata feasibility study(2).

PSB commissions CSA consultants to review proposal (32).

Preliminary consideration by IDC on ADP to Mandata proposal(32).

PSB glves notice to Dept of Interior of need for a site for Mandata(3).

Congultants' report presented; report is generally favourable,

IDC gsets up sub-committee to review Mandata, Fleld study in Victorian
office of Dept of Supply confirms estimated savings from. Mandata(32),

Report of sub-committee (working party) presented te IDC.

PSB decldes to proceed with Mandata.

I0C formally considers working party's report and endorses Mandata
Proposal(32).

PSB provides draft site specification to Dept of Services and
Property (3)..
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1974

1975

1] PSB seeks support of Committee of Officials,
-1 proposal(32).
2 | Approval in principle by Cabinet for Mandata.

Committee endorses

8—1 Tenders called for supply of computers(l3).
2

10

11

-| Prime Minister endorses provision of funds for purchaée of equipment (38).
6 | Letter of intent to Burroughs for supply of central computer unit and
-] to NCR for minicomputers(13).

8 | Decision to use Trade Group Offices computer site B as the temporary
- site for Mandata(3).

12 | Delivexy of first Data Concentrator Unit(3).
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1977

Delivery of first minicomputer unit(3).

Central computer delivered(i3).

Progress assessment by P8B, Declsion to adopt Dept of Productivity system,
Priority to be given to early availability of management information(13).
Contract signed with NCR for minicomputer units(13),

Contract signed with Burroughs for central computer unit(13).

Central computer accepted from Burroughs{l3).

Comprehensive review of development strategy.

New cost/benefit study carried out(4).

PA consultants engaged to report on Mandata to a special IDC(4).

Initial system (DATASTREAM) operational in Dept of Productivity, parts
of Business and Consumay Affairs and the PSB. Runs on the Dept of
Transpoxt's computex in Melbourne(l3).

PA's yeport is issued and recommends continuation of the project (4).

Prototype LEAVE system intxoduced{11).

PSB's computer begins printing output from Transport's computer(ll),
Declsion to restrict implementation to twelve client departments(ll).

23000 staff rocords converted (target 70000), 47000 organization records(ll).
Dept of Trade computer axea B selected as the permanent site for Mandata.
Melbourne minicomp site ional(9).
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1978

1979

Data on orgs., pers. partics. & pos. occupancy for 6 client depts
installed on Mandata. Installation for further 6 depts progressing(6).

All regional minicomputer cells operating except Darwin(6).

37000 staff records and 72000 organization records have been converted (11).

Target date for production version of LEAVE to commence field trials(ll),

Target date for Dept of Education to instal LEAVE on a trial basis(1l,38).

Initial Designation/Salary system available(38),

Target date for all processing converted to Board's computer (11),

Target foxr 55000 staff records and 72000 organization records converted
(11).

Target date for completion of installation of oxganization and personal
particulars and position occupancy for 12 departments(6).

LEAVE system accepted. LEAVE with on-line enquiry available in ACT(38).

'Advanced' version of Mandata Phase 2 to be available, comprising DATA~
STREAM (ie Mandata Phase 1) and LEAVE/PERSONNEL system(27).

Target for on~line enquiry access during the day for all recorded info(il).

All processing moved to PSB's Mandata computer. Parallel processing to
continue on DOT's computer until end of June. LEAVE system available
for production in all states,

Mandata expected to be manned to staff ceiling level (26).

LEAVE to be implemented for initial 12 clients.

Completion of Phase 2 product allowing replacement of SPR card
recording except for superannuation caxd. Old cards to be kept{38).
No majox' development work to be undertaken during this period(27).

At A e " o " o o " o Nt

Designation/salary/: jon subsystem to be impl . equive
alent to that in Phase 1 (DATASTREAM) (1l).
Devel to on i ion of LEAVE and Phase 1, and
on Phase 3(32).
98

1980

1981

-3
mJ U'J; 2

I

[
» o, 0 ® =
PR :

75% of PS Act staff on basic Phase 2 system(24),

dat 4 y {MI8) to be available for general use(28).
Target for SPR cards to be replaced in departments covering 50% of the
Service,

inte:

Integration of LEAVE and Phase 2 system from the users viewpoint (34).

Actual integration of Phase 2 & LEAVE - input, processing & data bases(34),
100% PS Act staff on Phase 2 system(34), Replacement of Continuous
Record of Personnel system{34).

ic p.

ing of major all including higher duties.
Automatic notification of salary information to Finance & the ARGBO(34).
Mandata Phase 3 completa(l).
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APPENDIX 2 ~ PART 1
THE QUEENSLAND PUBLIC SERVICE BOARD'S 'MANPOWER' SYSTEM

The following material has been extracted from the Manpower User
Yamal ©,

IHTRODUCTION

Barly in 1975, the Public Sexvice Board decided that a computer system was
required to maintain a rccord of all public servants, positions and
associated details to replace existing manual records and to provide a
network of terminals to allow interrogations of the data. In August, 1975,
the State Government Insurance Office (Queensland), in conjunction with the
Public Service Board, commenced to design, develop, implement and process
such a system. MANPOWER was the result and is now the computerised
personnel and establishment system of the Queensland Public Service.

All preliminary work required before the information from the manual records
could be transferrcd was completed by January 1976 and the conversion and
transfer of all personnel and establishment details was commenced. By June,
1977, the majority of the information applicable as from January, 1976 was
transferred and the first stage of MANPOWER became operational..

This first stage provided an information retrieval function on the data
available while later stages provide additional facilities and an intexpretive
function on the data avallable.

This manual is designed to give users and potential users a general overview
of the system and the many facilities and functions that are available.

SYSTEM OVERVIEW

Basically, MANPOWER is a comprehensive user-oriented system designed with
particular emphasis on -

. ease of use

. £loxibility

. security of data

. immediate access to all data
. multiple access to all data
. open-endedness

. reduction of clerical recording

46. State Government Insurance Office (QLD), Manpower - The Personnel
and Establishment System of the Queensfand Stafe Pubfic Service,
General Information Manual, developed for the Public Sexvice
Board, Septewbey 1977
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To accomplish this, MANPOWER provides a comprehensive information recording,
retrieval, data entry and enquiry facility in respect of current and
historical data in relation to both people and positions. It also provides
periodic and ad hoc reports to control and monitor a variety of personnel
actions and enables many of these reports to be produced on request.

MANPOWER allows either centralised or decentralised insertion and correction
of data and operates under privacy and security controls which restrict
access to authorised users only. Access to data can be restricted to a
departmental level and within that department, to authorised users only., It
can be further restricted in respect of individual employee's records or
specific data in respect of all employees,

Later sections of this manpal detail the type of information available from
the system and although provision is made for all information that is either
required immediately or could be required in the future the flexible and
open-ended design of the system enables either new or additional information
to be included at any time.

As a result of the system, other benefits that have been realised include -

N availability of additional facilities/features not previously possible
due to volumes and/or manpower e.g. Public Service List

. ease of collection of data for research purposes
. automatic availability of data for statistical purposes
DATA RECORDED

The heart of MANPOWER consists of a data base containing comprehensive
information. on each officer of the Public Service and on each position
within departmental establishments, This data base actually consists of
individual items grouped together into distinct but inter-related groups
and recorded in such a way that it is a simple process to add additional
items or groups. at any stage.

The various groups and sub-groups of data for which provision is currently
made in the data base are shown in Figure 1,

Historical data is also retained for most of these groups. This is
achleved by simply allowing any number of entries for each group, For
oxample, one entxry contains the details of the current appointments of a
person and the next entry contains the details of his previous appointment
and 50 on. By this method a complete history of his appointments throughout
his sexrvice career is maintained. A similar procedure is adopted for most
of the groups of data comprising the data base.

All data held in the data base is interlinked in such a way that it is
possible to gain access to any of the data from a variety of sources. For
example, the establishment records contain the payroll numbers of every
occupant of each position and each personnel record contains a refevence to
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every position occupied by that officer. POSITION POSITION ORGAN. ohoRITIoN, foamon
DETAILS © HISTORY DETAILS HISTORY DETAILS
By using this interlinking procedure it is possible, for example, to obtain
the pergonnel details of the current or any previous occupant of a known ‘
position,
All data held in the data base is subject to updating each week. Transactions
to change, add ox delete data can be d either t! h visual display
terminals or through normal data preparation facilities, Naturally both of ESTABLISHMENT Argglﬁu\?'rﬁr;gm PEAEONAL
theee facilities are only available to authorised personnel, During the DETAILS ) DATA
initial stages, all transactions to change any data in the system are DATA
generated by authorised staff at the Public Service Board but there are
some areas where it would be advantagcous and more economical for each
department to be able to update at least selected items of information in ,Q,‘;}.‘r';‘gu UALIFICATIONS
relation to their own departmental staff, DETAILS '
MANPOWER
PERSONNEL
DATA APPOINTMENT | VACANCY
DATA HISTORY APPLICATIONS
BASE
PERSONAL
— DETAILS
VACANCY
DETAILS SALARY
. ™1 Hisrory ] soies
PART-TIME . INSERVICE
POSITIONS TAAINING
CLERICAL | |PROFESS'NAL| | ADVERTISED LEAVE '
h bt DETAILS | APPEALS
SPECIAL ' recreaTion || szck | LonG sERVICE
LEAVE LEAVE LEAVE ' LEAVE LEAVE
FIGURE 1 ~ MANPCWER DATA BASE
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ON-LINE RETRIEVAL

All data in the sy can be 4 by horised visual
display terminals. Information regarding any officer cm be obtained simply
by keying in either his payroll number or his name. From either of these
requests any of the following details can be obtained on the display screens -

. General information such as name, sex, date of birth, union membership
current official title etc.

