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Summary
This report is the result of a review into how the Tasmanian Government as a whole
delivers and manages ICT (information and communication technology) services.

Current management of ICT
The Tasmanian Government’s current arrangements for managing ICT are the result of
changes that have evolved over more than three decades. Individual government agencies
have established arrangements that have produced many achievements. There has also
been extensive collaboration between agencies that has delivered many benefits.
However, there are powerful trends in the global economy, the ICT industry and public
sector management which are challenging the current arrangements.
These arrangements are becoming increasingly difficult to sustain and will not provide the
government with effective support for meeting the emerging challenges and opportunities
facing Tasmania. Importantly, the current arrangements are not cost efficient.

Proposed changes
This report proposes changes which are based on meeting the following objectives:
1. Sustainable ICT: The government’s ICT infrastructure should be managed more
efficiently. The financial costs, including the full lifecycle costs of ICT assets, should be
lower. There should also be more efficient use of scarce skills and a lower
environmental impact.
2. Efficient government: New opportunities should be created for reducing the costs of
government services. These opportunities should include reductions in duplicated
service channels, business processes, information repositories and ICT systems.
3. Effective government: New opportunities should be created for providing more
effective government services that deliver better outcomes to the community.
4. Innovative government: New ideas should be generated for using ICT to improve the
way government works. These ideas should be effectively applied. Where appropriate,
new ideas should be commercialised.
5. Clever government: Government decision making should be improved, by increasing
the ability of staff in different agencies to work together, and by increasing their ability
to synthesise and analyse information and data from multiple sources.
6. Agile government: Government should be able to respond to changing needs more
quickly.
Future arrangements for managing ICT would be based on the following approach:
1. Providing agencies with greater strategic and policy clarity about how ICT should be
managed
2. Providing agencies with new opportunities for reducing costs and improving the
sustainability of their ICT resources
3. Increasing the accountability of agencies to achieve efficiency and effectiveness
4. Continuously identifying opportunities for improvements
5. Introducing improvements through effective program and project management.
The key elements of the future arrangements would be:
1. The government would establish and regularly update a clear strategy for ICT which
supported its broader strategic agenda for the public sector.
Croger Associates Pty Ltd
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2. Clear governance arrangements would be established providing clarity about areas
where government wide approaches and policies were required and areas where
agency flexibility were required.
3. Individual agencies would strengthen their capacities for managing ICT resources that
are particular or specialist to their needs.
4. Opportunities would be created for agencies to reduce costs by consolidating
commodity ICT systems and infrastructure and managing these through a new ICT
utility services organisation.
5. Access to specialist project implementation skills would be improved.
6. Budgeting for ICT would be improved and the full lifecycle costs of ICT investments
would be identified.
7. ICT tools would be available to public sector staff that supported modern methods of
working and collaboration.
8. Opportunities would be pursued for using ICT to improve the efficiency and
effectiveness of government services through joined up approaches.

Implementation of changes
Changes to ICT management would be introduced through a phased incremental approach
that would be managed as an ongoing Transformation Program.
The first phase would be a preliminary phase, running through to June 2009. In this phase,
the strategy proposed in this report would be considered and initial implementation would
commence.
The second phase would operate through the 2009-2010 financial year. A major focus
would be the establishment of new organisational arrangements. Work would commence
on establishing new ICT infrastructure to be shared by a number of agencies.
The third phase would operate through the 2010-2011 financial year. This is the year when
major benefits would start to accrue from the Transformation Program. There would be a
strong focus on extending the shared ICT infrastructure across government.

Investment required
A major objective of the Transformation Program would be to improve cost efficiency and
enable recurrent savings to be made. This would require one off investments of funding.
An initial investment would be required in 2009-2010 to commence the planning and
development of new ICT infrastructure.
A larger investment would be required in 2010-2011 to make this infrastructure
operational.
The Transformation Program would see changes to the way many public sector employees
work. Effective change would require a well planned investment in people and skills.
These would be important strategic investments in public sector infrastructure which
would provide a strong platform for enabling ongoing recurrent cost savings and for
modernising government.
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1

Introduction
This report sets out a strategy for improving in the way that the Tasmanian Government
manages its ICT resources. It has been prepared by Peter Croger of Croger Associates Pty
Ltd as part of the IT Transformation Project, managed by the Department of Premier and
Cabinet.

1.1

IT Transformation Project
The overall objective of the IT Transformation Project is ‘to improve the way government
as a whole delivers and manages IT services’. Five streams of activities have been funded in
2008-2009 for the project:
1. The development of a strategic plan for improving the way that ICT resources are
managed – this report
2. A pilot project to introduce new unified communications tools across multiple agencies
3. A pilot project to introduce an integrated authentication service across multiple
agencies
4. An evaluation of organisational capability and readiness to support the strategic plan
5. The initial implementation activities for the strategic plan.
Croger Associates Pty Ltd in association with Strategic Intent have been engaged by DPAC
to provide consulting assistance for the IT Transformation Project.

