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DUTIES OF THE COMMITTEE

Section 8.(1) of the Public Accounts Committee Act 1951 reads as
follows:

Subject to sub-section (2), the duties of the Committee
are: N

ta to examine the accounts of the receipts and
expenditure of the Commonwealth including the
financial statements transmitted to the
Auditor-General under sub-section (4) of
section 50 of the Audit Act 19031;

(aa) to examine the financial affairs of authorities
of the Commonwealth to which this Act applies
and of intergovernmental bodies to which this
Act applies;

(ab) to examine all reports of the Auditor-General
(including reports of the results of efficiency
audits) copies of which have been laid before
the Houses of the Parliament;

(b) to report to both House of the Parliament, with
such comment as it thinks £it, any items ox
matters in those accounts, statements and
reports, or any circumstances connected with
them, to which the Committee is of the opinion
that the attention of the Parliament should be
directed;

(c) to report to both Houses of the Parliament any
alteration which the Committee thinks desirable
in the form of the public accounts or in the
method of keeping them, or in the mode of
receipt, control, issue or payment of public
noneys; and

(d) to inquire into any question in connexion with
the public accounts which is referred to it by
either House of the Parliament, and to report to
that House upon that question,

and include such other duties as are assigned to the

Committee by Joint Standing Orders approved by both
Houses of the Parliament.

vy

PREFACE

When Cabinet gave approval in May 1983 to the
Department of Soccial Security’s proposal to re-equip its
computing capability, it requested that the Joint Parliamentary
Committee of Public Accounts monitor the project on behalf of the
Parliament. The project was known as Stratplan.

The. Committee’s first report. on Stratplan, Report 225,
was tabled in October 1984. The second report on Stratplan,
Report 237, was tabled in August 1985 and consisted of responses
in the form of a Department of Finance Minute to the Committee’s
conclusions and recommendations from Report 225,

The purpose of the Committee’s reports on Stratplan has
been twofold, viz.:

. to bring to the Parliament’s. and Government'’s
attention any continuing areas of concern in the
implementation of Stratplan and recommend

appropriate action; and

. to identify any deficiencies or difficulties in
the formulation and implementation of Stratplan
and to make recommendations as to how these might
be avoided in any future major ADP re-equipment
programs.

During the latter phase of its inquiry the Committee’s
intention has been to pursue any outstanding matters and this
report covers those issues plus several matters dealt with in
Report 225 for which satisfactory responses were not provided in
Report 237. It is anticipated that this will be the Committee’s
final report on its monitoring of the implementation of Stratplan
other than any responses to issues raised in this report which
result in the tabling of a further Finance Minute.

For and on behalf of the Committee.

R E Tickner, MP
Chairman

M J Talberg

Secretary

Joint Committee of Public Accounts
Parliament House

CANBERRA  ACT

28 October 1987
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LIST OF CONCLUSIONS AND RECOMMENDATIONS

Industrial Action in 1984-85

The Committee concludes that:

the: Department of Social Security was unprepared
for the level of industrial action that occurred
in 1984-85;

the: Department. of Social Security
contingency plans in 1984-85 to cope with
industrial  action and therefore had no fall-back
position which could relieve the pressure. being
brought to bear by the unions; .

the Department of Social Security had developed no
initiatives in 1984-85 to translate projected
efficiency gains from  Stratplan into job
restructuring, redesign or reclasgification and so
improve staff opportunities; and

the Department of Social Security lost the
initiative to the unjions in 1984-85 resulting in
concessions which generated totally unplanned and
unprfdicted‘ increases in the Department’s staffing
levels.

Guidelines for Consultation on Technological Change

The Committee concludes that:

the Public Service Board’'s Guidelines for the
Management. of Consultation on Technological Change
are deficient in  that they provide no
recommendations to departments and agencies on the
development of contingency plans for uge in the
event of industrial action; and

both  the Guidelines for
Consultation
subsequent

the Management of
on Technological Change and the
circular on Bilateral Agreements

gains and associated benefits expected to arise
from the introduction of new technology into
improved opportunities for affected staff.

(x)

had no.

The Committee recommends that:

1

h are
1 departments and agencies. which

:blnt'emplag;ng‘ introducing new technology,l- e‘iin
addition to consulting with‘_th? unions invo vn,
establish a iltative ism with the Pub g
Service Board or its equivalent and the Departmen
of Finance to develop initiatives on sharing
anticipated efficiency gains and benefits with the

. affected staff.

il'he Nnt:l.én;sl Index

The Committee concludes that:

. d

Department of Social Security has demonstrate

3:2 le:g:efits of a timely and efficient online

enquiry sgystem but needs to. consider more fully

the effects of delayed responses to national
online enquiries.

The Committee recommends that:

2

‘parf_meni: of Social Security re-evaluate the
gggceg: of the National Index as originally
conceived by the Stratplan architects in terms of
its potential benefits; and

De; Meflt of Social Security investigate the
?el:sibil]?;ty and costs of the technical aptions
that are now available for satisfying this
requirement.

Online Benefits Processing

The Committee concludes that:

Department of Social Security has not
zg:sistegtly applied adequate resources to ensure
the timely development of Online Benefits
Processing (OBP);

d
Department of Social Security underestimgte
g:: imgact of inadequate staff allocation and nex::
Government initiatives on the development of OBP;
and

h Department of Social Security has, as a
zegult,p deferred the delivery of major projected
benefits.

(xi)



Computer Systems Officer (CSO) Staffing
The Committee concludes that:

. there is a major problem in the Australian Public
Service in relation to both the recruitment and
the retention of Computer Systems Officer (CSO)
staff; and

. the broad initiatives identified by the Public
Service Board will be no more than palliative in
remedying the problem of the recruitment and
retention of CSO staff in the Service if they do
not include any specific proposals to increase the
monetary reward of CSOs.

Cost Effectiveness of Stratplan
The Committee concludes that:

. the cost effectiveness of the original Stratplan
proposal and its associated acquisitions and
expenditures can no longer be meaningfully
quantified; and

. establishing the cost effectiveness of a
department’s information technology proposals
simply by measuring foregone staff increases is of
doubtful relevance to the decision making and
review process.

(xid)

CHAPTER 1

INTRODUCTION

1.1 This is the Committee’s third report on the
implementation of Stratplan.

1.2 In June 1983, the Minister fox Social Security
announced his Department’s major computer re-equipment program
known as Stratplan and indicated that in wview of the costly and
complex nature of the program the Government had decided to refer
it to the Joint Parliamentary Committee of Public Accounts for
monitoring and report.

1.3 The Committee’s first report on Stratplan, Report 225,
was tabled in October 19841 and dealt with the issues of:

. the acquisition process;

. health and safety;

. industrial relations;

. resignation of a senior officer;
. offsets arrangements;

. project management;

. financial management; and

. internal audit involvement.

1.4 In Report 225 the Committee set out arrangements
whereby the Department of Social Security would report to the
Committee on a regular basis on various aspects of the Stratplan
implementation. The Department subsequently began reporting to
the Committee with quarterly progress reports on financial,
personnel, scheduling and other aspects of Stratplan.

1.5 In August 1985 the Committee tabled its Report 237.2
This Report included the Government’s response to the
recommendations of Report 225 together with the Committee’s
comments. The Committee noted in Report 237 that there were
several matters dealt with in Report 225 for which satisfactory
responses were not provided. The Committee agreed to pursue these
during the next phase of its monitoring and report on Stratplan.
£

1. JPCPA, Report No. 225, Stratplan - Department of Social
Security ADP Re-equipment Program, Volume 1.
2, 1d., Report No. 237, Department of Social Security Stratplan -
Response.
1



1.6 Matters which have been of concern to the Committee are

considered in this report. They include:
. industrial relations;

. applications development;

. Computer Systems Officer (CsO) staffing and the
use of contractors;
. cost. effectiveness of Stratplan; and

. matters ontstanding from Report 237,

1.7 The Committee’s conclusions and recommendations on
these matters are listed at the beginning of this report. More
detailed analysis leading to the Committee’s conclusions ang
recommendations ig provided in Chapters 4,5,6 and 7,

1.8 In pursuing its present. inquiry into Stratplan the
Committee forwarded a list of

Social Security. The Departments of
Local Government
Service Board were also asked to respond on particular matters

1.9 A public hearing was held on 14 May 1987 at which
witnesses appeared from the Department of Social Security and the
Public Service Board. Issues covered at this hearing included
industrial relations, applications development and Cso staffing
and the use of contractors,

l.10 The Committee acknowledges the help and support of the
Department of Social Security in the preparation of this report.
Chapter 2, which deals with departmental organisation and the
current ADP environment, was compiled from material supplied by
the Department.

1.11 The Stratplan broject has involved work on some 300
in all parts of RAustralia. Figure 1.1 ang Figure 1,2
indicate the extent of Stratplan implementation. It has been a

major liaison task involving the Departments of Social Security,
Housing and Construction, and Local Government and Administrative

The Committee also notes the successfu) management of site
pProcurement, preparation and fit-out.

1,12 The Department has sucbessfully trained thousands. of
staff in the use of Stratplan equipment and' products, and has
developed a highly 8creen-based

sophisticated interactive
training facility in the process., .

2

ITES READY RECKONER

STRATPLAN §

ices or Central Office)

oes not include State Offi

Asat 31 Ocrober 1987

REGIONAL SITES ~ (This

Figure 1.1

e
S

HORTIIENN TERRITORY
ALICESPAINGY

CASUARINA|
DARWR(
NSy




Site Implementation Progress - 31 October 1987
Esch figure is a percentage of all sites in that State,
Thus, for NSW, nmplc-memed Regional Offices comprise 77% of all sites in that State,

New South Wales
85 implemented out of 93 sites
8.60%

13.98%

77.42%

Victoria
48 implemented out of 60 sites

Figure 1.2

Queensland
37 implemented out of 38 sites
2.63%

15.79%

81.58%

Tasmania
11 implemented out of 11 sites

27.271%

72.73%

18 implemented out of 31 sites’

15.00%
65.00%
B Regional Otiices implamented
South Australia M other sites
25 implemented out of 30 sites Unimplementsd
16.67%
41.94%
13.33%
70.00%
Northern Territory
7 implemented out of 9 sites
22.22%
15.07%
55,56%
22.22%

12.90%

All States (excluding Central Office}
231 implemented out of 272 sites

15.07%

69.85%

45.16%



1.13 The Department has sought to develop good working
relationships with the principal vendor oxganisation at all
levels. This has included regular contact with not only the
senior management of the vendor’s Australian subsidiary but also
with the parent organisation. The Department feels, and the
Committee concurs, that this type of relationship is necessary
with a major and complex computer project where there are many
contingencies, changes in schedules and personnel involved in the
integration and development of the purchased products.

1.14 The Department makes a particular point in this
respect:
... where the Department becomes a very major
customer ... there is an opportunity to
influence the strategic direction of product
development.

The Department has sought to ensure that its own interests are
properly represented in this regard, and would strongly reccommend
that other organisations contemplating major re-equipment
projects establish similar management with vendor organisations.

Figure 1.3 Stratplan Equipped Office

3. Appendix A, page 73.



CHAPTER 2
DEPARTMENT OF SOCIAL SECURITY
. Overview
. The Current ADP Environment
. Existing Applications
. Applications Strategy
Overview
2.1 The Department of Social Security is responsible for
administering the Australian Government'’s social security
programs. The Department, under the Social Security Act 1947,
administers social security payments for:
. the aged;
. the disabled;

. the sick;

. the unemployed;
. widows; and
. sole parents,

Assistance is also provided to help meet the costs of raising
children.

2.2 The Department has stated that its Corporate: Charter
is:

To deliver social security entitlements and related *
services in accordance with the policies of the
Government in a timely, fair and sensitive manner
with efficient and effective use of resources.

2.3 In carrying out this charter, the Department is
responsible for the payment of pensions, benefits and allowances
to 4.5 million people. Approximately 100 million payments were
paid in 1985-86 at an estimated cost of $16 million. The
Department has some 16,500 staff.

2.4 In the first half of 1986 eight corporate goals were
identified in extensive consultation involving staff throughout
the Department and these goals have been approved by the Minister
for Social Security.

1, bepartment of Social Security, ADP Strategic Plan 1986-87,
page 6.
2. Ibid.



2.5 The Corporate goals. are:

(a) to advise the Minister on income security
needs, policies. and practices;

{b) to ensure access to Departmental services with
special attention to partié¢ular disadvantaged
groups;

(c) to ensure wide community knowledge of services
and the rights and obligations attached to
entitlements;

(d) to ensure consistent delivery of social
security entitlements and related services in
accordance with Government policies;

(e} to ensure high quality service in a timely,
fair and sensitive manner, including referral
to other agencies for related suppoxt;

(£) to inhibit misuse of the income security
system;

(g to provide a participative, equitable, safe
and satisfying work environment; and

th) to ensure a high standard of management at all
levels.3

2.6 In the last decade or so there have been major
economic, legal, social and demographic developments which have
resulted in significant changes in the number and characteristics
of people needing income support. In order to establish how the
social security system should’ further respond to these changes
the Minister for Social Security, the Hon. Brian Howe, MNP,
announced in December 1985 the Social Security Review.

2.7 The Review, which will take two years to compiete, is
focusing on three major parts of the social security system:

. income support for families with children;

. social security payments and work  force
participation of the unemployed, sole parents and
the disabled;

. income support for the aged, especially the
connections between social security and
superannuation.

»

3. 1bid.
4. Department of Social Security, Annual Report 1985-86, AGPS,
Canberra, 1986, page 4.

Within these three areas, the Review is addressing issues of

coverage, adequacy, equity, incentives, simplicity, access and
community awareness.

2.8 The administrative challenge which faces the Department
is to wmaintain the assessment and payment system so that it
operates economically, unobtrusively and with total reliability
for those whose livelihood depends on xegular receipt of
pensions, benefits and allowances. The Department has developed a
decentralised administrative structure encompassing four levels
of operations. They are central office, state headgquarters, area
management and the regicnal offices. Services are delivered to
clients through some 220 regional offices around Australia.>

Fiqure 2.1 illustrates the Department’s administrative structure.

Figure 2.1
DEPARTHMENT OF SOCIAL SECURITY - DRGANISATIONAL STRUCTURE

CENTRAL OFFICE

Stote/
Territory 1 1 L] | L
Nsu QLD SR UA TAS HT ACT R
Areo
afficez
1314 11 11 12 11 1311131 10 ¥y 7 1241 110 7 4 4

Regional Offices

Source: Department of Social Security, ADP Strategic Plan 1986-87.

S. Letter to JPCPA from Department of Social Security, of
28 April 1987, providing information on departmental
administration.

9



2.9 The Central Office of the Department is located in .
Canberra and is organised into eight divisions. These divisions

are currently being restructured with an expected outcome of-. ‘

seven divisions, namely:

Legiglation and Review Division -~ attends to
legal matters affecting the Department and its

legislation program, oversees appeals against

Policy Development and Review Division -~
reviews and develops policies in the broad
field of income security, undertakes research
in this field; and develops and maintains:
statistics.

Resource Management Division - coordinates the
deployment and use of financial and staffing

resources, develops policies and provides
advice on industrial relations, personnel
practices, equal employment opportunity
matters and corporate planning activities; and
the national planning, development,
implementation and review of training.

Facilities Dbivision =~ provides a computing
infrastructure to ensure the efficient and
effective operation of all mainframe and
regional equipment, the communications network.
and operating software; and corporate general
ADP applications and non-computing facilities.

Benefits Systems Division - provides a range
of specific support services to operational
areas including the development and
maintenance of all benefits applications,
computex systems and associated procedures;
and coordinates the overall implementation of
ADP systems.

Performance and Control Division - monitors
and evaluates the standards, controls,
efficiency and effectiveness of service
delivery and administration at all 1levels of
operation; develops techniques to detect and
prevent fraud; and conducts internal audits
and examinations.

Benefits Delivery Division - develops detailed
administrative policy and reviews existing
policy, legislation and established
administrative procedures and practices for
pensions, benefits and allowances paid. under
the Social Security Act; and facilitates the
delivery of services through the operation of
the social work service and the Aboriginal and
Migrant Units to clients who may be
disadvantaged.

10

decisions of the Secretary or his delegates
and develops policy in respect of these areas
of" appeals and reviews; negotiates and
administers international social welfare
agreements; and develops policy and
legislation relating to compengation for
Commonwealth Government employees.

2.10 The State administrations in each State capital and in
the ljorthern Territory, which are headed by State Directors .
administer the provisions of the Social Security Act, including
the granting and payment of pensions and benefits,

2.11 The State administrations are organised into Branches
which include:

. Management;

. Benefits, Practices and Investigations;

. Systems (with the exception of the Northern
Territory); and

. Field Operations Controlling Areas.

2.12 The Department has introduced a system of area
management to improve the coordination of operations of a number
of regional offices within States. Under this system area
managers act as the representatives of the State Director in
defined areas of each State. Their responsibility is to ensure
that adequate levels and standards of services are being
provided,

2.13 A network of regional office administrations
decgntralise' the Department’s operations, The objective of
Jf:eglgr_xalisatlon is to have each office handling all departmental
unctions.

2.14 Staffing in regional offices may range from 21 to 156.
The average is about 52, Each office comprises various work teams
such .as benefits groups, welfare services counter staff and
administrative units. A typical 52 person office in a
metropolitan area may service a client population of 13,000
pensioners, 6,400 family allowance beneficiaries, 2,200
unemployment beneficiaries, 60 special beneficiaries and 300
sickness beneficiaries.’

6. Ibid.
7. Ibid.
11



2.15 As an extension of the regional office sexvices, staff
members attend at other locations. These are known as
'sub~offices’ and ‘visiting offices’. They provide some of the
services of the Department without the overheads of a #full
regional office. Sub-offices are permanent locations while
visiting offices are premises such as. shire h&lls. A sub-office
is staffed only some days of each week. Visiting offices are
staffed for varying periods at weekly or monthly intexvals.

The Current ADP Environment

2.16 The Department’'s computer systems remained basically
unchanged between the late 1960s and the early 1980s. During the
1970s heavy and constant pressure was placed on the systems
through continuing increases in the numbers of clients, the range
of services and the rate of change. 1In the period 1981-83 new
hardware and software were obtained by open tender so that the
Department might continue its income security operations and
maintain its level of service to clients. This purchase was the
basis of Stratplan.

2.17 As a part of the Stratplan re-equipment program, Amdahl
mainframe computers and front-end processors and Storage
Technology peripherals are now installed at the Department’s
computer centres in Canberra, Sydney, Brisbane, Hobarxt,
Melbourne, Adelaide and Perth. As at april 1987, Wang VS
minicomputers, workstations and printers have been installed in
164 regional offices and approximately 58 other sites in State
headgquarters and Central Office. Mainframe graphics facilities
(Tektronix hardware and Precision Visuals software) have been
installed in Central Office and the New South Wales State
Headquarters to allow colour production of business graphics,
network diagrams and other planning aids.

2.18 All sites which have the new Wang equipment installed
are linked into a single network using the Systems Network
Architecture (SNA) developed by IBM. Workstations and printers
are connected to minicomputers at each user site. All the Wang
minicomputers in a State are linked to the mainframe in that
State divisional computer centre. Those in Central Office are
linked to the National Computer Centre in (Canberra. A number of
terminals in Central Office and State headquarters are also
linked to the Department’s computer facility in Canberra. Each
re-eguipped divisional computer centre is linked to the National
Computer Centre in Canberra and to other divisional computer
centres to form the ’‘backbone’ of the network.

2.19 A limited number of microcomputers in Central Office
and State headguarters help to meet the requirement for end-user
computing. The standard microcomputer acquired is the Wang
microcomputer equipped with a standard software set including a
spreadsheet package. Other types of microcomputer have been
acquired in  small numbers for specific purposes. No
microcomputers are at present connected into the Department’s
network although the feasibility of doing so has been proven.

12

Existing Applications

2,20 The applications on the Department’s ADP facilities can
be categorised into four areas:

(1) strategic income security applications which pay
benefits, pensions and allowances to individuals
and which also provide automatic advices. The
assoclated sub-systems extract information to
facilitate the management, operations and planning
functions of the Department. This category
includes:

. the on-line enquiry and data entry systems
developed under Stratplan;

. batch applications and applications designed
to perform the benefits control function, ie
guarding against fraund, malpractice or
incorrect payments; and

. ‘agencies’ applications where the Department
makes payments to individuals on behalf of
other departments and agencies;

(2) strategic resource management
concerned with:

applications

. basic administration and human resource
management, eg ADMINS;

N financial administration, eg FACTS;
. pérfomance monitoring and planning, eg PRISM;

. ADP operational support, eqg Facilities
Management Information System;

. audit, eg Integrated Audit Facility; and
N training, eg Computer-based Training.

(3) office products such as a word processing product
developed under Stratplan and a pilot electronic
mail system; and

(4) user computing applications on mainframes and
personal computers to help meet the local needs of
each Division and State administration, such as
graphic presentation of demographic information
and statistical surveys; and a variety of
micro-computer based applications utilising
spreadsheet and database softwaxe for stores
accounting, registration of cases and the tracking
of expenditure.

8. Department of Social Security, ADP Strategic Plan 1986-87,
pages 2-3. 3
13



Applications Strategy

2.21 The Department’s applications stracegy gives priority
to four main activities. These include:

(1y

(2)

3)

4)

maintenance of existing strategic income security
and resource management applications. This
includes ‘implementing legislative or budget
changes (such as. any changes resulting from the
curxent Social Security Review) and adjustments to
rates of payment to clients;

moving towards an income. security ADP system
characterised by:

. real-time updating of income security data.

' This means’ that staff will be immédiately
aware when they have successfully updated a
client record and any changes to client
details can be immediately accessed by othexr
staff;

. capacity to hold both. current and historical
. client  data, thus allowing more processing
without reference to paper files;

. simplified 1liaison between benefit recoxds
because person data such as name and address
will be held only once for each client - even
if the client is entitled to more than one
type of income security payment. Changes to
any of these: details will, therefore, need
only a single update action;

. production of management information as an
automatic by-product;

development/enhancement of strategic management
information systems dealing with:

. performance .monitoring at regional, area and
State levels;

. financej;

. ADP resource management; and

. a range of general administrative functions
including human resources budgeting; and

continued provision of user computing facilities
and support, while giving priority to the
development and maintenance of national strategic
applications..

9. Ibid., page 5.

14



Figure 2.2 Mainframe Computer Centre.
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CHAPTER 3
INDUSTRIAY. RELATIONS

Industrial Action in 1984-85

The Section 28 Agreement

Discussion

Conclusions

The Current Situation

Guidelines for Consultation on Technological
Change

. Conclusions and Recommendation

s s s s n

Industrial Action in 1984-85

3.1 The introduction of new technology into an organisation
has the potential to affect significantly the number and design
of jobs and consequently generate industrial action. The
Department of Social Security experienced substantial industrial
action as it sought to implement Stratplan.

3.2 A warning of possible industrial action was made in a
report to the Minister for Social Security in May 1984 by a
consultant engaged by the Minister to review the implementation
of Stratplan. The report stated:

Although there is generally a strongly positive
attitude towards Stratplan at all levels, the Staff
Associations have adopted a more cautious position.
It appears now that their initial fears and claims
have been narrowed down to two areas:

. occupational health and safety, being
concerned mostly with eyesight and
radiation issues; and

. staffing levels and possible relocations.

These arxre legitimate arxeas of concern ... they
could create conditions in which implementation is
delayed.]-

3.3 Frequent discussions on Stratplan had taken place in
the period January 1982 to July 1984 between the Department and
the two main unions involved with the Department’s staff, namely
the Australian Clerical Officers’ Association (ACOA) and the
Australian Public Service Association (APSA). However, in
October 1984, when the Department proceeded to implement
Stratplan in NSW, despite not having reached agreement with the
unions on major issues, the ACOA called on its members to take
national industrial action against the project. Work bans were
imposed and a Jjoint meeting of ACOA and APSA decided on

1. JPCPA File 1983/7 Part B(3).
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11 October 1984 to ban further installation of computer hardware
in departmental offices and to commence a campaign of 24-hours
stoppages.

3.4 By 6 November 1984 the ACOA's broadsheet, the Social
Security Bulletin, was claiming significant gains from these
measuress:

Industrial action throughout Australia has produced
considerable improvements in the offers by the

nt of Social Security and the Public
Service Board.2

3.5 Bans were lifted in November 1984 after an agreement
had been negotiated between the Department of Social Security,
the Public Service Board, the ACOA and APSA. The agreement was
drawn up formally under Section 28 of the Conciliation and
Arbitration Act 1904 and ratified by the Conciliation and
Axrbitration Commission on 3 January 1985. The Section 28
Agreement. was formally known as the Department of Social Security
(Introduction of Stratplan and associated ADP developments)
Agreement 1884 and was to remain in force until 31 December 1990.

3.6 In December 1984 a second report prepared by the

Minister's special consultant on Stratplan once again pointed to
potential industrial problems. The report stated:

This Agreement now allows the Department to proceed
with its planned installations and implementation
of systems in Regional Offices. However, the real
possibility still exists that negotiations could
break down in March [1985), with a re-imposition of
work bans and a consequent further serious delay to
the program. Should this occur, the Department may
well be in danger of becoming in breach of contract
with its major equipment suppliers, whose contracts
specify required delivery rates and dates.

... we believe that it will be wise to take
whatever steps are possible in advance to prepare
to refer the dispute to arbitration in the event
that negotiations break down in March.3

3.7 Despite major concessions to the staff associations on
the part of the Department of Social Security, there was
continuing industrial unrest in the early months of 1985. The
Department felt constrained to continue the installation of
eguipment because it had to honour contracts with suppliers and
there were significant budget implications if it did not.4

2. ACOA/APSA, Social Security Bulletin - Stratplan Information
Sheet. No. 7, 6 November 1984.
3. JPCPA File 1583/7 Part B(3).
4. Department of Social Security, Stratplan Newsflash,
10 May 1985.
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In April 1985 the ACOA asked its members to ban all
implementation and installation on the basis that the Department
was contravening the Section 28 Agreement. These bans continued
into June 1985 when they were lifted with the finalisation of a
work organisation proposal between the unions and the Department
and its incorporation into the Section 28 Agreement.

3.8 The ACOA Social Security Bulletin of June 1985
concluded that:

Skilful negotiation, backed up by continuing bans
on the installation and implementation of Stratplan
since April 1985, have produced substantial
agreement. from the Department of Social Security
and the Public Service Board on the unions’ demands
over work organisation for Stratplan ... The
agreement reached between the Department of Social
Security, ACOA and APSA is a product of the
November 1984 National Stratplan dispute. The
sustained industrial campaign at that time opened
up a favourable climate for the resolution of work
organisation negotiations. 5

The Section 28 Agqreement

3.9 Some of the main issues covered by the Section 28
Agreement included:

. redeployment;
. retraining;

. preparation of a job impact statement and
job impact study;

. new regional office positions;
. radiation testing; and

. work organisation.®

Redeployment

3.10 In the Agreement the Department assured associations
that as far as possible redeployment would be voluntary. However,
if the need arose for compulsory redeployment then a special
package would apply which had a number of features unique to the
Agreement. In particular, the Department gave undertakings that:
. staff would not be required to move domicile
as part of any redeployment process;

5. ACOA Social Security Bulletin Stratplan Information Sheet
No. 10, June 1985.
6. Appendix E, pages 126 ff.



.t:hera would be no compulsory transfers between
country towns or country cities to
metropolitan areas or to other country towns
or country cities; and

staff would not have to travel in excess of
specified times to new locations.

iti ) he rights of
.1 These conditions effectively extegded t
gepértmental officers beyond those already available under Public
Service legislation, In addition, a two stage appeal process set
down in the Agreement extended the normal appeal processes.

Retraining
3.12 The Section 28 Agreement stated that:

training which is necessary will be provided
II:;Y tlli:: Departgent before staff take up duty at new
locations. ... ‘on the job’ training will also be
provided as soon as staff commence duty at the new
location. Where a person’s career prospects are
jeopardised as a result of the rgdeployment action
outside courses will be made available 18:0 staff to
enable them to reorientate their career.

. The Agreement specified that staff would be retained at
ihz]a-ir‘ exis}t}.inggsubstantiSe level anc} wou:!.d not be disadvan}:aged
if they had special difficulty coping w*th ‘the new teghno zgg.
The implication here was that even if staff coul ng g
retrained either to cope with the new technology or be redep. gyet
successfully to another area of work, they would be retained a
their existing substantive level.

Job Impact Statement and Job Impact Study

. The Agreement xrequired that a Job Impact Statement
goxj;éring Stratplgn and associated ADP developments be preparedhby
the Department and submitted to the.um.ons by March 1985 anq that
the Department provide the unions with a more detailed job impact
study by the end of December 1985.

. The Job Impact Study contained the latest
:(;Décszember 1985} estimates of job logsgs and new jobs.to be;
created, 1654 and 926 respectively, giving a nett reductz..on K
728.10 "However, as part of the Agreement, new work orgam'.satl}o‘n
proposals were to be trialled (see paragraph 3.27) and if tl i
initiatives put forward by the unions were accepted the net
savings identified in the study could be reduced to zero or even

7. Ibid., page 128.
8. Ibid. 2
9. Ibid. age 129. .

10. Departl:mgnc of Social Security, Job Impact Study for
Stratplan and Associated ADP Developments to 1990 on
Central Office and State Headquarters, December 1985,
Attachment F. 20

become negative, that is, new Jjobs would be created.
New Regional Office Positions for Stratplan

3.16 The Agreement provided for the creation of two types of
positions. in  regional offices, namely, Regional System
Administrators and Regional Hardware Controllers,ll

3.17 Prior to the Agreement, in 1984, the ACOA had drawn up
a claim for the creation of a 'Site Liaison Officexr’ at the Clexk
Class 7 level., The duties of this position were basically to
control computer operations. The ACOA proposal was rejected
initially but was taken up again in the negotiation of the
Section 28 Agreement. The result was the creation of a Clerk
Class 6 level position titled Regional Systems Administrator
(RSA). In the Agreement the Department undertook to:

(i) provide a Regional Systems Administrator (RSA)
position in each regional office that comes on
stream under Stratplan by 1 March 1985
irrespective of whether an Administrative
Officer or equivalent position exists in any
of those offices;

(ii) provide an additional new position in each
other regional office where a separate
Administrative Officer or equivalent position
does not exist, as that office comes on stream
under Stratplan.l

3.18 The Agreement required that a review of arrangenents be
conducted jointly by the Department and the ACOA. The review was
completed in March 1985. The review concluded that the positions
were required in all regional offices in the implementation phase
of Stratplan but questioned their need in the longer term.
However, the ACOA representatives refused to sign the review’s
report. A further review of the RSA positions in June 1985
determined that they were needed in all xegional offices not just
those vhere an Administrative Officer did not exist,

3.19 In 1986-87 the staffing allocation for RSA positions
was 95, with an additional 63 positions provided for offices with
an Administrative Officer. The total annual cost is. estimated at
$4.67 million.