. Name and details of change of name.

. Initial appointment,

. Current and previous appointed positions.

. Current and previous relieving positions.

. Increments withheld,

. Previous service history.

. Current allowances,

. History of allowances received.

. Miscellaneous personal details such as superannuation details and
decorations.

. offences.

. Details of contracts.

. Detalls of sepavations from the service.
. Address.

. Qualifications.

. Service history.

. Leave history and leave due.

All positions in the Public Service have been assigned & position refexence
number and any personnel inforxmation displayed on the screens containing
detalls of positions eg appointed or relieving positions, will show the
related position reference number. This reference number can be keyed in
to obtain any of the following details regarding any position within

depar 1 establi

. General information such as official title, type of position,
classification, how created, current occupant and. appointee ete.

. Allowances related to the position.

106

. History of the position,
. History of occupants and appointees to the position,

As well as historical information being available as shown above, any item of
information can also be obtained for any specified date. For example, if
you wish to know what position a certain officer was occupying on 9th June,
1975 it can be found by keying in either his name or payroll number and the
date required. The required information will then be shown on the screen.

PRINTED OUTPUT

During each weekly update of the data base a number of control reports are
printed. These listings are used mainly by the Public Service Board to
control and monitor the operation of the system.

In addition to these, a number of other pre~determined reports can be either

ically or on from authorised users. These requests
can be input through the visual display terminals used for general enquiries.
The types of reports included in this area are as follows -

. Officers under contract as at a given date.

. Officers requiring proof of age and/or union membership.

. Officors due to retire within six months from a given date.
. Probationary reports required.

. Officers resigned etc. between. two given dates,

. List of temporary employees as at a given date.

. List of officers appointed between two given dates.,

. List of officers receiving specified allowances.

. Salary and classification increases for a. given month,

. Cost of %% or $x increase undexr any award,

. List of officers in the Public Service.

. Award Listing.

. Establishment dissection listing.

. Establishment breakdown summary.

. Officers with offences since a given date.

. Positions vacant at any given date.

Many of the above listings and reports are prod on a. depax 1 basis

and as such will be available to each department.
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SECURITY

As the Public Service Board is only one of many possible users of MANPOWER
and MANPOWER is only one of many users of the SGIO computer facilities,
security of the information held within the system is of utmost importance,
Strict security at various levels has been built into both MANPOWER and the
computer facilities. This security consists of passwords and other
internal controls to restrict access to authorised personnel only.

All data used by MANPOWER is ded under p d 1s and normal
access to any of the data is only possible through MANPOWER itself by using
authorised visual display terminals. All authorised terminals are known to
MANPOWER and any attempt to gain access through any other terminals will be
rejected. A password/user code combination is assigned to each terminal
when it is installed and these must be entered correctly by the user to
activate the terminal, If these are not known it is not possible to even
start the texminal., Once activated, it is then possible to enter the
MANPOWER on-1line system but all of the facilities availabic are under
password control, A valid d must be d by the user before the

ystem will gnise any q These ds are assigned to authorised
users by the Password Controller at the Public Service Board when access is
granted to any of the facilities of the system. This password is used to
restrict the access of the user to only these facilities allowed., It can
also be used to restrict the user to only certain types of data such as his
own department only or selected items of data within his department. It will
also specify the type of access granted e.g, retricval of information only
or allowed to change selected items of information,

In other words the MANPOWER system is controlled by the Public Service Board
where control of the following is defined -~

. which terminals can use the system

. what users can use the teminals

. who can have access to the MANPOWER data

. what items of data are to be made available

. what facilities of the system are available to each uger.
. who can input new or changed data

AD HOC REQUESTS

Because of the nature of the system it is expected that various ad hoc
reguests for special information or statistice will be made of the system.
To cater for this, provision is made for a general purpose statistical and
selection system to be operated through the visual display terminals.

To uee this facility, the statistical system will provide an onquiry page on
the screen. By entering the required parametexs onto tha screen, the system
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will ically the ing regquired to satisfy your request,
In this example a listing is requested to show the Department, Name and
Clagsification of all sy analysts/g within the Public Service
on a classification of 1.8 or higher.

Most of these types of requests will not be able to he answered immediately,
as is the case with a normal enquiry request, as it will normally require
accessing the complete data base and not just one or two specific records.
As a result the details requested will normally be printed out at a suitable
location for later collection by the requestor. In some cases it will be
possible to examine the results of the request through the visual display
terminals either before or in place of it being printed.

DEPARTMENTAL FACILITIES

Access to the systems by any State Government Department is possible through
visual display terminals. All of the on-line retrieval functions described
earlicr in this manual can thus be obtained by any department. Although the
amount of data would be restricted, it would allow authorised staff within
the department to retrieve and examine all personnel and establishment data
applicable to the department concerned.

One of the main areas that can be utilised by each department is the

ding and & ination of all leave requirements. All leave taken by
all officers of the department can be recorded in the system by entering the
details through the terminal, MANPOWER can then detexmine, and display, how
much leave has been taken and how much is accrued at any point in time.

A further arca that could be effectively used by each department is the data
entry facility. Although use of this facility is restricted, some items of
data could be entered into the system from each department and reduce the
amount of paper being sent between departments, Some of the items in this
area include dates of commencing duty and union membership. Other items
which are currently recorded by each department but are not necessarily
advised to the Public Sexvice Board could also fall into this category. These
include employees address and internal transfers,

Although most printed output is supplied to the Public Sexrvice Board, some
of the listings and reports are also availlable on a departmental basis. These
will therefore be available to each department and can be requested through
the visual display terminals,

The general purpose statistical system to satisfy ad hoc requests is also
available on a departmental basis. Naturally any requests will be restricted
to individual Qepartmental data only.

MANPOWER, at this stage, is still in its infancy., As it grows, so will the
features and facilities that will be made available to all departments.
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APPENDIX 2 -~ PART II

TELECOM'S PERSONNEL INFORMATION AND ESTABLISHMENT SYSTEM {PIES)

The following details are from a statement'® by Telecom in
answer to written questions by the Public Accounts Committee.

Background

staff records of the Rustralian Post Office had been part~
fally automated in 1972 in the PAYVAR system, which inter alia,
facilitates implementation of arbitration determinations, The
automated PAYVAR system was a further development of a punch
card system successfully introduced in 1963, As part of the
establishment of Telecom and Australia Post a supplementary
system had been established, drawing on the information
contained in PAYVAR, to assist in the allocation of staff
bet: the two st y bodies and to form a basic automated
record of personnel. Experience with this approach suggested
that it could be further developed to meet all the needs of
Telecom at an attractive cost.

Throughout the period leading up to the decision, contact
wag maintained with the Public Service Board by memoranda from
the Permanent Head and at officer level, As reservations
strengthened appropriate and timely steps were taken to
minimise any difficulties to the Public Service Board consequent
upon the decision of Telecom Australia not to participate in
the MANDATA system.

As outlined above, partial personnel recoxds have been
maintained on computer by Telecom since 1972, These records
are held on the master file of the PAYVAR system. This
system is used to automatically prepare salary variation
advices and superannuation electlon advices for staff affected
by arbitxation decisions. The system assisted Telecom to
adjust the salaries of all staff affected by a National Wage
Decislon or an aZward generally within three pay periods as
negotiated with the staff associations. The personnel information
held was and still is also used to meet statutory requirements
such as superannuation and furlough liability reporting and
gtaff lists.

48, sSacretary, Australia Post, letter and attached statement to
the Secretary, Joint Committee of Public Accounts,
8 September 1978.
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When the Public Service Board originally approached the Post

Office abou(: MANDATA, it wag pointed out to the Board that some
ds had to be maintained for the

purposes of the PAYVAR system and additional information would
need to be held for the purposes of the then proposed sutomated
staff Pay system which was the next stage in the development of
PAYVAR, The correspondence between the Post Office and the
Public Service Board reflected agreement to the Post 0£fice 8
need to continue to ly aut those p
essential for staff pay,

The computer based Staff ray system has been completed
and is now in operation in Headquarters and South Australia.
Introduction in the Victorian State Administration is about
(:o camence. The files for this system contain that personnel

y for the ion of staff pay which
comprises the major part of the information maintained on
personnel official history cards, This validated record of
personnel history will be used, as were the PAYVAR files, as
the basis for the automation of systems to prove improved
management capabilities and to meet statutory requirements in
the personnel field.

A consolidated system to meet the Personnel management
requirements of Telecom was initially planned in three stages.