1.2

This report
This strategic plan has been developed through a review of current arrangements for
managing ICT. The review has involved:
1. Research of international and national trends regarding government management and
use of ICT
2. Review of relevant Tasmanian Government policy documents
3. Consultations with a range of stakeholders and experts who are listed in appendix G.
The report is structured as 10 sections with 8 appendices.
Section 2 discusses trends in public sector management which provide a context for how
ICT is managed across government.
Section 3 outlines concepts and issues about managing ICT.
Section 4 summarises the Tasmanian Government’s strategic requirements for ICT .
Section 5 provides a brief summary of the current arrangements for ICT management
across the Tasmanian Government.
Section 6 is an assessment of how well the current arrangements support the
government’s strategic requirements.
Section 7 proposes new arrangements for managing ICT across the Tasmanian
Government.
Section 8 describes new organisational arrangements to support the proposed changes.
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Section 9 addresses implementation and funding for the proposed changes.
Section 10 provides a consolidated list of recommendations.

1.3

Acknowledgments
Peter Croger acknowledges the valuable thinking and assistance provided by Pamela Lovell
of Strategic Intent. The staff of DPAC’s Inter Agency Policy & Projects Unit have played a
key co-ordination role throughout the project.
Many staff from the Tasmanian Government and other organisations have contributed
constructive ideas and views to this project. The time and the insights that they have given
have been very valuable.
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2

Public sector management
The Tasmanian Government’s approach to managing ICT is part of its broader approach to
managing the public sector. This section discusses public sector management and provides
some high level concepts about how ICT underpins the work of government agencies.

2.1

Organisation and accountability
Tasmania’s public sector follows the model common to Westminster style democracies
throughout the world. There is an apolitical state service established under legislation. The
state service works under the direction of ministers who are accountable through
Parliament to the community.
The state service is organised into separate agencies: at the start of 2009 there were 10
departments, 7 authorities and the Tasmanian Audit Office. Each agency has its own head
or chief executive. Some state service departments administer various ‘semi-autonomous’
organisations which have their own legislative charters. There are also other government
owned organisations such as GBEs (government business enterprises) and SOCs (state
owned companies).
In early 2009, there were also 20 ministerial portfolios, allocated to 9 separate ministers.
Each ministerial portfolio has responsibility for many pieces of legislation and various parts
of agencies. Most agencies have more than one minister and most ministers have
responsibilities in more than one agency.
Heads of agencies are accountable to the Premier and their functions include ‘…to ensure
that the Agency is operated as effectively, efficiently and economically as is practicable…’1.
Broadly, heads of agencies lead on public sector management (the how) while ministers
lead on policy (the what). In reality, the distinction between the two roles is less distinct.

2.2

Agencies
The current state service model is largely based on public sector reforms made in the late
1980s and early 1990s. This saw a large number of departments and authorities, many that
were tiny, combined into a much smaller number of agencies. At the same time, many
government wide management and co-ordination functions were abolished and more
autonomy given to heads of agencies. The motto was ‘let the managers manage’. These
reforms followed a global trend, often referred to as ‘New Public Management’ (NPM).
All agencies now include a range of separate functions. Some agencies, such as the
Department of Police and Emergency Management (DPEM), have remained relatively
stable with an enduring main core function and the occasional change to other functions.
Other agencies include a more diverse range of functions and have been subject to fairly
frequent changes. The current Department of Environment, Parks, Heritage and the Arts
(DEPHA) is a prime example. It has had many changes to both ministerial portfolio and
functional arrangements.

2.3

Central government
Public sector leadership and co-ordination is provided through the organs of central
government: the Premier, Cabinet, ministerial offices and the two central agencies (the
Department of Premier and Cabinet and the Department of Treasury and Finance).
1

State Service Act 2000.
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Leading and co-ordinating the public sector involves:
Developing common understandings about the state’s challenges and opportunities
Developing, updating, negotiating and communicating an overall policy agenda
Responding to urgent issues
Setting priorities
Establishing new initiatives
Allocating resources and budgets
Monitoring performance
Co-ordinating policies, initiatives and actions involving multiple agencies
Negotiating with other governments
Reshaping and re-organising the public sector to meet changing needs.
These leadership and co-ordination roles are increasing because:
The challenges and opportunities facing the state are changing more rapidly
State policy responses increasingly involve co-ordinated responses from many agencies
National policy responses increasingly involve collaboration by many governments
Budget pressures are growing, particularly as the global economy slows.