3.20 Under the Agreement the Department agreed to provide a
Regional Hardware Contxoller (RHC) position in each regional
office as it came on stream.l13 1 proposal for a Hardware
Controller at the Clerical Assistant Grade 5 level had been
agreed in principle by the Public Service Board, though APSA
pressed to have the position upgraded to Clerical Assistant
Grade 6. It was decided after the Agreement had been signed that
the position should be at Grade 6 level.

11. Appendix E, page 129.
12. Ibid.
13. Ibid.
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3.21 The Agreement stated that:

A Joint Department/APSA review of the duties and
classification of the Regional Hardware Controller
will commence in late January 1985 and be completed
by the end of February 1985. The terms of reference
will be agreed between the Department and APSA.14
The review concluded that an RHC position should be provided at
each user site in addition to each regional office. The staffing
allocation for RHC positions is set at 178 for 1986-87 at an
estimated annual cost of $3.8 million.

Radiation Testing
3.22 The Section 28 Agreement stated that:

The [Public Service] Board will ask the National
Occupational Health and Safety -Commission to
examine urgently the standards and arrangements
that should apply in relation to testing for
radiation emission. This examination will include
matters relating to the general health of staff
including such things as birth deformities and
miscarriages.l

3.23 The Agreement noted that as an interim arrangement and
subject to the findings of the examination the Department would:

(i) ensure that manufacturer of VDUs (visual
display units] provides adequate quality
control systems which ensure that there
is no harmful radiation emission. ... in
the event of one VDU being rejected that
total batch will be rejected and’
re-examined;

(ii)y continue with its present practice of
having terminals tested after
installation, but increase the proportion
from 1 in 3 to include all terminals;

(iii) agree to annual emission checks;

(iv) arrange for checking of emission levels
following repair if there is a breakdown
in the display generation system of a
terminal before the terminal is used
again after repair.l6

14, Ibid.
15. Ibid., page 130.
16. Ibid.
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3.24 At present there are no set guidelines on radiation
testing: though most departments included in their contracts with
suppliers a requirement. for some testing before installation.

3.25 More than ten thousand terminals have now been tested
at a cost of $60 per terminal. To date no harmful radiation
emissions have been detected in any VvDU. The Department’s
estimated cost for radiation testing for 1986-87 is $500,000.

Work Organisation

3.26 In the Agreement the Department undertook not to alter
the existing policy of having decision-making exexcised by
delegated regional office staff.l? Additionally, during the
introduction of Stratplan the opportunity would be taken to move
towards designing work environments that would:

(1) provide more personally satisfying jobs
characterised by:

. control by individuals over complete pieces
of work;

. the provision of improved working tools;

. a. variety of skills being used by individual
staff members.

{2) provide a pleasant, modern physical working
environment; and

{3) improve the capacit¥ to deliver services
effectively to clients.i8

3.27 The Agreement specified that negotiations and
consultations would occur in March 1985 between the Department
and the unions to consider organisation studies and proposals put
forward by both parties. If no agreement was reached on work
organisation in regional offices the unions reguired separate
trials to be conducted for their proposals and the Department's
proposals in at least twenty regional offices throughout
Australia.

3,28 Subseguently a separate Section 28 Agreement was
negotiated between the Department, the Public Service Boaxd and
the unions. This latter Agreement, known as the Department of
Socjal Security (Introduction of Stratplan Work Organisation
Trials) Agreement 1985, was ratified in October 1985. Under this
Agreement  sixteen departmental offices were to trial work
organisation proposals. Twelve offices would trial the unions’
proposals and four would trial the Department’s variations of
these proposals. These trials were to be completed by mid 1987.
The structures being trialled seek to provide multi-skilling,
better client service and enhanced career paths.

17. Ibid., page 131.
18. Ibid.
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3.29 The unions’ proposals differ from the existing regional
office structures by having up to three extra positions and a
number of reclassifications of existing positions,

Discussion

3.30 The Committee notes that the Department is particularly
vulnerable to union pressure because of its impoxtant functions,.
which include the paying of benefits and pensions. The Committee
believes that it should have come a8 no surprise to the
Department that the unions would seek to protect the interests of
their members by attempting to obtain concessions during the
implementation of Stratplan. Most of the staff savings envisaged
as a result of the introduction of Stratplan were predicted to be
in the keyboard and lower clerical grades, the principal
membership components of APSA and ACOA. The industrial relations
activity associated with the implementation of Stratplan and the
Department’s response has led the Committee to believe that the
Department of Social Security was unprepared for the level of
industrial action that occurred in 1984-85,19

3.31 The Committee has noted the role of the Public Sexrvice
Board in this matter. It appears that the initial negotiations on
Stratplan were between the Department of Social Security and the
unions without participation by the Public Service Board. As
negotiations proceeded, relevant functional areas of the Board
became involved in, and were consulted by, the Department. on
particular issues. The Board maintains that it ‘kept across
developments’ in the
industrial action late in 1984, the Board participated in the
drawing up of the Section 28 Agreement and was a signatory to the
Agreement. Having regard to the magnitude of the project, the
Board saw the Agreement as an acceptable outcome but was
concexned that it should not be used as a precedent by the unions
to seek similar arrangements in other departments.2

19. A detailed examination of industrial relations issues. up to
July 1984 is provided in the Committee’s Report 225,
Volume 1.

20. Letter to JPCPA from Public Service Board of 25 May 1987;
JECPA File 1985/11 Part B(1y 2.

21, 1Ibid.
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Folleowing

TABLE 3.1

RATPLAN COSTS ATTRIBUTABLE TOQ THE SECTION 28 AGREEMENT

ST

Cost ($ million)

1984-85

1986-87

1985-86

Indirect Total Direct 1Indirect Total Total

Total

Indirect

Direct

Direct

Regional Hardware
Controller

6.728

3.788

3.788

2.054

2.054 -

0.886

0.886

0.825 1.759 0.893 2.652 2.811 1.859 4.670

¢.825

Regional Systems
Administrators

8.147

1.522

1.124

1.3124

0.325

0.325 -

0.073

0.073

Rest Breaks

0,844 2.428

0.844 -

0.619

8.619 -

0.965

0.965

Training Relief

Work Organiaation

Trials

0.544 - 1.288 1.288 1.832

0.544

4.757 1.437 6.194 8.567 3.147 11,714 20.657

2.749

2.749

Total

Attachment

Source: JPCPA File 1885/11 Part B/1(2) Letter from DSS to Secretary, JpPCPA dated 31 March 1987,

A
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3.32 To date the costs of the initiatives implemented as a
result of the Section 28 Agreement have accrued to some
$20 million. The Committee belleves that if unions continue to
press to have any efficiency gains, which could be translated
into staff savings, translated instead into increased employee
opportunities and better quality client service, the annual cost
of the Stratplan industrial agreements could be considerably
greater than $10 million per annum. Table 3.1 shows the costs
attributable to the Section 28 Agreement.

Conclusions
3.33 The Committee concludes that:

the Department of Social Security was unprepared
for the level of industrial action that occurred
in 1984-85;

. the Department of Social Security had no
contingency plans in 1984-85 to cope with
industrial action and therefore had no fall—b§ck
position which could relieve the pressure being
brought to bear by the unions;

. the Department of Social Security had developed no
initiatives in 1984-85 to translate projected
efficiency gains from Stratplan %nto Job
restructuring, redesign or reclassification and so
improve staff opportunities; and

. the Department of Social Security lost the
initiative to the unions in 1984-85 resulting in
concessions which generated totally unplanned §nd
unpredicted increases in the Department’s staffing
levels.

The Current Situation

3.34 In evidence provided to the Committee the Department
concedes that:

There remain a number of issues associated with the
Stratplan project which could become industrially
sensitive, especially the implementation of those
applications which are likely to have tbe strongest
impact on the organisation of work in regional
offices and on staff numbers.

The Department has indicated to the Committee that it considers
experience gained from earlier disputes will better enable it to
ensure that potential industrial issues are given appropriate
attention in detailed planning.

22. Appendix A, page 70. 26

3.35 The Department is consulting closely with the unions in
order to ensure both the smoothest possible implementation of
Stratplan and the cost-éffective realisation of improved client
service. The Department has kept the unions informed on the
progress of the current aspect of Stratplan, the Online Benefits
Processing (OBP) project, and has provided them with copies of
the design specifications. The Department has encouraged unions
to offer comments. In addition, efforts have been made to involve
union representatives in workshops and prototype demonstrations
of the on~line update facilities conducted in State offices.

3.36 The Department stated in its submission presented to
the Committee at the public hearing of 14 May 1987 that:

In February and March 1987 senior union
representatives were given a detailed briefing on
OBP and the proposed timetable for implementation.
On 15 April 1987 the National Secretaries of ACOA
and APSA were invited to have an active and
constructive role in the activities of a group of
people who will be examining workflows, clerical
procedures and job design options for OBP.

3.37 The Department also stated it had a policy of ensuring
that staff representatives participate in the development of
systems that they will eventually use. This approach and the
formal consultation process ensured that the products and
facilities which were developed had a very high level of
acceptance with staff.,

3.38 The Department noted that:

The impact of the on-line facilities provided to
date has been significant and the Department and
unions recognise the even greater impact that the
introduction of on-line update processing will
have. Job design is seen as very important if the
potential of the new systems is to be exploited
fully. Integration of Office Based Classification
Structures in the APS should assist in providing
effective and efficient work mixes and more
satisfying jobs for our staff,24

Guidelines for Consultation on Technological Change

3.39 The experience of Stratplan highlighted the need for
appropriate guidelines for departments to use when consulting
with staff and their unions on technological change.

3.40 The Committee noted the views of the Australian
Government Senior Executives Association (AGSEA) which were
expressed in a letter to the Prime Minister dated
24 October 1986. The Association stated:

23. Minutes of Evidence, page 218.
24. Ibid.
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new
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25.
26.

The present PSB 'Guidelines for Joint Consultation
on Technological Change in the Australian Public
Service’, published in 1979, have been under review
for over two years. A sub-committee of Joint
Council, with ACTU and Departmental delegates undexr
PSB Chairmanship reported its inability to agree to
Joint Council last year, since when PSB action on
revision 1is in abeyance. However, as part of its
work on the revision, the ACTU developed its own
version of the xules, with the aim of having
guidelines replaced by enforceable agreements. The
Unions are now using the ACTU vexrsion as the basis
for negotiations in dindividual departments., That
version gives to Unions rights of intervention at
all stages of ADP projects and hence great powers
to upset timetables, to add to costs and to reduce
benefits of automation.

The AGSEA is wholeheartedly in agreement with the
principle that all staff should be consulted in
technological changes which affect their working
conditions. It is likely that consultation, if it
is properly done, will produce good suggestions
which will make the change more efficient.

However, in the absence of good centxal guidelines,
individual agencies are being pressured by the
Unions to accept arrangements which are anti
government, anti technology and anti change. The
ACTU version of the guidelines stresses all the
potentially adverse impacts of automation, none of
the advantages; and it discourages staff
consultation other than  through. the union
delegates, of whom there may be many with differing
interests and views.

On 29 April 1987 the Public Service Board issued its
Guidelines for the Management of Consultation on
nological Change. The Committee noted that despite extensive
ultation with the ACTU the new Guidelines had not been agreed
by unions. The Board had decided to issue the Guidelines in
onse to departmental requests for written gquidance. The Boaxd
d in its circular which accompanied the Guidelines that:

... the Board would be seeking further discussions
with the ACTU later this year with a view to
achieving an agreed set of guidelines or
procedures . 26

Australian Government Senior Executive Association, Newsletter,
December 1986, Attachment B.
Public Service Board, Circular to all Departments and Statutory
Authorities: Guidelines for the Management of
Consultation on Technological Change, 29 April 1987.
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3.42 The Board further stated that ‘unions [would] continue
to approach individual departments to seek arrangements on
technological change ...’. However, the Board also stated that in
its view 'APS agencies should not enter into Section 28
Agreements with unions on general ;Iu-ocedures governing the
introduction of technological. t:hange'.2

3.43 In addition to the Guidelines, the Board issued a
circular on 20 May 1987 to all departments and statutory
authorities entitled Bilateral Agreements Between Individual
Deparxtments and Authorities and the Unions. This circular advised
that the Government had decided that departments must not enter
into agreements which have the effect of allowing unreasonable
delay. or veto of changes aimed at improving operational
efficiency. This decision rules out agreements which provide for
negotiations to agreement; or union acceptance before change can
be introduced.28

3.44 The Committee sought comment from the Board as to what
benefits the Department of Social Security might have gained if
it had been able to follow the new Guidelines during the
implementation of Stratplan. In its response the Board noted that
the current Guidelines outlined a f£ ork for proc of
consultation on technological change and did so more clearly and
in greater detail than the earlier Board guidance which was
available in 1984-85. With rxeference to Stratplan, the Board
stated:

It is not possible to answer more precisely what
might have been the course of Stratplan
negotiations undex the current guidelines;
certainly these gquidelines reflect experience
gained by the Board, the union and the Department
of Social Security in the implementation.?29

3.45 The Committee noted the Board’s further comments in its
Circular of 29 April 1987:

At this time of accelerated change and economic
stringency, when improved performance and better
use of available resources is demanded of managers
and staff, agencies will need to make prompt and
skilful use of technological advances. Well managed
consultation between management, staff and their
unions will help to ensure that the potential
benefits of technology are realised by optimising
the creative contribution and commitment of staff
to the technological and any associated
organisational changes,.30

27. Ibid.

28. Public Service Board, Circular to Departments and Authorities:
Bilateral Agreements Between Individual Departments and
Authorities and the Unions, 20 May 1987.

29. Appendix G, page. 167.

30. Public Service Board, Circular to all Departments and Statutory
Authorities: Guidelines for the Management of Consultation
on Technological Change, 29 April 1987.
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3.46 The Committee believed that there was a degree of
wishful thinking in the Board’s view that consultation alone
would ensure ‘the creative contribution and commitment of staff’
to technological change.

Conclusions and Recommendation

3.47 In the light of the Department of Social Security’s
experience with the implementation of Stratplan the Committee

concludes that:

the Public Service Board's Guidelines for the

Management of Consultation on Technological Change
are deficient in that they provide no
recommendations to departments and agencies on the
development of contingency plans for use in the
event of industrial action; and

both the Guidelines for the Management of
Consultation on Technological Change and the
subsequent circular on Bilateral Agreements
Between Individual Departments and Authorities and
the Unions are deficient in that. they provide no
clear recommendations to departments or agencies
on translating some part of projected efficiency
gains and associated benefits expected to arise
from the introduction of new technology into
improved opportunities for affected staff.

3.48 The Committee recommends that:

1

all departments and agencies which ave
contemplating introducing new technology, in
addition to consulting with the unions involved,
establish a consultative mechanism with the Public
Service Board or its equivalent and the Department
of Finance to develop initiatives on sharing
anticipated efficiency gains and benefits with the
affected staff.

30

Background

4.1

CHAPTER 4
APPLICATIONS DEVELOPMENT

Background

The National Index

Conclusion and Recommendations
Online Benefits Processing
Conclusions

s v e s

After successful tenders were announced in 1983,

the Department of Social Security conducted an intensive planning
seminar to review the Stratplan project plan. The seminar
identified four major stages or missions in the project:

1

By 2 July 1984 implement STRATPLAN facilities
in the first regional office to include data
entry, word processing, on-line manuals and
on-line enquiry so that the effectiveness and
efficiency of the environment will be improved
and we have a working package suitable to
complete fault free implementation throughout
NSW by 31 December 1%84.

By 31 December 1986 implement STRATPLAN
facilities in all regional offices and State
Headquarters to include all first phase
facilities, initial on-line benefits
processing, financial, management information,
administrative and automated office systems so
that the effectiveness and efficiency of the
environment will be improved.

By 31 December 1986 implement STRATPLAN
facilities in all non-Rlegional} OL[ffices]
locations to include interactive client
records management, financial, management
information, administrative and automated
office systems so that the effectiveness and
efficiency of the environment will be
improved.

By 31 December 1988 complete the
implementation of STRATPLAN facilities in all
departmental offices to provide management
information and fully integrated interactive
facilities for transaction processing,
training and automated office systems in oxder
to improve the management and productivity of
the Department,

1. Department of Social Security, ADP Strategic plan 1983-84,
February 1984, Appendix N, Page (N - 1].
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4.2 Subsequent to the planning seminar the Department’s
full enexgies and resources were concentrated on the completion
of Mission 1, that is, the implementation of the four products:
data entry, word processing, online manuals and online- enquiry.
Online person-data update, the first major component of the
Online Benefits Processing (OBP) package, was deferred to Mission
3, along with the provision of a National 1Index, for
implementation by 31 December 1986. A discussion of the National
Index appears below.

4.3 With the exception of delayed installations in Western
Australia and some ‘small and difficult’ offices the products
identified as Mission 1 have now been installed and are fully
operatiocnal in offices throughout Australia.

The National Index

4.4 The Department's ADP Strateqy Proposal on the migration
of income security applications (October 1983) identified as a
Stratplan objective the ability:

to access the identification details of persons
known to the Department on an Australia-wide basig
(referred to as the National Index).

4.5 This Proposal stated that the implementation of a
National Index would facilitate the identification of clients on
an Australia-wide basis. The National Index would be a sub-set of
data stored on the 1Income Security Database. The Client
Registration System would provide a full online updating facility
to maintain person details and enter new clients on the National
Index. The Index capability would include functions such as name
and address changes, Jinterstate transfer, birth and death
profiles, and other relevant person details, ie the facilities to
be provided in the online person-data update component of OBP.3

4.6 The Committee’s Report 225 described the National Index
as:

a new facility with the principal objective of
building an information base of client details
which can be used to service the needs of the
Income Security Systems by providing information
to:

. validate new claims for benefit;

. detect and prevent incorrect or fraudulent
claims and payments;

2, Department of Social Security, Migration of Income Security
Applications, ARP strategy proposal, Revised up-date
11 October 1983, paragraph 3.2.3, (Internal departmental
document) .
3. Ibid.
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. facilitate interstate transfer of data base
records thus preventing multiple payment of
the same benefit and facilitating payment at
the correct location;

. locate benefit reference numbers and other
particulars of clients at one place; and

. aid research, planning and the assessment of
the national impact of policies and

administrative decisions.

The National Index processing will be performed
both at the National and Divisional Installations.
National Installation processing will consist of
the maintenance of an Australia-wide Index which
supports on-line access from User Installations at
any location. Divisional Installation processing
will consist of the maintenance of an appropriate
sub-get of the Australia-wide 1Index with on-line
access available to User Installations within the
same State. The National Index will be updated by
-transactions emanating from Income Security systems
carried out at Divisional Installations.%

4.7 To date the National Index has not been implemented as
planned. The Committee’s inspection of the Department's
Parramatta Regional Office on 13 April 1987 provided evidence
that Online Enquiry was a major asset in dealing with all aspects
of claims processing. The Committee noted that the current online
enquiry facility can only provide information about a client’s
record in one State at a time and not simultaneously across all
States.

4.8 In evidence to the Committee the Department indicated
that it had already achieved a significant level of what was
originally intended with the National 1Index in that it had
available to any of its terminals in any State in Australia
direct access to the data of any other State. The Department
considered that this facility provided the potential advantage of
a separate National Index without sustaining the _costs of
duplicate data involved with a physical National Index.>

4.9 The Department stated its intention to introduce the
functionality of a National Index but, having regard to the cost,
not by duplicating data and holding it all in one national online
database. A national enquiry about a client would be processed
and checked against all the State databases, with a response

4., JPCPA, Report No. 225, Stratplan - Department of Social
Security ADP Re-equipment Program, Volume 1, pages 20-1.
See page 16 for explanation of Income Security Systems.

5. Minutes of Evidence, pages 285-6.
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‘within the hour or at worst overnight. Getting the information
back to the staff member no later than the next day would, ‘in
probably _99.9 per cent of cases’, be before any grant of payment
was made.

4.10 It is apparent to the Committee that the determining
factor in deciding not to proceed with the National Index as
originally conceived was the cost of providing the physical
database in a national location. As the Department’s computing
facilities are distributed in various State capitals, each State
database is a unique physical entity. There is no national
database integrating all the individual State databases into one
physical source of information, The Department maintained that it
had no intention of providing one because of the costs involved,
costs which are certainly related to the technical difficulties
associated with providing such a facility.

Conclusion and Recommendations

4.11 The Committee believes the provision of an overnight

response to a national enquiry is an unsatisfactory outcome of .

the distributed computing environment. The Committee notes that
the major benefit of online enguiry is that the response is
provided at the time it is most needed, that is, while the client
or the claim is being processed, To say that an overnight
response is an adequate alternative is to ignore the importance
of that particular benefit.

4.12 The Committee is of the view that if the Department is
serious about ensuring the integrity of the social security
system then information must be provided which is valid and
current across all benefits and across all States via the one
prompt online enquiry.

4.13 The Committee concludes that:

. the Department of Social Security has demonstrated

the benefits of a timely and efficient online

enquiry system but needs to consider more fully the
effects of delayed responses to mnational online
enquiries.

4.14 The Committee therefore recommends that:

2 The Department of Social Security re-evaluate the
concept of the National Index as originally
conceived by the Stratplan architects in terms of
its potential benefits.

3 The Department of Social Security investigate the
feasibility and costs of the technical options that
are now available for satisfying this requirement.

6. Ibid.
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Online Benefits Processing

4.15 In a lettexr to the Minister for Social Security in
December 1985, Senator Guilfoyle, then Chairman of the ADP
Sectional. Committee of the Joint Parliamentary Committee of
Public Accounts, wrote:

as I stated in Parliament when tabling Report 237,
the Committee recognises the considerable progress
that has been made in the installation of Stratplan
equipment. in your Department and in the provision
of initial services to Departmental staff through
the network. 1Its future concern is that the
Stratplan network be completed and those additional
services and. benefits which provided major
justification for the project be fully implemented
on time and within cost.

4.16 The additional sexvice which has always been identified
as providing a major justification for the Stratplan project is
Online Benefits. Processing (OBP). OBP is now the Department’s
major strategic development project. It was described in
Qctober 1986 by the then Deputy Secretary of the Department og
Social Security, Mr Noel Tanzer, as the ‘pinnacle’ of Stratplan.

4,17 OBP was the subject of a Stratplan Systems circular
entitled OBP UPDATE distributed to regional managers in the
latter half of 1986. The circular described OBP as:

an ‘online interactive’ system which staff will use
to process benefits via their terminal. The system
will be ‘user friendly’ and easy to use. ... The
’Ultimate’ OBP product will offer the following ...

. Processing will be as flexible as possible to
suit a variety of work organisations or office
structures.

. As many benefit processing functions as

appropriate will be performed online. This
means the database is immediately updated and
results of the action shown and errors can be
corrected ‘on the spot’ by the user,

. There will be a separate record for each
individual person, ie individual records for
clients, spouses and children. Links will
exist between related people.

7. JPCEA File 1985/11 Part B(1).
8. ‘On-line processing for Social Security’, Canberra Times,
13 October 1986. -



. Only one record per -person will exist
regardless of the number of benefits they
receive.

. The implementation of a system where all
associated assessment functions are.
automatically identified and xrecorded for
action as a result of any update to a person's
circumstance data ...

. Average response times per transaction of 5
seconds for the majority of transactions. ...

. Users will be able to switch from using one
application (eq processing benefits on OBP) to
another and then vreturn to their original
place (OBP) without logging on and off. ...

. Transactions which aren’t appropriate for
online processing (eg laxrge volunme
transactions which are not time critical) will
continue to be handled in a ‘Batch’
process. ...

. Presentation of a ‘single system image’ to the
user. ...

. Reduction of the workload associated with both
regular program maintenance and periodic
amending legislation. ...

4.18 The circular noted that:

A major advantage of OBP is that the user will
be immediately aware that the data entered has
successfully updated the client record.
Transaction rejections which used to be
reported one or more days later under the old
system will be highlighted on the terminal‘s
screen immediately for corxection.

4.19 To date OBP and its resulting benefits have not been
realised.
4.20 Detailed planning work in July-August 1985 on the

strategy for redeveloping Income Security Systems resulted in a
revision of the mission goals of 1983. Online Enquiry (OLE), an
essential prerequisite for the provision of OBP, had already been
developed to handle Pensions, Unemployment and Sickness Benefits
and. Overpayments and was to become available throughout Australia

9. Department of Social Security, 'OBP’ Update for regional
managers.
10. Xbid.
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as ' the new equipment was installed. Also there was political and
user pressure to produce a significant enhancement within a
reasonable time after the first online enquiry.

4.21 The National Stratplan Co-ordinator’s September 1985
Repcizzct proposed a three-pronged plan. The steps in the plan were
to:

. complete OLE by including client data (ie names,
addresses, dates of birth, etc.);

. develop the infrastructure necessary to create a
full online update system. (While probably
adequate for all systems the infrastructure would
be specifically tested for two benefit systems,
namely Family Income Supplement and Family
Allowances}; and

. convert the Pensions System from a batch system to
an online system.

4,22 The Report noted that implementation of the two
Pensions systems would be very much dependent on what other work,
such as new Government initiatives, would require resources
during the period.i3

4.23 By March 1986 the original milestone dates foxr OBP were
in doubt. They had been based on project staffing levels of 27
but only half this number had been available. Although
recruitment action was vigorously pursued to improve the
situation, the major problem with the project continued to be
staffing. The Department was losing its experienced people to
contracting and essential staff were not being xeleased from
maintenance areas and competing development projects. In fact
staff were continually being lost from OBP to handle crises
elsevhere. The National Stratplan Co-ordinator’s Report of 22 May
1886 stated:

This {staff loss] is unavoidable to some extent
given departmental priorities but if the project is
to progress at a reasonable_ rate then there must be
some: stability of staffing.

4.24 In December 1986 staffing continued to be a major
problem, however, top priority was now being given to recruiting
both. Public Service staff and contractors for the project.

11. Stratplan Executive Committee, National Stratplan
Co-ordinator’s Progress Repoxt, 20 September 1985, page 20.
12, Ibid., pages 20-1.
13. Ibid., page 21.
14. Id., National Stratplan Co-ordinator’s Progress Report,
22 May 1986, page 10.
15. Ibid.
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4.25 The National Stratplan Co-ordinator’'s January 1987
Report to the Department’s Systems Executive Committee observed
that perhaps the most frustrating aspect of the major changes
currently being proposed +to benefits systems was that these
changes would have been that much easier to make had many of the
facilities of OBP been available. Since they were not available as
anticipated, not only would the implementation of these changes be
more costly but_ the availability of the OBP facilities might be
further delayed.l6-

4.26 The Department advised the Committee that it considered
it had a good record of meeting requirements placed on it by
Government for new and amending legislation where the parameters
of the work and the nature of the technology were known. However,
the Department noted that with a project the size of Stratplan,
which stretched over many years and involved new technologies, it
would be naive not to expect many contingencies.

4.27 The Department concluded:

The issue is then whether or not we have been able
to continue to manage both the project and our
ongoing responsibilities_satisfactorily in the face
of these contingencies.

4.28 The Department stated that at no time had a decision
been taken to_’down tools’ on OBP in favour of some other aspect
of Stratplan, and that work on the redevelopment of income

security applications had continued at the maximum rate possible
‘having regard to availability of resources and the extent of
change occurring within the Department’.

4.29 However, at the public hearing held on 14 May 1987, the
Department stated that on some occasions, in order to meet
Government initiatives, it had had to redeploy staff from OBP.
Furthermore, the Department could not guarantee that it would not
have to do so with any particular initiative in the future. The
Department indicated that it could now handle most reasonable
changes with limited impact on OBP, and that OBP is the last place
the Department looks when seeking resourxces to :redeploy.20

4.30 The Department stated:

If we take resources from OBP, which we have on
occasions, ... it is usually related more to the
skills of individual people whom we need rather
than to a reaction of 'Let us deliberately take

16. Id., National Stratplan Co-ordinator’s Progress Report,
23 January 1987, page 30.
17. Appendix A, page 80.
18. Ibid., page 72.
19. Minutes of Evidence, page 228.
20. Ibid., page 294.
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resources from OBP’., In other words, it is morxe
that a particular person or persons in the OBP team
have s8kills that we believe we need to meet a
government deadline for an initiative.

4.31 The Committee considered that this was a questionable
resource management strategy, particularly when viewed in the
light of its impact on a highly sensitive project such as OBP.

4.32 The Committee questioned the Department at the public
hearing of 14 May 1987 as to whether it was fair to suggest the
Department had consistently underestimated the impact of new
Government initiatives on the OBP development schedule.

4.33 The Department agreed that it had underestimated the
level of change required in information. systems since 1981-82 but
considered its estimates were the best that could reasonably be
expected. The Department was learning from its experience and
taking into account work load factors and seasonal fluctuations
irfxf detegmining when Govexrnment initiatives were to be put into
effect.

4.34 With respect to applications redevelopment in general,
the Department referred the Committee to a review conducted by
the Audit Office. The review covered the period from. Stratplan’s
inception up to 30 December 1985. On 30 June 1986 the Audit
ogfice wrote to the Department regarding the review and noted
that:

The progress in the implementation of Stratplan was
reviewed against a definition of Stratplan formally
endorsed by the Stratplan Executive Committee in
November 1984, This read, inter alia, that
Stratplan would be considered complete when the
hardware and software approved in June 1983 is
fully accepted, and the following end-user products
are delivered nationally: Word Processing, Data
Entry, On-line Manuals and On-line Enquiry for
Income Security Systems progressing to On-line
Update. The 4 year timeframe approved by Cabinet
(ie to the end of 1986-87) was used as the limit
against which to rate progress towaxds completing
Stratplan as defined above.

4.35 Audit later noted:
The provision of all of the Stratplan ‘products’

referred to in the definition is also considered
unlikely to be completed by the end of June 1987.