Stage 1 ~ Maintain the automated staff iists which were
prepared as an aid to the allocation of APO
staff between the two Commissions, and
accumulate some historical information.

Stage 2 ~ Extend Stage 1 to include additional
hiatorical information and update the

ion more freq 1y,

Stage 3 ~ Revise the system to draw its input from the
automated Staff Pay system and add other
information appropriate to servicing needs of
both the staff and management of the
Commission such as qualifications and long
term leave records.

This staged approach was formulated and adopted so that the
costs and benefits of each stage could be identified and
controlled. This follows the general approach within Telecom
where emphasis is placed on continuing oversight of projects
and a concern for cost effactiveness of the use of automated
data processing.
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PIES

The first stage of the Personnel Information and Estab-
listment System {PIES I) was used from 1975 to 1978 but with
the i duction of the aut d Staff Pay system became
obsolete. Review of the project during system specification
for Stage 2 led to amalgamation of Stages 2 and 3 into a single
Stage 2. The development of the redefined PIES 2 was
endorsged in August 1977,

There is in addition a pilot development under way in
the NSW State Administration to automate establishment
recoxds, This system is being developed on cost/benefit
grounds based on the clerical effort involved in maintaining
establishment records and producing establishment variation
certificates. In the longer texm, the benefits of
incorporating this system within the main automated personnel
records system will be examined. In the interim, if
experience with the pilot system in NSW is satisfactory, it
will be extended for use in all States and Headquarters.

The PIES 1 system provided basic monthly staffing,
recruitment, and wastage statistics. When the automated
Staff pay system was introduced, the costs of modifying PIES
1 to take input from that system also were judged not
warrxanted and use of the system was discontinued.

Telecom's need continues for accurate and up-to-date
personnel information, for internal management requirements
such as manpower planning and to satisfy statutory require-
ments of such bodies as the Australian Bureau of
Statistics and the Government Actuary. The second stage of
the Personnel Information and Establishment System (PIES 2)
will meet this need for all Telecom staff. The system will
draw input covering basic personnel details and movements
{including higher duties) primarily from the Staff Pay system,
ensuring that the information is accurate and up-to-date, and
avoiding sep data iption costs. Inputs of educational
qualifications and details of long term leave not recoxded on
the staff Pay system will be provided manually. The system
will be updated monthly. Amongst the reports which will be
available periodically or on request are:-

. Staff numbers
. recruitment

. wastage High priority
« Long term leave

. age x length of service distribution

. movement data

P UL IO NP

. long sexvice leave taken

. transfer/promotion

. age distribution: length of service
distribution

. staff wasted by age or length of service
. cohort analysis lower priority
. educational qualifications

. service date list

N " N N s et e e e s

The obsolescence of pIES 1 d by the 4
replacement of PAYVAR by the Automated staff Pay system has
required the continued use of manual systems for some manpower
planning statistics pending the implementation of PIES 2,
Statutory and other basic requirements are still met using
manual systems and also the data €rom PAYVAR and Staff Pay,

The pilot establi b1 system being
developed in the NSY State administration is designed to up-
date Establishment Records, to produce Establishment variation
Certificates from approvea Proposals for Establishment
Variation, and to supply regular and ad hoc reports of a
statistical nature.

The following will be the major outputs of the system:~
. Establishment report
. Variation to establishment
. Section 46 embargo positions to be reviewed

The reports can generally be produced to section level and by
designations.

Costs

The development of the automated personnel recoxd system
PIES 2 was expected to cost $1.lm at 1976/77 prices when approved
for development in August 1977, The original cost estimates
comprised the following:

Systems gpecification 173 000

Detailed specification ; 492 000
Programming )

Testing 176 000
‘Implementation 68 000
Development. computer capacity 212 500

Havdware NIL.

Anntal operation cost 140 000G by 1980/81



Thege prices include Telecom subject matter staff involved in
systems development.

It is expected that the current delay will contribute gome
increase to the system development costs estimated,

The system being developed in HSY is estimated to cost
$81 000 at 1977/78 prices broken up as follows:~

7

Systems specification 21 poo

Detajled specification )} 35 100

Programming )

Pesting 11 oco
Implementation 4 400

Development computer capacity 6 500

Hardware 3 000 (1 terminal)
Annual operating cost 12 000

It is estimated that it will cost approximately $42 000 to
extend this system to other State Administrations and
Headquarters. The Rustralia wide operating costs are
estimated at $27 000 by 1980/81,

The investment to be made in automation of personnel
activities may seem low having regard to the complex staff
structure of Telecom and the size of the staff. The costs
for both the systems reflect the specialisation and economies
of scale in the data processing operations of Telecom
Ahustralia, the g lly tight h to of
data processing projects and the emphasis on cost effectiveness.
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APPENDIX 3

PSB_ADVICP TO PERMANENT HEADS

On 17 April 1972 the Chairman of the Public Sexvice Boaxd, Mr A.S5. Cooley,
forwarded a letter (see pages 116-121) to the following Permanent Heads,
degeribing the proposed MANDATA System.

8ir Donald Anderson, CBE
R.E. Armstrong, Esq., OBE
R.M, Bannerman, Esq.

L.F, Bott, Esg., DSC

Sir John Bunting, CBE
E.T, Cain, Bsq,, CBE

A.T. Carmody, Esq., CBE
sir Hugh Ennor, CBE

J.Q. Ewens, Esq., CMG, CBE
F.J. Green, Esq.

L.B. Hamilton, Esq., OBE
C.W. Harders, Esq., OBE
D.0. Hay, Esq., CBE, DSO
Sir Lenox Hewitt, OBE

W. Ives, Esq.

R.» Kingsland, Esq., CBE, DFC
S, Landaw, Esq., CBE

E.F. Lane, Esq.

T.F.C. Lawrence, Esq.

R.S. Livingston, Esq.

J.F. Nimmo, Esg., CBE

Major-General Sir William
Refshauge, CBE

A.8. Reiher, Esq.
V.J.W. Skermex, Esq., CBE

G. Warwick Smith, Esq., CBE.
M.M. Summers, Esq.

Sir Arthur Tange, CBE

Sir Kelth Wallex, CBE

Sir Frederick Wheeler, CBE
B, White, Esq., CBE

Director-General, Civil Aviation
Secretary, Inmigration

Commissioner, Trade Practices
Becretary, National Development
Secretary, Prime Minister and Cabinet

Commissioner of Taxation
Comptroll 1

, C and Excise
Secretary, Education and Science

First Parliamentary Counsel

Secretary, Air

Director-General, Social Services

ry, At ~General's

Secretary, External Territories

Secretary, Environment, Aborigines and the
Arts

Secretary, Primary Industry
Chairman, Repatriation Commission
Secretary, Navy

Directoy~General, Post and Telegraphs
Acting Secretary, Supply

Acting Secretary, Trade and Industry
Secretary, Housing

Director-General, Health
Director~General, Works

G lth Audito 1,
Auditor-Genexal's Office

Secretary, Intorior

Secretary, Shipping and Transport
Secrxetary, Defence

Sacretary, Poreign affairs
Secretary, Treasury

Secretary, Awmy
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COMMONVEALTH PUBLIC SERVICE BOARD
CANBERRA A.C.T.

Telephone 730411

OFFICE OF THE CHAIRMAN

17 April 1972

COMPUTER-BASED PERSONNEL AND ESTABLISHMENT
RECORDS ~ MANDATA SYSTEM

On the 23 December 1970 my predecessor wrote to all
Permanent Heads advising them of a study of the feasibility of a
Service-wide computer based personnel and establishment record
system which was being undertaken by a working party within the
Board's Office.

2, The study wap initiated against the background of
significant co~ordinated system development work in the personnel
area being undertaken in the Civil Services of the United Kingdom,
Canada and the United States, A further background consideration
was evidence of the need, expressed by several Commonwealth
departments, for more effective personnel systems based on
computer processing, and the recognition of the difficulties that
might be encountered if a number of such systems were developed
independently without consideration of the desirable extent of
co-ordination across the Service,

3. The working party has now submitted two reports. The

first of these contained the conclusion that a single comprehensive
computer based system was to be preferred over individual systems
even where such separate development was closely co~ordinated;

a broad outline of a single system, assessed to be both practicable
and cost effective, was also included in the report. The second
report, of which a copy is enclosed, represents the result of a
considerable amount of further study and discussion with
departments directed at achlevement of a more precise and

detailed definition and evaluation of the single system, and at

a closer examination of the economics of introduction of the
system. The additional study served to confirm the earlier
conclusion that the system would be operationally practicable

and economically viable; the working party recommended adoption

of the system.

4. The main features of the MANDATA system proposed in
the report are as follows:

(a) There would be an extensive data base (with appropriate

program links between personnel and establishment areas
of the data base) containing comprehensive information:
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(b)

()

(d)

(e

(f

—

(g

(h

. on each member of a population of permanent and
temporary staff and, where practicable, exempt
staff and

. on departmental establishments.

The data base would be held on magnetic media and
processed by a central computer installation,
located in Canberra, operated by the Board's Office.

Small computers in each State connected to the
central installation by telecommunications lines
would be used for local input and output. These
small computers would be situated in each Public
Service Inspector's Office and the State
Administrations of the Post Office.