2.4

ICT enabled service delivery
Most state government activity involves the delivery of services to the community. Almost
all services are underpinned by ICT.
The details of how services are delivered can be hard to understand because they involve a
complex web of work procedures and technology components. Some organisations
describe their ICT enabled services in terms of different ‘domains’ such as the following:

ORGANISATION
Organisational
Policies
Delivery
Model
Business
Processes
Information
Resources
Application
Systems
Technical
Infrastructure
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Policy Domain describes the overall policy and legislative basis of a service.
Delivery Domain describes the way that the service is delivered to members of the
community. This can be through shop fronts, specialist professional staff or through
electronic means such as web sites and telephones.
Business Process Domain describes the work procedures undertaken to deliver a service.
This is largely about the work of staff.
Information Domain describes the information and data that need to be recorded to
support the service. Increasingly, information and data is recorded in electronic databases.
Application Systems Domain describes the various software systems used to support the
service. Generally, many systems are involved in a service with information and data
flowing between these systems.
Technology Infrastructure Domain describes the hardware, networks and other
foundational technology components used to support the information and application
systems.
There are complex relationships between services and their various ingredients. For
example:
One service can be governed by many pieces of legislation; one piece of legislation can
govern many services.
One service can involve the work of many staff members; one staff member can
support many services.
One service can use many databases; one database can provide information for many
services.
One service can use many inter-connected software systems; one software system can
support many services.
One service can use many hundreds of pieces of ICT equipment; one item of ICT
equipment can support many services.

2.5

Multi-agency collaboration
Policy responses and service delivery increasingly involves multiple agencies.
As a policy example, issues of climate change involve the responsibilities of many agencies.
They are linked to issues of economic development, transport, environmental
management, planning and others. Effectively designed and managed climate change
initiatives require many agencies to collaborate. This has been facilitated by a combination
of a new co-ordinating unit within DPAC and the establishment of collaborative bodies and
networks across agencies.
A service example is the issuing and collection of fines for traffic offences. The business
processes involve staff in 4 different agencies, supported by a number of inter-linked
software systems operating on different sets of ICT infrastructure. A range of inter-agency
agreements and governance processes have been established to help keep the service
operational.
These multi-agency arrangements can challenge accountabilities. Who ‘owns’ the end to
end fine issuing process? If a major problem arises with the process, does accountability
rest with a single agency head?
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2.6

Interoperability
One approach to supporting collaboration on ICT enabled services is to ensure
‘interoperability’ between relevant agencies. The word interoperability simply means ‘the
ability to work together’. When agencies work together using ICT, they need compatibility
at different levels:

AGENCY A

COLLABORATION

AGENCY B

Organisational
Policies

COMPATIBILE

Organisational
Policies

Delivery
Model

COMPATIBILE

Delivery
Model

Business
Processes

COMPATIBILE

Business
Processes

Information
Resources

COMPATIBILE

Information
Resources

Application
Systems

COMPATIBILE

Application
Systems

Technical
Infrastructure

COMPATIBILE

Technical
Infrastructure

‘Compatibility’ does not mean the ‘same as’. It means that the elements from the different
agencies can be inter-connected or can work together. Compatibility between different
information resources can be achieved through common data exchange standards.
Compatibility between different software systems can be achieved by using standardised
approaches to linking the systems.
The Tasmanian Government commissioned a study into ‘enterprise architecture’ which
examined interoperability. It explored ways that agencies could work together while still
retaining large degrees of autonomy regarding the way they managed their services and
their ICT resources.
The enterprise architecture study suggested2 that when different agencies work together
on joint projects which establish or change policies and services, they need to have the
following common elements:

2

McShane, R, Croger, P & Appleyard, G 2004, Enterprise Architecture Final Report, Department of
Premier and Cabinet, Hobart.
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Shared strategy and intent
Common understanding of the end to end business processes, information resources,
software systems and technology infrastructure to be changed
Common project practices
Common toolsets for supporting project work
Common information standards
Common standards for connecting different technology components.
An Interoperability Program has been established which is now addressing the final two
elements. This has demonstrated that co-operation between agencies on such issues can
be achieved.

2.7

Shared services
Another approach to supporting collaboration on ICT enabled services is through shared
services. This involves an organisation managing and operating components on behalf of
multiple agencies.
A number of organisational models are possible. The United Kingdom Government has a
policy of introducing shared services arrangements and has identified four suitable
models3:
1.
2.
3.
4.

Creation of a business unit within an existing central department
Creation of a new agency
Creation of a joint venture with a private sector provider
Outsourcing service delivery to a private sector provider.