21. Ibid., page 295.
22. 1bid., page 297.
23. Appendix A, page 86.
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From reports provided to this Office it appears
that the major xeason for failing to meet this
deadline has been the shortage of skilled staff
available to the Department to enable development
of the relevant applications. an additional factor
apparently influencing progress in this area was
the introduction of further new Government
initiatives.

4.36 Audit acknowledged that the Department had altered its
strategy to provide Stratplan products in its attempt to meet the
planned deadline and concluded:

... the Department’s response to the slippages in
implementation of the original strategic plan ...
is considered to be reasonable, and the pxesent
rate of progress satisfactory.25

4,37 At the public hearing held on 14 May 1987 the Committee
found the Department to be in agreement with Audit comments. The
Department stated:

Our current schedules show that the final component
of the on-line benefits processing project which
will introduce on~line: update facilities for the
unemployment and sickness benefit system will begin
implementation in September 1989. Current planning
provides until June 1990 to complete implementation
although, according to circumstances at the time,
detailed scheduling may allow an earlier
completion. Given the volume of legislative change
and other government and administrative initiatives
that we have had to implement, meeting the above
target of segtember 1989 will be a considerable
achievement.?2

Conclusions

4.38 The Committee believes the timely development of OBP to
be of major importance in the completion of Stratplan and in the
achievement of benefits for the Department and its clients.
Despite legislative and policy changes within the Department the
Committee is of the view that delays which have occurred in the
development of OBP could have been prevented.

4.39 The Committee concludes that:

. the Department of Social Security has not
consistently applied adequate resources to ensure
the timely development of Online Benefits
Processing (OBP);

24. Ibid.

25. 1bid., page 87.

26. Minutes of Evidence, page 258.
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the pepartment of Social Security underestimated
the impact 9f inadequate staff allocation and new
Gogernment initiatives on the development of OBP;
an

. the Department of Social Security has, as a
result, deferred the delivery of major projected
benefits.

4.40 The Committee approves the Department’s somewhat
belated decision to put a very experienced person with a good
track record as a project manager in charge of a special unit in
the Application Development Branch to ensure that OBP is
introduced on time.

Figure 4,1 Departmental Officer at work in Stratplan
Eguipped Office

27. Ibid., page 297.
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CHAPTER 5

COMPUTER SYSTEMS OFFICER STAFFING AND THE USE OF CONTRACTORS

Introduction

Computer Systems Officer Staffing
Use of Contractors

Conclusions

s e

Introduction.

5,1 In the Committee’s first report on Stratplan, Report
225, the Committee concluded:

In spite of the use of almost 100 contract
programmers, consultants and highly motivated and
qualified staff, the system implementation will be
up to 12 months later than predicted and this delay
will probably be more  pronounced as the
implementation proceeds.}

The Department’s response to this appeared in Report 237 and
stated:

In spite of the significant increase in ADP staff
resources that occurred with the introduction of
Stratplan, a shortage of experienced development
resources still exists. Staffing levels within the
Department is {sic) already affecting the
Department’s ability to recruit and retain the
expertise necessary to maintain schedules.

5.2 In evidence to the Committee the Department attributed
its Computer Systems Officer (CSQ) staffing difficulties to two
main causes. The Department stated:

. the Stratplan ADP environment provides skills
and experience which are in high demand in the
industry. There is, therefore, a high attrition
rate to highly paid private sector employment
and to other Departments; [and]

. a service-wide shortage of suitable applicants
[exists) for CSO positions. The shortfall has
been worsening since 1981.3

1. JPCPA, Report No. 225, Stratplan - Department of Social
Security ADP Re-equipment Program, Volume 1, page 62.

2. Id., Report No. 237, Department of Social Security Stratplan -
Response, page 24.

3. Appendix A, pages 73-4.
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5.3 Figure 5.1 and Table 5.1 provide details of the demand
and supply of CSOs in the Australian Public Service for the years
1981-82 to 1985-86.

Computer Systems Officer Staffing

5.4 The Committee noted that a wide variety of scarce staff
resources had been required in the implementation of Stratplan.
The Department had continued to experience a drain of these
resources with losses to private enterprise and other departments
occurring after an initial period of intensive training. The
Committee noted, in particular, advice from the Department that
had the Department sustained a lower rate of loss of skilled
staff its principal applications development work would have been
more advanced.

5.5 The Committee sought advice from the Depaxtment as to
what steps it had taken to alleviate its chronic staff shortage.
In its response to the Committee the Department advised that. it
had made representations to the Public Service Board about the
staffing problem and that in 1986 the Board had made changes to
the arrangements applying to the recruitment of CSOs which
enabled the Department to conduct its own graduate recruitment
campaign.

Figure 5.1
Number of applicants, demand and positions filled - £S0's
1981/82 to 1985/86
2500 Appl1€:t1ons
Demand
2000 A

//’B\\‘\\  Acceptances
1500 ¢
1000 ~
500 B—“-’—’——d/

p—

= T T
1981782  1982/83  1983/84  1984/85  1985/86

Source: Public Service Board, Graduate Recruitment toc the
Australian Public Service, Program Management
Performance Review, April 1986.

4. Ibid., page 75.
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' Demand

Applied
Allocated
Accepted
Notes:
Demand -
Applied -
Allocated -

Accepted -

Sources:

TABLE 5.1:

COMPUTER SYSTEMS OFFICER STATISTICS
(1981-~86 STATISTICS)

Year

1981/82 1982/83 1983/84 1984/85 1985786
250' 331 416 350 416

565 796 1806 1200 685
N/A N/A 617 475 411
220 299 337 249 194

Number of CSOs required by Australian Public

Service (APS)

Number of applicants applying for CSO positions

in the APS

Number of CSO positions offered tc applicants
Number of CSO job offers accepted by applicants

Public Serxvice Board, Graduate Recruitment to the
Australian Public Service: A program management
performance review, April 1986, page 21 and JPCPA

File 1985/11 Part B/1 (2).
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5.6 To capitalise on the changes in recruitment
arrangements, the Department seconded a senior departmental
officer to act as the Department’s CSO Recruitment Adviser. Aan
information package was developed which explained the
Department’s operations and promoted it as a unique ADP
environment. The information was sent to every tertiary campus in
Australia which the Department thought would produce computing
graduates. There were 65 in all., Most of the 43 institutions that.
responded were visited by departmental officers in order that the
Department wmight participate in the <respective institutions’
career weeks. Advertisements were also placed in publications
such as Hobson’s Graduate Outlook.

5.7 The Committee noted that the Department’s efforts were
very sSuccessful. The Department was one of only four departments
in 1986 to meet completely its computexr personnel reguirements.
The other three departments required 1, 2 and 8 CSOs compared
with the Department’s requirement of 70.

Use of contractors

5.8 The Department decided early in the Stratplan project

to make extensive use of contract analysts and programmers, 2,

major factor in this decision was the shorter time required to
engage contractors in comparison with permanent staff.

5.9 The Department commissioned a report on the use of
contract staff in the development of Stratplan. The report, which
was forwarded to the Department in January 1985, concluded that
given the wurgent need for Stratplan’s capabilities and the
obligation to begin showing a return for the very high investment
made, the use of contractors would be cost effective because a
more rapid implementation of Stratplan would result. The report
stated:

The use of contractors is clearly justified on
grounds of cost effectiveness, and will continue to
be justified if it results in earlier
implementation ...6

5.10 In reviewing this zreport the Administrative and
Clerical Officers’ Association (ACOA) was unable to accept that
the use of contractors had shortened the program development
cycle and noted that no evidence to that effect had been
provided.

5. Ibid., page 74.

6. Jack Cohen and Assoc., The Use of Contract Analyst/
Programmers and Consultants in the Development of
Departmental Systems, January 1985, Appendix C,
page C-15.

7. Letter to Director-General, Department of Social Security,
from National Secretary, ACOA, of 6 March 1985; JPCPA File
1983/7 Part B(12).
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5.11 In responding to this criticism e

accepted that there was no evidence, but félt :gerensggrugngg;
reason to believe that Stratplan would have had extreme
difficulty in proceeding at all without the use of expert
contract staff. The Department replied to the ACOA:

In particular there was a critical need for people

with database design, data nodeling, DBMSptdgta

2::::: rkman:g?rfent . systems], communications and
8 8. ey people were

within the Public Servige p net available

In' essence, the benefits of using contr:

that without them there would be gno Str:::&;: i?
the Department will be reducing its dependence on
contractors at a rate commensurate with ensuring
the implementation of Stratplan in the time scale
expected by the Government,8

5.12 Up to 1985 therefore, the t
contractors were identified as; w0 main reasons for engaging

. the shorter lead time to acquire them compared
with engaging permanent staff + in anticipation of
earlier project implemem:ation; and

. the provision of highly specialised :
rersonnel
whose tenure need only be for the d i
specific tasks. uration of the

5.13 In’ March 1985 a resolution was ado ted by ACOA membi

I )
in relation to the wuse of contract gso szaff i:e Sﬁz
Department.The resolution stated:

All further contracts and renewals should be i
in

accordance with the following criteria and should

be vetted by a committee with ACOA representation:

(1> Where specialised knowledge or skill are
available in the Australiag Public Service ::;
suitable permanent staff cannot be recruited
to the Australian Public Service. Contractors
with specialised knowledge or skill are to be
required as part of the contract to pass their
knowledge to permanent staff;

(ii) Shoxt term non-renewable contracts £
or
well-glefined tasks not exceeding six months.
This is to be phased in over the next 26 weeks
to allow for recruitment of permanent staff

8. Letter to National Secretary, ACOA, from De;
1 puty Secretary
Department of Social Securit of 5.6‘ i ; !
File 1983/7 Part A(3), ¥ Rpril 19857 Jecea
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Adequate 2A0SL cover should be provided instead of
existing contract budget, as contractors cost the
department more than permanent staff.

The Department is asked to approach the Public
Service: Board to consider a xestructure of the CSO
standards to make provisions for specialist CSOs at
higher levels than at  present (with no
administrative workload),9

5.14 The Department replied to the ACOA in April 1985 and
indicated that the ACOA’s resolution had been discussed with
delegates from the affected areas and that the Department had
outlined certain initiatives it was taking towards satisfying the
concerns of ACOA members.

5.15 Nevertheless, the need for contract <¢S50s grew. In
1985-86 the Department sought 50 new staff at the €SOl level but
was only allocated 17. There were also numexous vacancies at all
other CSO levels which proved difficult to £ill. Even with
adequate AOSL cover, the Department was unable to recruit.
permanent staff to those positions. Contract labour rapidly
became the only labour available.

5.16 In the period 1983-84 to 1985-86 the Department
expended $15 million on contract personnel. The Department has
estimated the cost of contractors for all ADP-related work as:i

1986-87 $6.8 million
1987-88 $4.5 million
1988-89 $4.0 million

Hence the amount spent on contractors. over the six years 1983-84
to 1988-89 will be approximately $30 million.

5.17 The Department has estimated that the numbers of
contractors required for the implementation of the Online
Benefits Processing System (OBP) (ie up until 1990) to be:#

OBP access program 15 staff
Pension migration 5 staff
Database development 5 staff

Total 25 staff

9. Letter to Director-General, Department of Social Security, from
National Secretary, ACOA, of 7 March 1985; JPCPA File 1983/7
Part A(3).

10. Letter to National Secretary, ACOA, from Deptuty Secretary,
Department of Social Security, of 16 April 1985; JPCPA
File 1983/7 Part A(3).

11. Appendix &, page 75.

12. 1Ibid.
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5.18 The Committee sought comment from the Public Servi

3 ce
Board regarding the trend towards the use of more contractors as
gﬁggfed to the expansion of in-house staff. The Board considered

s+ contract staff have an important role to pla
in the following circumstancess pray

. where they are more cost effective than
Departmental staff;

. to meet short term peaks in workload; and

. to provide specialist expertise not available
within a Department’s own staff.

In.the last case, if the requirement for specialist
skills were an ongoing one, the Board would hope
that the Department would take steps to_ensure its
own staff developed the required skills,

5.19 The Board concluded:

The current use of contract pProgrammers appears to
be pased_ more on the inability to attract and
retain skilled staff than the above considerations.
The Board views this situation with concern.

5.20 The Committee noted that while the De:

C partment had bee
successful .!.n improving its CSO recruitment record it was no:'
confronted with a major problem in retaining CSOs.

5.21 At the public hearing of 14 May 1987 the

adv;seg the Committee that it had taken so%e measuges 2gp?:\;$§3§
the situation. In particular it had created. €SO3 technical
programmexr positions, as opposed to CSO3 team leader positions
on the bas:.slthat many CSO3s enjoy programming but do not like té
be managers. The Committee noted that this approach was in line
W:I.th. the ACOA  recommendation of March 1985, However the
ggx;nltttee belteved thgl creation of €SO3 programmer pos:’.tions

resen a roblem i
developmgnt. b2} of career progression and staff

5.22 At the public hearing of 14 Ma i

a y 1987 the Committee alsc
sought the Department’s view as to why CSOs leave the Australian
gub:igm S:rva.ce toh become contract programmers. In brief, the
epartmen saw the major reason as !
considerations’. 3 short tem monetary

13. Appendix G, page 167.
14. TIbid.
15. Minutes of Evidence, page 300,

49



5.23 The Public Service Board  commentéd that data it had
collected suggested. the Public Sexvice: was competing reasonably
satisfactorily, particularly at the lower CSO grades. The: Board
noted: '

... -often our conditions are quite comparable. The
situation changes as you mové up the scale, but
most of the comparisons I think people tend to make
are with the most recent and the most attractive
deals that have been done with the contractors of
consultants for individuals, as distinct from the
‘broad level of the private sector. The Commonwealth
in its pay fixing has to give regard to the broad
level of pay rates rather than just the extremes.l6

5.24 The Committee later socught advice from the Board as to
whether the Public Service could compete-monetarily in attracting
the (SOs it required. The Board advised the Committee that data
available to it suggested remuneration was not as. significant an
issue: in the recruitment and retention of CSOs as many people
believed.

5.25 The Board continued:

The labour market situation for CSOs in the 1590s
is by no means clear and the Board is pursuing an
approach oriented to increasing overall flexibility
on the supply side. Within  this context
remuneration needs to be considered in perspective.
There is a tendency to understate the opportunities
available to staff performing systems work within
the Sexrvice. The broad technical requirements
resulting from the diverse. nature of Government
activities and the flexibility demanded. of both
departments and individual staff provide benefits
and interest not necessarily available elsewhere.l

5.26 The Committee could accept this viewpoint but believed
it simply confirmed the Department’s belief in the significant
influence of monetary reward in the attrition process.

Conclusions

5.27 The Committee believes that the recruiting and
retention of suitably qualified computer personnel has been a
major problem in the implementation of Stratplan. The Committee
notes that this problem has also been experienced by most other
Commonwealth departments.

5.28 The Committee commends the Department. of Social
Security for its recruitment initiatives in seeking to satisfy
its need for base grade CS0s.

16. 1bid., page 303.
17. Appendix G, page 168.
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5.29 The Committee remains concerned that extensiv

: ¢ 8se
been, and continues to be, made of contract CSOs, The go:mit:::
notes that while contractors are often sought because their
skills are not available in the Department or Service as a whole
it is the Public Service which provides training for personne]l.
who then leave and return to became contractors.

5.30 The Committee concludes that:

. there is a major problem in the Australi

i:gligtm S:Wiced in  relation to both t::
ruitmen an the retention

Systems Officer (CSO) staff. of Computer

5.31 The Committee notes that the Public
Servic
identified broad ;nitiativas which may assist in the :ezg:fgmgr::
gnd retention of computer personnel, however, the Committee
s:i‘j;izgs monetary considerations to be a major factor in Public
contractorg?mPUter personnel leaving the Service to become
1
5.32 The Committee concludes that:

. the broad initiatives identified b
Service Board will be no more t:haxyx ;2?1?::%&:
in remedying the problem of the recruitment
and retention of CSO staff in the Sexvice if
t.:hey do not include any specific. proposals to
increase the monetary reward of CSOs.
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CHAPTER 6

COST EFFECTIVENESS OF STRATPLAN

. Introduction
. Department of Finance Propcsal

. Minister for Social Security’s Consultant’s
Report
. Conclusions
Introduction
6.1 In commenting on the Department’s response to the

Committee’s recommendations made in Report 225 the Committee
stateds:

The Committee does not refute that considerable
benefits should flow from Stratplan in the form of
improved client service, greater system reliability
and more rapid implementation of Government
initiatives. However, the Committee has no doubt
that in addition to these benefits, the assertion
of considerable staff savings was a significant
factoxr  influencing the previous Government’s
assessment of the cost effectiveness of Stratplan

6.2 The Committee was concerned that:

... the cost effectiveness of Stratplan should be
comprehensively reviewed so that staff savings,
reductions in overpayments, and other asserted
benefits [were] fully characterised and where
possible quantified. (The Committee wasl confident
that a range of output/pexformance measures [could]
be developed which ([wouldl provide both the
Committee as well as Departmental management with
the tools for the improved evaluation and
management of Stratplan as it is implemented.

Department of Finance Proposal —-

6.3 At the request of the Committee, the Department of
Finance provided a working paper which examined measures to
assess the cost effectiveness of Stratplan.3 The document
considered the development of an appropriate methodology to
monitor and evaluate the implementation of Stratplan.
1. JPCPA, Report No. 237, Department of Social Security
Stratplan - Response, page 5.
2. Ibid., page 6.
3. Social Welfare Branch, Department of Finance, Working Paper
No. 1, Performance Indicators, July 1986; JPCPA File
1985/11 Part B(9).
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. The Department of Finance considered that the
get'elopment of pgrf.ormanca indicators should ble based on the
stated objectives of Stratplan in relation to:

. broad social security aims;
. administrative goals;
. ADP systems; and
. management services.
6.5 It was proposed that indicators be developed:

(a) to compare the performance of groups of regional
offices or the performance of one such office over
time; and

(b) to assess the longer term impact of Stratplan on
Social Security outlays.

. The Department of Finance recognised. that the
gms-.erpretation ofpany results produced from such a methodology
might need to be qualified due to influenges such as legislative
change, variations in administrative functions and changes in the
relative composition of clients. The view expressed in the
working paper was that if indices were chosen carefully and a
number of them used, it should be possible to produce a
meaningful analysis.

6.7 A subsequent working paper prepared by the Departmeng
of Finance examined the staffing costs and savings of Stratplan.
This paper used as its primary source the Department of Social
Security’s Job Impact Statement of March 1985.

6.8 The paper’s conclusion noted:

«++ the work measurement study of regional offiges
and State headquarters ... will, it is hoped, give
the first good indication of whether the Department
of Social Security’s current estimates of the
staffing costs and savings of Stratplan are valid
and can be substantiated.

. Ibid. age 2.

;. gep:rt’:mgn?: of Finance, Staffing Implications Arising from
Stratplan Implementation, (December 19861; JPCPA File
1985/11 Part B(9).

6. Ibid,
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Minister for Social Security’s Ccnsultant'; Report

6.9 In October 1985 the Minister for Social Security
commissioned the consultants Coopers and Lybrand W D Scott to
review and prepare a report on the costs and benefits of
Stratplan.’/ The principal investigations were made in the period
October to December 1985 and the report was completed in
June 1986. A substantial proportion of the review was devoted to
identification of the monitoring processes which needed to be put
in place in order to ensure that future reviews could be carried
out effectively and the results of Stratplan assessed over an
extended period.

6.10 The report noted that the real issue leading to the
preparation of the Department’s 1981-82 Strategic Plan and the
initiation of the Stratplan project was the pressing need to
replace outdated and risk-prone equipment and systems. Flowing
from this replacement exercise, benefits were anticipated in the
form of improved responsiveness and service and cost reductions
arising from program, job and administrative savings.

6.11 The report stated that it was inferred in the original
submission to Cabinet in 1981 and subsequently in 1983 that
expenditure on the re-equipment project would provide a platform
on which major quantifiable benefits ¢ Principally in the form of
staff savings, could be based. However, in practice, as the
consultant’s report pointed out, there had been a multiplicity of
changes to departmental functions, operations and service
patterns since 1983 and ‘these changes make it extremely
difficult now to isolate the originally planned activities and to
comment on their relative costs and benefits’.9d

6.12 The consultant’s. report asserted that the achievement
of staff productivity gains and reductions in ovexrpayments were
never envisaged as the only major areas of improvement:

Further major benefits were always (and still are)
expected to be in the areas of improved client
service and in the ability to respond quickly and
effectively to government initiatives. The
department needs to determine in detail its
objectives in these areas ; in oxder to ensure that
the benefits of STRATPLAN are indeed channelled
into. those activities considered to have the
highest priority. Once these objectives are in
place further monitoring procedures, related to
overall departmental performance, should be put in
place.

* 7. Coopers. and Lybrand W b Scott, Report on the Costs and
Benefits of Stratplan, June 1986.
8., Ibid., page 3.
9. Ibid,
10. Ibid., page 7.
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3
6.13 The consultant expressed

proposals
on the subject of potential performance indicators.

particular, the consultant noted that:

sample groups of offices at different stages
of STRATPLAN implementation must be compared
over time (and} individual comparisons must be

avoided;

. trends should be monitored across a [range of
‘statistically smoothed’ indicators as]
individual indicators are subject to

substantial £fluctuvation due to non-STRATPLAN
factors; and

national indicators cannot be used directly as
a measure of STRATPLAN’s impact (as], ...
without a contxol group, any dissection of the

some reservations on the
contained in the Department of Finance’s working paper

In

internal and external influences upon the
perceived trends is wide open to
interpretation.l

6.14 The consultant’s report. concluded that the ADP

strategic planning and procurement procedures in the Commonwealth

public sector were flawed. The report. stated:

The present government planning and review
procedures appear to result in excessive emphasis
on projected ‘cost~benefits’ (defined in a rather
narrow sense), with insufficient attention, in
cost~effective

practice, being given to the
achievement of priority government and departmental
objectives.l

6.15 The report stated that the means of measuring

benefits of Stratplan:

... need to be defined by the Department, during
the establishment and regular review of its overall
corporate objectives, and in the context of the
annual budgeting process. It is during this process
that the method of achievement of some of the
qualitative benefits of STRATPLAN, such as those
related to quality of service, will be determined.
When the process has been undertaken, selection of
a realistic set of national performance indicators
will be both possible and necessary. These will
provide overall measures of departmental
achievement, but will not be specifically useful in
measuring the results of STRATPLAN,13

11. 1bid., pages 44-5.
12. Ibid., page 7.
13. Ibid., page 46.
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the

6.16 The: Committee noted the xe; !
: port’s comments
lf)ggar:x;x:::n:; gggigins:gzrltyd n:eded to establish itst}s\:;at:}gl;
e 8 and effecti
context of its overall corporate. object;'.,\?::?S of Stratplan in the

Conclusions

6.17 The Committee

consultant that supports the view of the Minister’s

the Department of Social Securit:

g;;:?ii::nesitséf gls;::::g¥ for a;seasing the bengfizs‘e dsa:g
plan in the context of i

oll:jeftives. Moreover, the Committee considers that thzz ;g222§3§:

‘should be applied to the introduction of new computing technolo

by all Commonwealth departments and agencies, il

6.18 In 1985 the Committee indicated
in its Re; t
é.: cg:;r:}o‘;x:zi::gythgtithedcos:i: e}flfectiveness of Strgggla;‘:s;h;ﬁ;;
reviewed and the asserted benefits
The Committee now believes this task to be virtuallyq}.lr:;::gggé

. no useful performance indicators were id i
enti
zg’?m Bno megsurﬁment tools put in place atftﬁg
ncement of the Stratplan pr
effectiveness to be assessedg;’ project to allow

. the original benefit statements we;

» re toeo closel
aligned to the narrow compass of staff savingas:ng
were not related to overall corporate objectives
vhether tangible or intangible; and !

. the identity of Stratplan and it c
8 outcomes h
become too inextricably confused with EZtﬁgg
departmental App initiatives.

6.19 The Committee concludes that:
. the cost effectiveness of the origi
nal Stratpl
proposal and its associated acguisitions pa:g
expenditures can no longer be meaningfully

quantified; and

. establishing the cost effective
t ness  of
dgpartment's J.z:xformat:ion technology proposalg
g;ﬁgg'ulfy ?e?sunng foregone staff increases is of
elevance to th
Teview protese. e decision making and

57



s

CHAPTER 7

MATTERS OUTSTANDING FROM REPORT 237
Background:

. Implementation Strategy
. Progress of Contingency Plans
. Staff Association Participation in Stratplan
Implementation
. Financial Management System for Stratplan
Background
7.1 The Committee’s first report on Stratplan, Report 225,

was tabled in October 1984.1 The Committee’s next report on
Stratplan, Report 237, presented the Government'’s response to the
conclusions and recommendations made by the Committee in Report
225. Report 237 was tabled in August 1985,2

7.2 The Committee noted in Report 237 that there were
several matters dealt with in Report 225 for which satisfactory
responses had not been grovided. Particular matters of concern to
the Committee included:

. occupational health and safety standards;

. implementation strategy;

. progress of contingency planning;

. staff association participation in implementation;
. the financial management system for Stratplan; and

. projected costs and benefits.

7.3 Subsequent to the tabling of Report 237 the Committee
sought further advice on the outstanding matters from the
Department of Social Security, the Public Service Board and the
National Occupational Health and Safety Commission (Worksafe
Australia).

7.4 Some of these matters have already been dealt with
elsewhere in this report. This chapter presents action that has
been taken in relation to the remaining matters and the
Committee’s comments on these matters.

1. JPCPA, Report No. 225, Stratplan - Department of Social Security

ADP Re-equipment Program, Volume 1.
2, Id. Report No. 237, Department of Social Security
Stratplan - Response.
3. Ibid., pages 2-~5.
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Implementation Strategy

7.5 The Committeer made several recommendations in its
Report 225 which presumed a phased introduction of Stratplan
products whereby they could be tested and proved in New South
Wales before being introduced elsewhere. However, the
Department’s xresponse indicated that the implementatign strategy
had changed and that Stratplan products would be implemented
concurxently in New South Wales, Queensland and Tasmania. The
Committee noted in Report 237 that it had received no reasons for
this change.

7.6 The Depaxtment later advised the Committee that in one
of its responses in Report 237 it had indicated thats

[The Department’s.) original plan was for
implementation first to be completed in New South
Wales and then to begin in Queensland and after
completion there to move to the next State. We
indicated that that plan had by then changed, and
implementation was proceeding concurrently ig Ngw
South Wales, Queensland and Tasmania. There is in
fact no inconsistency between the Department’s
changed strategy and the assumptions made by the

Committee..
7.7 The Department pointed out that the implementation had
two aspects:

. the installation of Stratplan equipment; and

. the implementation of Stratplan products using

that equipment.
7.8 The Department continued:

Installation of Stratplan equipment in Regional
Offices is, of course, a prerequisite for
implementation of the various products. For
implementation of all of the initial four products
in each State the mainframe must first be installed
at State Headquarters, then minicomputers,
installed in the Regional Offices and other sites.
as soon as a Regional Office receives its
minicomputer equipment the word processing product
is immediately available to staff; the other th;ee
products are available provided the respective
mainframe is operational. Thus when we speak of
initial Stratplan implementation in our Regional
offices we are referring to instal}ation of
equipment followed closely by implementation of the
first four products.

4. Letter from Acting National Stratplan Co-ordinator to
Secretary, JPCPA, of 12 August 1986; JPCPA. File 1985/11
Part B(l).

5. Ibid.
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7.9 The Department advised the Committee that originally it
sought to install Stratplan equipment and implement initial
products in New South Wales and then to proceed to other States.
However, this plan changed because the preparation of suitable
regional office sites took longer than anticipated. Rather than
wait for the completion of all sites in New Sounth Wales the
Department decided to proceed to other States.

7.10 The Department stated:

There would have been no significant additional
benefit in waiting the rather indeterminate time
required to equip and implement those first four
products in all New South Wales Regional Offices
before bringing the benefits of the new systems to
other States. It must be remembered that once a
product is available, has ‘passed technical quality
assurance testing in Central Office, and has been
tested and proven for one State, it is effectively
available for implementation wherever the technical
facilities to support it have been installed,
Therefore, as mentioned above, Stratplan
implementation from the Regional Office perspective
comprises equipment installation followed closely
by the implementation of the first four products.

All additional products are also being tested and
proven before being made generally available.
However, there are a number of considerations which
must be taken account of in selecting the State in
which to conduct such pilot testing. For example,
we need to take account of available mainframe
processing capacity at the time of testing and the
implications of any decision to zrevert to the
previous system  should the pilot reveal
deficiencies in the new product. Another
consideration is that preparatory work and
conversion from existing systems not place too
great a strain on human resources at any one State
Headquarters, as might happen if several products
were being pilot tested simultaneously in one
State. Thus, for example, the ADMINS product was
pilot tested in Tasmania rather than New South
Wales. It remains the Department’s firm policy to
test and prove all new products in one State before
proceeding to implement elsewhere. In order to test
and prove a product in a State, however, it is not
necessary that the Eroduct be available in all
offices in that State.

7.11 The Committee noted the Department's response on its
implementation strategy and considered it satisfactory.
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Progress of Contingericy Plans

7.12 The Committee stated in Report 237 that it was
requesting f£xom the Department further advice on the progress of
contingency plans. The Committee had previously recommended that
they be completed before implementation proceeded beyond New
South Wales.

7.13 The Department later advised the Committee of the
progress it had made in contingency planning in accordance with
the ADP Contingency ©Planning Strategy endorsed by the
Department’s Stratplan Executive Committee.

7.14 The Department noted that all State mainframe sites had
had contingency tests in line with changes to their systems as
Stratplan implementation progressed. Also the National Computer
Centre backup plan was partially complete and a backup test was
being planned for the database located at the Centre.

7.15 The Department also noted thats:?

. a dial-up communications network was soon to be
tested which would allow Regicnal Offices to
by-pass their Divisional Computing Centre if they
failed and so connect directly to the Stratplan
backup centre;

. discussions had been held with Telecom to plan a
totally switchable network when the appropriate
technology becomes available. This network

operates the Department’s on-line benefits
processing system, during times of extended
mainframe outage;

. State offices had developed plans for Regional
Office backup utilising other Regional Offices as
alternate sites for data entry;

. a microcomputer-based software package, ’‘Disaster
Plan/80’, was being acquired which would carry
detailed emergency procedures and plans;

. procedures to deal with data storage failure had
been developed and written into proceduxe manuals;

. a contractor had been acquired to look at regional
office administration during times of ADP
contingency; and

. the Department’s National Computer Centre
facilities had been made available to the
Department of Finance for backup testing of its
system.
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7.16 The Committee noted the steps taken by the bepartment
to develop contingency plans for Stratplan and considered them to
be satisfactory.