Some 550 display terminals located in departments
and the Board's Office would permit virtually
immediate access to the centrally held data base
for record enquiries, with a response performance
of 5-10 seconds. Interrogations for more complex
information would be satisfied less quickly, but
the response time would be much superior to that
obtainable from manual systems.

Provision would exist for automatic data inter~
change with the Treasury payroll and Superannuation
Board systems. (Refer paragraphs 5-8, below).

Comprehensive privacy procedures would ensure
that only authorised officers could initiate
enquiry or updating transactions, and that
access by these officers was restricted to parts
of the data base for which they had a legitimate
'need to know" or ‘'right to update'.

Continuity of operation of the system would be
ensured by a number of measures including
duplication of appropriate elements of equipment
and utilization of comprehensive 'recovery'
procedures which would reduce to a minimum
interruptions to service arising from equipment
faults, etc.

Automatically applied accountability controls
would ensure that data entering, held in, or
leaving the system were properly accounted for;
such controls would include the ability to

trace the location of prime documents authorising
changes to the data base.
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(L) With the implementation of the proposed system
the existing manual standard personnel record
system would be phaged out; it may also be
possible for other paper records to be
discontinued,

(§) The system would be designed within the framework
of existing personnel policies and rules but
with sufficient f£lexibility to accommodate
changes which might be introduced in the future,

5. In addition to providing a comprehensive personnel and
establishment record, it is intended that MANDATA would provide
through data link, information concerning pay entitlements
("elements of gross pay”) to the Treasury payroll system and
to the Superannuation Board system for the maintenance of
contributors records., Thus, three significant systems would
be linked, with concomitant advantages to each and a very
substantial reduction in the creation of paper input by
departments, input which must now necessarily be prepared to
service the systems individually.

6. The present Treasury payroll system is a highly developed
and smoothly running computer system which prepares the payroll
for most Commonwealth departments (specifically it excludes the
Post Office and, for the present, Civil Aviation and elements of
Supply) . It takes as a starting point the advice of salary
entitlements at annual rates and accepts variations expressed
in annual rates and periods of time. In its present form the
system calculates gross pay due in a particular fortnight and
includes in that calculation penalty rates, allowances, e.g.,
district allowance, and over-time. Certain types of mass
adjustments, which avoid the preparation of individual input
data, such as the National Wage Case adjustments, are handled
by the Treasury system,

7. None of the comments and suggestions which are included in
the MANDATA Report reflects an intention to remove the caleculation
of salary entitlements from the Treasury system to MANDATA - the
latter would provide by data link elements of gross pay which the
former currently receives direct from departments in the form of
paper input. BAny change to current procedures would be made only
after full discussion and agreement with the Treasury.

8. It is understood that the Treasury, for its own part,
intends to re-development the payroll system in conjunction with
a proposal to install centralised computing facilities and there
would be an obvious need for close liailson between the two groups
to ensure harmonious and efficient development of the two systems.
Similarly, close liaison would be established with the Office of
the Superannuation and D .F.R.B. Boards,
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9, It is apparent that the MANDATA system as described in the
foregoing paragraphs, poses a number of potential problems which
will require detailed examination., In this regard the Board's
Office, in consultation with departments as reguired, will be
pursuing studies in areas such as:

« content of the data base, with particular
reference to the holding of ’sensitive’
information;

. right of access to the data base;
. organisational impact on the Service;
. industrial relations aspects.

lo. The report envisages thephased implementation of the major
elements of the system between January 1975 and December 1979,
although certain aspects of a preliminary nature could be
introduced as early as mid-1972. It is estimated that aggregate
staff pavings in personnel record-keeping areas during the initial
10 year operational period (i.,e. 1975 to 1984) could reach, 5,500
man-years, and there would also be a significant reduction in the
level of overtime worked in departmental staff sections. About
1,100 man-years effort in total would be expended in system
development, in the departmental implementation, and from 1975 to
1984 in operation and maintenance of the system,

11, Estimates covering the initial development period followed
by a l0-year operational period indicate that the system could
vield a favourable discounted cash flow of $15.7 million,
representing a benefit to cost ratio of 1.61.

12, In addition to quantifiable savings, significant other
benefits would also be expected. These would include the
following:

(a) There would exist an integrated data base
containing comprehensive service data for
all staff employed under the Public Service
Act, the Naval Defence Act and the Supply
and Development Act, and corresponding
establishments data, Data entering the
system yould be subject to automatic
validation tests and processed with speed
and consistency.

(b) The data base would be maintained in an
up-to-date condition through the prompt
reporting of all relevant events, actions
and decisions. The use of the data base
to initiate the payment of allowances,
etc., would constitute an incentive for
such promptness in reporting.
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{c)

4)

(e)

(f)

(g)

(h)

Information provision would be comprehensive
and timely both to meet the needs of day to day
personnel work and to aid personnel management
at all levels.

special facilities, which would give the system
a capability superior to manual systems, would
include:

(i) a 'mass change' facility by means of
which changes affecting a group of staff
(e.g. an arbitration determination), or
group of positions, could be implemented
quickly with negligible human effort;

(i1) a facility to 'monitor' complex
administrative procedures {e.g. appointments
action) to ensure their correct completion
within acceptable time scales;

{iii) an 'interrogation' facility which would
permit the ready selection and association
of virtually any combination of elements
in the data base, with output in the form
of listings, tabulations or graphical
representations, as appropriate;

(iv) facilities for applying various mathemat~
ical techniques to the data base.

The unified nature of the proposed system would
permit a more standard approach to be taken to
the application of personnel rules; provision
would be made for departments to incorporate
their own distinctive requirements within the
system,.

The proposed system could provide a better
service to staff as a result of greater accuracy
and promptness of advice to Treasury of
entitlements,

Certain functions of considerable difficulty in
manual systems, e.g. personnel planning, etc. would
be readily handled by the proposed system.

Establishment control would be facilitated by
the availlability up up-to-date information on
current establishment and staffing, staff
turnover, incldence of certain types of leave
and other indicators, etc.
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13, In sub-paragraph 4(a) above, reference was made to the
inclusion of exempt staff in the data base, While the desired
objective is to include all exempt staff in the proposed system,
it is recognised that a complete coverage might not be practical
because of the employment characteristics of certain short-term
exempt staff (e.g. casual employees in remote localities, seasonal
employees, etc.). The Board is currently seeking to identify any
groups which might best be excluded from the system, and will
confer with departments in due course,

14. It will be noted that the report refers to the need for
further discussions with departments, following any decision to
proceed with introduction of the system, in relation to:

(a) detailed demarcation of spheres of responsibility
and definition of information flows, vis-a-vis
Treasury and Superannuation Board systems;

(b) securing departmental participation in the
development of the system by obtaining staff
from ADP and subject-matter areas on a fulle
time basis;

{c}) the formation of a standing committee (MANDATA
Co-ordinating Comnittee) to allow departments
to participate fully in the development and
subsequent operation of the system.

15, It is envisaged that the MANDATA Co-ordinating Committee
would function as a top-level advisory body to the Board's Office
on all aspects of design, development and operation of the system,
and would provide a forum for discussion and solution of problems
associated with the system. In order to achieve the widest
possible representation of departments, without permitting the
Committee to become unduly large, it is considered that permanent
representation on the Committee should be restricted to the
Board"s Office and a comparatively small group of departments but
with representation from other departments as required. In
addition, all departments would receive documentation relating to
the work of the Committee.

ls. As a result of its consideration of the submissions made
to it, the Boaxd has decided to endorse the proposed system in
principle subject to consideration of the views of Permanent Heads.
The Board proposes to keep staff associations informed on
developments.

17. I shall appreciate your comments, by 12 May 1972, on the
proposed system.

Yours sincerely,

A.S. COOLEY
Chairman,
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BPPENDIX 4
PARTIAL INDEX OF PUBLIC HEARIMG EVIDENCE ON MANDATA

ACCEPTANCE DATE OF CENTRAL COMPUTER UNIT 185
ACCEPTANCE TESTS 231F

ACCOMMODATION FOR MINICOMPUTERS 226, 228
ACCOUNTABILITY TO BOARD 343

ACCOUNTABILITY TO CABINET 366

ACCURACY OF INPUT 130, 145, 176

ACCURACY 147

AIR CONDITIONING 186, 202FF, 264

ANZAC PARK WEST 185, 220

APO 159FF

AUDIT CAPABILITY OF MANDATA 347, 3925, 406
AUDIT REVIEW OF MANDATA 180; PA STUDY AS AN 349
AUDITABILITY OF MANDATA 395, 406, 424
AUDITABILITY, RESPONSIBILITY FOR 407
AUDITOR-GENERAL'S OFFICE 345

AUDITOR-GENERAL'S REPORT 146F, 173, 191F, 198, 201, 224
AUTHORIZATION OF FUNDS FOR MANDATA 140

AWA 132

BENEFITS, PRINCIPAL 414

BENJAMIN OFFICES 187, 202, 265

BREAK~EVEN POINT 415

BUREAU, MANDATA AS A, 167, 221FF

BURROUGHS EQUIPMENT, DIALOGUE WITH OTHER USERS OF, 360
BURROUGHS 132, 135, 136, 143

CABINET, APPROVAL BY, 369

CABINET, SUBMISSION TO IN 1974, 374

CANADIAN INSTITUTE OF CHARTERED ACCOUNTANTS TRAINING COURSE, 345
CANADIAN INSTITUTE OF CHARTERED ACCOUNTANTS, 393
CAPACITY OF SYSTEM 165