At a simple level, most Tasmanian Government agencies already have shared service
arrangements. The majority of agencies are collections of different business units with
distinct policy and service delivery responsibilities. Agencies generally have single
corporate services groups which provide services to all agency business units.
There is no single comprehensive approach to multi-agency shared services within the
Tasmanian Government but there are many individual cases.
As an example, the following diagram shows how the Department of Justice (DoJ) and the
Department of Police and Emergency Management (DPEM) have collaborated on
managing fines by introducing ‘FIND’, a new jointly owned software system:

3

UK Cabinet Office 2008, Central government shared services – guidance for customers and
providers, Cabinet Office, London.

Croger Associates Pty Ltd

29 January 2009
7

MODERNISING GOVERNMENT, MODERNISING ICT MANAGEMENT

DoJ

COLLABORATION ON FINES

DPEM

Organisational
Policies

COMPATIBILE

Organisational
Policies

Delivery
Model

COMPATIBILE

Delivery
Model

Business
Processes

COMPATIBILE

Business
Processes

Information
Resources

SHARED

Information
Resources

Application
Systems

SHARED

Application
Systems

Technical
Infrastructure

COMPATIBILE

Technical
Infrastructure

There are other examples of shared services for the various domains that are listed above:
Delivery Domain: Service Tasmania provides common shop fronts (and other channels) for
services involving many agencies.
Business Process Domain: The Tasmania Tomorrow reforms for post compulsory
education see the new Tasmanian Polytechnic being the shared corporate services
provider for three separate organisations.
Information Domain: DPEM maintain records of criminal convictions for both itself and
the courts (which are administered by DoJ).
Application Systems Domain: As shown above, the new FIND system is owned by DPEM
and DoJ but is managed by DoJ on behalf of both agencies.
Technology Infrastructure Domain: TMD manages the contract for Networking Tasmania,
used by all agencies.
There is an increasing trend towards more comprehensive shared services arrangements:
almost all state and territory governments in Australia have shared services initiatives. As
an example, the South Australian Government has a shared service initiative for ICT
infrastructure which is based on ‘Standardisation, Consolidation, Rationalisation’.4 Some
4

Office of the Chief Information Officer 2007, Ask just once – South Australian Government ICT
strategy, OCIO, Adelaide.
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governments such as the ACT Government having established bodies which provide a
comprehensive suite of shared corporate services to all agencies. The drivers for these
arrangements are generally around improving efficiency, effectiveness and agility.
Shared services arrangements have also been established across government jurisdictions
in the Australian federation for most portfolio areas. Examples include arrangements that
have enabled the sharing of information such as criminal intelligence data and motor
vehicle registration data.
However, many shared services initiatives have not delivered the targeted benefits within
the projected time frames. A recent report from the House of Commons Public Accounts
Committee provided a scathing assessment of a shared services initiative within the UK
Department for Transport5. In net present value terms, the initiative was to deliver a
positive benefit of £57m. The actual result was a negative benefit of £81.1m. The report
highlighted major failures in implementation, principally due to inadequate project
planning, management and execution.
Factors that contribute to the failure of shared services initiatives include:
1. ‘Big bang’ approaches to change rather than phased approaches
2. Excessive reliance on top down mandates rather than creation of incentives for
organisations to ‘opt in’
3. Insufficient estimation of the costs and risks of change
4. Insufficient up front resourcing of new arrangements
5. Inadequate program and project management
6. Insufficient rigour in defining and then monitoring benefits.
A report from the United Kingdom’s National Audit Office has noted that effective shared
services initiatives can lead to significant cost savings and other benefits6. The report notes
that such benefits have not yet been achieved across the whole UK Government but that in
cases where effective approaches are being used, major benefits are arising.
The report identifies 5 important attributes of effective shared service arrangements:
1. Distinct governance: A distinct organisational structure with a dedicated management
team delivers the operational aspects of corporate services for one or more
organisations.
2. Standard processes: Processes are standardised and streamlined.
3. Economies of scale: Scale is achieved through combining processes previously
executed independently.
4. Customer driven: A culture of service delivery is ingrained within the shared services
centre. Resources are committed to key account management, monitoring key
performance indicators and the achievement of service level agreements.
5. Continuous process improvement: Dedicated project teams manage process change
to drive improvements in both efficiency and levels of service.