Staff Association Participation in Stratplan Implementation

7.7 In. Report 225 the Committee indicated it was concerned
about the Department's inadequate consultation with, and
dissemination of information to, staff and staff associations.

7.18 In Report 237 the Committee noted that an Industrial
Agreement had been ratified between the Department, the Public
Service Board and staff associations. The Committee believed this
would provide for a more stable industrial environment for the
implementation of Stratplan up to 1990. However, the Committee
was concerned about staff associations’ continuing participation
in Stratplan’s implementation.

7.19 The Committee subsequently sought advice from the
Department on the nature and level of staff associations’
continuing: participation in Stratplan’'s implementation and
whether staff association representatives attended the Stratplan
Implementation Group’s weekly progress meetings.

7.20 The Department advised the Committee that:

Neither the ACOA [Administrative and Clerical
Officers’ Association} nor APSA [Australian Public
Service Association) attend the weekly Stratplan
Implementation Group progress meetings. The unions
do not have the resource capacity to sustain
continual involvement at this level.

The Department keeps the unions informed of the
progress with Stratplan and associated ADP
developments through the consultative processes
established at the national level with both
unions.8

7.21 The Department noted that in addition to informing the
staff associations through the established consultative processes
it regularly provided the associations with certain information
on Stratplan. This included:

. the record of decisions of the Systems Executive
Committee;

. Stratplan Milestones by Date;
. the ADP Project Register;
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. the ADP Strategic Plan (including the draft plan The financial management system is, in effect, a

- . . shadow ledger. It currently provides the high
for 1986-87); and priority facilities for effective financial
. the Department’s Guid€ to Systems Development. management and has allowed us to manage Stratplan
finances to within a very few per cent of
7.22 The Committee noted the attempts being made by the i allocations each year to date. The existing system
Department to inform staff associations of progress on the ' may be migrated to a Model 204 database system when
implementation of Stratplan. The Committee also noted that staff resources permit. Sufficient resources have been
associations were unable to attend the weekly meetings of the allocated to maintain  the system and undertake
Stratplan Implementation Group. While it was unfortunate the minor development work.
staff associations could not participate in these meetings it was .
clear the Department was endeavouring to keep the associations 7.29 The Committee noted the work undertaken by the
well informed. Department to develop its current financial management system.
The Committee considered that the system as described was
Financial Management System for Stratplan adequate.
7.23 The Committee expressed its concern in Report 237 that

a computer-based financial management system, which was under
development, be completed as a matter of urgency.

7.24 The Committee later sought advice from the Department
as to whether the computer-based financial management system had
been completed.

7.25 The Department advised the Committee that it viewed the
effective financial management of Stratplan as a prerequisite for
its success. The Department noted it had made:

«+. an early decision ... to develop an on-line,
computer-based financial management system covering
all the financial aspects associated with the
implementation of Stratplan.?

7.26 Design work on the system had begun in May 1983 and
the system was modified in August 1984 to cater for the
allocation of funds to contract programmers and consultants.
Further development work occurred in early 1985 to improve
the management reports produced by the system. While
maintenance and development continued the system had remained
fairly stable.

7.27 The Department stated that the current system
provided a wide range of management reports including more
specialised reports such as current contractors working on
Stratplan.

7.28 The Department noted that:

There is a separate function for the entering and Figure 7.1 Departmental Officer at Stratplan Workstation
processing of estimates data and a variety of
reports both in a summary and detailed format are
available.

10. Ibid.
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APPENDIX A

Letter. to JPCPA from the Department of
Social Security of 31 March 1987 in
response to written questions from JPCPA.
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&
Department of Social Security

P.O. Box 1, Wodan ACT 2606 Telephone: 844300 Telex: 62143

OFFICE QF THE
SECRETARY

31 March 1987

Mr M J Talberg

Secretary

Joint Parliamentary Committee
of Public Accounts

Parliament House

‘CANBERRA ACT 2600

Dear Mr Talberg
STRATPLAN

Enclosed is the response of the Department of Social
Security to the questions put to us in your letter of

24 February 1987. If the Committee wishes to raise
further questions or requires elaboration on the responses
provided, Mr J Williams is the contact officer. He can be
contacted by telephone on 84 4150.

Yours sincerely

L

D VOLKER

acO
put e
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JOINT COMMITTEE OF PUBLIC ACCOUNTS

tplap - ar tm [} 0 Securit
P_Re— ment Program

INDUSTRIAL RELATIONS
1 What delays were caused to Stratplan by industrial action?

only one significant delay c¢an be attributed to industrial
action. This was the the delay from March 1984 to September
1984 in the implementation of the first Stratplan product -
word processing - in a regional office. This point was
canvassed in the Finance Minute on the Committee's 225th Report
(Report 237, paragraph 3.7 - 3.12).

Industrial sensitivity has caused some re-scheduling of
installation of Stratplan equipment in one or two regional
offices (and hence delayed implementation of Stratplan products
in those offices). However, we have managed our way around
this type of minor delay so that the overall rate of
implementation has not been slowed by difficulties at any
particular site. The number of sites envisaged for
re-equipment in 1983 when Government approval was sought was
some 180; we expect that more than this number will have been
implemented by the end of the current financial year which is
the end of the four-year implementation period agreed to by the

Government.

There remain a number of issues associated with the Stratplan
project which could become industrially sensitive, especially
the implementation of those applications which are 1likely to
have the strongest impact on the organisation of work in
regional offices and on staff numbers. The Department is
consulting the unions closely on the issues in order to ensure
both the smoothest possible implementation and the
cost-effective realisation of improved client service.

2 What new positions (including their classifications) have
been created as a direct result of mceting staff
association demands on Stratplan?

We understand this question to refer to positions created as a

result of the industrial agreement reached under Section 28 of

the Conciliation and Arbitration Act in January 1985. This
Agreement covered a number of ADP initiatives including

Stratplan.
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‘The following new positions have been created:

(1) Regional Hardware Controll - X i
(Soe Artachmawate 1ler Clerical Assistant Grade 6

(2) Regional Systems Administrato i i
r - Clerica
Class 6 (See Attachment 1) ! Mminiserative

(3) In addition, AOSL was sought and obtained (but no extra

ositio i ' i
mﬁ? for training relief for the implementation of

As a part of the Section 28 Agreement of January i
.:ts: agreed with the _Unions that trials of varfgusn:;p:lo:c:::

Ioz organisation in the regional offices of the Department
would be undertaken in a number of offices. Some additional
staff resources were needed foOr these trials. These have been
supplied from resources intended for Stratplan implementation
In 1985/86 26 AOSL was allocated to the trials and in 1986/8"7
56 ACSL was allocated comprising the following positions:

OICs: Clerical Administrative Class 6

Regional Systems Officers: Clerical Assistant Grade 6
Front—of-Line Sorters: Clerical Assistant Grade 4
Training Relief: Various levels

These staffing arrangements for the i i

s 3 R work organisation i
offices were determined and incorporated in agfu:the: Segéigé
28 Agreement of 31 July 1985,

3 What has been the cost of
overness to enet these positions in salary and

T?e table at Attachment 1 sets out the costs by item for each
:atetgh::il;esars d]isrset-cas t% 19‘8%—_87. Costs are separated into two
€ . an indirect. Indirect costs i
Regional Systems Administrators provided for regional o?ggg;
that already had Administrative Officers and staff for Work
Organisation Trials. The costs cover salaries only.

4 Did industrial relations im
pact on decisions
gz::;:gz:gt a:g 1n%lenentation. ie were they f?aéli?ﬁ
e mpl
Poacroning plementation of on-line benefits

Industrial relations have had no adver i isi

1 se impact on decisio
E;oj;it;jzg:elipmenc: industrial relations impacted on deciggo::
Shestrad s mplementation. as set out in the answer to
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4 of the uestion relating to On-line Benefits
g?gcesp;i:g appears t% suggest that the Department took i.a
strategic decision to 'down tools' on this development in
favour of some other aspect of the Stratflan project. At no
time has such a decision been taken. Work on the redevelopment
of our income security applications has continued at the
maximum rate possible.

SITE PREPARATION

5 What delays were caused to Stratplan by problems in site
acquisition and commissioning?

ite of numerous delays in insta‘llatior}‘ in individual
;?niggrzﬁputer sites (especially regional offices), we have
managed our way around these delays to keep up the overgll rate
of implementation. This process has absorbed considerable
management effort. We are confident that if all sites had
always been available when we were ready to install and
implement in them we could haye cgmpleged the re-equipment of
all sites by the end of this financial year including the
additional ones identified since the original Government
approval in 1983. Detailed implementation schedules for all
sites are provided on a monthly basis to the Committee as well
as a consolidated quarterly report in the format regquired by
the Committee.

d

6 What roles did the Department of Local Gove:nme.nt an
Administrative Services and the Department of H9u51nq and
Construction play in generating and resolving these
problems?

instigation of this Department, working par:t:'ies were
ze\;:t:.a\cl-f;.eishend‘ ag Central Office and State Offic.e level involving
these Departments (plus the Department of Finance at Central
Office level) to streamline procedures and resolve problems
associated with the Stratplan project. Overall these working
parties have been successful.

7 Was there a management problem in co-ordinating activities
between the agencies involved?

This was the first time that such a major project involving
such a large number of sites has been undex:r.a)gen. Accordingly,
it took some time to get the infrastructure in place from the
various agencies involved and for DSS to develop }CS
specification procedures. Given the number of agencies

involved it would have been surprising if no management

problems had arisen. Where they have, they have.be'en due to
the number of parties involved rather than any unwillingness by
any agency to co-operate.

72

SUPPLY OF HARDWARE AND SOFTWARE

8 Did unscheduled delays in the delivery of hardware and
software impact. on the implementation of Stratplan?

There have been occasional delays in the delivery of hardware
and software by suppliers, Some early delays daid cause the
initial network to be unstable but these delays have not had a
direct, calculable impact on implementation of the project.
There has been a high level of co-operation between vendors and
DSS in addressing such problems.

9 What part has relationships between DSS and its vendors
Played in the project?

Because of the size ang importance of the project, the
Department has sought to develop good working relationships
with the principal vendor organisations at all levels. It was
apparent immédiately that such relationships should extend
beyond the conclusion of the tendering and contract negotiation
phase of the project. In each case, this has included regular
contact not only with senior management of the Australian
subsidiary but also with the parent organisation. This type of
relationship. is necessary with a major and complex computer
project where there are many contingencies, changes in
schedules ‘and other events during the course of the integration
and development of the purchased products into a successtul,
working computer system,

A further aspect to the development of the relationships
between the Department and its suppliers of software and
hardware is that where the Department becomes a very major
customer of a supplier, there is an opportunity to influence
the strategic direction of that suppliers product
development. The Department has sought to ensure that its own
interests are Properly represented in this regard.

The Department would strongly recommend to other organisations
contemplating major computer te-equipment projects that they
ensure that they establish similar management contact with
vendor organisations.

CSO STAFFING AND THE USE OF CONTRACTORS

10 What steps did the Department take to alleviate the chronic
CS0 staff ghortage?

The Department's difficulties in this area can be attributed to
two main causes:

a) the Sttar.pla_n ADP environment provides skills and
experience which are in high demand ip the industry.
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There is, therefore, a high attrition rate to highly paid
private sector employment. and to other Departments;

b) a service-wide shortage of suitable applicants - for CsoO
positions. The shortfall has been worsening since 1981.

DSS made representations to the Public Service Board about the
problem and, 1last year, the Board made changes to the
arrangements applying to the recruitment of CSOs. These
changes enabled the Department to conduct its own campaign to
recruit ADP graduates. . .

To capitalise on the changes in recruitment arrangements, the
Department seconded a senior officer to act as the CSO
Recruitment Advisor. We developed an information package which
explained the Department's operations, promoted the
opportunities in our unique ADP environment and gave
information about Canberra and the Public Service. The
information was sent to every tertiary campus in Australia that
we thought would produce ADP graduates (65 in all). We visited
most of the 43 institutions which responded to the information
package and participated in their careers weeks. We also
advertised in publications such as Hobson's Graduate Outlook.

The Department's efforts have been remarkably successful. We
are one of the four Departments to have completely filled their
requirements. (The other three required 1, 2 and 8 CSOs
compared to our requirement of 70.)

our efforts for the coming year will centre on maintaining this
momentum and training our new CSOs.

11 Why did the Department not seek a major establishment
review in the period 1984-86 instead of employing 70-80
contractors in each of those years, particularly as the
development peak has not yet occurred?

We doubt if this would have been a useful strategy, for three
reasons:

1 As mentioned in our answer to Question 10 above, there were
no more CSOs to be recruited - even if we had been able to
obtain additional AOSL. For example, 1in 1985/86 the
Depattment sought 50 new staff at the CSO 1 level. We were
allocated only 17. There were also numerous vacancies at
all other CSO levels which proved difficult to £ill. Thus
contract labour was the only labour available.

2 Contractors have always been an important part of our
overall staffing strategy for Stratplan development work -
as discussed in the 1981 ADP Systems Strategic Plan.
Indeed, contract labour is very effective for development
work as highly specialised personnel may be engaged and
their tenure need be for only the duration of specific
tasks.
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3 There was a Government decision in 1981 that ADP

develo N
8m:mrsnnent: work should be contracted out to the private

The question implies that there is ha signifi
development peak facing us. This is incorrecgt.lflcsacr;:zt:p?::
developmgnt‘ work reached a plateau in 1984 as Mission 1 was
approaching completion. This plateau will continue until the
remalning phases of On-line Benefits Processing are complete,

12 What is the projected cost of contract
statf for
completion of Stratplan development and, in particular, :2?
the on-line benefits "processing component?

g;zatplan work has  merged with our production environment.
erefore, it is peither possible nor reasonable to separate

Ezgzgpla%h:e::éoi)mentc f:fom other development and maintenance

t .. al cost of contractors for all -

1s estimated as follows: APP-related work

1886/87 $6.84
1986/87 $5.0M
1987/88 $ 4.5 M
1988/89 $3.0¥

We will require the following contract 3 ;
1 " M ors for On-line
Processing work until it is implemented : ne Bemefits

Online Benefits Processing access programs 1
Pensions Migration prog g :t:gg
Database development 5 staff

13 What delays to Stratplan can be associated di
h directly t
difficulties in acquiring suitable ADP staf£? Yo

A wide variety of scarce skills has been required i

implementation of Stratplan and associated ADP dcivelcpme]}nnt:s uilrex
the. Departnment, The Department has experienced a contirual
drain of these resources through losses to private enterprise
gnd 'oth'ez departments as well as necessary diversion to urgent
initiatives, after the initial period of intensive training.
Each loss, particularly of applications development staff, has
gontnbuted to the delay in On-line Benefits Processing
evelopment. However, it is not possible to associate directly
a pa:t}cula: statf shortage to a specific component of the
de}ay in development. Where we have lost an experienced and
skilled staff member the time to recover is not simply‘
determined by the tin}e taken to replace that staff member.
There is also a learning curve that depends. on the background
and skills of the replacement. Nevertheless, it is clear to
::x;:g:ger;\;aftthat‘ hadi wWe sustained a lower rate of 1loss of

our princ
Pave e sratt advaicet:l.ipal applications development work would
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14 What has been the cost in nmanpower resources for the
stratplan applications developed to date, including both
Departmental and contracted components?

The applications development costs for Stratplan applications

developed to date are set out below. Of course, if the

Depactment’'s strategic direction had taken a Zorm other than

the Stratplan project, other development work would have been

necessary, including, for example, a replacement data eatry

system.

(1) Data Entry
Clerical Administrative Class 10 - 6 person-months

Clerical Administrative Class 9 - 16 person-months
Clerical Administrative Class 8 - 3 person-months
Clerical Administrative Class 6 - 4 person-months
Clerical Administrative Class 5 - 4 person-months
Word Processing Supervisor Grade 1 -~ 7 person-months
Computer Systems Officer Grade 3 - 6 person-months
Computer Systems Officer Grade 2 - 6 person-months
Computer Systems Officer Grade 1 - 17 person-months

Contract CSO 2 - 9 person-months

(2a) On-line Manuals

special Projects staff (S Clerical Administrative, 1 CSO)
- 74 person-months

Information Co-ordination Unit  staff (2 Clerical
Administrative, 1 CSO) - 10 person-months

User Services Staff (2 CSOs) - 15 person-months
Mainframe Systems Staff (1 CSO) - 6 person-months

Contract CSOs - 6 person-months
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(2b) On-line Information

(3)

Qn-line Information
Special Projects staff

Clerical Administrative Class 10 - § person-months
Clerical Administrative Class 8 - 3 person-months

Computer Systems Officer Grade 4 - 8 person-months
Training Staff

Clerical Administrative Class 8 - 3 person-months

Database Staff

comgutez Systems Officer Grade 3 ~ 3 person-months
Computer Systems Officer Grade 1 ~ 2 person-months
Manuals Production Unit

Clerical Assistant Grade 6 - 4 person-months

Word Processing

Special Projects staff:

Clerical Administrative Class 10 - 9 person-months
Clerical Administrative Class 8 - 7 person-months
Clerical Administrative Class 6 - 12 person-months
Word Processing Supervisor Grade 2 - 18 person-months
Regional Systems staff:

Computer Systems Officer Grade 3 - 6 person-months
Computer Systems Officer Grade 2 - 7 person-months
Computer Systems Officer Grade } - 7 person-months
State Personnel:

Clerical Administrative Class 6 - 8 person-months
Word Processing Supervisor Grade 1 - 22 person-months

Contract staff - 12 person-months
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(4a)

(4b)

(5

on-line Enquiry (Pensions/Overpayments development)
Specific to OLE:

Clerical Administrative/Computer Systems Officer staff
609 person-months

Restructuring of Income Security Applications processing:
Clerical Administrative/Computer Systems Officer staff
478 person-months

on-line Enquiry (U&SB, Client ID development)

Computer Systems Officer Grade 4 - 24 person-months
Computer Systems Officer Grade 3 - 48 person-months’
Computer Systems Officer Grade 2 -~ 84 person-months
Computer Systems Officer Grade 1 - 24 person-months
Contractors - 72 person-months

Clerical Administrative Class 10 - 4 person-months
Clerical Administrative Class 9 - 34 person-months

Clerical Administrative Class 8 - 30 person-months

~

Clerical Administrative Class 7 - 4 person-moaths

o
1

Clerical Administrative Class 7 person-months

ADMINS (Phase 1)}

Clerical Administrative Class 1l - 29 person-months
Clerical Administrative Class 8 - 9 person-months
Clerical Administrative Class 7 - 46 person-months
Clerical Administrative Class 6 - 38 person-months
Computer Systems Officer Grade 4 - 14 person-months
Computer Systems Officer Grade 3 - 15 person-months
Computer Systems Officer Grade 2 -~ 64 person-months
Contractor CSO 3 - 75 person-months

Contractor CSO 2 - 118 person-months
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1S Why did the Department decide to concentrate all its
development resources on the Migsion 1 products at the
expense of on-line benefits processing-in 1984-857

The major part of the development effort comprising Mission 1
products was the first step in On-line Benefits Processing.

To clarify our applications redevelopment strategy, the
critical operational issues facing the administration of this
Department in 1981 when we first sought Government approval to
call tenders and, more acutely, in 1983 were:

(1) replacement of the obsolescent equipment running near
capacity; and

(2) raising the standard of client service provided by our
regional offices (which could be done cost-effectively
only when new equipment was in place). -

These were the considerations that guided our applications
development strategy. Since one of the primary purposes of the
Stratplan project was to raise our then declining c¢lient
service levels, it was clear at the key planning session (in
August 1983) which set our redevelopment strategy that the
optimum development path to achieve the objectives of the
project. as set out in our submissions to Government would
require the delivety of an on-line engquiry system as early as
possible,

There was never a stage when the Department decided between
proceeding to OBP immediately and proceeding to OLE and other
Mission 1 products first and delaying OBP. The Department's
development path for its income security applications has
always been an integrated one in which OLE has consistently
been an initial phase. We regard OLE as the first phase of
on-line benefits processing, a phase which has:

(1) delivered maximum operational benefit to users in the
regional offices - and thus to clients - at the earliest
time with minimum risk;

(2) given us the necessary experience. in developing and
maintaining our income security databases;

(3) given the greater proportion of Departmental staff the

opportunity to use VDU terminals for performing their
regular duties.
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eg the Department. now consider that its allocation of
16 Eﬁele dcvelpopment resources has been in its best

interests?

isi i -line
Yes. The decision to proceed first to develop an on
enquiry system is explained above. The other Mission 1
products were selected for the following reasons:

(1) The new data entry system was a sine qua_non of the
re-equipment project;

(2) The word processing product add:esse_d a very urgent need
to improve, update and standardise client correspondence:

i i basis of
3) The on-line manuals product sought to improve the S
) assessment at a time of increasing legislative change: and

1 i ially available
4} Each was based on taileoring a commercia /i
¢ product and would, therefore, not dr.aw on OBP (ie OLE)
resources; they were not labour—i:ntensz.ve and would employ
persons with different sets of skills.

ESTIMATING REQUIREMENTS - TIME AND RESOURCES

17 Why has the Department consistently been unable to
estimate accurately the time and manpower requirements to
complete the various stages and componeats in the
development of Stratplan?

tment 3is puzzled by this guestion and is unaware.of
Eg: ll)):gfst for it. P"rhe Department has a good record of meeting
requirements placed on it by Government for new and amendmg
legislation where the parameters of the work and the nature o
the technology are known. With a pro‘)eg:t the size of sr.r'atplgn
stretching over many years and involv;.ng new technolo_gles it
would be naive not to expect many contingencies. The issue is
then whether or not we have been able to continue to manage
both the project and our ongoing zes‘ponsa.bllxr.les
satisfactorily in the face of these contingencies. As the
Committee would be aware, the Australian Audit Office h:as been
conducting regular audits of Stratplan in accordance with the
Committee's recommendations in its Report 225 of October 1984é
Last year an Audit Office review covering the progress o
Stratplan from its inception concluded that:

i - i the project,
1 in respect of the re equipment aspect of €
W after taking into account various external influences,
that Office '...considers the present rate of' progress
towards re-equipment to be generally satisfactory':

(2) in respect of applications redevelopment, again after

taking account of the various factors, '...the present

rate of progress is satisfactory'.
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A copy of advice on these matters from the Audit Office isg at.
Attachment 2

MAJOR POLICY AND LEGISLATIVE CHANGES

18 What specific quantifiable impact. have policy and
legislative changes had on the timely implementation of
Stratplan?

It is not possible to quantify the total impact. Since
commencement of development of the Stratplan project there have
been many legislative and policy changes. A summary of
legislative change since 1980-8) is in Attachment 3.

Of all the legislative changes, two particularly have had a
significant effect on the timely implementation of Stratplan:
the Pension Assets Test and the extension of Rent Assistance to
Unemployment Benefit recipients.

The introduction of the Assets Test required the redeployment
of CSO and clerical staff from the Stratplan development
pProject to carry out major change to the then existing Pensions
system. The duration of the Assets Test project was 18 months
and involved 11 highly skilled CSO's and 7 clerical staff on a
full-time basis.

The original data base design under Stratplan did not
incorporate the concept of an Assets Test - hence the
development project itself was affected by the Assets Test with
the need to re-develop the database design.

The introduction of Rent Assistance for recipients of
Unemployment Benefit was a major legislative change that
impacted heavily on €SO and clerical resources and once again
staff had to be redeployed from. the development project to meet
the implementation timetable required by the Government. Key
persennel at senior levels were taken from the redevelopment
project for a month to complete the Rent Assistance task.

There have been a considerable number of policy and government
initiatives that have been introduced over the past four years
that have resulted in demands on changes to systems. While we
are in the development phase of Stratplan these changes impact
on the current (masterfile) environment as well as on the
development (Database) environment. Examples of such changes
are Pension Entitlement Review, Income and Assets Test
periodical reviews, Proof of Identity initiatives, Sole Parent
Reviews, etc. Collectively these changes have contributed to
delay in migrating the pensions system to a database
environment. During the last couple of years there has been a
concentration by Goveranment on targetting special needs groups
in the welfare sector and a general move towards removing
anomalies and tightening up review mechanisms as well as new
neasures designed to achieve savings to government.
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This has involved a heavy reguirement to maintain all systems. ATTACHMENT 1
This has meant that resources that would otherwise have-been
deployed to the Stratplan development. project were diverted to
other key Government commitments.
Y . STRATPLAN - COSTS ATTRIBUTABLE TO THE SECTION 28 AGREEMENT
19 Are these changes always totally unpredictable in their
effect? DIRECT INDIRECT
Policy and Legislative changes are normally well researched ASL $m ASL $m
before announcement. Resource requirements, associated costs, 1984/85
lead times, impact on system environments, etc, are generally
estimated accurately given the experience the Department. has RHCs 45.72 0.886
had in responding to constant legislative and policy -change. ‘ RSAs 32.30 0.825
However, attempting to predict policy changes years ahead is Rest Breaks 4.00 0.073
generally counterproductive. ] Training Relief 48.50 Q.965
’ TOTAL 130.52 2.749
1985/86
RHCs - 100.88 2.054
RSAs 65.59 1.759 33.29 0.893
Rest Breaks 17.00 0.325
Training Relief 29.62 0.619
Work Org Trials - - 26.00 0.544
TOTAL 213.09 4.757 59.29 1.437
| 1986/87
‘ RHCS 177.60 3.788.
RSAs 95.30 2.811 63.00 1.859
| Rest Breaks §3.50' 1.124
1 Training Relief 36.70 0.844
: Work Org Trials = - 56.00 1.288
TOTAL 363.10 8.567 119.00 3.147
i
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ATTACHMENT 2

AUSTRALIAN AUDIT OFFICE
AUSTRALIAN CAPITAL TERRITORY BRANCH
T & G Bulding, 39 London Circuil, Canbera City, ACT,

) GPO BOX 1552
mum'o“m Biatay"® CANBERRA 2601
trpooe ez 844120 TSLEPHONE: (062) 484713
TELEX: Code No, 61653
. ABE/2DL........ TELEX:CodeNo 61653 ot

30 June 1986

The Secretary .
Department of Social Security
P.0, Box 1

WODEN A.C.T, 2606

REVIEW OF STRATPLAN DEVELOPMENTS

An Audit review monitoring the progress of stratplan .
developments has been completed covering the period from its

inception up to 30 December 1985,

Background to Review

The computer network re-equipment program, referred to
expensive and extensive system
into the Australian Public Service.
complex nature of this program it
was referred to the Joint Committee of Public Accounts (JCPA)
by the Government in June 1983 for monitoring and rgpo:t. the
first report of the JCPA (No, 255 in October 1984) included a
number of recommendations directed at ensuring tpatlstzatplan
was as far as possible, completed on sghedulg, withia cost,
and with its originally asserted benefits being realisead.

2.
as Stratplan, is the most
approved for introduction
In view of the costly and

3. One recommendation (No. 17} of the Report was that the
Department should report future progress and any prcblgms to
the Committee and to this Office, including discrepancies of
time or costs from the planned schedule, It was agreed
between the Committee, this 0ffice and the Department that the
following reports should meet the reporting requirements:

. A quarterly report on progress achievgd, of problems‘
whgch have arisen and the means by which they are being

addressed;
A quarterly financial progess report;

A quarterly implementation progress report;
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. Copies of documentation pPrepared on a monthly basis for
the Stratplan Executive Committee; and

. Copies of all communications distributed to staff
relating to Stratplan.

In its advice to your Department on 17 July 1985, it appeared

that the JCPA was of the view that the quarterly reports
should permit it to properly scrutinize Stratplan's further
implementation. To ensure this, specific information
requirements in respect of the financial and implementation
progress reports were detailed by the JCPA in the
abovenentioned advice,

Review Objectives

4. The principal objective of this review was to monitor
the progress of Stratplan developments as detailed in the
various reports provided by the Department to the JCPA and
this Office. The review focused on identifying problems in
implementation and discrepancies of time and costs from the
planned schedule,

5. A supplementary objective was to review the adequacy of
the quarterly progress reports received to date, in terms of
form and content, Consideration was therefore given to the
accuracy and completeness of information contained in the
Eeports and to the usefulness of the information in the
reports in their present format.

Review Findings

6. The review findings, as they relate to the above
objectives, were represented to the Department at an interview
conducted on 18 June 1986, Those in attendance were from the
Department, Messrs D. Rowlands, L. Mathews, G. Fry,

R. Emerton, N. Michel and A. Scerri; and from this Office,
Messrs M, Owens, K., Gallasch and A, Greaves. The audit
findings incorporating the results of the above discussions
are now represented formally for your consideration and
comments where indicated,

Project Management

7. Audit considers, in terms of the review objectives,
that the overall management of the project is basically sound,
particularly the structure of the management organization

i.e., the creation of National and State Co~ordinator
positions and the establishment of the various committees),
which facilitates the communication of problems in the
implementation of Stratplan to a level commensurate with that
necessary to resolve such problems.
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Stratplan Progress

8. The progress in the implementation of Stratplan was
reviewed against a definition of Stratplan formally endorsed
by the Stratplan Executive Committee in November 1984. This
read, inter alia, that Stratplan would be considered complete
when the hardware and software approved in June 1983 is fully
accepted, and the following end-~user products are delivered
nationally: Word Processing, Data Entry, On-line Manuals. and
On-line Enquiry for Income Security Systems progressing to
On-line Update, The 4 year timeframe approved by Cabinet
(i.e. to the end of 1986/87) was used as the limit against
which to rate progress towards completing Stratplan as defined

above.

9. Based on current projections it is considered unlikely
that Stratplan, as defined above, will be completed by 30 June

10. Specifically, the re-equipment of offices is projected
to continue until at least the end of 1987, From information
received by this Office it appears that the primary reasons
for this slippage are the addition, by Government decision, of
62 offices to the number originally contemplated when
Stratplan was approved by Cabinet and protracted delays in
obtaining a suitable mainframe site in Western Australia,

Your officers have also advised that the Department is
dependent on external agencies (viz. Department of Housing and
Construction and Department of Local Government and
Administrative Services) for the fitout of offices prior to

re-equipment,

i1, In the light of thes2 external influences this Office
considers the present rate of progress towards re-equipment to
be generally satisfactory.