CAPITAL TERRITORY, DEPT OF 221

CCU, EXPANSION OF 187

CCU, UTILIZATION OF, 165, 171F, 221, 273FF

CES 280

CHANGES IN CONCEPT 328

COMMITTEE OF OFFICIALS, 370, 375

COMMITTEE'S ATTITUDE TO MANDATA 147
COMPLETION. DATE FOR MANDATA 361, 362

CONCEPT, CHANGES IN, 328

CONFIDENTIAL FILES NOT ON MANDATA 128
CONSULTANTS REPORT, DEPARTURES FROM 325
CONSULTANTS REPORT, 413-4, 427

CONSULTANTS STUDY 1977 317, 330, 352

CONTRACTS 230F, 271

CONTROLS, INTERNAL, 393, 406

COST CONTROL SYSTEM, 330

COST CONTROL, EXTERNAL, 332

COST CONTROL, INTERNAL, 333, 335

COST ESCALATION 134-5

COST ESTIMATE 1971 312FF

COST ESTIMATES, 1971 VS. 1977 428-31
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COST OF DEVELOPMENT, 409

COST OF SCRAPPED PROJECTS, 381

COST OF SITE DELAYS 205, 225, 229

COST RECORDING, LABOUR 340

COSTS OF MANDATA 311FF, 323

COSTS OF MANDATA, CABINET AUTHORIZATION FOR, 373
COSTS 1974 318FF, 330

COSTS, ORIGINAL ESTIMATES OF 132-4

COST/BENEFIT ANALYSIS, REQUEST BY CHAIRMAN FOR 149
COST/BENEFIT ANALYSIS GUIDELINES 416
COST/BENEFIT RATIO 198FF

COST/BENEFIT STUDIES 149, 168, 188

COST BENEFIT, EFFECT OF STRATEGY CHANGES ON, 361
COST/EFFECTIVENESS, GUIDELINES FOR 32
CO-ORDINATING COMMITTEE, 165

CRITERIA FOR ACCEPTABILITY OF PROPOSALS, 415-7
csa 142, 190

DARWIN FACILITY 225, 268

DATA BASE, INTEGRATION OF, 408

DATA BASE, 385, 390

DATA CONCENTRATOR UNITS 259FF, 268F, 273, 276FF
DATACONSOLIDATE 182F

DATASTREAM 182F

DCT, 365, 376

DECISION MAKING MECHANISMS 366~-369

DEFENCE, DEPT OF 163, 198

DELAYS, REASONS FOR 127

DELIVERY DATES FOR SOFTWARE PRODUCTS 408-9, 412
DEPARTMENTS, REQUIREMENTS OF 164

DEVELOPMENT COST PLAN 132

DEVELOPMENT PLAN 326

DEVELOPMENT, EIGHT STEPS OF 412

DIEA, 365, 376

DOCUMENTATION 397

EFFICIENCY AUDIT 348

ENQUIRIES, EXAMPLES OF 152

ENQUIRY FACILITY 408

ESTIMATES, NATURE OF 321

ESTIMATES, RELIABILITY OF 323F, 326

EXPANSION OF CCU 187

FEASIBILITY STUDY 1971 329, 408

FEASIBILITY STUDY REPORT 134, 189-90

FEATURES OF THE SYSTEM, COMPARISON WITH 1971 STUDY, 327
FINANCE. DEPT, INTEGRATION WITH MANDATA FOR PAY 45, 184
FRAMEWORK 385

HARDWARE, DATE FOR CHOICE OF 134

ICL 155

IDC ON ADP 189-90, 366-369, 371, 375, 382

IDC ON ADP, ROLE IN MANDATA 2, 116, 142

IDC ON ADP, SUBMISSION TO 142; REQUEST BY CHAIRMAN FOR 146

IMMEDIATE PROCESSING 329
IMMIGRATION AND ETHNIC AFFAIRS, DEPT OF 222
IMPLEMENTATION OF MANDATA IN FULL 361F
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INDUSTRY AND COMMERCE, DEPT OF 155
INPUT TO MANDATA 149

INSTALLATION COST 187

INTERNAL AUDIT 344, 345, 346, 347, 382; AG CRITICAL OF 345
INTERNAL CONTROL, 346, 348-9, 393, 406
LABOUR SHORTAGE, EFFECT, OF 334
LANGUAGES USED 389-90

LEASED ACCOMMODATION 225F

LEAVE DATA, INACCURACIES IN 146

LEAVE REPORTING 156, 178F

MANAGEMENT BENEFITS A BYPRODUCT 427
MANAGEMENT REVIEW, 343, 344

MANPOWER (QPSB) 340, 356, 423FF

MANUAL SYSTEMS PRIOR TO MANDATA 127
NAME, WHAT IT MEANS 127

Ncpc 211, 218, 220, 377, 379

NCR 132, 135, 136, 143

NUMBER OF RECORDS COVERED 410F
OPERATIONAL STRATEGY 324F

ORIGIN OF MANDATA 125

OUTSIDE SOURCES, CANVASSING OF 419
OVERSEAS SYSTEMS 168FF

PA MANAGEMENT CONSULTANTS

PA REPORT, CONCLUSIONS OF 353

PA STUDY AS AN 'AUDIT OF MANDATA' 349
PA STUDY 317, 322, 330, 414

PAC EMPHASIS 311

PAY APPLICATION 180, 184

PAY-BACK PERIOD 415

PEAS 356F, 421F, 425

PERSONNEL COVERED BY MANDATA 157FF, 165
PHASE 3 320, 322

PIES 356F, 421F, 425

PLANNING AND CONTROL DOCUMENTS, 403-6
PLANNING, LONG TERM 414

PMG'S DEPT 159FF

POLICY MATTERS NOT ROLE OF PAC 189
PORTABILITY OF SOFTWARE 390

POWER SUPPLY 186, 205

PRIME MINISTER AND CABINET, DEPT OF 168
PRIVACY 136, 395F

PRIVATE AND PUBLIC SECTORS, DIFFERENCES BETWEEN 350
PRIVATE SECTOR EXPERIENCE, DRAWING ON 360
PRODUCT AVAILABLE 411

PRODUCTIVITY, DEPARTMENT OF 170, 356
PROGRAMS, APPLICATION 138

PROJECT CONTROL 404-6

PROJECT MEETINGS 343

PROJECT TEAMS 340, 343

PSB ANNUAL REPORT, INCONSISTENCY WITH 411
PUBLIC ACCOUNTABILITY 359

PUBLIC SECTOR MANAGEMENT VS, PRIVATE SECTOR 350, 359
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QUALIFICATIONS APPLICATION 178 TRADE DEPT OFFICES 202F, 264FF

QUALITY CONTROL OVERHEAD 403 TRANSACTION PROCESSING SYSTEM 385
RECORD KEEPING, CENTRALIZED VS, DECENTRALISED 342 TURN~AROUND TIME 329
RECORDS, ARE THEY UP-TO-DATED 329 UBDATE FACILITY 408
RECORDS | WOMBER OF 410F UPDATING OF RECORDS 175

UTILIZATION OF CCU 165, 171F, 221, 273FF
RESPONSE TIME 328 VDU'S, ALLOCATION OF 362-364
SAVINGS OF STAFF 129, 140, 191 WORK PLANS 340

SCHEDULE FOR COMPLETION REQUESTED 412

SCRAFPED PROJECTS, COST OF 381

SECURITY PROCEDURES 386

SECURITY 136, 152F, 177, 224

SECURITY, PHYSICAL 392, 396

SECURITY, STANDARDS FOR 392

SERVICE CENTRE, MANDATA AS EXAMPLE 45

SITE FOR MANDATA 377

SITE PLANNING, CENTRALIZATION OF 379

SITE PLANNING, CO-ORDINATION OF 380

SITE PLANNING, RESPONSIBILITY OF VARIOUS AUTHORITIES 377
SITE SPECIFICATION 201, 211, 262FF

SOFTWARE CONTRACTS 233

SOFTWARE FOR DCU'S 273

SOFTWARE, SPECIAL 135-6, 138, 143F

SPR CARDS, ELIMINATION OF 411, 413F

STAFF CEILINGS, 407; EFFECTS OF 349

STAFF ORGANIZATIONS 396

STAFFING OF MANDATA 171

STANDARDS FOR CHARACTER REPRESENTATION 391
STANDARDS FOR DATA BASE MANAGEMENT SOFTWARE 390
STANDARDS FOR PERIPHERAL CHANNEL INTERFACE 391
STANDARDS FOR THEIR OWN SAKE, ESTABLISHING 401
STANDARDS MANUAL 387

STANDARDS, CHECKING THAT THEY ARE FOLLOWED 398
STANDARDS, COMMUNICATION 388

STANDARDS, ENFORCEMENT OF DOCUMENTATION 401
STANDARDS, PURPOSE OF OBSERVING 398

STANDARDS, SECURITY 392

STANDARDS, SHOULD THEY BE MANDATORY? 399-400
STANDARDS 385

STATISTICS, TURN-AROUND TIME FOR 329

STATUTORY AUTHORITIES WHO MAY USE MANDATA 180FF
STORAGE COSTS 271 ‘
STRATEGY CHANGES, EFFECT OF ON COST/BENEFIT 361
SUPERANNUATION APPLICATION 180
SUPPLEMENTARY SUBMISSION 224

SUPPLIERS OF MANDATA EQUIPMENT 132
TALLY PRINTERS 132

TELECOM DEVELOPING SIMILAR SYSTEM 157
TELECOM SYSTEM, COSTS OF 354FF
TELECOM, 350, 358

TEMPORARY SITE 186~7, 266

THIRD CPU 329
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pate
May 1972

Oct 1972

Nov 1972

Jun 1973

July 1973

Mar 1974

June 1974

Sept 1974

Nov 1974

Dec 1974

Dec 1874

Jan 1975

APPENDIX 5
SOME SITE PLANNING EVENTS

Correspondence and Meetings

Public Service Board requests space from Customs
and Excise in Stage 1 of Trade Building.