5

House of Commons Public Account Committee 2008, Shared services in the Department for
Transport and its agencies, The Stationery Office Ltd, London.
6
UK National Audit Office 2007, Improving corporate functions using shared services, NAO, London.
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2.8

Public sector staff
Almost all public sector staff use ICT tools for their work. However the actual access
devices (eg desktop computers and mobile devices) and software they require varies
widely across the different occupational groups. Some of these occupational groups are:
Nurses
Teachers
Police officers
Service Tasmania counter staff
Administrative staff
Policy analysts.
These are some of the key trends about public sector work:
Work patterns are changing with more staff working with people in other agencies and
other organisations.
Career patterns are changing with more frequent moving of staff between positions
and between agencies.
In an era of skill shortages, younger people in particular have greater expectations
about the types of ICT tools required to support their work.
Access to reliable and secure ICT tools is becoming more important.
Access to timely and accurate information is becoming more important.
The need for tools that support communication and collaboration with others is
becoming more important, particularly as networked management approaches are
adopted across agencies.
A growing number of staff require secure mobile access to ICT resources and systems.
A growing number of staff spend part of their time working from home.
There are increasing demands for timely responses and decisions.
There are growing community expectations that public sector processes will be
effective, efficient and equitable.

2.9

Agility
Agility is becoming a major issue for all governments. As the external environment changes
more rapidly, governments are seeking to respond more quickly. Increasingly, policy
responses occur across multiple agencies and involve changes to:
Legislation
Existing programs
Service delivery arrangements
Organisational arrangements, between and within agencies
Work processes of government employees
Information resources
Use of physical assets, including buildings
ICT systems and infrastructure
Budget allocations.
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The Victorian Government’s State Service Authority has recently worked with Demos, the
UK based think tank7, to examine agility in government. Their study8 identified 4 areas
where agile governments need to develop their capacities:
1. Short term responsiveness: Responding to the public’s day to day needs through
choice, voice and personalisation
2. Strategic adaptation: Learning from and scaling up innovation to improve public
services systems over the long run
3. Outcomes focus: Focussing on end results to address cross-cutting issues
4. Long term shaping: Positively intervening in society to affect long term trends,
creating new opportunities and preventing or reducing problems before they arise.
The study highlighted 4 particular constraints to agility:
1.
2.
3.
4.

2.10

Limited information sharing
Risk aversion
Cultural constraints
Institutional structure.

‘Network management’ in the public sector
New insights into effective management are being applied to public sector management.
The keynote address at the 2008 IPAA National Conference was given by The Hon Jocelyne
Bourgon, President Emeritus at the Canada School of Public Service. A key part of her
address covered ‘network management’9, referring to people networks, not technology
networks. She observed that:
Networks are the most powerful innovation in organisational development of the past 25
years. They are agile, nimble and easy to organise. They can be used for almost any cause
or purpose. They bring together people and organisations who share a common purpose for
a short time or for the long haul.
Network management provides opportunities for modernising government:
These days, the hierarchical model of government increasingly co-exists with the
management of networks. Modern government entails the management of the traditional
power structure and of non-hierarchical, non-traditional relationships. This approach is
transforming the role of the centre of government and of central agencies. It is opening
promising avenues for modernising the role of line departments.
And network management approaches need to be applied in ways that maintain clear
accountabilities:
Network management is not ‘management by committees’. Rather, network management
brings together those who share a responsibility for results and who have the power to act
in support of achieving results. While it is wise to use this approach selectively, it is a
powerful and necessary way to manage the inter-departmental and inter-governmental
space characteristic of modern government. A combination of vertical accountability for the

7

See www.demos.co.uk
State Services Authority 2008, Towards agile government, SSA, Melbourne.
9
J Bourgon, ‘The future of public service: a search for a new balance’, The Australian Journal of
Public Administration, vol. 67, no. 4, 2008.
8

Croger Associates Pty Ltd

29 January 2009
11

MODERNISING GOVERNMENT, MODERNISING ICT MANAGEMENT
exercise of delegated authority and of network management improves the capacity of the
public sector to achieve system-wide results.
A fuller extract of Ms Bourgon’s address is provided in appendix A.