12, The provision of all of the Stratplan "products®
referred to in the definition is also considered unlikely to
be completed by the end of June 1987. From reports ptovgded
to this Office it appears that the major reason for failing to
meet this deadline has been the shortage of skilled staff
available to the Department to enable development of the
relevant applications., An additional factor apparently
influencing progress in this area was the introduction of
further new Government initiatives (e.g., the Assets Tests),
In attempting to meet the planned deadline it is undegstood
that the Department has altered its strategy in relation to
the provision of various Stratplan products. In this regard
it is understood that On-Line Enquiry will be extended to
Client I.D. only, in addition to Pensions and Unemployment and
Sickness Benefits, Also, an infrastructure will be developed
to create a full On-Line Update system for all applications,
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but.initiallylgor only Family Income Supplement and Family
A;lqwances. Finally, that the migration strategy for Pensions
will be continued, -

13, This strategy is a significant departure from that
adopted in the 4 Missions defined in 1984 and as such is
considered to be the Department's response to the slippages in
implementation of the original strategic plan. This response
is -considered to be reasonable, and the present rate of
Progress satisfactory,

.

Form and Content of Reports

14, The content of the quarterly reports was reviewed
against the‘information,requitements detailed by the JCPa,
ba§ed‘on the assumption that these reports were to be the
bPrimary source of information utilized by the JCPA and this
Office for monitoring progress. a comparison of the
information presented in the reports and that requested,
revealed that the Department was not, in the view of this
gffxce, providing the level of detail requested, particularly
in respect of the Implementation Progress Reports. From
dxscuss;ons with officers of your Department it was
ascertained that this was a conscious decision, based on the
Department's assessment of the information requirements of the
JCPA and that it has not adversely commented on the content of
repo;t§ received to date, It is also recognised that the
detailed information requested in the quarterly reports is in
fact provided in a different format, viz in the monthly
reports submitted to the JCPA and this Office. Because of
this supplé@entary information, the detail in the quarterly
reports, while not complying with the initial JCPA request is
ggg§égered adequate for the monitoring role assigned to this
ice,

15, In respect of the Financial Progress Report it is
understood that certain items of expenditure are arrived at by
either a percentage allocation by a global figure, or simply
as a balancing item in the case of Ongoing Costs (referred to
as Non-Stratplan Equipment), It is understood that while the
percentage allocation is the best estimate able to be provided
by.the Department, there is no guarantee that it is accurate,
This raises the question of the usefulness of the information
provided. Particulary, whether the non-capital expenditure
f;gures are based on actual expenditure. From discussions
with officers of your Department it is understood that while
the present years figures and forward estimatés are subject to
this allocation process the historic costs attributable to
each of the categories requested by the JCPA is able to. be
accurately determined. It is therefore suggested that
financial year end reports would provide more accurate
information regarding the total cost of the project on a year
by year basis.
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APPENDIX B

Letter to JPCPA from the Public Service
poard of 31 March 1987 in response to
written questions from. JPCPA




OFFICE OF THE PUBLIC SERVICE BOARD
MCLACHLAN OFFICES
National Circuil, Canberra, AG.T. 2600 , Tetepnone 72 3977

Aelerance: 85/209

31 March 1987

At

Mr M J/T;1berg

Secretary

Joint Committee of
Public Accounts

Parliament House

CANBERRA. ACT 2600

Dear Mr Talberg

I refer to your letter of 12 March 1987 to Dr Wilenski,
requesting comments on a number of issues connected with the
Stratplan inguiry. 1In particular, you asked the Board to
consider questions 10-13 of your letter of 24 February to

Mr Volker.

The Board would wish to comment in relation to question 10
only and offers the following remarks:

What steps 3id the department take to alleviate the
chronic CSO staff shortage?

In 1986 the Board reviewed its CSOl recruitment
process and allowed departments to make offers of
appointment directly to students on campus. This
appears to have been the basis for an improved
recruitment result for the APS in 1986. Only 194 ¢SOl
positions were filled in 1985 out of a requirement for
416; in 1986 351 out of a requirement of 476 were
filled.

To complement the new recruitment procedures of this
campaign the Department of Social Security increased
its campus recruitment efforts and as a result was
able to satisfy more than 97% of its requirement for
new CSOls.

It is understood that private sector employers of
computing graduates were not as successful as usual in
recruiting graduates as a cesult of the public
service's more direct approach.



If you have any questions concerning the Board's response,
please contact Peter McIlwain, Acting Director, Research and
Secretariat on 717596.

Yours sincerely

(prss Doy

Martin Bonsey
Acting Secretary
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Services (undated) in response to

written questions from JPCPA
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* 9
DEPARTMENT OF LOCAL GOVERNMENT

Sl AND ADMINISTRATIVE SERVICES
OFACE OF
THE SECRETAAY . Canbarra House,

Marcus Clarke Streat. Canbema City, AC.T. 2601

l

L
Mr M.J. Talberg
Secretary
Joint Parliamentary Committee of
Public Accounts
Parliament House
CANBERRA ACT 2600

Dear Mr Talberg

Your Commmittee has asked the Department of Social Security a series of
questions associated with the Committee's proposed third report on Stratplan, and
has asked me to comment in relation to the issues raised in questions 5-7. I
apologise for the delay in responding.

My Department is not aware of any delays caused to Stratplan by problems
associated with the provision of accommodation. It is important to note that
Stratplan was a new concept in relation to office accommodation and
consequently required a major co-ordination exercise to ensure that the often
significant lead time assoclated with the provision of accommodation was taken
into account in implementation planning. This co-ordination was managed by a
joint working party drawn from the three departments involved with the
accommodation aspects of the project.

A brief description. of the funding processes for the provision of accommodation
will help provide an understandmg of the role of my Department in relation to
Stratplan. Each year in the Budget, Government approves program cover for
urgent and essential civil works, new leases, and associated fitout to service
continuing requirements and new initiatives. Invariably, in addition to these new
programs, other equally urgent and essential new lease, fitout and civil works
requirements arise during the year. These latter requirements are often funded
through savings from other accommodation projects, or by clients, or by
additional program provisions agreed by the Minister for Finance. When
additional fundmg is not provnded, then the provision of the dation must
await the next Bud, probt arising from this process wers dealt
with as they arose through the joint working party.

There was no management problem m co-ordmatmg activities between the
gencies involved b formal co-ord| were set in place
early. Following the Government's approval of Stratplan my Department, the
Department of Social Security and the Department. of Housing and Construction
established a joint working patrty to monitor and controtf the accommodation

105
w2



2

aspects of Stratplan-implenientation. The working party,. which included: senior
SES officers of each depn:tment, met regularly to plan and manage the funding

and pr of fon for Stratplan, and were able to avoid potential
delays.

Yours sincerely

{G.G. Glenn) o
Secretary . .
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M Department of Housing and Construction

!-,QUETRALXQ "3

In reply plaane quote D86/1545
ontact

Secretary

Joint Parliamentary Commi t e
of Public Accounts

Parliament House

CANBERRA ACT

Dear Mr Talberg,

Thank you for your recent letter to the Secretary Seeking
our comments on questions you had raised with the Department
of Social Security regarding their's:ratplan‘ptoject.

This project has' involved work on some 300 Sites in a1
parts of Australia and although some problems have been

ed with specific sitas, Progress overall hag in
Qur opinion been quite satisfactory.

Our' comments on the matters YOUu have raiged regarding site
Preparation are ag follows

S} What delays were caused. to stratplan‘by Problems in site
dcquisition ang commissioning:

With regard to the actuyal fitting out of leaseq
Premises to allow implementation of this project the
Wwork has to a large extent broceeded on schedule,
Those pProblems that have cauged delays have been
specific to individyal sites and have not affecteq
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Centrat Office
470 Northbourne Avenue, Dickson ACT 2802
PO Box 111 Dickson ACT 2802
Telephone; (082) 438117, Teiagrams: COCON, Tetex: 82441,
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Delays were also experienced on two sites in the ACT due
to the fact that the developers of the buildings in
question did not have construction of the building shells
far enough advanced to allow commencement of fitout on
schedule.

6) What roles did the Department of Local Government and
Administrative Services and the Department of Housing
and Construction play in generatirg and resolving these
problems? .

and

7) Was there a management problem in co-ordinating
activities between the agencies involved?

The complexity of the Stratplan project and the consequent
need for careful consideration of all its aspects was identified
during the early planning stages. To snsure that. the
fullest possible consultation took place project officers
were identified in the Departments of Social Security,
Local Government and Administrative Services and Housing
and Construction. Regular co-ordination meetings were

held between these officers at both Central Office and in
particular regional level to ensure that potential problems
could be identified and resolved without delays being
incurred to the work involved. To a larxge extent this
succeeded with delays to the actual commissioning of the
majority of offices being minimal.

Q.M. Kent

First Assistant Secretary
Civil Programs 2

G May 1987
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B Department of Social Security

P.0. Box 1, Woden ACT 2608 Telephane: 844300 Tetax: 62143

OFFICE OF THE
SECRETARY

6 May 1987

Mr M.J. Talberg,

Secretary,

Joint Parliamentary Committee
of Public Accounts,

Parliament House,

CANBERRA, ACT. 2600,

Dear Mr Talberg,

Submission Relating to Public Hearing on Stratplan

Enclosed for distribution to Committee members prior to

the public hearing is 4 submisszen'covering the topics
notified to us in Your letter of 231 April.

Yours sincerely,

fat_

{D. VOLKER)
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JOINT COMMITTEE OF PUBLIC ACCOUNTS
STRATPLAN - DEPARTMENT OF SOCIAL SECURITY RE-EQUIPMENT

SUBMISSION TO HEARING OF 8 MAY 1987

The Committee has requested the Department's attendance at a
hearing and has indicated that the principal topics to be
addressed will be:

. industrial relations
. applications development
. . €S0 staffing and the use of contractors.

These topics are discissed in this submission. Information
regarding the current staktus of the Stratplan project is
covered in documents provided on a regular basis to the
Committee and a summary outlining progress to date against
objectives will be available in an Opening Statement.

1 INDUSTRIAL RELATIONS

1.1 buriang its hearings on Stratplan in 1984 the Committee
examined in detail the Department’s handling of
industrial issues up to July of that year. It is not
intended to go over that ground again but to note, as
shown in Committee Report 225, the high level of
attention given to industrial issues by the Department
in the period up to 'that point. Chapter 7 of the
Committee Report 225 contains a chronology of major
industrial events that occurred from the time the
Government approved the concept of Stratplan in
December 1981 to July 1984, The chronology covered
the number of meetings which took place between the
Department and unions to discuss Stratplan during this
period. ) |

i
l
|

1.2 After July 1984, the Department and the Minister
continued to meet the unions in an effort to settle
the outstanding issues and enable Stratplan
implementation in Regional offices to proceed. In
September 1984, industrial action aimed at Stratplan
was intensified. ACOA members in the Department voted
to impose a series of bans to hinder implementation.
These bans were additional to bans imposed by APSA in
April 1984, In October 1984 the Department and the
Public Service Board concluded that the only avenue
available to have the bans removed was to seek the
intervention of the Conciliation and Arbitration
commission. This dispute was brought before the
Commissioner on 19 October 1984.
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1.3

1.7

The Department, the Public Service Board and the
unions reached agreement through Commission sponsored
negotiations and all bans were removed in November
1984, The agreement with the unions was certified by
the Commission in January 1985 and a copy is at
attachment A,

?he Agreement covered the following aspects of
Stratplan and Associated ADP Developments®:

. Retrenchment (an understanding that there will be
no retrenchments)

. Redeployment and Retraining

. Examination of staffing impact
. Standards for site preparation and office fitout
. Eyesight testing and provision of spectacles

. Radiation Testing of VbUs
. Work organisation,

The Agreement also listed 30 Regional Offices that
were to be scheduled for site completion by March 1985
when there was to be a month's break in implementation
to enable assessment of performance.

The Agreement, together with the supplementary
agreement noted in 1.6 below, has established a firm
base and allowed implementation to proceed without
further delay related to Stratplan industrial issues.

During April and May 1985 the Department and.unions
reached a further agreement to trial alternative work
organisation arrangements as provided for in clause
12(d) of the Stratplan agreement,

In September 1985, the Department in consultation with
union representatives developed an industrial
demogracy plan as required by Section 22(c) of the
Public Service Act, This plan formalised the
consultative processes with the unions and committed
the Department to establish a forum to discuss:

. changes in equipment including machinery and
computer based equipment and materials; and

. the development of new or very different methods
of operating equipment (eg through changes to
software or processes) and major changes to
methods or procedures.
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These consultative processes have subsequently been
applied to a wide range -of technological change
initiatives. Within this technological change forum
particular attention .has been given to_introduc;ion of
the on-line update facilities for On Line Benefits
Processing (OBP)}. The Department has thus kept the
Unions informed on progress with OBP and has provided
them with copies of the design specifications. The
Unions were encouradged to offer comments.

In addition, efforts have béen made to involve union
representatives in workshops and p:ototyge‘ .
demonstrations of the on-line update facilities
conducted in our State Offices.

In February and March 1987 senior union
representatives were given a detailed brxeglng on OBP
and the proposed timetable for implementation. On

15 April 1987 the National Secretaries of ACOA anq
APSA were invited to have an active and constructive
role in the activities of a group of people who Vlll
be examining workflows, clerical procedures and job
design options for OBP.

The Department also has a poligy of ensuring‘that
representatives of staff who will eventually use a
system participate in the development teams for tyat
system, This, together with the formal consultation
process, has ensured that the products and facilities
offered to date have a very high level of acceptance
with the majority of staff, The impacg og,yhe on-line
facilities provided to date has peen significant and
the Department and unions recognise the even greater
impact that the introduction of onTline update
processing will have., Job design is seen as very
important if the potential of the new sy§tems is to be
exploited fully, The Integration of Office Basgd .
Classification Structures in the APS should assist in
providing effective and efficient work mixes and more
satisfying jobs for our staff.
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As regards the ADP technical and user environment in
August 1983 in the Department of Social Security,
technically, the ADP environment was late 1960's;
more importantly, clerical staff had no exposure
whatever to keyboards or screen based technology.

It was in this context that the Stratplan applications
development strategy was determined. The objectives
which underpinned this strategy included:

. providing a clear focus for early achievement to
arrest the trend of eroding client service
evident at the time as well as providing major
improvements in conditions for Regional Office
users;

. introducing users to the new technology in a
non-threatening way;

. minimising the risk of failure associated with
moving the Department's operations (technical and
user) into a totally new ADP environment; and

. most importantly, ensuring that the overall
thrust of the Stratplan applications development
strategy was directed toward the achievement of
full On-line Benefits Processing (OBP) in the
shortest possible timeframe.

Stratplan application: developments and implementations
to date have been consistent with these objectives,
Most significant Stratplan projects are either
directly related to 0BP, position us ready for OBP or
make a large contribution to OBP.

Specifically:

. On-Line Enguiry (OLE), the first major Stratplan

product, gave us quick results with substantial
benefits for both users and clients. It exposed
users to online systems. in a non-threatening way
(difficult to make a mistake - impossible to make
a mistake with any consequential bad effect),
gave them keyboard skills and allowed them to
adjust and see for themselves the effect that
online updating might have., It introduced
computer centres, applications
developers/maintainers and technical staff to
online database technology in a relatively safe
non-critical way,
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In addition, OLE is clearly a major step‘tow§zds
OBP. The two major elements of OB? are on-line
benefits enquiry and on-line benefits updating.
OLE goes a significant way to satisfying the
on-line benefits enquiry element of OBP;

On-Line Manuals/On-Line Information(QLM/OLI),
while also catering for non-Income Security
Systems text, is largely geared‘towards.soc1al
Security legislation, procedures and guxdes'and
will form part of the integrated 'user helg
facilities of OBP, Again, it has also a551§ted
in introducing users to on-line technology in a
non~threatening way.

tandard letters aspect of the Word :
g:zczssin {WP) product introduced usérs to online
seIectlon;composition of Income Security Systems
(ISs) advices. It is a forerunner to the
eventual integration of ISS data processing and
1SS word processing in the integrated advices
project.

The Data Entry(DE) product, a necessary
development for the new equipment, is related to
the OBP objective in two ways: 1gtro§ucing users
to form-like transactions and satisfying the need
under OBP for a viable DE system for bulk
transactions.

Security facilities thus far developed are
sufficient for controlling access to'ex1st%ng
products. However, they are not adequate in phe
OBP environment. In establishing the appropriate
security environment for OBP it has been
necessary to develop the Personnel anq .
Establishment stream of ADMINS to facilitate
security maintenance (maintaining security
profiles for system users). These ADMINS
facilities are a prerequisite for development of
the security system for OBP and, therefore, the
provision of these ADMINS products is consistent
with the overall objective of ensuring the
applications development thrust is almost totally
directed toward the achievement of OBP in the
shortest possible time. Other aspects of ADMINS
are more remote from OBP and, indeed, these have
not been given priority for development.
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. Migration of Pensions data to a database
environment 18 a rect step towards OBP, giving
us experience in the batch processing of
databases and using the new financial, system,

audit and run conkrols necessary in an online
database environment,

. Finally, most of the technical infrastructure -
mainframe, communications, WANG/VS, terminals,
mainframe and WANG software - are a prerequisite
for OBP implementation.

The pictorial representation (Attachment B) gives a
broad overview of how Stratplan applications
development, both achieved and planned, contributes to
the attainment of OBP, Attachment C summarises. the
costs of these OBP developments represented in
Attachment B,

In summary, the Department is confident that all the
original objectives for Stratplan applications
development have continued to be satisfied. Early
gains in the areas of client service and user
conditions have been achieved; through the
incremental (and low risk) approach adopted, both the
user and technical Stratplan environments have been
successfully established; and the overall thrust of
developments has been almost totally directed toward
the achievement of full On-line Benefits Processing,

The remaining question to. explore is whether Stratplan
applications development could have been achieved in a
shorter timeframe.

An issue that is particularly relevant to this
question is the overall rate of change the
organisation, both in a user and a technical sense,
could be expected to absorb successfully.

In the context of the total level of change impacting
on the Department since 1983 the Department is more
than satisfied with the progress made with the
implementation of Stratplan products.

This high overall level of change has resulted in some
slowing of achievement particularly because
development resources have had to be used at times to
implement Government initiatives, In addition, this
level of change significantly reduces the ability to
absorb Stratplan change.
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2.12

2.13

2.15

subsequent revisions to. development plans havé meant
that timings of Stratplan staff savings have been
delayed,

Each time a government initiative is planied, it is
examined to See whether it can be used as an
opportunity to accelerate the introduction of OBP by
incorporating the initiative in the OBP plans.

Until now, this has not been possible because:

. until the first OBP system is implemented , or
until the data are on database, the risk of
making the implementation of a government change
dependent on OBP' is too highy

. the need to implement the Government initiative
simultaneously in all offices means that it
cannot be implemented at the same time as OBR,
because that too would increase the. risk of
failure of both OBP and the initiative; and

. the necessary Hardware and Software are still not
available in all States and Regional Offices and
therefore, it is physically impossible to
implement the change nationwide.

The other issue relevant to this question was the
ability of the Department to establish and retain a
high level of very scarce technical skills for
stratplan development..

With regard to this issue:

. a large number of staff has been réquired at a
time when there has been significant competition
for such resources. A high degree of
specialisation was necessary, leading to a
requirement for a great deal of coordination and
liaison for the Department - it led to an
enhanced meaning of "team work".

. staff recruited to the project often were new to
the Department, new to online database
technology, new to distributed networks and
almost ail were new to Model 204, the strategic
database management system to be used for OBP.
Therefore, extensive training of new staff was
necessary.
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. the Department as a whole needed to be
re~educated to a new culture in relation to its
systems -~ technical specialists used to: dealing
with extremely complex technical issues needed to
undérstand the impact a small mistake on their
part might have on possibly' thousands of users
spread across more than 200 locations.

. the increased pace of legislative and policy
change within the Department has led to skilled
resources being moved from OBP to initiatives as
mentioned above, As well as this, the
specification of the product being built has kept
changing, resulting in reworking the design,

- redeveloping the system or, in the case where the
system has been: built but not. yet implemented
Australia wide, building the change into two
versions of the system instead of one. An
analogy is the relatively high cost of change to
a specification of a building after construction
has started.

While early plans took as many as possible of the
above issues into account it is naive to think that
precise estimates can be developed without knowing the
design of the systems to be developed and the
resources available to build them in a constantly
changing environment. (Even a perfectly kept plan of
future: appointments will not necessarily enable
precise prediction of the number of kilometres a car
will be' driven in the coming week..)
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€SO STAFFING AND THE USE OF CONTRACTORS

Facing a large development task in implementing
Stratplan, the Department realised the significance of
the Review of Commonwealth Punctions (1981) which
included a decision that. ADP development work should
be contracted out to the private sector. This was
reflected in the 198] Strategic Plan. A Request for
Tender for contract services was prepared in addition
to the RFT's for computer hardware and software.

Contractors have always been an important part of our
overall staffing strategy for Stratplan development
work'. Contract labour is very effective for
development work. Highly specialised personnel may be
engaged and their tenure need be for only the duration
of the specific tasks requiring their skills., We have
continued to use contractors to:

. provide skills that are not available within the
APS; and
. assist in the timely completion of peakload tasks.

Contractors have played a significant role in the
effective implementation of Stratplan.

The. Department commissioned a consultancy to look into
the use of contract analyst and programmers in 1984,

A major finding of the report from this consultancy by
Jack Cohen and Associates was that contract
programmers are cost effective but are more expensive
than equivalent APS officers.

The use of contractors raises a considerable number of
issues, not the least being the attraction to APS
staff of the higher remuneration available in
transferring to the field, These issues are the
subject of a current study by the Public Service Board
and are not pursued here.

Much of the work in development of Stratplan and
support of its computing infrastructure is more
appropiately handled by APS staff. This is
particularly important if the systems are to be
supported operationally and maintained by staff with
the required skills. .
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However, considerable difficulties have been
experienced in recruiting CSO staff to Departmental
positions, For example, in 1985/86 the Department
sought 50 new staff at the CSOl level. We were
allocated only 17. There were numerous vacancies at
all other €SO levels which proved difficult to £ill.

DSS made representations to the Public Service Board
about the problem and, last year, the Board made
changes to the arrangements applying to the
recruitment of CSOs. These changes enabled the
Department to conduct its own campaign to recruit ADP
graduates,

To capitalise on the changes in recruitment
arrangements, the Department seconded a senior officer
to act as the CSO Recruitment Adviser. We developed
an information package which explained the
Department's operations, promoted the opportunities in
our unique ADP environment and gave information about
Canberra and the Public Service, The information was
sent to every tertiary campus in Australia (65 in all)
that we thought would produce ADP graduates. We
visited most of the 43 institutions which responded to
the information package and participated in their
career weeks. We also advertised in publications such
as Hobson's "Graduate Outlook".

The Department's efforts have been remarkably
successful. We are one of the four Departments to
have filled their requirements completely. (The other
three required 1, 2 and 8 CSOs compared to our
requirement of 70.)

ou; efgogts fo; the coming year will centre on
maintaining this momentum and on training of new CSOs.
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ATTACHMENT A

N

f—.——-——Department of Social Securit

STRATPLAN
AND

| ASSOCIATED ADP DEVELOPMENTS
AGREEMENT WITH STAFF ASSOCIATIONS |
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Agreement by Consent

1. Title

This. agreement shall be known as the Department of
Social Security (Introduction of Stratplan and

Stratplan

New South Wales equipped Regional
Offices.

By 31 D 1986, extend Mission

ADP developments} Agreement 1984.

2. Arrangement

Clause
Amangement
Date of Operation 1
Definitions 4
Examination of Statfing Impact of Stratplan
and associated ADP Developments 8
Eyesight Testing 10
Inconsistency with Acts, Regulations,
et cetera
loave Reserved
Parties Bound
Radiatlon Testing of VDUs

and F
Retrenchments
Site Preparation and Office Fitout
Title
Work Organisation

3. Parties Bound

This Agreement shall be binding upon the Minister for
Social Security, Department of Social Security, Department
of Housing and Construction, Public Service Board, the
Administrative & Clerical Officers’ Association (Austratian'

Clause No.

-

-

BavoavwZoia

and the jian Public Ser-
vice Association (Fourth Division Offi cels), in respect ol
officers and employ ployed by the Dep
Social Security.

4, Definitions

In this Agreement:
Assoclaxxons” means the Administrative & Clencal

and me Australian Pubhc Service Association (Fourth Divi-
sion Officers);
Board means the Australian Public Service Board;
means the D of Social Security;
'S!aﬂ" means a person appointed as an officer or engaged
as an employee pursuant to the provisions of the Public
Service Act employed in the Department of Social Security
who Is a member of the Association, unless otherwise
stated in the Agreement;
*Stratplan and associated ADP developments” means the
following ADP de-vetopmem pm‘ects as defined below
by D of Social

Security bewveen 1984 and 1990:

Stratplan By 31 December 1984, implement word

Mission 1 processing, data entry, online manuals
and online inquiry, as appropriate, in
Central Office, State Headquarters and
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Mission 2:

Stratplan
Mission 3:

Prism 2:

1 products to all locations In alt States.

By 30 September 1985, Implement
online person-data update for Income
Security applications, & Subsidies
Information System, and basic
adminisirative systems in the first
locations; and by 31 December 1986,
extend the implementation of these
products to all locations.

Reports quanmaﬂve and qualitative data
from D

Elelated
[nformation
System for

P Systems on the
\lmehness and accuracy of Income
Security processing. Reports are
generated by office and State for each

Prism 3:

FMIS 1

FMIS 2:

FMIS 3.

ADMINS 1

ADMINS 2:

level of with data selected
to meet the needs of managers at
those levels.

The process of transferring Prism to
Stratplan facilities. in accordance with a
transfer strategy to be developed.

The Facilities Management information
System records and monitors
information on the computing faciiiies
acquired by the Department under
Stratplan:

® Details of contractual agreements
and obligations;

® Details of ordering, delivery,
installation and acceptance of
computing facilities;

®. Details of upgrades/enhancements to
hardware, software, network
configurations, et cetera,

Record and monitor financial costs of
acquisition/maintenanceichange of
computing facilites.

Record all problems associated with all
computing facilities, including their
cause, impact and resolution.

® Record organisational data on
positions;

& Record personne! particulars,
connecting people and positions and
reflecting staft movements;

® Provide basic information to suppont
HURBS;

@ Record attendance at training
courses and assess demand by course

'Syt’::pcn financial and budgeting
tunctions of Departmental
administration, involving:

[ Expeﬂditur:,a1 estimates;

. ¢ >

ADMINS 3:

Record
Management
ystem:

FACTS:

Online debt
Recovery:

CET.

Integrated
Audit Facility:

Electronic
Mail:

Sis

SiIs 2

CRS Client
Recards
System:

Soclal Work
System:

OCEC Stats:

Data base
becomes
Primary Fila
(Mission 3):

¢ Qttalning tender quotes;

® Selecting suppliers;

# Contract maintenance;

® Purchase ordersireceiptsiinvoices.
Support the procedures involved in:
® Planning/manitoring acquisitions of
or alterations to DSS offices;

® Receipt, issue, location and
stocktaking of stores and assels,
Implement' a Records Management
System for Registry in Central Office
and SHQ.

Implement a system for automating
manual accounts processing SHQ and
Improving financial administration in
Central, State and Territcry Offices of
the Depanment.

Implement online debt recovery
nationally.

implement first courses using computer-
based training. CB8T'is an application of
computers to the learning experience
using:

o Computer Assisted Instruction —
teaching skills and aiding practicing and
overview of achievements;

& Computer Managed Instruction —
diagnosis of trainees’ strengths and
weaknesses, prescription of leaming
activities and monitoring of learning
activities,

An audit tool which will assist in the
rmonitoring of ADP processing 1o ensure
that the internal controls are operating
effectively.

A system (or distributed message traffic
throughout the network.

Complete the design and extension of
existing subsidies information system
nationally.

Cnnven subS(dxes information: system to
Mode!

Deve!op a data base system which
records data on clients of the:
Rehabilitation service.

Design a data base system for
recording the details of clients, work
programmes, social welfare agencies
available and to produce management
statistics.

Implement Office of the Commissioner
for Employees Compensation statistical
em.

Client benefit information will no longer
be stored on the tape-based masterfiles
and then copied. to the OLE data base
-~ instead'the data base will be directly
updated by the existing batch
application systems.

Person Data  Currently a copy of the information

Update necessary to [dentify clients of the

{Mission 3 D (and their is
stored separately with the details of
each benefit they receive. Duplicate
records will be combined and online
ypdating will be possible for basic
identification data, ie, name, address, et
cetera,

Contact Where appropriate, Appeals, Freedom of

Registration:  Information requests, letters from clients,
and other written. contact with the
Department will be recorded on receipt.

National: DSS staft will be able to initiate an

Index: autornatic search of all Siate data bases
to determine if a person claiming for
benefit is known to the Department.

Circum- This facility will allow client

stance circurnstance data (details of

Updats: dependants, study, employment, medical'
certificates, et cetera) to be entered,
edited and updated in one step. Errors
in the data will be detected and
corrected immediately and staff will
have access to the most up-to-date
Information.

Eligibility/ The facility will allow the input of

Assessment  eligibifity and assessment information by

Data Update  assessing staff through the terminal.

(Stage 1) This data (type of benefit, review details,
et cetera} will be edited and corrected
where nacessary, then stored on the
data base.

Eligibitity! This stage extends to the direct input of

Assessment  more complex aspects of eligibility and
Data Update  entitlement assessment including'
(Stage 2): arrears and overpayments.

5. Inconsistency with Acts,
Regulations, et cetera

This Agreement shall be read in conjunction with the Public
Service Act and the C:
ment and Retirement) Act, and any regulauons or de!er-
minations made under or pmsuam to mose Acts. Where
the said Acts,
with the provisions of !hls Agreement, lhe latter shall
prevail.