Trade and Industry to PSB stating that NCDC advises
against Trade Stage 1; prefers Trade Stage 2.

Interior to PSB - confirms that Trade Stage 1 not
suitable ... will look at the possibility of using
Stage 2 and at the availability of other suitable
areas.

PSB to Services and Property - suggests that a
meeting be arranged to discuss the posasibility of
using Trade Stage 2.

Meeting PSB, NCDC, Services and Property =- agree
to study feasibility of using Trade Stage 2.

PSB to Services and Property advising of urgent
need for a confirmed computer site.

Meeting PSB, NCDC, Services and Property and
architects - agree that Stage 2 location available
and capable of being £itted out.

PSB to NCDC -~ Trade Stage 2 site marginally
acceptable. Requirement for additional air-
conditioning, auxiliary power, etc.

NCDC to Services and Property - advises that
Commission no longer considers it possible to
locate computer in Trade building.

Meeting PSB, NCDC, Services and Property, Housing
and Construction and Overseas Trade - discussion
on possible use of Trade computexr area B and
lower ground floor of Anzac Park West, Former site
opposed by Trade representative. Feasibility
study to be undertaken to establish suitability
of Anzac Park West.

Meeting - Public Service Board, NCDC, Services
and Property - Anzac Park West regarded as an
acceptable site; NCDC reluctant to develop Anzac
Park West because of unused Trade computer area B.

Services and Property to NCDC confirming Anzac Park
West as the site for MANDATA computer.
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Apl

Apl

May

Aug

Aug

Aug

Aug

Nov

Feb

June 1976

Sept 1976

Feb

3rd & 4th

1975

1975

1975

1975

1975

1975

1978

1975

1976

1977

quarters
1977

NHCDC to PSB ~ Commission concernmed at cost of
developing Anzac Park West. No guarantee that site
will be available when reqguired.

Meeting - PSB, HCDC, Services and Property -~ agreed
that Anzac Park West site suitable.

Meeting - PSB, NCDC, Housing and Construction - noted
acceptance of Anzac Park West as suitable site.

Meeting - PSB, NCDC, Services and Property ~ NCDC
advises that works program cut and hence no work can
start on Anzac Park West until April 1976.

Meeting - PSB, Burroughs, architect - discussion on
possible use of Trade B computer area at this stage
earmarked for Department of Trade comptuter.

Meeting - PSB, NCDC, Services and Propexty - confirmed
funds problem. Anzac Park West site would not be ready
until December 1976 or April 1977. Preliminary
discussion on reverting to Trade building.

Services and Property to PSB indicating that NCDC had
been asked to prepare the Trade B computer site for
Mandata.

NCDC to PSB advising that development of Anzac Park
West site had been effectively abandoned.

Central computer delivered and installed at Trade
Computer area B on a temporary basis, Acceptance is
delayed due to faults in the airconditioning. NCDC
accepts some responsibility because of an error in
work carried out in late 1975.

Acceptance of the site by PSB subject to provisos
about fine tuning of airconditioning.

Acceptance of the computer from the manufacturer,

Considerable trouble experienced with air-conditioning.
Computer suspended on several occasions for periods
of up to four hours.

Feasibility study carried out on suitability of
Benjamin offices. at Belconnen. Cost of using the
Benjamin offices would be one million dollars more
than making the Trade Computer B area suitable.
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1978

Decision taken to stay permanently in the Trade
group computer area B and to use the space previously
allocated to other departments. Cost of required
aircondigioning and structural changes estimated at
$700,000° of which approximately $325,000}is
chargeable to Mandata.

9.

11.

Report of the Auditor-General 1977-78. Parl,Paper No.221/1978.

Public Sorvice Boaxd, Submission to the Joint Committee of
Public Acgounts, 6 Septembexr 1978,
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APPENDIX 6

EXAMPLE OF PLANS FOR MANDATA

The gollowing document was Aupplied by the Board 4n
nesponse X0 a nequest to provide the up-to-date
schedule of development milestones showlng currently
estimated implementation dates together with

definitions of what is to be accomplished by these
dates.



Public Service Board

26 May 1978

DEPARTMENTAL REPRESENTATIVES OF
e RS0y LT REp RN IATIVEDS OF

THE MANDATA CO~ORDINATING COMMITTEE

Plans for MANDATA Phasge 2

At the recent meeting of the MANDATA Co~ordinating
Committee, I undertook to produce a plan to implement a second
phase of Mandata by February 1979, At the meeting departmental
representatives conveyed most strongly to me that their minimum
requirement for Phase 2 is a system which will provide nothing
less than the facilities now offered by the existing (Phase 1)
MANDATA system, Also I am now clear in my mind that the
current twelve client departments should be given preference in
the implementation of an improved version of the MANDATA system.

2. The Board has clearly indicated to me that tangible
results from MANDATA must be produced quickly. Increased
efficiency in record keeping areas, an increased range of
management information and staff savings are among the benefits
sought,

3. A way to meet these requirements has been found. The
proposed solution is not elegant but worthwhile.

4. The existing MANDATA system would be converted to run

the updating of Departmental master files on MANDATA's Burroughs
7700 computer. Personnel and position records for all departments
could be brought up to date each second night (instead of
fortnightly as at present), A multi-record interrogation

facilit{ as an overnight service would also be provided. In
parallel with that work on the LEAVE system would be completed.,

5. The combined effect of the two systems l.e. existing
MANDATA (converted) and LEAVE would be to substantially penetrate
record keeping areas in departments, These paper records would
be duplicated to a large extent by computer records:
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(L) 8PR form 53, official history record

(i1) 8PR form 54, temporary transfer and higher
duty record

(iii) sPR form 55, leave (all absences from duty)
record

(iv}) Organisation position record

(v} Position occupancy (substantive and actual)
record,

On this basis there would be workload savings in departmental
personnel and establishment sections. Also, there would be more
efficient record keeping and an increase in management information
available to departments quicker than under present arrangements.

6. The existing MANDATA (converted) gystem would be
operational in the current 12 client departments in December 1978.
The LEAVE system, with its on-line enquiry facility, would become
available to departments in all States from February 1979.

7. During the first quarter of 1979 further work would be
completed e.g. to extend the enquiry facility to enable on~line
access during the day to all recorded information. This would
enable the records (i) and (ii) listed in para 5 to be displaced.
Record (iii) would be displaced by the LEAVE system and records
(iv) and (v). should be progressively displaced by the existing
Phase 1 system (DATASTREAM) .

8, On-going MANDATA development would continue separately.
The end of 1939 or early 1980 is envisaged for delivery of the
new (Phase 3) system which. is being defined and yet to be agreed.

9, I will seek MANDATA Co-ordinating Committee endorsement
of this plan for Phase 2 at the June meeting.

(B.T. FALCONER)
birector
MANDATA Program Office
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1(a)

(b)

2(a)

(b)

DEVELOPMENT PLAN

Finalise specification and development of LEAVE system.
Trials in PSB and Education.
£rom February 1979},

Enhancements by March 1979

. TF28 no.
. calculate entitlements of first year officers

Convert existing Phase 1 system (DATASTREAM) to the
Burroughs 7700 computer by December 1978 for 12 existing
client departments.

Enhancements by March 1979

. enquiry facility
. expand data coverage to match SPR cards,

Finalise specification and development and implement using
Burroughs 7700 computer a designation/salary/occupation
sub~-system equivalent to that currently available to
existing Phase 1 system (DATASTREAM) by end November 1978.

(Available to all departments

By end of 1978 complete l{a) + 2{a) + 3
By end of March 1979 complete 1(b} + 2(b)

(1)

(i}

Study team reports arising from:

Analysis of benefits attributable to Phase 2 MANDATA and
identification of breadth and depth of automation in
recording areas e.g. SPR, CRP, having regard for cost
effective criteria.