2.11

Agency autonomy
Globally, governments and others are reviewing prevailing ideas about public
administration. There are growing discussions that earlier NPM notions of highly
autonomous agencies do not suit modern public administration needs10, particularly in
addressing the opportunities and challenges presented by ICT.
A recent UK study by University College London (UCL) and the London School of Economics
(LSE) has developed the idea of ‘digital era governance’. The study11 describes new
approaches to public administration under three broad themes:
Reintegration: The key opportunities for exploiting digital era technologies lie in putting
back together many of the elements that NPM separated out into discrete corporate
hierarchies, offloading onto citizens and other civil society actors the burden of integrating
public services into useable packages. Reintegration approaches are not simply reruns of
old centralisation phases of centralisation/decentralisation cycles.
Needs-based holism: In contrast to the narrow joined up governance changes included in
the reintegration theme, holistic reforms seek to simplify and change the entire relationship
between agencies and their clients. Creating larger and more encompassing administrative
blocs is linked with ‘end to end’ re-engineering of processes, stripping out unnecessary
steps, compliance costs, checks and forms. It also stresses developing a more agile
government that can respond speedily and flexibly to changes in the social environment.
Digitisation changes: To realise contemporary productivity gains from IT and related
organisational changes requires a far more fundamental take up of the opportunities
opened up by a transition to fully digital operations. Instead of electronic channels being
seen as supplementary conventional administrative and business processes, they become
genuinely transformative.
Nevertheless, individual agencies with defined areas of responsibility will remain the basis
of public administration into the future. There are many opportunities for better coordination, less fragmentation and greater sharing between agencies. These opportunities
should not be pursued to the detriment of other requirements:
Innovation will become increasingly important. Innovative ideas can be stifled by large
organisations and inappropriate ‘one size fits all’ approaches.
Many areas of government activity will be best pursued within single, specialist
organisations.
Government needs to retain the ability to respond quickly to stakeholder and
community expectations.

10

See for example Organisation for Economic Co-operation and Development 2005, Modernising
government – the way forward, OECD, Paris.
11
Dunleavy, P, Margetts, H, Bastow, S, Tinkler, J 2006, Digital era governance – IT corporations, the
state and e-government, Oxford University Press, Oxford.
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2.12

Gershon review
The issue of agency autonomy has also been highlighted in the recent major review of ICT
management in the Australian Government, undertaken by Sir Peter Gershon. His report12
was presented to the government in August 2008 and Finance Minister Lindsay Tanner has
recently announced full acceptance of its recommendations.
Sir Peter set out his key findings:
After detailed analysis of the evidence, the review identified the following findings:
1. There is weak governance of pan-government issues related to ICT.
2. Agency governance mechanisms are weak in respect of their focus on ICT efficiency and
an understanding of organisational capability to commission, manage and realise
benefits from ICT-enabled projects.
3. The business as usual (BAU) ICT funding in agencies is not subject to sufficient challenge
and scrutiny.
4. There is a disconnect between the stated importance of ICT and actions in relation to
ICT skills.
5. There is no whole-of-government strategic plan for data centres. In the absence of such
a plan, the government will be forced into a series of ad hoc investments which will, in
total, cost in the order of $1 billion more than a co-ordinated approach over a 15 year
period.
6. The government ICT marketplace is neither efficient nor effective.
7. There is a significant disconnect between the government’s overall sustainability
agenda and its ability to understand and manage energy costs and the carbon footprint
of its ICT estate.
At the heart of these findings is a conclusion that the current model of very high levels of
agency autonomy, including the ability to self-approve opt-ins to whole-of-government
approaches in the ICT domain, leads to sub-optimal outcomes in the context of prevailing
external trends, financial returns, and the aims and objectives of the current government.
The impact of this autonomy has been heightened by a previous lack of strong focus on
whole-of-government ICT issues at both ministerial and top official levels. This conclusion
applies no matter how well-intentioned individual agencies are in their pursuit of whole-ofgovernment outcomes.
The current model of operation is very close to treating FMA Act [inner budget] agencies as
though they were independent private sector entities. The agencies are, however, very
different in a number of aspects: they are funded by the taxpayer, they cannot go bankrupt,
they have little or nothing of the ‘time-money’ dynamic of the private sector, and they have
no simple bottom line outcomes against which their success or failure can be measured.
Against the background of the government’s objectives and the pressures to improve
efficiency and effectiveness wherever possible, I consider some rebalancing between agency
autonomy and co-ordination across government is both desirable and necessary in
measures related to ICT. Such a move is in line with trends in the United Kingdom (UK) and
United States (US) governments, as well as large private sector organisations.

12

P Gershon 2008, Review of the Australian Government’s use of information and communication
technology, AGIMO, Canberra.
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2.13

Global financial crisis
The major challenge facing governments over the next few years is the global financial
crisis (GFC). The rapid down turn of the economy is presenting state governments with the
twin problems of declining revenues and growing demand on public services.
Governments will need to give a high priority to improving the efficiency of their services.
Where possible, duplication will need to be reduced across agencies.
The depth and length of the economic down turn is unknown. However, effective change
requires investment and in some cases, one off funding will be required to achieve longer
term savings.