6. Retrenchments

The Minister for Social Security and the Department under-
take that there will be no retrenchments of stafi caused by
the introduction of Stratplan and assaciated ADP
developments.
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7. Redeployment and
Retraining Procedures

The Associations agree to lift work bans to allow installation
and implsmentation' of Mission 1 products in regional of-
fices scheduled for site complation to 1 March 1385, The
Department considers that this will be between 25-30

felevant Association as well as an officer of the
Department, both of whom must not have had
prior Involvement in the case;

(6) should the Committee of Review be unable to
reach an agreed position on the matters, the
Dapartment would accept as final the view of an
independent arbiter, satistactory to both the
o] and the

dependent on Department of Housing and Cq
being maintai An indicative fist of these of-
fices is at Annexure "A” of this Agreament,

Voluntary Redeployment

() The Department assures Associations thaj redeploy-
ment will ba voluntary as far as possible;

() Whee it becomes necessary for the Oepartment to caff
for voluntary redeployment batween offices of the
Department or within offices ot the Ogpantment, the
Oepartment undertakes fo consult with the refevant
State 8 of the ions as 1o fo
be followed prior to redeployment action being taken in

any office,

Compulsory Redeployment_
(¢) Should the need arise for compulsory redeployment,
the Department undertakes that:

) staff will not be required to move domicile as part
of any redeployment process;

@  there will be no compuisary transfers of staff bet-
ween a counlry town of country city 10 a
metropolitan area or to another country town or
country city;

(i} in any consideration of the need to compulsorily
transfer any individual statf;

(1} each case shall be considered on its merit,
taking into account:

® excessive travelling time;

® extra costs;

® availability of public transport;

® individual staff's' personal circumstances.

(2) individual staff who would be required o trave!
for a single journey at the new location in excess.
of 33 minutes (offices in Sydney and Melbourne)
or 22 minutes (offices in other. State Capitals)
would not be compulsorily transterred to that
location unless the staft member voluntarily in.
dicated to the Department that the required
travelling time was acceptable {travelling time wilt
be determined using official public transport
timetables);

{3) each affected individual statt shall be advised
before & decision has been reached and

® invited to express a preference should a
aumber of passible options for transler exist;

# be given the opportunity to submit any other
relevant information they wish 1o be taken into
accourd. .

(4) staff who are to be redeployed will be given six
months notice before a redeployment is 1o take
effect, unfess agreed otherwise by the person
concemed and 1he Jocal Branch of the relevant
Association;

(5) once a decision has been taken if a staff
member considers it unreasonable, the Depart-
ment will establish a Committee of Review to
review the decision, compnsing a nominee of the
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Redeployment Entitl
(d) The Board agrees that voluntary redeployment wili at.
iract the same conditions and entitlemeants as applying

1o transfer in the public interest as defined in Public'

Service: Board Determination No 10 of 1984;

{&) The Board and the Cepanment agree that staff who
have been accepted for valuntary redeployment will be
entitfed o a pre transter visit 1o the new location to
familiarise themselves with the new focation and
assess housing and educational facilities. Spouses
and where cansidered necessary by staff, dependent

children  may accompany  patential  voluntary

redeployees an this visit,

The D agrees that ing action in any

Regional Office ta fil vacancies that might affect staff

in that office who apply for veluntary redeployment will

asfarasis i ! before decisi

an such deployment are taken.

The Board and the Department agree that staff who

ars accepted for voluntary redeployment at fheir

substantive level and who have been acting con-
tinuousty at a higher level for 12 months or more will
- entitled to continued payment of higher duties

allowance for a period of 6 months, unless they are 45

years of aga or aver or have completed 20 years ser-

vice when the period of additional payment will be 12

manths.

Retraining
{9} Any retraining which is necessary will be provided by
the Depanment before staff take up duty at new loca.
tions. Where necessary, "on the job* training will aiso
be provided as soon as staff cammence duty at the
new location. Where a person's career prospects are
jeopardised as'a result of the redeployment action out-
side courses will be made available to staff 10 enable
them fo reorientate their caresr.
) The D that those of
staff who have special difiicuty coping with tha new
technology under Stratplan will not be disadvantaged.
Staff will at least be retained at their existing substan-
tive feval and will be given the oppartunity of further
training with the view of increasing their understanding
and acceptance of Stratplan.

8. Examination of Staffing

Impact of Stratplan and

Associated ADP Developments

Job Creation

(&) The Minister for Social Security gives the foffowing
response in respect of Job: Creation Proposals being

developed by the Associations: i
® | am aware that negotiations have been proceeding

Page 5

with the Department of Soclal' Security and that con-
siderable progress has been made;

®: | have been nolified of the ACOAAPSA study on
service delivery, job loss and job creation;

® | am willing to give an undertaking that the Depart-
ment will'discuss the results of this study but ) am not
willing to give any of condif i

be undertaken and completed during that month, This
pause will be no longer than one month,

Principles

0]

The Department notes that staft numbers are determin-
by.Govemment as part of the human resource

ud

with these consultations;

® | have always besn willing o approve negotiations
an job creation but | am not willing to offer as a condi.
tion of these negatiations the cessation of work on
Stratplan implementation,

dJob-Impact Statement

{b) The Department will provide 1o the Assoclations by 1
March 1985 a job impact statement in accordance with
paragraph &IV of the Board's Guidelines far Joint Con»
Sultation on Technological Change in the APS covering
Stratplan and associated ADP strategic developments,

Job Impact Study

{¢) The Department will provida to the Assoclations by the
end of December 1985, a more detailed job impact
study covering Stratplan and associated AQP strategic
developmens, The Associations will be invited to par.
ficipate in the sludy.

{8} The Associations agree to lift work bans to aftow in.
staflation and implementation of Mission 1 products in

g process. Should' it be necessary to create
new positions to perform new functions the Depart-
ment will determine the classifications of these posi-
tions in accordance with existing classification prine
ciples and guideli and after with
Associations and, as necessary the Board,

Site Preparation and Office

Fitout

(0]

() The D

The Department agrees that afi fitout work in connec.
tion with Stratplan and associated ADP developments
in Regional Offices is to be conducted in accordance
with the General Specification contained i the hand-
book titled ‘Guidslines on Fitout’, These guidelines are
Annexure *D" of this Agreement, Any changes to fitout
need to be expressed in tarms of this handbook,

e will be ing in with

the 'in Attach "B" of Deter-
mination No 377 of 1982, This attachment is Annexure
B of this Agreement.

regional offices scheduled for site completion to 1 (€ For the purposes of this clause interlor design matters
March 1985, The Departmant agrees that this will be include _lighting,  Carels, cunaining and  colour
between 25.30 dependent on Department of Housing air g and control.
and C hed: ing maintai Anine g ic C

dicative list of these regional offices s at A"

of this Agreement,

Regional Systems Administrator {RSA)
(&) The Department underiakes to:

@)  pravide a Regional Systems Administrator (RSA)
position in each regional office that comes on
siream under Stratplan by 1 March, 1985 ir

ive of whether an Administrative Officer or
equivalent position exists in any of those offices;

() provide an additiona) new position in each other
regional office where a Separate Administrative
Officer or equivalent position does not exist, as
that office comes on stream under Stratplan,

A review of arangements will be conducted jointly by the
o] and ACQA and in March 1985, The

(d) The Department of Housing and Construction has pro-

vided the Department with a list of architectyral and
sarvice i g witl blish
feputations in fitout work and interior design, Associa-
tions will be invited to nominate suitable consultants
from this list whom the Department of Housing and
Construction will commission 1o review the fiout
quidslines (Annexure ”D") which form the basis for the
fitout of individual Department offices,

Monitoring

(¢

The Oepartment of Housing and Construction is not
prepared 1o fund monitoring of 100 per cent of affices
by the i consull unless i

shows this to be necessary. The Department of Hous-

terms of. reference will bg agreed between the D
and ACOA. A duty statement for Regional Systems Ad-
ministrator is at Annexure "8",

Regi Hard Col
(} The Depantment agrees to provide a Regional Hard-

ware Controller position in each Regional Office user

ing and C ion agrees to ingof 110 5 of
fices initially, on the understanding that if the monitor-
ing programme confirms Seneral compliance with the
fitout standards then the Department of Housing and
C ion (in with the i

would fook to reducing the extent of monitoring. Should
the monitoring prograrmme  canfirm general non-

site as that site comes on straam. A duty for
the Regional Hardware Controller is Annexure "C*, A
Joint Deparntmen/APSA review of the duties and
classification of the Regional Hardware Controtier will

with the fitout the D of
Housing and C ion would fbok 1o if ing the
extent of monitaring.

ion of Defici

commence in late January 1985 and be by
the end of February 1985. The terms of reference will
agreed between the Department and APSA,
It is noted that the Department will pause in the in-
stallation of Stratplan equipment in additional regional
offices during March 1985 to enable cenain technical
evaluations of the network and Mission. 1 products to
Page 6
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The Depariment of Housing and Carrection agrees to
fund additional monitoring of affices through indepen-
dent in which the Associati

through their Associations, have identified specific pro-
blems in relation t0 the standard of fitout, including in.
teriar design matters. The Department of Housing and




Construction undertakes. 1o corect as soon as prac-
ticable any aspects of unsatisfactory design.
Avaitability of Fitout Documentation
{g) The Department of Housing and Construction will

Records

(d) Staff will have access to their own records, which will
be kept confidential but may be used for statistical pur-
poses without identification of individuals.

(e) It a period of two years elapses between past or future

make available to the Dep: copies o[ R {
tation related to office fitout. For commercial reasons
the Department of Housing and C: will not

provide general access 1o tendsrers' offers or final con-
tract, documents. The Department will make available
to the Associations, upon request, copies of all
documentation relating to the workbriefs for office
fitouts.

10. Eyesight Testing

Expert Study

(@) As by Mini the outlined
below are interim pending an expert study group which
will make recommendations on-standards of eyesight
testing in areas of Commonwealth employment. The
Australian Council of Trade Unions will be invited to
participate In approaching the National Occupational
Health and Safety Commission to conduct the study
and in determining the terms of reference, and would
have representation on the study. The interim ar-
rangements will be: reviewed in the context of the
recommendations of that study.

Testing Arrangements

b) The Department and the Board agree that all existing
and new staff who as an integral part of their duties are
required to operate VDUs on a regular basis will be
eligible for eyesight tests as follows:
@ distance visual acuity;
® near visual acuity;
® oculomotor co-ordination;
® colour vision;
@ slit lamp examination of the eye;
® ophthalmoscopic examination of the ocular fundus.
All six tests will be conducted by an optometrist; the
precise arrangements might vary according to location,
eg, in some places an oplometrist might be brought in-
to the workplace while in other locations the Deparnt-

of a statf member and-the review of these
arrangements following the expert study, the staif
member will' be eligible for retesting. Retesting may
also occur whenever symptoms indicate that a problem
may exist, The Board has agreed to refer the questions
of more frequent testing for older staff (over 40) 1o the
independent study.

New Staft
(' New appointees will be required to undertake the first
four tests as part of their medical examination for ap-
pointment. Where the CMO refers an individual to an
p ist or ist before i the
fotal cost of any spactacles thus prescribed would be
met by the individual. Once a person is appointed to
the Department, the terms of this Agreement outlined
above will apply.

11. Radiation Testing of VDUs

Expert Study
(a) The Board will ask the National Occupational Health
and Commission to examine urgently the stan-
dards and amrangements that should apply in refation
to testing for radiation emission. This examination will
include matters refating o the general health of staft in-
cluding such things as birth- deformities and miscar-
riages. Any testing conducted by the Department
would provide data for that investigation. The
Australian Council of Trade Unions would be invited to
on tems of and to have rep! -
tation on the study:

Testing .

(b) As an interim amangement and subject to the findings
of the expert study, the Department will, in respect of
the i ion. of and. iated ADP

ment might indicate a name or names of
with the Y i The
pay the cost of the six tests.

if an optometrist test shows an ophthalmologist refer-
ral is required for that person to use a VDU that referral
will be paid for by the Department.
it a medical certificate from the ophthalmologist shows
a staft member cannot use the VDU then that staff
member will not be disadvantaged in respect of salary

or career All inanof-

fice will have the opportunity to have their eyesight
tested before they are required to use Stratplan VDUs.

Spectacles
(c} Where the
i for

will

based equil use, the cost
of a siandard set of frames and monofocal lenses will
be paid by the Department. There will be a set amount
for all staff requiring glasses for screen-based equip-
ment use, Staff will be able to obtain non-standard
frames or fenses providing they cver the ditference in
cost.
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@)  ensure that manufacturer of VOUs provides ade-
quate quality contro! systems which ensure that
there is no harmful radiation emission. The
Department will arange access by Associations
to the manufacturer’s documentation on quality
standards and practices'and, on request, to the
manutacturing premises; in the event of one VDU
being rejected that total batch will be rejected and
re-examined;

() continue with-its present practice-of having ter-
minals tested- after installation, but increase the
proportion from 1 in 3 to include all terminals;

(i) agree 1o annual emission' checks;

(v} arrange for checking of emission levels following
repair # there is a breakdown in the display
generation system of a terminal before the ter-
minal is used again after repair.

Pregnant Operators
(c) An operator who is pregnant and is concemed about

Page 7

Page 8

using a VOU will be given the option to move to duties
which do not require her to use a VDU. Any such move
will. not financially disadvantage operators in substan-
tive positions or those who have been. acling in a
higher position for a period of at least 12 manths. Relief
will be provided where the operator’s duties invoive
continuous. use of a VDU,

VDU Use
(d) (). Under Stratplan and associated AOP

developments clerical staff will not be engaged in
intensive and' repetitive keying but will use the
VDU workstation on an intermittent basis to ex-
tract information and to enter limited transactions.
Thus the VOU workstation, like the telephane, is
to be viewed as another tool supporting existing
functions;

(i) The Board and the Department agree that there
will be a 10 minute rest break at the end of each
50 minutes continuous keyboardfterminal use as
an interim arrangement.

(i) The Associations agree that the questions of set-
ting a. maximum period for continuous use of
VDUs and rest breaks will be referred to the
Repetilive Strain Injury Task Force by the Board.

-42. Work Organisation

{a) The Associations agree to lift bans to allow i

medified as required. Classification of positions

will be determined In accordance with existing

inciy fald down
by the Board and In consultation with Associa-
tions. The Department agrees that on average
there will be an enhancement of classification
profiles in regional offices.

{v) that the use of a VDU by an individua! operator
will enable the duties of that operator to be
redssigned to incorporate nonVDU and non-
keyboard dutles.

Negotlation of Work Organisation Proposals
(d) In respert of negotiations on work organisation pro-
under Stratplan and associated
developments:
{) the Department will provide to the Associations
by 1 March, 1985, two work organisation studies
— one for regional offices and one for cther

areas;
{i) negotiations and consultations between the
and the D will
on 1 March, 1985, on the Department's work
organisation studies and on the separate work
organisation proposals to be put forward by the
Associations on that date;
(i) the negotiations, which will include matters such
as trialling, will be completed during March 1985;
(iv) should agresment not be reached between the

and implementation of Mission 1 products in regional
offices scheduled for site completion to 1 March 1985
The Deparntment considers that this will be between
25-30 dependent on Department of Housing and Con-
struction baing maintai An indicative list
of these offices is at "A" of this

and the D on work
organisation in regional offices at the negotiation
in March 1985, the Department will take up with
the appropriate Ministers matters relating to the
Assoctation's claim for the right to trial separately
t‘{leir proposals in- selected regional offices. The

(b) The Department undertakes that:

(i) the existing policy of having decision-making exer-
cised. by delegated regional office staff will not be
altered:

{ii} during the i ion of and i
ADP developments the opportunity will be taken to
move towards designing work environments that
will:

(1) provide more personally satisfying jobs
characterised by:

® control by individuals over complete pieces of
work;

@ the provision of improved working toals:

® a variety of skills being used by individual staff

members.

(2) provide: a pleasant, modern physical working
environment;

(3) improve the capacity to deliver services effec-
tively to clients.

{c) The Department agrees to the following principles in
respect of the implementation of Stratplan and
associated ADP developments:

() that there wil be continued decentralised
decision-making;

(i)  that the approach to the design of work manage-
ment and: procedures will' lead generally to
broadening and enhancement of jobs:

(ii) that existing career structures within regional of-
fices will at least be maintained;

() that classification levels will be assessed and

does not that the Associa-

ns have the right 1o require these separate

trials;

{v) the Associations indicate that in the event that no
agreement can be reached on the appropriate
work organisation for Stratplan in negotiations
commencing March 1985 the unions will require
separate trials for their proposals and the Depart-
ment's proposals in at least 20 regional offices
throughout Australia. It is envisaged. that these
trials would take between 6 and 12 months;

(vi) the above arangements are dependent on the
Associations having their proposals available for
discussion on 1 March, 1985.

{e). It is noted’ that the Department will pause in the in-
stallation of Stratplan equipment in additional regional
offices during March 1985 to enable certain technical
evaluations of the network and Mission 1 products to
be undertaken and completed during that month. This
pauss is to be no longer than one month.

13. Leave Reserved

Leave is reserved 1o the Associations to pursue the issue
of payment of excess travelling time and excess fares 10
stalf who are redeployed under clause 7 of this Agreement.
The parties agree 1o the cutcome of this arbitration being
inserted in this Agreement.
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14. Date of Operation

This Agreement shall come Into force from November 1984,

and

shall remaln in farce until 31 December, 1950.

Annexure "A"

The following 30 Regional Offices are scheduled for site
complation by 1 March 1985 and installation and

the:

implementation of Mission 1 products will proceed in

se offices;
Redtern Newtown
Lismore Petersham
Liverpool Bankstown
Mertylands Maitland
Mt Oruitt Coftfs Harbour
Maroubra Newcastle
Wagga Bondt
Blacktown Darlinghurst
West Ryde Queanbeyan
Fairfield Cabramatta
Omange Dubbo
Chatlestown Grattan
Gosford Redclitte
Goulburn Seuthport
Nowra Mt Isa

Annexure "B"

Duty Statement — Regional

S
1

ystems Administrator

Co-ordinate and oversight the provision of ADP Ser-
vices within the office. Ensure that ADP operations pro-
cedures are adhered to,

In association with the Hardware Controller liaise with
State Headquarters on systems and hardware changes
or enhancements, Ensure systems changes are ef-
fected in accordance with instructions.

Liaise with State Hi and assist D

of Hausing and- Construction- and contractors on ac.
commodation changes required for ADP equipment.
Draw attention to any work.being performed that is not
in accordance with fitout provisions.

Control the isse of log-ons and passwords. Lialse
with the Security and Standards Section as required.
Co-ordinate the attendance of staff at Stratplan train-
ing courses. Arrange on the job lraming in ADP
Systems as necessary.

Ensure occupational safety and health standards are
maintained, Provide on the job training as necessary.
Control the eyesight testing programme for the office,
Arrange radiation emission lesting as required,

Annexure "C"

Duty Statement — Regional
Hardware Contro}

1

Oversight (he operation of a minkcomputer and
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assoclated periphacals,

Provide advics and assistance o users ancounteting
ditficulties and liaise between users and the Central
Office Help Desk, and as directed by the Help
Desk, liaise with equipment suppliers and.
malnienance contractors.

As required, operate the mini-computer installation to
ensure continued data processing capacity is
available to users.

Maintain statistics of incidents and trends associated
with the system.

Recaive, check and acquit consumables,
documentation, manuals and other supplies,

Annexure "D"

Seg over page.

Annexure "E"

S
1

uggested Liaison Procedure

The respondent departments will- not occupy .new
premises unlil tayout and equipping has been cam.
pleted, except that if such work cannot be completed
Wwithin a reasonable time the departments may occupy
Such premises in their existing state; .
Where it is proposed (o refurbish or afler the layoul of
existing premises including new premises in the cir-
cumstances outlined in clause 1 above, and the work
is such that staft working conditions may deteriorate
below what might normally be expected, the respon-
dent department concerned will arrange for the fitout o
include the tsmporary relacation of the affice for the
duration of such work: or if relocation is not practicable,
dusty and noisy work is 10 be done off-site or oulside
normal office hours -~ in which case appropriate
measures will be taken to ensure no risk to the health
and safety of staff;
Procedures will be implemented to ensure that proper
cansultation with relevant departments is maintained to
ensure that sufficient notice is given of any work to be
carried out in occupied. premises to permit the im-
plementation of clause 2 above: that staff are advised
of the work 1o be done as well as its likely impact on
the work environment and the estimated duration of the
work: that clients of the respondent department are by
the display of an appropriate notice advised of possible
inconvenience; and that staff are given an opportunity
to consider and cornment upon the proposed altera-
tions of fitting-out of the new premises;
Where the stalt are temporarily relocated normal provi-
sions in refation to excess travelling time and fares will
apply for the duration of the temporary relocation;
Where staif are 10 be temporarily relocaled at more
than one other office, departmental management will
consult with staff as o which of such other offices in-
dividual staf members may be atiached, and in
iing officers for temporary have regard
to the minimization of travel in excess of what the of-
ficer ordinarily undertakes to and from his or her home.
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Annexure "D"

Appendix C —Suggested procedurs and

Fitout Guidelines for
the Introduction of
Stratplan into
Department of Social
Security Offices

Preamble

These guld?llnes are Intended to malntain a unilorm and
P i into both

public and statf areas of Departmant of Social Security user

sites with the introductlon of Stratplan,

The Guidelines are to be applied to all existing and pro-
Posed Department of Social Security Offices in which
Stratplan and VDU i are being |
Some adjustments may be required 10 suit particular office
configurations or other focal conditions,

Each Di of the ive D has the
responsibility to ensure that the objectives and standards of
thess quidelines are achieved, together with the already
approved Standards of Accomimodatian.

T';e:feHGuidellnes hgvoe been: prepared by the Dspart.
men) ousing and Construction in conjunction wi
Central Office 05'! Social. Security. ’ 7 in the

Index
Qutline of Stratplan and its characteristics,
2. Impact on Office
2.01 Statt Consultation
2.02 General
2.03 Public Areas
2.04 DPQ/WPO Steno, Sec.
2,05 CPU Room
The Equipment
. Furniture Design and Detaifs
Planning Recommendatlons
50t Architectural
502 Lighting
503 Static Discharge
5.04 Power
505 Co-axial Cabfing
§.06 Reticulation
§07 Air Conditioning
5.08 Acoustics
§.09 Security
510 Telecom
Future Proposals
Site Survey
Appendix A —Typical Reglonal Office CPU Room
layout and Wang Equipment
Specitication
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Appendix B ~ Fumiture Details
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questionnaire for Stratptan Site
inspections

1. Qutline of Stratplan and its
Characteristics

1.01 Introduction

;‘:;ls&:h?l Sc]acurity ecgrr'lputer network known as Stratplan
implamented In two m
1984 in New South Wales, sages commensing eaty
The first stage of the implementation will see the replace-
ment of the cument network, data enty lerminals,
microfiche viewers and some typewriters with Wang mini-
computers, terminals and printers. The present income
Security systems will be largely untouched but staff in
Reglonal Offices*shall be able 1o camy out the fellowing:
1010t Ondine enquiry systems that will alfow access to
ful benefi information on clients of the
Department;
Word processing facilities which will largely
replace typewriters within the Department and
brlms?aﬂth‘e advantages of automated text editing to

Text reference facilites wil alow all stat o have
3n41ns accsss via VDU terminals to afl major

i d including the Social
Security Act, Benefits and operational manuals,
Data entry func(}ons and facilities similar to thoss
currently operating within the office,

The second and ongoing stage will allow staff to directly
on the D

10102

1.01.03

10104

changs inf heid data bases,
The range of data available to staff will have increased
capacity partk y In regard to Subsidi ser-

vices and management functions,

The complete Social Sacurity network of State and Na-
tional Headquarters plus the numerous Regional Offices in
each State shall be interconnected thus enabling staff at
any terminal in any office throughout the country to retrieve
data or amend it should they be authorised to do s0.

1.02 Reglonal Office Functions

The major use of Stratplan within the Regional Office shall
be 1o service the Income Security Benefit functions and.
provide a National Index of ‘cilents Other such as
S d shall have a lesser

arn
impact on the office,
102,01 Current Procedure

@ Pension payments are made on a given day each fort-
aight, Some time before the pay day the entire Pen.
sions data base ig "bulk-stripped” ie. the data basa is
searched and payment transactions extracted and
subsequenﬂy_processed by a Payments system to pro-
duce appropriate payment advices {cheques, magnetic
tape entries, et celera).
Family Allowances payments are made monthly with
half the client population being paid each month. A
"bulk-strip” process is used 10 produce these
payments. Because of the monthly payment cycle
Family Allowances bulk-strips may coincide with those
_of the Pensions system.
(i) National Benefits System payments are made fortnight-
ty to individual clients with appraximately 10 per cent of

3

@
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the payments made each working day of the fortnight.
This system differs from the other systems in that many-
of the payments are based on & positive stimulus pay-
ment process — Le, transactions are used to stimulate
Individual paymarts rather than using a “bulk-strip”
which examines each record in order. 1o determine
eligibility for payment.

(iv) The above transactions: are primarily forms complied
by staif or review advices retumed by clients which
form a stimulus to payment processing. This process-
ing of transactions would be performed before any
batch payment processing i commenced and shail be
carried out by tralned D.PQ. staff within the office.

10202 New Procedures for Stratplan

The usage of the new computer equipment shall mean that

existing data shall be updated in three ways:

{) Updating transactions shail be appiled o the data
bases the isp to the
regional office staff either over the counter or by phone.
These types of transactions shall not have to be
authorised by another Officer.

() Payment or assessment related transactions which
resuit from a two stage on-ine process. The

in a system's aven before its arrival. The best way
1o confront rumour s to ensure that formal communication
ia plertiful and continual so that it anticipates and guides In-
formation passing, through the Informal channels. Come
municated information should be relevant and. reassuring
and shall begin as earfy as possible, including such things
43 goals, benefits, rols and p

Clear goals and objectives are important. Peopls must
understand the rationale b.angc ?( new system and what it

of

] o cften
leads to lack of acceptance.

Employees ara to receive a bar chart and a timetable —
again to enabia them to keep abreast of the fitout schedule.
implementation strategies and the projected time framss
must be communicated to all those who will be- affected.
Staff will be consulted on a site by site basls of the planned
changes to their working environment. Where it is proposed
10 refurbish or alter the Jayout of existing premises, and this.
work is 10 be such that the working conditions may
dateriorate beiow those that might normally be accepted,
the Departments shall arrange for the fitout to Include:
© that dusty and nolsy work be done either off site or out-
side normal office hours;

be taken to ensure no risk to the

Officer shall enter the claim details and canry out the
initial assessment and then refer the to the

L ]
health and safety of staff. .
shall be

determining. Officer. Some time later the determining
Officer will authorise the transaction and the data
bases will be updated.

Batch transactions shall be processed by trained D.PO.
staff in a similar manner as previouly described under
current procedures.

(1.0202()).

1.03 Subsidies

The Subsidies system and ADP' systems shall contaln

detalls of subsidy programs administered by the Depart-

ment, together with subsidy proposals received or under
¥ ion; and reievant and

social services information is being developed. This shall

be run at National Headquarters with onine access for en-

quiry available to ail offices with processing and reports be-
ing produced al State Headquanelsc

1.04 Nationa! Index

The National Irdex shall not generate ‘payments but wil
contain client names and addresses and various indexing

(i

=

us

() ‘o validate new claims for benefit;

(i) to detect and to prevent incorrect or fraudulent claims
and payments;

(i) to facilitate interstate transfer of data hasa records thus'

preventing muitiple payment of the same benefit and

facilitating payment at the comect location;

to benefit reference numbers and other par-

ticulars of clients at one place;

{v) toaid in research, planning and assessing the national
impact of policies and administrative decisions,

2. Impact on Office

2.01 Staff Consultation

The most common office communications ara informal. In-
formal communications (such as rumour) can distort facts,
create ing and cause that result

®)
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F to make .certain that
proper Haison and consultation between staff, relevant
is 10 ensure:

® that sufficient notice is given of any work to be carried
out In occupled premises; .,

# that staff are advised of the work, as well as its likely im-
pact on the working environment and the fikely duration of
the work:

work; ;
® that staff are given the opportunity to consider and com-
ment upon proposed alterations or fitout'in new premises.

2.02 General

~As it is proposed to replace the existing microfiche viewers

with @ network of Wang' Visual Display Units and Central

Processing Units and becausa of the e«gon:mic and en-
i i 1 the equi

correctly, a number of changes will be required.

Duse to the large numbers gfe\sIDUs to be installed and the
requirement to permanently connect to both power and co-
axial cabling, the degree of fiexibility within the office has
diminished,

The distribution of VDUs' and the configuration of CPU
equipment within each user site will. be determined by the
Department of Social Security. The Department of Housing
and Construction shall be advised as projects are com-
menced. However, as a general guideline all benefits pro-
cessing staff in Regional Offices shall have one VDU per
person, plus an additional. number. of spare outlets for
either VOUs or Printers.

Regional Offices could have between 20 and 80 VDUs
depending upon their size and between 5 and 10 printers
located within the PCA and general office area. These will
be availabie to all staff for the provision of hard copies of
any scraen display or word processor activity.

In State the distribution of equi will
vary significantly from Section to Section. It is however in-

cessing'on a 75 per cent replacement basls.
With the introduction of both VDUs and printers into the
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office environment, new standards of {urniture and layouts.

will be introduced. Therefare the total office layout must be
planned including those areas where VDUs are not located.

2.03 Public Area
It is proposed to make YDUs more readily accessible.to all

counter staff and provide  VDUs. where required; that is at,

the counter and not in a "behind the scene” focation..
As.the existing: counters.in pre Stratplan offices will not
accommodate ‘the VDU some alterations to the counter
area. and' modifications to the countsrs are necessary. Ap-
proved drawings of the modifications for EC' and RD4A

counter units are available at all DH&C Regional'

Directorates.
As stated previously a printer shall be into

put ports. The CPU is the brain of the-Computer System
which controls ali of the other equipment and performs any
operations nec ¢ There are three sized CPU's
available — VS45 (1-20 VDUs); VS85 (2135 VDUs) or
VS100 (35-80 VDUSs).

301.02 Disc Drive

The Disc Drive unit is a salf-contained frec standing unit re-
quiring access space on all four sides and top, which con-
nects info the CPU. A number of these shall be located
together in an "add-on” type situation, These machines are
tike the Computer's filing cabinets. Inside are disk packs on
which most of the information used by the CPU is stored.

30103 Telecommunications processor (TCP)

the counter siaff working area.

The width of the enquiry caunters will be increased ta ac-
commodate VDUs resulting In the total run. length of the
counters: being increased. This will therefore involve
medifications and an increase in the area allocated to the
counter area.

Each office shall have-to be:assessed on an individual
basis so that the impact of the installation of VDUs can be
assessed.