Analysis of impact on Personnel and Establishment sections
and elsewhere due to the implementation of Phase 2 MANDATA.
Identification of areas of change needed to procedures,
records, organisation, staffing and training.
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(1ii)
(iv}

(1)

(ii)
(iii)

(iv)

)

Analysis of audit requirvements for Phase 2 MANDATA.
Analysis of Mandata Programmec Office’s subject matter
repository requirements and procedures and MPO's subject
matter relationship to the Board and departments.

Other related Phase 2 tasks to be considered:

Develop education program regarding the use of MANDATA
aimed at departmental management.

Develop ed. quals,/skills sub-system.

Develop further the organisation sub-system, e.g. to
encompass FSE/programs.

Develop a more integrated Phase 2 system

. remove duplication of forms

. remove limitations caused by transfers between
departments

. extend on-line data retention capabilities

. remove duplication of personnel data

Expand data coverage to match CRP data.

Continue to develop the Phase 3 MANDATA system.
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APPENDIX 7
BUMMARY OF FINDINGS BY COMPUTER SCIENCES OF
AUSTRALIA PTY LTD
OCTOBER 1972

C8A concludes that the centralised MANDATA system as conceived,
designed and planned is justified, is technically feasible, and
is capable of being implemented generally in accordance with the
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schedule and costs estimated. In particular:

On the basis of the cost assumptions postulated,

the system over the period to 1983/84 is economically
justified. Even should delays of 12 months occur to
the schedule and be 1P ded with an imation

of savings by, say, a factor of two, the proposal
remains one for which the tangible benefit/cost position
is favourable.

Overall implementation planning has begun and this
should be continued and monitored., CSA would recommend
that the Board's officers formulate, as early as possible,
formal management techniques to be used for project

trol and per

The MANDATA system applies to the personnel/establishments
areas with which the Board is intimately familiar. For
this reason the functions to be performed are well
appreciated. CSA considers, however, that the functional
requirements of the system need to be stated explicitly,
as this will assist markedly in providing the Boaxd with
a "base line" against which the development activity may
be monitored and the eventual success of the system
measured, Functional specifications likewise serve the
development staff by providing the fundamental criteria
against which design decisions are taken and tenders
evaluated.

With the development of modexn systems software, the
functions of the “Processing Framework" are cbtainable
from currently available systems, including most, if not

all, of the sy security required., The
impl ion of the "F " as dQescribed in the
il £ d should theref not be p

The configuration and performance estimations presented
constitute only a first level solution of the problem
suitable for the planning stage. Further work must be
planned by the ADP group to ensure that required
performance will be achieved,

7.

Computer Sciences of Bustralia Pty Ltd, MANDATA - Review and
Recommendations, report to the Public Sexvice Board,
Octobex 1972,
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. The MANDATA system envisages the use of modern equipment APPENDIX 8
and programming systems. 1In particular a data bage

management system is to be employed. CSA observes that SUMMARY OF FINDINGS BY PA COMSULTING SERVICES PTY LTD
existing systems of this kind handle the work proposed. JunEZJULY 1977 ¢

. A great deal of emphasis has heen placed on system security; , PA Consulting Services Pty Ltd issued their rep?:rgh;nrgugitlgﬂ'
the real and psychological needs for which are appreclated. . The extracts below are not a complete summar:y‘;ot the cgmmit.:tee's
Thege needs can be met by utilization of avallable software We have selected quotations which are relevant to

facilities in conjunction with. external physical and
dural

present inquiry and omitted others that are not.
with suitable safeguards in

the application programa, COST/BENEFIT ANALYSIS

. The proposed system is dependent to a considerable extent We have reviewed and revised the March 1977 a"alyaisi mﬁiﬁ :::ti:es
on communications. Major costs are associated with elements were asgessed in fair detail and substantial 002 e gwa of
interrogation and input terminal units and telecommunications added. Benefits of a direct clerical savings nature.ian ax{d 24
charges. The efficiency, performance and utilization of management improvement were assessed by field discussions.

these components should be closely monitored as assesement, and have been substantially increased. In summary we
opportunity for savings may arise as more information is congider thats:
collected on operational charactexristics.

(4) The project as an investment, though long-term in its
|

. Data input to the gystem is o major problem. The related | payback (some seven to eight years), is cmpazabte £it/
areas of data encoding, physical operation of terminals, with similar al o ystems in its bene:
training provisions, and error detection require i cost ratio, This ratio is, in fact, above averagehi "
concentrated attention. Good solutions will have profound i when effects of labour escalation, and the value(whic.
effects on the practicability and economic benefits of ) we have estimated) of management improvement are
the system. included.

. The proposed phased development will prove valuable in (1i) The savings are the most critical aspect of the P§°je°t’
breaking the effort into manageable parts. In particular their achievement requires commitment and eff:tt rom
Phase Two practical experience with the technology the start of implementation, and must be based on "
anticipated when combined with a suitable Pield Test high-level decisions and actions in departments an
program, eliminates any necessity for a pilot tast, the Public Service Board.

Not all the recommendations were fully complied with by the Board (1fi) The project, as an investment, iz also critically

in that: sensitive to:

. From the samples presented to the Committee, formal ~ gelays; one month costs $0.5 million present
management techniques for project control and value

performance management axe not adeguate,

- gystem life; one year added/deducted is worth.

. No overall functional requirements specification at least $2,3 million present value.
was developed.

{iv) Consequently, commitment to the project once it is

. The Board went ahead with the development of the approved to proceed on the lines proposed, must be
Processing Framework. h gh and D ve.

. The Board did not monitor communication develop-
ments closely enough to prevent the wasteful
purchase of data-concentrator-units., 4. P.A. Consulting Services Pty Ltd, Review of MANDATA.

June/July 1877.




MINIMUM COST

The program, as now planned and scheduled, is consistent with a minimum cogt

objective, on the basis discussed with the Steering Committee,

The work structure and organisation of staff resources i.
8 soundly based, w:
a strong project orientation with clear objectives, and staged dglivery,otith

useful product system to meet departmental and service needs,

The main recommendations in this area are on management aspects over the

next critical two to three years involving:

- Concentration on clearly defined tasks and staged goal.
without digtraction or diversion 5ec gontes

Planning and control of design and develo;
rment aspects, such
as documentation, quality and function performance of i’:he

products, and close management to restri
Doty ct design changes to

- Concentration on simplicity and selectivit:
y of approach in
design and implementation, to achieve minimum cost, not
technical elegance

- Establishment of a project Board of Management with up to

five representatives of key departments, at about exrmanent
, B

COMMITMENT

A decision to proceed on the lines planned f
B dastaton P or Mandata will reguire

. to provide adequate resources and to manage these so that
delays are Prevented;

. to accept a system life and utility of the functions
provided for some ten years (ie say to the end of the 80's);

. to recrganise and to redeploy staff whose functions are
eliminated or substantially changed, as rapidly and as
effectively as possible,

SOME RISKS AND SENSITIVIDIES

- Variations in detailed objectives, involving replanning
redesign and redevelopment will increase development
investment and delay benefits through slippage. Careful
control of the planning and deaign phases, before commitment

of significant progranming resouxces to a t
will be vital, partioular stage

- Variation in availability of the required manpower, during
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the design, development and implementation phases will

also impact schedule and cause deferred benefits and
increased costs, The manpower resources must be controlled
to the right mixz of okill and numbers, availability and
redeployment to reduce delays and idle time.

- The effect of extraneous tacks (not related to Mandata objectives)
such as b : ing and £ ppoxt must be contained
and separated, as clearly as possible from the Mandata project
tean,

- Detailed design, development and implementation tasks should

be on ials, with simplicity, rather than
complexity in approach as the objective.

- Regular reviews of progress to identify potential delays, and
agree averting action is essential,

- Achievement of potential benefits will, in the ultimate, only
arise from departmental users, not from the computers or their
operations., Commitment to specific benefit objectives must be
made by usexs, at high levels, as early as possible, followed
by regular reviews by these same officers of progress to their
achievement., This aspect should be covered explicity Jn
departmental planning of theilr implementation and operational
tasks, and must be seen by them as their responsibility.

- Section D, (Review of System Capacity) gives details of likely
capacity utilisation. It is impoxtant that use of the
facilities is carefully planned and allocated, at the design
stages, §8o that misuse of scarce capacity elements is prevented.
Simjlarly where it is found that certain units are not required,
these should be redeployed in the Sorvice if at all possible.

- Given the sensitivity of the project to delays, and the need
for concentration on essential objectives, we believe that the
provision to Mandata of uninterrupted power supply facilities
for the central computing unit should be reviewed, based on
current and likely power failure experience and affects.
Similarly consideration of transfer of the central unit to
ancther gite in Canberra should be very carefully assessed,
in terms both of total costs involved in the transfer, and of the
implicit costs and xisks of delays arising from the move.

MANAGEMENT IMPROVEMENT OBJECTIVES

We interviewed a number of senior officers including heads of departments,
inspectors responsible for the Personnel and Establishment functions and
menbers of the Public Service Board.