2.14

Summary
Public sector management is changing to meet new demands for efficiency and
effectiveness. New management approaches are emerging, based in part on opportunities
presented by ICT.
Government will continue to be organised as agencies with clear lines of accountability but
policy responses and service delivery arrangements will increasingly require multi-agency
and whole-of-government approaches.
The leadership role of the centre of government will increase. There will be growing
requirements at the centre to synthesise information from across government and to
effectively review and implement polices and programs across government.
Staff at all levels of government will require the ability to work in new ways. They will need
to be able to work effectively with other staff from across government and from
organisations beyond government.
Agencies will increasingly need to share resources with other agencies: service channels,
business processes, information resources, ICT systems, ICT infrastructure and building
facilities. Shared resources will need to be well managed to ensure accountabilities are
maintained, agency needs are met and efficiencies are achieved.
The rate of change continues to increase and government agility will need to be increased.
Cost pressures are likely to be severe over the next few years. Government will face an
imperative to achieve short term efficiencies which will need to be balanced against longer
term financial sustainability. A rigorous approach to investment appraisal will be required
and priority will need to be given to investments that improve efficiencies and
sustainability.
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3

Managing ICT
The Tasmanian Government has annual expenditure of around $4b. By world standards, it
is a medium to large sized organisation, with a federated management structure. In
establishing effective approaches for managing ICT, it faces similar issues to other public
and private sector organisations.
This section discusses relevant concepts and issues about managing ICT.

3.1

ICT as an enabling tool
The following diagram provides a model of how ICT is managed within organisations
including government organisations.

People / Users

Provide services to

ICT Services

Tools

ICT Systems

Group

Manage

& Infrastructure

ICT systems and infrastructure provide a number of ‘tools’ for people to use. These tools
include generic functionality such as communication, collaboration, office functions and
information searching.
The tools also include specific functionality. For employees, the specific functionality
supports people carrying out their jobs: teachers preparing lessons, nurses recording drug
allocations, police officers accessing criminal intelligence information, and so forth. For
members of the public, the specific functionality enables people to access government
services: register motor vehicles, apply for benefits, sell land and many other services.

3.2

ICT systems and infrastructure
The ICT systems and infrastructure that underpin the tools include a complex array of
interconnected components such as
Telecommunications links
Data cabling
Networking equipment
Server computers
Data storage devices
Desktop and laptop computers
Mobile phones
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Operating software
Office productivity software
Application software.

3.3

ICT service groups
The complexity, interconnectedness and technical nature of ICT systems and infrastructure
means that specialists with technology skills and knowledge are required to maintain them.
Organisations establish ICT service groups with the necessary professional capabilities for
this purpose. The key functions of these groups are to manage the ICT systems and
infrastructure and to provide services for people who use the various tools.
The resources that are managed and mobilised by ICT service groups include expert
professional staff and relationships with external providers of ICT products and services.
Some organisations have more than one ICT service group with each group managing a
cluster of ICT infrastructure components or ICT systems. In such cases, the interconnectedness of the ICT systems and infrastructure means that the different groups need
to establish productive ways of working together.

3.4

ICT management functions
The management of ICT systems and infrastructure is cyclical:

Plan

Operate

Develop

Consequently, the functions performed by ICT services groups are in three broad types:
1. Operational functions: These functions are about ensuring that existing systems and
infrastructure continue to operate reliably and securely on a day by day basis.
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2. Development functions: These functions are about helping the organisation make
changes to ICT systems and infrastructure to support changing organisational needs,
emerging opportunities and emerging challenges.
3. Strategic functions: These functions are about planning for emerging needs and
supporting sound investment of scarce resources.
Appendix B provides a further summary of each type of function.

3.5

Key attributes and capabilities
Effective ICT service groups require certain key attributes and capabilities including:
1. Charter: The charters of ICT service groups need to be clear and appropriate. They
need to define both the roles of the groups and the extent of their authority.
2. Governance model: There need to be clearly understood and appropriate processes
for making decisions about organisations’ software systems, ICT infrastructure and ICT
services. The ICT service groups need to be managed within these governance
processes.
3. Leadership: ICT service groups need effective leadership. This goes well beyond
technical leadership: ICT service group leaders need to be respected and influential
executives.
4. Service processes: ICT service groups need to provide services and manage the ICT
infrastructure using appropriate management processes. There are now highly
effective and internationally recognised methodologies for these processes.
5. Organisational model: The overall organisational models including corporate
structures need to be fit for purpose.
6. Internal skills: ICT service groups need staff with a wide range of technical and other
skills.
7. Reputation: IT service groups should have a good ‘brand name’. They need to be well
regarded as effective service organisations.
8. Funding model: There need to be sound funding models for sustaining ICT service
groups, maintaining ICT infrastructure and investing in new systems and infrastructure.
The elements of a sound funding model need to address:
Direct annual funding for recurrent cost items
Direct funding for capital cost items
Any fee for service contributions by business owners and users of ICT systems and
infrastructure
Working capital requirements of the ICT services group.
9. Resource quantum: As well as the right funding model, the right level of resources
need to be available.
10. Provider relationships: ICT service groups need to manage a wide range of
relationships with providers of technical products and services. These relationships
need to be effectively managed.