The interview rooms and stations shall be provided with
one VDU on a shared basis and this shall be provided by
the use of a mobile unit specially designed to transport the
selected equipment.

2.04 DPOs, WPO/Steno. Sec.
Just as the microfiche viewer is being replaced by the VDU,
50 shall most typewriters, Current VDU terminals are also
being replaced by a new Wang VDU terminal identical to
those located around the office.

Ergonomically designed desks and working en-
vironments will be provided for all staff together with a total-
ly designed office layout.

2.05 CPU Room
An iti office) is tial for the housing
af the Central Processing Units having regard 10 the noise
and environmental conditions required to be maintained
due to the.CPUs requirement 10 be operational 24 hours a
day, 7 days a week.

The opiimum room size to house the CPU and
associated equipment and furniture is 6m x 4m (24m2),
When ing a CPU \ these di i
should be mel, in an office that has a suitable pre-
constructed enclosure' available to house the CPU. a
minimum dimension of 3m x 55m (165m2) is acceptable,
In this case however, some modifications to the type of fur-
niture: used in the CPU room will need to be made viz a
maveable trolley (Type MPT MK3) will replace the usual D2
type desk to the archivil

3. The Equipment

The user.sites shall be provided with the following intercon-
nected companents; internal ang extemnal 1o the CPU room.
3.01 Interna! to the CPU Room

30101 Central Processor Unit (CPU)

The CPU is a sell-contained free standing Processor that is

bolh compact and lightweight. It has the capacity to con-
nect varying numbers of VOUs andlor panters into the ‘out-
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The provides an interface
between the Network Terminating Unit and.the CPU. The
TCP is 'a small equipment’ componem which must be
located next to the NTU' (306 below) and is connected to
the processar. via coaxial cables on the basis of one cable
per Telecom ling.

30104 Archiving Workstation (AWS)

The Archiving isaVvbu and
a controf box (22665-3), These wnits are used for archiving
and providing a means of executing some system
diagnostics, In practice. the VOU will also serve as the
system console.

8M.05 Hazardous Voltage Isolator (HVI)

The HVIis placed so as to separate the TCP and the NTU
electrically. It is required so that in-the event of the TCP
becoming ‘live' the Telecom equipment: and lines will be
protected. As such-it must be physically iocated with the
NTU and TCP

30106 Network Terminating Unit (NTU)
The Network Terminating: Unit is the initial system entry
point at the user site; where the Telecom land line enters.
This small-electronic component is then connected to the
TCR NTUs are provided on the basis of one per Telecom
line — {one per 22 VDUs). Where 3 or more NTUs are re-
quired they will be housed in a modem cabinet which wil.
be hard wired to the distributicn' board:
A typical Regional Office CPU room layout is at Appen-
gix ':\‘12' The Wang Equipment Specifications are at Appen-
ix ‘A2.

3.02 Externatl to the CPU Room

30201 VDU Monitor
The VDU monitor has a high resolution matrix screen utilize
ing six colours-on-black background, on a 330 mm screen
size: The-unit comes complete with fully adjustable base
capable of both rotational. and tilt movements to suit
ergonomic requirements, VDUs provide a way to com-
municate with the CPU. You type in your instructions on the:
VDU keyboard and the computer will answer with a display
on the screen. WANG use the term workstation when referr-
ing to VDUs.
30202 Keyboard
The Key is a li ight low profile having
both standard' typewriter and’ numeric calculator keypad
with the numerous functional keys and HELP key. The
l;;phene fike cord plugs direct into the Electronics Power
k.
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30203 "Electronic Power Pack (EFF)

The Electronic Power Pack Is both lightweight and compact
and provides both power and acts as interface unit between
the CPU and Terminal. Both the VDU monitor and
keyboard plug into the EPP which is connected to the CPU
via coaxlal cabling and a dual power outlet. This pack can
ba located either on the desk surface or hung on an elec-
tronics clamp. These clamps will be mounted in conjunction
with the CAS Am (407).

30204 Printer

The various printers capable of being used are =i free stan-
ding units housed on specially designed tables that also
double as a paper storage unit. These printers are con-
nected to the CPU via coaxial cabling (identical to that used
for the EPP) and'a dual power outlet.

3.03 Equipment/Relationships

The Central Processor Unit is connected via the TCP and
Telecom lines to a major computer mainframe installation at
each state headquarters which is in tum connected to a
National Mainframe computer focated in Canberra.

Currently the proposal shall provide in excess of 7000
VDUs located throughout the entire DSS organisation at
Central office, SHQ; Rehab. Units and Regional Offices
with the numbers per office being determined on an office
by office basis.

Ancillary items that must be provided to accommodate
the VDU instaltation are ergonomically designed and ad-
justable chairs, workstations (desks and associated fur-
niture items), plus alterations to engineering services to pro-
vide a suitable workable environment.

The equipment chosen as the result of a National tender
is from Wang Laboratories of USA, and full technical details
of all equij together with dil ions and envi
tal requirements are provided in Appendix A.

A "User Installation Guide" prepared by Wang outlines
in broad terms the environmental. specifications and re-
quirements of the hardware.

4. Furniture Design and Details

4,01 Introduction

Al furniture used in the Offices will be from the Com-
monwealth Furniture Range (CFR) to allow maximum flex-
ibility in combination to perform the desired functions re-
quired within the office.

4.02 Desks

40201 Clerical Desks

Both the normal D1, D2 and D3 were examined and found
unsuitable due to lack of space once the keyboard and
screen were located on desk. No adjustment to suit
ergonomic restraints was provided. Similarly the standard
VT desk was found unsuitable due to locations and size
of normal.working space.

Therelore a modified desk return has been developed.
which is to be attached to the normal desk fited on either
the feft or right hand depending upon whether the user is
right or lett handed. (See Apendices Bt and B2)

40202 Data/Word Processor Operator and
Steno. Sec.
The same prohibiting factors related to the desks to be us-
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ed by D Processor op and

Therefore a modified desk retum, larger than that used
by clerical staff, has been developed for use by these of-
ficers. {See Appendices B1 and B2)

4,03 Counters

40301 Offices with new PCAs.

It is proposed to Install the EC3 counter In all new PCAs.
This counter has been designed to salisty ergonomic re-
quirements for the counter officer and provide adequale
security for the VDU. (See Appendices B6, 67 and B8)'
40302 Old style offices

It is recommended that the existing counters be totally
replaced with the new EC3 counter. In exceptional cases
the existing EC counter ¢an be modified to upgrade the unit
to EC3 slandard. This modification is_detailed as the
EC/ECV. (See Appendices B8, B10 and B11)

4.04 Reception Counters

40401 Offices with new PCAs

As with the enquiry counter a new receplion desk has been

designed. The RD5 incorporates the principles of the EC3

compatible to the receptionist role. The ADS is to be install-

€d in all new PCAs,

40402 O/d style offices

Old style offices with existing RD4 counters will be modified:

so as to accommodate the VDU equipment In_an
ic and i suited i This

modification is detailed. as the VRD.

4,05 Chairs
Justas the desk is an integral part of the office environment
and equipment, the chair also plays an important role in the
office. At all desk and counter iocations the Unomanic chair
has been selected. The chair is totally adjustable and
ergonomically designed, and available in three modes.
 DPOs, WPOs and Steno-Secs will be provided with a chair
without' arm supports. Officers performing non-intensive
keyboard duties will be provided with the standard
unomanic chair while Counter Officers shall be provided
with a high rise chair without arms. The unomanic chair is
available from Co-Design Australia under a Commonwealth
fumiture contract.

4.06 CAS Arm

“The CAS Arm is a work platform designed to accommodate
the VDU keyboard, It is capable of adjustment in both the
vertical and horizorital planes. The Ams allows for the
operator to assume the correct ergonomic adjustment, The
CAS Am will be co-located with the VDU in all but excep-
tional instances.

4.07 Mobile Unit

A specially designed VDU mobile unit is currently being
developed to accommodate the Wang VDU screen,
keyboard and Electronics Unit so that the facility can be
moved around the office as well as providing the ergonomic
adjustments essential for comrect usage.
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5. Planning Recommendations
5.01 Architectural

50101 CPU Room
As the CPU shall be operational 24 hours a day, 7 days a
week, the need to secure the equipment in a seff-contained
room is considered essential, The provision of partitioning
to enclose this space shall assist to maintain the necessary
t for the efficient In ac-
cordance with the latest Technical Bulletins the space doss
not need to be fire isolated, nelther is a computer access
s Tonin 1 cessary
as ing is not considered n . A thermal
detector will be installed to the computer room, Where

be consutted regarding the fitting of the "Compower Pole”
fo the counter. In only exceptional cases should cable be
reticulated to the counters via any other route.

50105 Window Coverings

The control'of daylight and sunlight penetrati

made with a combination of scrig cupn:ms an?inv:’r::gfnl:
vertical louvre biinds. Altematively millium lined curtains
could be used, to control sunlight penetration, with scrim
curtaing is preferred for daylight control as it permits a view
of the outside which Is important for visual relief,

50106 Word Processing/Data Processors Area
The present DPg) area must be upgraded both en-
ani o

VvOU the

'spnnkle.rs exist they should be retained but
‘drypipe’ Should speciat circumstances exist then a higher
level of protaction may be considered. DHC Fire Protection
cell should be consulted in such Instances,

Security should be provided by use of key locks, access
gg(ngol is not considered essential. See drawings al Appen-

60102 General Office Area
‘The general office should be planned with due considera-
llon‘to the layout of workstations for efficient work flow and
environmental aspects to ensure physical comfort,

it new internal walls or partitions are to be erected then
they should be finished to match with existing walls. In
cases where the existing walls are dark in colour then con-
sideration of changing their finish to a lighter colour should
be given.

The use of privacy screens, selected from the standard
Commonwealth Fumiture Range, should be considered to
prrsnde arganisational division. The choice of colour, heiqht
and size would be made afi i
and size. er consuliation with DHC

The use of fabric hangings can also be used to provide
organisational division as weil as visual relief and screening
of averhead luminaries which would otherwise be reflected
in VDU screan,

Wool scrim curtains, (semi-open weave), millium lining on
separate ||:acks or vertical louvres should be provided to all
external windows for brightness control of daylight. A semi-
open weave should be used which will not

New furniture will be provided to accommodate the
VOUs and the two or three printers which will be located
wh.al: this area,

high input requirement of the staff makes the

physical environment critical and special attention must be
O oot o covsat o

stic ms caused by the high background noise

i 1o o & i st Wi s arined

nt materi ithi i 3

se ot ab in the area is con

5.02 Lighting
A decision by DSS to fit contrast enhancement fiters to
VDU screens will minimise the need to drastically change
the normally provided overhead general office lighting.

The contrast enhancement filter consists of a linear
polarising. fiter (comparable to Polaroid type sunglasses)
which cuts out light falling on the VDU screen together with
a quarterwave fiim (as used on camera lens) which
reduces the brightness of reflections on the screen to a
small fraction of those on an unfitered screen,

As a result of using scraen fitters there is less need to

L the normal prismatic panet luminaires to ultra fow
brightness louvre panels. Although most commonly used
prismatic panel luminaires can be too bright for large open
plan offices there are several lens and prismatic panels
which reduce the brightness In directions which could
w#‘: problems of reflections In the VDU screen.

obscure the outside view. This is desirable for visual relief
to the outside environment.

50103 Desk Layouts

Desks should be grouped to provide workstation groupings
of either lhr'ee‘ four or five people utilising desks, scrger?s.
mobile furniture and associated components to provide an
efficient office and a more pleasant work envi than

stici values of room surfaces will
not be significantly different to those currently provided in
a comfortably lit office envionment. The main ditference
will be the absence of very bright overhead light sources
ands e of window lumi For exam-
ple, in a ‘normal’ lighted office, an illuminance of approx-
Imyely 400 lux is usually provided on the work surface by
ceiling-mounted luminai With this the

that which currently exists at many DSS offices.
pendices B, B4 and BS) i - (See 2

50104 Counter Layouts

The ability for either i ion or of

counter modules should be considered when preparing

counter layouts. With this in mind, flexibility can be

facilitated through the use of a cable reticulation sarvice
“Compower Pole”, available from Warranknox

counter modules. The pole is designed 1o aliow cable
reticulation to two counter modules. DHC drawings are to
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visual is usually i when
wn!ll fuminances are within the range of 10-30 cd/m2 ceiling
lummanegs‘wilhin the range of 50-100 cd/m2 and lower
room cavity (floor cavity) luminance about 10-20 cd/m2. In
the best designed of these instaliations, high brightness
contrast in the upper room cavity is avoided by the use of
surface mounted or semivecessed luminaires which allow
some light to 'spill’ directly onto the ceiling. Also, excessive-
Iy high luminance and contrasts from windows are avoided
by correct use of biinds and curtains,

General. office luminance values shoukd be within the
range of 15:!00 cd/m2 for main. room surfaces or window
curtains, ceilings/upper walls and luminaires located above
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ang behind any operator. Lower walls can be designad for
luminance value of 15 cd/m2 and up to 100 cdim? for paris
of upper walls using a' combination of upward lighting,
fuminaires and pafmet fixtures, Other room surfaces and
luminaires which can be seen by the operator, but which do
not directly illuminate the VOU screen, can have higher
‘spot’ luminance values, although they should not exceed.
about 400 cd/m2. Used moderately, these brighter. areas
will give: operators some opportunity for changs of visual
adaption. § .
The Department of Housing and Construction, Technical
ion Bulletin, ion Facililies for Screen

ment located. within the CPU raom:
® Processor's
® Disc Drivels
® TCPs
& NTUs
These units shall be protected by a single phase, suitably
fated circuit breaker, wired in 25 mm2 PVC/PVC cable. The
appropriate ‘Wilco' type plug and socket (Appencix B} is to
be supplied and fitted by the contractor to the above equip-
ment and circuits (except NTU).
A separate sub-distribution board connected to the DSS
tennency board shall be provided in.the CPU room. The
el

Based Equipment’ TI-S3EE should be for fuller

board controls aff circuits in the rocom with
the of the air itioning and light circuits.

details together with advice from the Regional electrical
engineer. 3 .
Because the whole area of the office is prov:dec! with
VDU screens the whole office area must be viewed
generally for the lighting emlimnmer;;d anda co;_nsl:;na;;?n of
lighting principles may be ui o sat re-
s I‘erf a Jinat m& standard fite:
tings with low brightness diffusers plus ambient and/or task
lighting).
‘gMnlghe lighting levels in the Public Contact Area should
have already been modified to a subdued lighting level as
part of the fitout, glare from overhead lighting shall be
minimised. The correct positioning and adjustment of the
*Supertube” type lighting over the counter shall provide
adequate task lighting without glare on the VDU screens.
Lighting levels in the computer room should be of a stan-
dard that allows for even lighting and should permit the
viewing of small details.

6.03 Static Discharge
Many matenals {particularly plastics' and synthetic fibres)
permit a build-up of static electricity. Floor coverings and
furmshing can contnibute to this as a resull of movement of
people, trolleys, furniture, etc. over them, Abrupt discharge
to metallic surfaces or other people may cause not on}y
i o but also ions in
equipment.
These can be gvercoms by:
® Woollen carpet.
& Woollen covers for furniture, which are generally less
Iikely to generate static charges than those of plastic or
other matenals which will permit a high build-up,
@ Selecting rubber or plastic treads for wheels or castors
which contain canductive material,
# Carpets having a history of static discharge can. be
sprayed with a liquid known as ‘Nopcastat HS' (or
equivalent) which will remain effective for about 12 months
at a cost approximately of $1.06/sq m.
® The use of planters with plants that require reg_ul;r
walering are a successful way of increasing the humidity
within the office.

These latter circuits are to be connected 1o a distribution
board other than the one in the CPU. room..

A 240 V, 20A circuit shall be provided within the room for
the use of Wang peripheral equipment exclusively. A similar
circuit shall be provided for general use.

Althcugh the VDU together with its keyboard and elec-
tronics unit do not require- separate clrcuits or draw ex-
cessive power it is essential that the. following rules be
observed.

As one 20A circuit breaker wired in 25 mm2 PVCIPVC
cable from the switchboard has the capacity for up to 8
VDUs it is recommended that a new circuit be provided at
the rate of one circuit par 8 VDUs. ..

Thase power outlets shall be located around the office as
required by the VDU locations plus at the reception desk,
enquiry counter and interview rooms, .

The printers should be connected to an additional 20
amp circuit to provide the same degree of control over
placement and usage of the outlets provided.

The power outlets shall be located as the distribution of
printers requires.

Labelling of alt GPQOs for the Stratplan Equipment must
be canied out to indicate circuit numbers and capacities
together with an updated circuit legend at the switchboard,
as well as the following. ‘Wang equipment only” ,

Due to the reliance on a steady power requirement and
the uncertainty of the mains provided in some areas, with
its unwanted ‘spikes) ‘troughs’ and ‘brown-outs' the use of
a lins conditioner may ba. necessary, .

The power. to each site is to be monitored in conjunction
with the site planning exercise 1o assess lhe need lor a line
conditioner. Details of acceptable voitage spikes are con-
tained in the ‘Wang Planning Guide!

A dedicated earth conductor run irom Ihe building earth
stud on the Main distribution board shall be provided for the
Processors.

5.05 Coaxial Cabling
Each VDU outlet must be connected to the CPU by a single
i coaxial cable in the paired configuration,

® The use of negalive ion is not

all ponters shall also require individual coaxial

by the Depariment of Housing and C

Due to the possibility of static build-up and the passible
problem of airborne dust, viny! floor coverings ate to be pro-
vided in all CPU rooms, If a carpet has had to be remaved
from the CPU room care shouid be taken that the area
beneath the partition is sealed. This will prevent lint forming
and entering the room from this quarter,

§.04 Power .
As detailed in Appendix A, a separale power outiet on its
own circuit' is required for the following nominated equip-
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connection o the CPU. The coaxial cable nominated by
Wang for usage is ‘Wang Laboratones No. 420-0057
E15402 AMW Slyle 20063 80°C' and must be used o
maintain equipment warranties, This cable shall be'sup-
plied by others and delivered to the Regional Office prior to
installation and made available to the Contractor at no

¢

DSS has the responsibility for arranging all cable ter-
minations. The Department of Housing and Canstruction
must arrange for' coaxial cable reticulation 1o all work
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points, The minimum radius that the cable can be tumed

is 5 times the outside diameter of the cable (6 mm),

therefore minimum radius 30 mm,

An efficient cable management system: and labelling
fmust be utilised especially at the CRU room so that the vast
numbers of terminating cables are tidy and identifiable, The
Wang “User Installation Guide' should also be consulted for
additional details.

At each teminaling point within the office area 4 metres
should be left at the outlet for connection to the terminal
plus an additional 3 metres at the CPU.

$.06 Reticulation

Electrical, telephqne and computer coaxfal cabling shall be
concealed from view by appropriate means such as skirting
ducts (having three compartments), service poles or chan-
nelling under campet.

Should the cable pass through an envionment of high
R.E or transient voltage noise levels the cable must be pro-
tected in metal conduit. Similarly if coaxial cabling cannot
be at lgast 300 mm from adjacent pawer and felephone
cables or within ane metre of fluorescent light fittings it is

that it must be in metal conduits.
Coaxial cables should cross power fines at an angle at 90°
and if any coaxial is located in metal conduit, the conduit
should be earthed to the building common ground.

5.07 Air Conditioning
Although a single VLU located within an office can easily
be without any noti effect on the en-

0 internal movement detectors in eneral offi
and CPU room N eoarea
{0 duress alarms at counter and Interview points
(Illl\ Nat rwoI stagsf;nealt detection device In CPU room.
lonal specification for a security' system coveriny
&fuf‘?t';l'? e‘li\as been qevlekm %Dr-:’c. The systems shaﬁ
progressively follawing com
Siratpran meeS ing completion of

5.10 Telecom
'halgcom Iir!es between Regional’ Offices and the State
Mainframe installation are being arranged by DSS Central
Off[ce and State HQ, Slrglplan Co-ordinatars will be notified
gf aélggings and commissioning dates on an office by office
i

The Network Terminating Unit [NTU), the interface to the
Telacom network will also be located in the CPU room as
near as possible to the TCP.

6. Future Proposals

With such wide and varied usage of the VDU and changed
work procedusres and workflows the office of the future shalf
be totally different ta that which currantly exists.

Contact with the public as 1t is now, utilising the
Fraqkslon PCA cancepl, may require change and detailed
studies of chaxsrtlgé:g wark flows and office usage re-

bty b N

decision_s need to be taken with respect to working relation-
fhlps walhl_n the office and. the Dapartment’s rofe with. its
Benefit client” S0 that a new <concept ¢can be developed to

i the total load of the in-
stallation shall need to be examined.

As the CPUs are operationa! 24 hours a day 7 days a'
week the total environment of the room must be maintained
within the ranges specified. The installation of a self con-
tained aln:g' tioning unit is essential. To aid the control of
dust a positive air pressure within the CPU room shall be
created and maintained. The introduced air fo achieve
po_smvg pressurisation will be filtered as per Wang
guidelines for dust spegifications, as laid out in the ‘Wang
User Installation Guide!

5.08 Acoustics

Amblent noise levels within an open office environment
should be in the range of 40 10 45 dBA with a maximum
of 50 dBA on occupation,

As the printers are lacated around the office in numerous
areas surrounded by DSS staff, materials having acoustic
properties should be provided to assist in the reduction of
ambient noise levels and reduce reverberation.

Acoustic cellings, treatment of perimeter walls, the in-
stallation of curtains, carpels and wall hangings shall alt
assist in the absorpﬁv:‘m of naise, The use of Melded Fabric
5:overe§! screens adjacent to the printers will not only
house' the printers within the office but also absorb much
of the sound generated. Should any office not be carpeted
the installation of the approved carpet for DSS offices is
considered essential to assist in the acoustic environment,

5.09 Security

monffored 24 hours a day by a securityfirm:
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aid the office of the future,
;?_tla(plan over the first few years shalf expand to cover
Pty

as well as service:and administrative procedures and
thersfore the Stratplan mogified affice of today must be

&l;l:‘ned for easy adaption to meet these changes as they
r

6. Future Proposals

With such wide and varied ' usage of the VOU and changed
wark procedures and work flows the office of the fulure will
be totally ditferent from that which currently exists.
Contact with the public as it is now, utilsing the
Frankston PCA concept, may require change and detailed
studies of ch:s‘ngll):;g work f!ows‘ and office usage re-

m
de_cisions need 1o be taken with respect to working relation.
ships within the office and the Depaniment’s role with its
"Benefit client” so that a new concept can be developed ta
aid the computerised office of the future.

Stratplan over the first few years will expand to cover ad-
ditional ] functi as
well 35 service and admink and
the Stratplan modified office of today must be planned for
easy adaptation to meet these changes as they occur.

Although changes will occur throughout the total office,
the most noticeable etfect will be seen in the general office
area. The Public Contact Area when modifiad as described
mls pn:per Mmmqulm litte change unless new wark

and principles are adopted the Department of
Social Security. pred by pariment

I Is therefore recommended that when the Generat Of.

fica area is planned, total flexibility to change as required
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s provided at ‘day one, together with CPU 1ooms capabiiity
for future expansion should the need arise.

7. Site Survey

Agresment at respective Central Offices has been reached
50 that a joint DSS/DHCIDAS team will examine each DSS
Regional Office.

The composition of the team may var slightly as
resources permit, however, in generat the following exper-
tise Is considered essential:

@) knowledge of DSS Regiona! Office work flows:
ledge of i al cabling requ

and reticulation techniques. i
(i) knowledge of lighting requirements for VDU
envionments.

W) of air itlonil e }
(v) knowledge of intemal open office planning principles.

An insp P has been d to be com-
pleted at each site, (See Appendix ]
Typical RO Computer Room
Equipment Corifiguration
P1 p2P2 P2 P3

TCP .
165541 . AWS (22665-3}
max.3m

HY] MOOEM desk 02

PZ

[VS128F ¥5192F )}

4000m

6000m

Lagend
P1 20 amp indwidually breakered cct fitted with WILCQ type
plug and socket Wi20

P2 10 amp dual GPO

P3 10 amp dual GPO for WANG use only

Note:  STAND ALONE AXC CONSOLE and CPU luminaires
216 not 10 be wired to compuler room sub-mains elec-
trical distribution board
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Appendix A2

Wang Equipment Specification
DIMENSIONS  ACCESS CLEARANCE
DEVICE OIME ACES
TYPE P

‘e H w. D. F [ %
Vo5~ ® e 48
VS100CPU 0 =
VS—125F 04 122 80 90 78
VS100CPU
Vvs1g2¢ 04 122 80 9 76
cPU
VS—85-2 2 & 6 ®» &
cry
VS—85—1 2 & 6 9 6
640 MB FIXED DISC
2285V—3 2 s W 2 92
268MB Rem. DISC
2265V—2 2 § 8 9 »
75MB Rem, DISC
2265V—1 2 5 % g 76
MAGTAP DRIVE
21NV—3 52 61 66 W T
TELECOMMUNICATIONS
PROCESSOR
6654—1 3% 58 34 9 —
DAISY PRINTER.
6581—WC 2 ™ 50 7 e
HIGH DENSITY
MATRIX PRINTER
ssm7 2 64 S5 B M
BAND PHINTERS
573 2 ™ 64 B W
ARCHIVING
WORK STATION
226653 M 42 56 M 3t
COLOUR WORKSTATION:
(COMBINED) 4245VS
SCREEN 20 202 0 — —
POWER PACK 105 488 383 20 15
KEYBOARD 43 465 198 — —
LASER PRINTER
LPS12 2 66 66 »
HIGH VOLTAGE
ISOLATOR
HVI 7 20 2 0 12
Key to Heading Abbreviations

H Height

w Widdth

b Depth

F Front

B Back

I Lett

ZTD 2&".«.4 GPO

10 AM

WO Wiko 4

. Dedicated Power Soufos Requind
Page 18
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aaga°@9°a§g

2 &

181

3% 2 8 o 0o o o onf

i

HEAT
KCAL

181

-

MUG WEIGHT
TYPE  KGMS
wio e
wio  244°
wizo 2440
wi2o 13
w0 13
w0 200°
w0 250°
wio  184°
wio 2
w0 23°
S
s 2
s 18
s 2
"7
s
S0 62
s 3
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Appendix B1

Standard Clerical Desk

parson and vice versa

Desk retum DR4
(650 x 525/350)

Common Neme

VS100 (Mini Comptter)
VS100 (Ifrl‘r:l Computer)

Laser Printer
High Voitage [solator

Wilkco Connector
Standand 10 AMP GPO

Appendix B2

\’I‘Voig:\n Proposed Desk for VOU D2 Desk

1500 x 850
Front
Back
Left

Right
Start

* Note: The above deek shown in full linework is o be used
for nomal clerical functions within the office ares

mwmmmmmnwlwu
wsad for inkensive usage VOU siadf (WPO and OPOs}

Desks 1o be predsilied on both . ;
sides fitting of cams Similarly VDUs are shown in their respective locations with
bhzmmmm Rmku(mnndm)wm(lmmuu)
Page 9
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Appendix B3 —
MD3
Typical four (4) person workshop i
Iaomatric view
Mobile Drawer Units  Standard Clerical Desk DR
(timber) /-~ . with side return }»}‘n’;‘ o inet D2 DESK
4 2aN ~EC3 -
Ay e A MD3 )
s \(m@x oS D2DESK foRs |
VPNDR4 - D2 DESK ", N DR4 | D2 DESK I
¥ Fc3
— | |!
D2 DESK i S10
( ORe 4
A g Unomanic Chair
§oa 1
j i MD3 } MD3 |
Half Bay group open Mobile Drawer Unit Hall Bay group-
storage unit and fite storage {timber} op%n u:r;'ga
unit and
Standard DR4 Desk
(timber) storage (matal)
Desk Retum
Appendix B4 {imbeq)
Three (3)/Four (4) Person Work Groups
Maps
_— Appendix B5
' Typical Three (3) Person Workgroup
DRe tsometric View
S10
MD3 — Mobile Drawer Unit
— Fca Standard Clerical Desks . _ (mber)
Mpal___©2 D?K N e
DR4. | D2 DESK | D2 DESK D oTBRY s
.. bzoESK T .ORYL “ypae
Ny \ oo TR oy
i ] D2OESK ™. T, P
oy o 2 DESK
4 ’T" P LN o5
Moatl Fea > _re, T
Unomanic L . _ r .
gas operated T~ / o o
chair OR4 |
Halt bay group open
storage unit and file
storage (metal)
Three (3) drawer fiing Half bay
group open
cabinet (metal) storage unit and file
Standard D2 Desk {timber) storage
Desk Retum (timber)
Page 20
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Appendix B9 Appendix B11

Appendix B6
Isomatric View of Counters from Statf Side
Isomatric view of counters from public side Typical Counter Arrangement
{propased new counters for new fitouts). (proposed new counters for new fitouts) (For alterations to existing offices using existing counters
plus the addition of VDU counter support Modulas)
PUBLIC AREA
* Setvice pole between
every two counters
oS A New Glazed dividing screen
M&:m:anel ¢ New counter module
N ExiEgin;Tr - Infill Panel
o] it || _ECt —
rawer Unil . vou
E T ~ L
£ 5 ) 1
CAS =
Statf Area 2 Am Infilt panel 1
STAFF AREA
L ) * Note: &rviapobbetmuchsoeondmumulswbe
For full detals of counter ses Drwg. V7813181070 wirsd for Duress Alam, Telephones, Co-axial for
VDU, power supply to Modesty Panei Lighting GPO
for VDU pius general usage GPO. A four {4) channel
post is proposed to be used.
Appendix 87
Proposed New Counter Appendlx Bs
Typical Counter Arrangemant or5) A di B12
Public Ares (For new fitout offices using new counters) ) ndix
Appendix B10 ppe
Proposed Alteratlon to Existing Counters
PUBLIC AREA {For alterations to existing offices using existing counters
* Service Pole batwesn plus the addition of VDU counter support moduls)
Py overy wo counters
250
i
 Form storage under : —_—— Plan PUBLIC AREA
counter top _r__,_VDL H | New VDU Counter . *
— L _—jJ__.L' 1
= WORK AREA PRV . * Ses note 250 setbiack
Glazed divideriend panel CAS Amm e
Existing EC1 )
roomm T T Wallphane STAFF AREA i
l - 1 s Work Area New Divider
ard o 1~ New counter B Wallphone
T T— * NOTE: ice Pole between each second counter is to be
Full Adustable CAS Arm (20 g %rr:d‘c?of Duress Alam, Telephonss, Co-axail for
VOU, supply to Modesty Panet Lighting, GPO for
VDU plus ganeral usage GPO. A four (4) channel l
post is proposed to be used. Full adjustable —_
CAS am
STAFF AREA

® Note:  Existing LH side panel of ECt counter to be
removed and new VDU counter support moduls to
be fitted 10 produce one off counter 1560m long
when new counter divider is fitted 10 existing RH
side panel of ECt counter.