We found that Mandata is generally anticipated to provide significant
management benefits including:
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improved co-ordination and efficiency in personnel management,
better planning of forward requirements,

extension of manpower planning to achieve staff development
appropriate to future needs,

greater flexibility to cope with organisational changes,

The payoff was mainly described in terms of improved efficiency and the
ability to raise the level of service, It was suggested that some aspects

of service to the public are at risk unless personnel resources management
ig made more effective.

...We conclude that the potential management improvement benefits are
significant.

It should be noted however that Mandata is an aid to management and the
achievement of these benefits rests with the departments themsgelves.

STRATEGY OF IMPLEMENTATION

It is worth reiterating that Mandata can only aid the improvement of
performance and does not in itself bring benefits to fruition. A number

of steps needs to be taken to ensure that its full potential is
realised:

- Identify several key g and initial
regources on applying Mandata to gain tangible results.

Ensure Mandata products reflect the wants. of the users
and are delivered on time.

Keep the central theme simple, especially in the early
stages.

- Define the benefits cbjectives clearly in quantified
terms and have departments. formally acknowledge that
these are worthwhile and achieveable, by them.

Provide the support of the Australian Public Service Board
and the Mandata project team to plan the implementation
program and train departmental staff in personnel rescurce
management..

Offer an ongoing service to improve use of the system and
conduct post audits into the benefits being derived.

IMPACT OF EXTRANEQUS TASKS

For sound economic and related reason, the Mandata resources of staff and
equipment are now, and will in the future, provide services which are
extraneous to Mandata objectives.
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An example of such a task is:

t £ 8 for hureau
- rting devel and p ing of sy
i‘{ﬁ:u stgxch as the Departments of Ccapital Territory, and
tmmigration and Ethnic nffairs.

tasks. They do,
reciate fully the reasons for these
:2‘4252:, divert resources directlydagi zlsoé B:zefxz\z:ilirm
gtract af
importantly, confuse priorities an o Saoety
objectives. Consequently they will, n
l:g?x::zzled:,] impact the minimum cost objective, byidelazing
progress, extending schedules and overloading equipment.
DESIRABLE TO COMPLETE THE PROJECT
imated reprecents
der that the program as planned and est:
zer::g:iagle investment, with sound c:bjecl:i.vei:cm o: ttehls’.;;iie:v:iz
be well managed, and that strong comm ent al
ﬁ :}j;??ublic sexvice i; obtained and maintained, then the program
should proceed.
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APPENDIX 9

PRODUCT NAME CROSS REFERENCE LIST

The list below shows product names used by PA Consulting Services
Pty Ltd in their report and the corresponding names currently in
use in the Mandata Program Office.

CONSULTANT REPORT
NAME

Datastream
Version 1

Datastream
Extended

Datagtream
Version 2

Data Leave

Data Consolidate

Data Alsal

bata Enhance

Data Pay

FUNCTION

DOP Personnel and Estab-
lishment system with
MANDATA forms and
procedures

Production of reports on
PSB B7700 computer

Procedural changes in
use of system

Recording of leave
entitlements

Integrate Datastream and
Leave into one system

Maintenance of salary
and allowance data for
designations

(a) Record updating on
PSB. B7700;

(b) Enchancement of
system to allow
elimination of SPR
Card recording: and

(¢) To discontinue the
Board's CRP gystem

Calculation of pa)i
entitlements and link
with Pinance payroll and
AGRBO systems
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CURRENT NAME

MANDATA Phase 1
(DOP) system

MANDATA Phase 1 (with
improved reports)

MANDATA Phase 1 (with
improved procedures)

MANDATA Phase 2
«{Personnel/Leave
system)

MANDATA Phase 2
{integrated)

MANDATA Phase 2
{Designation/Salary
sub~aystem)

MANDATA Phase 2

MANDATA Phase 2

MANDATA Phase 3 (CRP)

MANDATA Phage 3
(external linkages)



APPENDIX 10
INTERDEPARTMENTAL COMMITTEE ON ADP

Terms of Reference

Membershi;

1. The membership of the Committee shall comprise a
representative from the Public Service Board as Chairman, and
representatives from the Department of Defence, the Postmaster-
General's Department, the Treasury and CSIRO.

2. In addition, while consideration is being given to a
proposal from a particular Department, a representative of that
Department shall be a member of the Committee.

3. Representatives of other Departments may be co-opted as
necessary at the discretion of the Committee.

Function

4, To co-ordinate, in collaboration with the responsible

executive authorities, the introduction and development of
automatic data processing in the Australian Public Service.
This function involves to varying depths, depending upon
particular circumstances, these more detailed matters:-

4.1 The review of departmental plans, based on feasibility
or other studies and cost/benefit assessments, for
the intreduction or enh of ADP sy and
related data communications networks;

4.2 The review of proposals for the acquisition of computer
and associated equipment, other facilities including
computer software and support services and the hire of
computer time;

4.3 The review of specifications for such equipment and
sexvices.

4.4 The review of dopartmental tender evaluations including
endorsement of the selection of successful tenderers;
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P ible

to the

1

tendering authority for the issuc of certificates of

inexpediency in relation to the purchase of ADP equipment;

The review of depar!

4.5

General oversight and regular review of the implementation

of ADP policies and plans relevant to the Committee's

function;

4.6

The co-oxrdination and rationalisation of the use of ADP

facilities by the Rustralian Public Service;

4.7

authorities on the development and use of automatic data

advice to departments and where requested statutory
processing facilities;

Through the Board's ADP Division, the provision of

4.8

of ADP s

{including data communication standards) for use in the

Australian Public Service;
responsible tendering authority of the Committee'’'s views

and recommendations on any of the above matters;

The consideration and
4.11 The provision of advice to the Public Sexvice Board on

4,10 BAdvice to the relevant Permanent Heads and/or the

4.9

1th

ions of C

recruiting, training and other aspects of the employ-

ment of ADP staff;
4.12 The provision of advice on policy matters of an ADP

nature involving the
Government administration;

4.13 The consideration of any matter relevant to the effect-
ive performance of the Committee's function.

Modus Operandi

The Committee may determine its own modus operandi including
delegations as agreed with the Public Service Board's ADP Division.

5.

The Committee will be serviced by the Board's ADP Division.

6.
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B. ESTIMATE OF MANDATA COf
AT DEC '73, ADJUSTED OCI
WITHDRAWAL OF TELECOM/AUSY

3TS MADE
I 78 FOR

PRALTA POST

($1000)

BREAKDOVN OF TABLE 3 IN SECTION 4.1

The figures of this table were calculated by the public Sexrvice Board.
Independent calculations by the Public Accounts Committee differed

from them siightly but not materially.

As approved Adjusted to 100% over~ Allowance

by Cabinet?°1977§ (a) heads on  for Telecom
staff and Austra-
Salaries lia Post
removed removed
A, EQUIPMENT SITE AND SOFTWARE
7180 5980(b)
Equipment 7180 7180
site Preparation 250 398 398 398
DOP System - - -
Consultants - - - -
Special Software 200 318 318 318
Ancillary - d -
Interest
SUB-TOTAL 7630 7896 7896 6696
B. DEVELOPMENT AND IMPLEMENTATION
0 4750
Davelopment Staff 7589 9500 (c) 475
Implementation 4666 5113 (c) 2587 1534
SUB~TOTAL 12255 14613 7307 6284
C. OPERATIONS (12 YEARS)
Accommodation 240 240 240 240
Power
Maintenance 4720 6538(d) 6538 5088
Data communications 7085 11266 (c) 11266 9200
Operating staff 18006 16882 (c) 8441 8441
Data prep. staff 15039 14662 (g) 7331 4309
Consumables 671 759(£) 759 759
SUB-TOTAL 45761 50347 34585 28126
TOTAL 65646 72856 49788 41106

50, Public Service Board, Cabinet Submission on MANDATA
Attachment 2, Table 1, Februaxy 1974.
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Notes

(a)

(b)

(e)

(a)

(e)

£)

[CH

To adjust estimates of labour costs made in December 1973 to
which they might reasonably have been if made in June 1977

we have multiplied the 1973 estimate by the following ratio:

CPI June 1977
CPI Dec 1973

144.6

229.6

= 1.5878

The Board actually used a ratio of 1.59 in its calculations.
(CPI is all groups weighted average for all States, 1966/67 =
100 as published by the Australian Bureau of Statistics).

June 1977 is the date of the PA report” and has been chosen
as the base date for comparison of estimates made at different

times,

Cost estimated by the Public Service Board as the component
of equipment cost originally in MANDATA to service Australia

Post and Telecom is $1,200,000,

Cabinet figure contained 8 per cent per annum escalation for

increase in staff costs,
converting to 1977 dollars,

This has been removed prior to

Cabinet figure contained 2 per cent per annum escalation.
This has been removed before converting to 1977 dollars.

Although not directly a labour cost, it has been assumed that
cormunications rentals rise in proportion to the CPI.

5 per cent per annum escalation removed from Cabinet estimate

before multiplying by CPI ratio.

After removal of the 8 per cent per annum escalation rate
from the December 1973 figure, the Public Service Board used

a factor of 1.7 rather than 1.59

to convert from Decembex

1973 to June 1977 dollars because clerical salaries rose
faster than the CPI over this period.

4.

P.A, Consulting Services Pty Ltd,
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