For full details of infil counter see drwg. ***
Page 22
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Data/Word Processor Operator
Steno-Secretary

Appendix C
Stratplan Site Inspection
Procedure Date:

Section 1: Genersl Procedural Check List
Section 2: Terminal Equipment Sheets
Sectlon 3: Site Details

Saction 4: Follow-up Actlon List
Section 5: Site Plans

Project:

ManageriContact Name:

Address:

DHC Original Fltout Drawing No.:
Floors Occupied:

Area Occupied:’

Owned by Commonwealth:

Legaor:

Expiry Date of Lease:

Shared with other Govt. Dept.

Total Statt:

Total VDU'’s:

Total Printers:

Section 1

b been formulated from initial
The following guideiines have been formul )
site visits. nkgs site conditions may vary widely, these pro-
cedures may need modification. Relevant, comments
should therefore be entered In Section 4.10 for follow-up

Site information obtained wil inilally be recorded in Sac-
tions 25, and: subsequentty be transferred to the Social
Security computer based reconds system.

1.0 Checklist !

1.1 Discussion with site manager. Include topics:

o Offica functioning unde: Stratplan;

@ Implementation Schedule.

[ suplf attitudes — interest and knowledge of Stratplan.
® Descrj and fions of p for
this site. -,
® Special siting requirements for processor repart printing
areas — noise, heat, humidity, dust.

1.2 Site Inspection

Ask the Manager to explain the work flow, and discuss peak
staffing levels — piot and designate the work areas in Sec-
tion 5 Site Plan(s).

1.3 Allocation of Terminal Equipment
Using Stratplan allocation guidolings. notate the site plan
showing all proposed VOU and printer locations.

List all terminals on the Section 2 Terminal Equipment
Allocation Sheets.

1.4 Review of Terminal Equipment

Allocations

Discuss the Allocations with the Site Manager (or other staff
Page 23
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asdecessary) to modify andior confirm the and

w
siting of terminal equipment. vIo
1.5 Review of Processor Requirements il
Ensure that the planned processor installation is compati- v1§
bie with the allocated terminal configuration. vie
1.6 Complete Site Preparation Details vi5
Action Record Details in vig

Section viz
Select Procassor Location 34,5 (Site Plan) via
Calculate Processor Area Heat toad' 312, 42 vie
Calculate Other Concentrations of V2o
Heat Load 324, 42 var
Measure/Assess Existing: vaz
(a) Temp Range Va3
{b} Humidity Range 331 V24
Calculate Total Site Equipment Heat v25
Load 332 41 vos
ObtainiAssess Alr Conditioning ver
Capacity 3as
Calculate Total Equipment Electrical ves
Load aas, 43 29
Assess Electrical Distribution Board Va0
Capacity for Direct Processor var
Connections 313, 44 Va2
Assess Power Distribution/Outlets for vas
All Equipment 2, 45 vas
Assess System Earthing vas -
Requirements a4, 47 Va6
Assess Processor Area Telecom
Requirements. vaz
- Telephanes 315(a) 48 I
-~ Data Lines 31.5(t) 43 vag
Assess Building Access Limitations a3sg - o
Assess Building Maximum Floor 41
Loading a3y w2
Assess:Fire Protection/Standards 338 w3
Assess Storage Requirements 339 {77}
Assess Security a0 a5
Assess Environmental Factors: (7]
— Slatic
Electricity aan. ::;
— Dust/Dirt/Cleaning Methods 3312 -
Lighting 3313 w9
— Vibration 3314 V5o
— Noise azis
. T 2.2 Printers.
Section 2 — 1D lLocation |Fowsr (See 32.1) | Dara Connection | Note”
Terminal Equipment for: - ° ot A le je
2.1 VDUs P2
D Location | Power (Sea 231) | Data Coanection | Note® P3
A 8 C P4,
PS5
v PS.
Ve F7
V3 P8
v )
V5 P10
Ve 4]
vz P12
v P13
Page 24
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P14
P15
P16
P17
P18
P19
P20

2.3 *Amplifying Notes

1. {A) Existing double GPOs.
{B) Existing single to be changed to double.
{C) New double GPOs required.

2.4 Equipment Totals — Electrical and Heat
Load Calculation

Equipment Heat: Electrical
Totals KCal/Hr. Amps

Section 3 — Site Details For:
3.1 Processor Area

3.1.1 Brief Description of Location:
3.1.2 (a) Processing Equipment — Heat Load:

UNIT 1 ( \
UNIT 2( \

UNIT 3 )

UNIT 4 { \

UNIT 5 { Yo

UNIT 6 ( )

TOTAL (K. CALIHR)

(b) Emergency Cooling Methods (if any)

31.3 Electrical: Power Connections

CIRC.BRKR/FUSE
NBR RATING PHASE.

DISTED.ID
UNIT 1 ( )
UNIT 2( )
UNIT 3 ( )
UNIT 4 )
UNIT 5 ¢ )
UNIT 6 ( )
3.1.4 System Earth Connection:.

315 Telecom Services:
iD  location  Usage

(a) Telephone 1

Telephone 2

Telephone 3

Telephone 4
(b) DSS/Datel 1

DSS/Datel 2

DSS/Datel 3

DSS/Datef 4

3.2 Terminal Equipment Areas

Ama/Equipment Heat Load

{K.CaliH)
Concentrated Heat Load 1
Concentrated Heat Load 2
Concentrated Heat Load 3
Concentrated Heat Load 4

3.3 Total Site Aspects
331 Estimated {or. measured)
(a) 7 range °C
{b) humidity fRNGR ...oceersiscrscnessmrerimssenssniiase %
332  Total Equipment Haal Load:
333  Total equi load:
334 Building access limits:. ..... ¢ms at location: .....

335 Floor Loading:
(2) building MAXIMUM: c.vrerrvarersonssonsns KG.M2
(b) heaviest equi
336 Fire Protection:
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aan

334

Security:

Static Eiectriciy:

DustDirtCleaning Methods:

Vibration:

Noise:

Other:

3.4 Building Questions

41

4.2

343

344

345

348
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Do windows have curtains?

Are they suitable 1o eiiminate glare and fight?

Do they need replacement, backing, comment?

Cailing Type

(l)&BWIdod(lhozhsslmmdmmnbndtlm
mm).

(b) Direct stick (or battenad),
for
(¢) On joists (conventional).

(d; Concme.(

@] fibt

o Aeoum Boudm (or fibrous plaster),

© 3

(h) Other.

() Is asbestos used within concealed ceiiing space?
Ceding Height (Show on Plan)

:n;omal I-Tglshos
(@} Floor Standard C: L i ,
&) Wal arpet. 1 0t pe.

(c)Ceiling
(s ira gare
s a glare problem (show on
glazing and sources of #a(m eg. r.ﬁ":é-'?o.";""ﬁ&?.'

Electrical Questions
851 Distnbution Bosrd

Is DSS suppiy indepsndent of malin
building supply?.
If not does DSS have a secondary switchboard?____
Show on.Plan 2 photograph =
Do any circuit breakers trip often
Which one(s)?.
Is the distribution board made up of:
{a) circuit breakers.
() fuses
(c) both
(d) list the number of circult breakers on each distribution

the current rating of
breakers count as ons bmakar)g each. (Multipole

bmaher:mﬂng‘:bmam:mlng:bmajwr:nﬂng:

(e) note the number of luses on ;ho dlstvib.utlon bt;ard_.
{N how Mmany spare spaces (poles) on the distribution

(g) current rating of main air conditioning switch_____
m)l‘.,smmebourdsepamlymred from the main distribu-

® curent ratings (EG. 240V 100A)

0 Main swich
()  Main swich fight
@M  Main switch

{v)  Circult breakars (Ins'tg separately)
35,2 Existing Reticulation Method:

(a) is thers any skirting duct_
{b) What' are its locations.

(c) How many in the. duct_
() Is there any floor ducting

{) Location

) No. of

(g) Any service

(h) No. of In-poles

@ If no skirting ducts or service poles, state method of

{) Any Mk:ulauon in lhe partitioni
() How many ch "
@ Route and method of reticulation of existing power cable
Tun from distribution board 1o existl
the faise calling. existing GPO's {eg. run in
353 Electrical Interforence
(a) Any regular power outages,
(b) How often do they occur.
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g of lights)
(0 Any electronic/radiakch 3hopS READY e
(g) Any interferance with existing computer or electronic

(h) Any static electricity probiems.

354 Telephone

(a) Location of where i i lines
ars brought info the buiking — e

() Numter of such

{c) Location of PABX or equivalent. oo

355 Type of Fire Protection

{Show Locations On Plan),

356 Type of Heating System

(Describe:. Wall mounted, strip, heat banks, underficor

elemants, radiators, full A/C, ventilation fans, ex)

357 Capacity of Existing A/C Plant

358 Can CPU room be isolated for 24 hours
operation or is new A/C plant required?

359 Type of Light Fitting:

(a) Fluorescent

(b} Incandescent

(c) Suspended

(d) Surface mounted.

(e) Racessad

35.10

(a) Diffuser type (describe)

(6) No. of lampe/fttings

(c) Na. of fittings in general cffice

3511 Location of telex existing andfor propos-
ed (show on Plan).

3512 Location numbers and type of ail GPO's
(single or double) (shown on Plans).

Section 4 — Photographs

45 General Otfice (Al Views)

(

47 All Telecom Interface and/or PABX
(Refer 354} (Show Location on Plan} (

48 Any Maintenance ltems {

Nots:

lr;dk:to location and direction-of all photographs on floor
plans.

)
)
)
)
)

Section 5 — Follow Up Action List

For:

&1 Toral Heat Load
The proposed site equipment is expected to gensrate a
fotal heat load of ... e KCallhour

R i Y 3ir be

53 Total Electrical Load
The propocsed' site squipment is sxpected 1o provide 2
total alectrical 1080 O vuuvusesaremsssssisissnnrrsens AMPS.
Merity if supply and distribution are adequate.

54 Procassor Fower Distnbution
The following separate direct connections ane required
from an siectrical distribution board to 20 amp Wilco
power outlets in the processor area as indicated.

55 Terminal Equipment Power Outlets
The following propased equipment requires double 10.
amp power outiets in the locations indicated:

Aefer 2.7 andt 2.2 Re: Power Connection

A=
8=
C=
§6 Terminal Equioment Data Cable Routing

Authorisation is'required for running data cables using
the /outes and methods indicated:

OBP BUILDING BLOCKS

ATTACHMENT B

Tateragiive Teaining
andHelp

Assessment

On-line Advice
Selection and
Composition

*“Paymments, Tax,
. Reviews, CPI, A/L,
{Revals

National : » .
Index

“Management
Information

- Auditafid "
Financial Controls

System Controls
and Data Integrity

Ry

X

BTG fo

pivicolaiatip: o P, )
on
SpEmRE— T
I - n-line Information, Word Processing (Standard Letters).
Show Clrcuit Breakers or Fuses) : .
:; :Jm ; (M(:z%m ) i % Completed by 6/86; cost 1671 person months.
ing/Difuser » e 2? MILESTONE2: Pensions Migration, Pensions Person Data Update, Admins,
Security Definition via Admins, Integrated Audit Facility,
150 FIS/FA loped. To be completed by 6/88;
cost 2362 person months,

All systems redeveloped under OBP
To be complcte&gl 90; cost 1970 person months.




ATTACHMENT C

OBP COSTS

MILESTONE 1:
PRODUCT 7 PERSON MONTES:
OLE Pensions and Overpayments . 1087
OLE U&SB- and Client ID 259
pata Entry . 78
Online Manuals Ill
online Information 28
Word Pragcessing 4 . 108
TOTAL 1671 N
NOTE:. All effort above has been spent

MILESTONE 2:
PRODUCT PERSON MONTHS
Conversion of Pension data to database 140 (80).
Pensions Restricted Person Data Update 45
Redevelop FIS/FA to OBP 1769 (917)
ADMINS 408. (408)
Security 282 (48)
TOTAL 2644 (1453)
NOTE: Figures in brackets show how much effort has been

MILSTONE 3:

spent to date, The cost of FIS/FA includes all the
early planning and development of the migration
strategy for OBP and the SRD and SDA phases cover
all of OBP not just FIS/FA; the cost for this
system also includes much of the one time costs for
components. like case administration and for
development of standards.

PRODUCT ' PERSON MONTHS

Redevelop Pension to OBP 450
Redevelop U&SB to OBP 680
Redevelop Overpayments to OBP 80
Redevelop Agencies and Index to OBP 650
Implement Distributed 204 110
TOTAL 1970
NOTE: None of the above effort has yet been spent. The

0290b

estimates assume that the first system (FIS/FA) has
already been implemented,
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APPENDIX F

Letter to JPCPA from the Department of
Social Security of 21 May 1987 in
response to further written questions
from JPCPA
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&
Department of Social Security

P.0. Box 1, Woden ACT 2508 Telephons: 844300 Telex: 62143

OFFICE OF THE
SECRETAAY

21 l;ay 1987 RECE\VED

21 MAY 1997

S
BLIC ACCOUNT!
P OMAITTEE

Mr M J Talberg

Secretary

Joint Parliamentary Committee
of Public Accounts

Parliament House

CANBERRA ACT 2600

Dear Mr Talberg

PUBLIC ACCOUNTS COMMITTEE REVIEW OF STRATPLAN: ANSWERS TO
QUESTIONS OF 15 MAY 1987

Thank you for your letter of 15 May setting out further
questions which the Committee has requested be directed to
this Department. It is clear that there are some obvious
misunderstandings from the nature of some of the questions
raised. I have some general comments on this later.
However, in relation to the specific questions:

QUESTION 1

The preamble to Question 1 refers to the MWigration
Strategy Document dated October 1983 and contrasts its
predictions with the Mission 1 objectives. The review
that gave rise to the migration strategy took place in
July 1983, This was done for consideration at a higher
level, including the Bowral workshop in August 1983.) The
objectives of this review were to address the issues
associated with various stages of the development of our
income security applications systems; this was more to do
with the design of the development path and getting the
stages 'in the right order' than setting Department-wide
target dates,



; at_were o opted_by..the Depaftment
as _defining :.the ..scope .of ..the .Stratplan..projecf. The
Pplanning decisions taken at Bowral were ‘the result of
applying a department-wide perspective to the planning
process, Following the Bowral workshop, it was thought
useful to document fully the migration strategy material,
as having been an important input to the strategic
decision-making process. This documentation of the July
processes was dated October 1983.

From the Department's point of view it makes little sense
to contrast the Mission 1 objectives with dates plucked
from records of earlier planning sessions whose purpose
was never to set targets but to plan the logic of the
development path.

There is obviously a great deal of planning work that goes
into a project the size of Stratplan. It would certainly
be possible to discover a number of other documents and
dates which could be contrasted with either the Mission
objectives or the resolutions from time to time of the
Systems Executive Committee, Some of these will show
dates that, with hindsight, appear optimistic and some
will show dates that were pessimistic, For example, the
Migration Strategy document from which you have chosen to
highlight a date that appears optimistic also forecasts
our implementing the On-line Enquiry system in South
Australia in July 1986 whereas this in fact was achieved
in late 198S.

Y rhe “adoption Tof the Misgion objectiVes “Eollowing ct_fg!

: Bowral workshop has.ys_delivering .initial on-line benefifs;
' processing by .31 December 1986 This is the only relevant+
target that the Department set for itself in 1983,:
following the detailed planning work that was conducted in
the light of the outcome of the tender evaluation. The
first delivery of initial on-line benefits processing
facilities is now scheduled for October 1987. The reasons
for this change were canvassed extensively in our answers
to the series of questions addressed to us in April.

The Committee concluded in its Report 225 in 1984 that
*the facility for on-line update will be at least twelve
months late'. 1In our response at that time we pointed out
that the dates that had been quoted so far for on-line
update should be regarded as indicative only. We said
that we had yet to complete the detailed design work
necessary to set the dates for introduction of various
components of on-line update. If the Committee is now
re-considering aspects of the history of the project that
were dealt with in its previous reports we feel that it
would be fair for us to be advised whether the advice
provided by the Department to the Committee on the earlier
occasion has in some sense been rejected by the Committee
or is not considered satisfactory.
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Question 1
Why was On-line Benefits Processing subject to such a
major slippage in the period to April 198js?

Answer

The 'major' slippage referred to

substantially based o
planning documentation.

. Lo in this question is
n & misinterpretation of our

QUESTION 2

It is true that we had completed some detailed ¢ i

for on-line benefits processing by August. 1985 am?l:}?:éng
new three-stage plan had been developed. Your 1letter
contrasts a figst estimated delivery date for -on-line
update for Family Income Supplement (FIS) and Family
Allowances (April 1987) with the current projectedt date of
April 1988, = “This " dpparent ‘‘’Change '.Is - pased on -=a
:ﬁgez_';i:;;al;ji_ntggigtafgon;?bf .‘planning- -documentation Fot

A ec and .~have --been .. - i i
~discussions at officer level: M mEesolved -eastly ih

The first point to clarify is that the first offici

for_ implementation following the August 19855r1ecv1i.aelw d:::
April 1987 for the FIS system, to be followed three months
later by Family Allowances. It should be borne in. mind
t:hat FIS is by far the smallest and least complex of the
income security systems and was in a sense intended as a
'pilot? prior to implementation of the first major system,
Family Allowances. When these dates were adopted it was
seen as feasible to provide a basic on-line update system
in each case. Subgequent planning showed that. this was
costly and of dubious value to staff or clients. A much
more comprehensive system therefore was targetted for 1988
for both systems. To speak of a slippage in the delivery
dates  for. these products is to compare two unlike
products, the very basic systems. envisaged in late 1985
and thg comprehensive. systems now being developed which
are major steps toward the full on-line systems..

Question. 2

Why was this h:l:gh priority project again subjected to
such a major slippage in this period? .
Answer

The project was not subject to slippage.
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Question 3

With the  record of slippage that this project has
sustained to date would it be reasonable for the
Committee to anticipate completion being deferred well
into the 1990s?

Answer

No. The tenor of this question seems to suggest that
conclusions may have been drawn on this subject
already. We would urge caution on this point.

If the Committee feels that more advice should be
sought from the Departmert on the On-line 3enefi€§
3 duisSers™ can .gain

fiderstanding ~ "Of _ tha™ " Ftages -
develobment rand «the strategic decisions’ taken .tron
£imé ~to tihe, ‘we ate “Willing, “as alWadys, to offer
‘Whatéver assistance may be required,

In view of the record of progress against the
timetable set £for us in Bowral in 1983 we remain
optimistic.

Question 4

Does the Department consider, in the 1§ght of the
development resources that it has had available to it
in the past three years, that it has secured a
satisfactory rate of development for such an important
project?

Answer

Yes, The Committee is correct in its understanding
that the Department believes it has a good record qf
achievement both in meeting requirements placed on it
by Government and in the development of .on-lzne
benefits processing in the face of contingencies. We
would like to draw the Committee's attention to the
number of prerequisites and components oq OBP already
in place. These were discussed in Section 2 of the
submission made to the Committee for the recent puklic
hearing,

Question 5
What documentary evidence can the Department provide

to establish that the development of this project has
ever met departmental objectives?
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Answer

The intent of this question is not clear. If the
question is suggesting that the on-line benefits
processing project is inconsistent with Departmental
objectives then we must disagree, The Department,
through its corporate planning processes, has
developed a charter and corporate goals for the period
1986-88, which have been approved by the Minister for
Social Security, the Hon Brian Howe. The Departmental
Charter is ' To deliver social security entitlements
and related services in accordance with the policies
of the Government in a timely and fair manner with
efficient and effective use of resources.'

Eight key corporate goals were identified in extensive
gonigégation involving staff throughout the Department
in H

(A) Advise the Minister on income security needs,
policies and practices;

(B) Access to Departmental services, with special
attention to particular disadvantaged groups:;

(C) Wide community knowledge of services and the
rights and obligations attached to entitlements;

(D) Consistent delivery of social security
entitlements and related services in accordance
with Government policies;

(E) High quality service in a timely, fair and
sensitive manner, including referral to other
agencies for related support;

(F) Inhibit misuse of the income security system;

{G) Participative, equitable, safe and satisfying
work environment;

(H) High standard of management at all levels.

It is clear that OBP is a strategic development in
support of the Departmental Charter through several of
its corporate goals. In particular, the substantial
enhancement to ADP applications through the on-line
benefits processing project is a key strategy in
achieving goals D, E, F, G and H. We believe that the
Committee has seen evidence during its inspections of
tegional offices equipped with Stratplan facilities
that substantial progress is being made on all of
these fronts.
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QUESTION TAREN ON NOTICE

We understand the question put to us by the Committee at
the hearing of 14 May 1987 and which, we sought to take on
notice to be along the following lines:

When was the requirement for the ADMINS system being
developed as a pre-requisite to on-line benefits
processing first established? Where was this set out
in the Department's plans?

Ansver

Section 4 of the 1981 ADP sSystems Strategic Plan,
which was the document upon which our first approach
to Government was based, set out applications software
requirements and strategies, Under the general
heading 'Management Services' it stated that
'People/Positions' was a requirement in this area. It
said 'Other priority requirements, particularly in
Income Security areas, may force some early
development,..With movement into on-line systems there
Wwill be a need for identification of people and the
positions they are occupying'. This is the function
that makes ADMINS a prerequisite to On-line Benefits
Processing.

The project had not attracted the name 'ADMINS'. at
that early stage; it was simply thought of as the
management services component of “the sStratplan
redevelopment,

Planning during 1982 and 1983 identified some
fifty-six separate modules which users would wish to
see developed in support of the management services
function. These are identified in the ADMINS System
Planning Document of 15 August 1983. However, in view
of the priority of income security systems development
the Department sought to proceed only with those few
modules which were prerequisites to the security
function for OBP or which conferred obvious efficiency
gains for minimal additional effort.

CONCLUSION

As mentioned earlier, it is apparent from the questions
that the advice on which they were based has not taken
account of the nature of the planning process in a project
of the size and complexity of Stratplan. This is an area

from which I believe the Committee can draw valuable

conclusions applicable to the review of other large
projects., There.are three important points to be made
here about the planning process:
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(1) In management consideration of major plans there is a
syathesis of detailed planning. strategies previously
developed by specialist groups whose focus is limited,
properly, to ‘their own sphere of competence, This
synthesgis takes into account congtraints, resources
and opportunities in a Departmental context, The
cqnclusmns of management consgideration can be
different from the expectations of those with a
perspective on only a portion of the project. Senior

executiye management alone is responsible for this
synthesis,

(2)‘ Plans are under constant review. As we progress we
gain a better understanding of the technical
environment, of user demands and product.

interdependencies. The aim is to optimise within

resource constraints the overall delivery of
functionality.

(3) It is frequently prudent management ractice to set
tight internal deadlines. 9 P

Yours sincerely

b

D VOLKER
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APPENDIX G

Letter to JPCPA from the Public Service
Board (undated) in response to further
written questions from JPCPA
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ey

Public Service Board

McLachlan Offices National Circuit Canbera A.C.T. 2600 Tel 72 3977

Mr M J Talberg

Secretary

Joint Committee of Public Accounts
Parliament House '

CANBERRA ACT 2600

Dear Mr Talberg
PUBLIC ACCOUNTS COMMITTEE ~ REVIEW OF STRATPLAN

In your letter of 19 May 1987 you outlined 8 matters on which
the Public Accounts Committee sought Board comment.

Question l: Did the Public Service Board play an active role in
the negotiations with the unions on Stratplan and
the development of the Section 28 agreements in
1984/52

RESPONSE

The initial negotiations on Stratplan were between the
Department of Social Security and the unions without. Board
participation. However the relevant functional areas of the
Board became involved in and were consulted by the Department on
particular issues that arose in the negotiations. Because
STRATPLAN was the first major technological reequipment on this
scale, some of the issues, eg eyesight testing, required
substantial work from the Board in develoging a policy both in
the context of the STRATPLAN negotiations and for more general
application. The Board therefore kept across developments
touching on such policy issues, in the Department's
negotiations. Following industrial action which led to the
notification of a dispute to the Conciliation and Arbitration
Commission in October 1984 the Board participated in the
negotiations which led to the 528 agreement, cevtified in the
Commission on 3 January 1985 and was a signatory to that
agreement.

Questions 2 and 3: Did the outcome of these negotiations meet
with the Board's approval? (If yes - what
documentary evidence can the Board provide
to substantiate this claim?)
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RESPONSE

The Board recognised the importance of the Department's role in
servicing social welfare beneficiaries and the need to proceed
with minimum disruption. Therefore, haying regard to tQG
history of the negotiation and the magnitude of the project, the
Board saw the agreement as an acceptable cutcome. There were,
however, aspects of the agreement with which the Board saw some
problems, eg radiation testing, pa;ticularly if they were to be
regarded as establishing Service-wide standards.

indi d above the Board was a signatory to the agreement
::ié:dzgagzu:se related only to Stratplan and made clear at the
time that it was not to be regarded as a precedent for
implementation of other major technical c@ange. However there
were areas where STRATPLAN became the vehicle for considering
more general policy issues. In relation to eyesiqhg te;ting thg
Board accepted that there was a case for the provisions ipclude
in the $28 STRATPLAN agreement to be extended to the Service as
a whole, pending the outcome of the proposed expert study to be
conducted by Worksafe, and this policy was promulgated
separately.

tion to the second agreement on Stratplan cethgxed on
{2 g:é:be: 1985, the Board was a party to the negotiations which
were commenced following a dispute in May 1985 about work
organisation. The Board agreed to the payment of an allowanced
for a trial of the new working arrangements:; the agreement nade
clear that ". . . is not to be used as a precedent by the unions

to seek similar arrangements in other departments or state A‘taﬁu* :
uthorities? i a : o egbvies t
: . Once again the Board's position recognised the Card
industrial history and the need to keep the project moving. 8 16 %]
e

Do the Board's new guidelines for consultation on
the introduction of mew technology atresa.the i
importance of planning for the impact og 1ndustrxa£
negotiations in an environment of ;echnlcal change?

Question 4:

s < £
What particular benefits would the 9epattment -]
Sociag Security have gained from being able ca.
follow these guidelines during the implementation
of Stratplan?

Question 5:

RESPONSE

i technological
Guidelines for the Management of consultation on :
change {copy attached) were issued bx the Board on 29 Agrzlf .
1987. The guidelines recognise the importance of p%ann ng fo
the impact of industrial negotiation and state that:

he
“Careful, staged planning is an egsen:ial aspect of t
egzective manggement of technological chenge. These a
guidelines recognise that consultation with union§ an
staff should be managed as an integral part.oﬁ this 14 be
normal managemeat process and that each project shou
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considered on its merits. The costs aasociated with
failure to consult adequately may include avoidable
delays and purchase of inappropriate equipment as well as

disruption to the industrial climate as a whole.”
(Para 5)

The guidelines outline, as a basis for departmental level
agreament, a framework for processes of consultation on
technological change. They have not been agreed by the ACTU.
The current guidelines describe the processes more clearly and
in greater detail than the earlier Board guidance which wzs
current in 1984/85 and should therefore assist departments
considerably in developing appropriate consultative processes.
The guidelines do not prescribe detailed standards (eg
accommodation, staffing, occupational health and safety) which
are to apply in a particular technological change project:
these will need to be determined, within relevant Service-wide
policies, separately for each project. It needs to be

recognised however that agreement will not necessarily easily be
reached on particular projects.

It is not possible to answer more precisely what might have been
the course of Stratplan negotiations under the current
guidelines: certainly these guidelines reflect experience gained

by the Board, the union and the Department of Social Security in
the implementation.

Question 6: Does the Board approve of the treand towards the use

of wore and more contractors in contrast to the
expansion of in~house ADP staff?

RESPONSE

The Board considers that contract staff have an important role
to play in the following circumstances:

. where they are more cost effective than Departmental
staff;

. to meet short term peaks in workload; and

. to provide specialist expertise not available within a

Department's own staff.

In the last case, if the requirement for specialist skills were
an ongoing one, the Board would hope that the Department would

take steps to ensure its own staff developed the required
skills. .

The current use of contract programmers appears to be based more
on the inability to attract and retain skilled staff than the
above considerations. The Board views this situation with
concern.
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Question 7: Given the continuing growth in this trend; what
steps can Department's take to stem the movement of
CSO0s into the ranks of coantractors?

RESPONSE

Contract programming is only one destination for resigning CSOs
and this may not be the most frequent. Rasignation rates are
higher for CSOs than for administrative staff generally, but
were high before contracting became prevalent in Canberra.
Within the €SO group separation rates ace highest at the -more
junior levels.

The CSO Task Force; established by the Public Service Board

- @arlier this year, has identified broad initiatives to assist

the Service in its management of this group. The areas being
addressed are:

. increased aggregate supply:

. an increased share of APS share of supply:
. increased supplementation from non~CSOs:

. a reduction in turnover; and

. more effective use of consultants.

Question 8: If market demand for these resources is dictating
this situation, can the Service compete
effectively, particularly in terms of monetary
rewards?

RESPONSE

Management consultant remuneration data avajlable to the Board
suggests that remuneration is not as significant an issue in the
recruitment/retention of APS CSOs as many people believe. To
the extent that the APS is not as competitive as other areas,
principally at senior levels, action to ad@ress the situation
within the coanstraints of Government wages policy and NWC
guidelines is being considered

The initiatives outlined in the response to Question 7 will
alleviate the situation in both the short and medium term. The
labour markat situation for CSOs into the 1990s is by no means
clear and the Board is pursuing an approach oriented to
increasing overall flexibility on the supply side. Within this
context remuneration needs to be considered in perspective.
There is a tendency to understate the opportunities available to
staff performing systems work within the Service. The broad
technical requirements resulting from the diverse nature of
Government activities and the flexibility demanded of both
departments and individual staff provide benefits and interest
not necessarily available elsevhere.
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I hope these comments are of assistance to the

Yours sincerely

Ascen U,
N WP Pisher s .
Acting Deputy Copmiasionar

5.

Committee.