3.6

Corporate governance of ICT
There is an Australian Standard for the corporate governance of ICT, adopted by Standards
Australia in 200513. The standard describes the objectives of proper corporate governance
of ICT as being:

13

Standards Australia 2005, AS 8015-2005: Corporate governance of information & communication
technology, SA, Sydney.
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1.
2.
3.
4.
5.
6.
7.

Ensuring business continuity and sustainability
Alignment of ICT with business needs
Efficient allocation of resources
Innovation in services, markets and business
Encouraging good practice in relationships with stakeholders
Reducing the costs for an organisation
Ensuring the approved benefits are actually realised from each ICT investment.

The standard specifies three tasks for senior executives in governing ICT:
1. Evaluating the use of ICT
2. Directing preparation and implementation of plans and policies
3. Monitoring conformance to policies, and performance against the plans.
The standard distinguishes between the need for executives to take into account both
longer term ‘business pressures’ and shorter term ‘business needs’. Business pressures
include technology trends, economic trends, social trends and political influences. Business
needs include more immediate organisational objectives.
The standard also specifies that:
1. Executives should establish two types of plans: those relating to new developments
and those relating to changes in ICT operations (see section 3.4 above).
2. Executives should ensure there are policies which establish sound ‘behaviour’ in the
use of ICT.
3. Executives should ensure that the transition from development projects to operations
take into account impacts on operational practices and existing ICT infrastructure.
4. Executives should monitor, through appropriate performance measurement systems,
the performance of ICT.
Effective governance arrangements can help executives to focus on the most important
issues for achieving overall performance. Appendix B lists the issues identified by Gartner,
the global ICT research and advisory firm, as being most important for significantly
improving overall enterprise operational performance.

3.7

ICT as a utility
A major trend in the global ICT market is the increased delivery of software related services
as a utility based service across the Internet. Software that previously had to be hosted on
computers managed by individual organisations can now be accessed from specialist
hosting organisations.
A major example is Google’s Gmail service. Many organisations that previously managed
their own email servers now buy email as a service from Google. Google has established
very large data centres around the world to support this service.
This approach is often referred to as ‘cloud computing’ and was the subject of a recent
special report in The Economist magazine. The report14 contrasts cloud computing with
previous trends to decentralised computing and observes that computing is becoming
more centralised again as some of the activity moves into data centres. But more
importantly, it is turning into what has come to be called a ‘cloud’, or collections of clouds.

14

‘Let it rise’, The Economist, 23 October 2008.
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Computing power will become more and more disembodied and will be consumed where
and when it is needed.
The report also speculates on what this trend will mean for organisations that provide, and
for organisations that consume, ICT services:
In the years to come companies are likely to venture much farther. For one, operators of
computing clouds such as Amazon and Google have shown that this is a far more efficient
way of running IT systems. Secondly, many firms will find they have no choice. The way in
which their IT infrastructure has grown is proving unsustainable. Most corporate data
centres today are complex warrens of underused hardware that require more and more
people, space and power to keep them going. The current economic malaise will increase
the pressure on companies to become more efficient. More has to be done with less, which
is cloud computing’s main promise.
Some commentators have speculated further. Nicholas Carr is a prominent critic of the
notion that ICT provides strategic advantages for organisations. He has stated that In the
long run, the IT department is unlikely to survive, at least in its familiar form. IT will have
little left to do once the bulk of business computing shifts out of private data centres and
into the cloud.15
Other commentators hold the opinion that the role of ICT organisations will change, not
disappear. This view was summarised in a recent article about ICT in the United States
Higher Education sector by Martin Ringle, a university Chief Technology Officer and
President of the Northwest Academic Computing Consortium16. He explained that if ICT
organisations divest themselves of commodity technology, they will be in a better position
to focus more on the specialist technology that is particularly important for their host
organisations. By lowering the cost of commodity services, cloud computing and similar
trends have the potential to free up resources for addressing more essential needs. Rather
than eliminating internal ICT organisations, the forces cited by Carr and others are likely to
prompt a dynamic reorientation of ICT department priorities.

3.8

Centralisation and decentralisation
Cloud computing and similar approaches reflect a trend towards the centralised
management of commodity technology. There have also been counter trends over time,
with the management of some technology being decentralised. Section 5.1 below
summarises the history of ICT in the Tasmanian public sector: there was a strong period of
decentralisation in the 1990s.
The growth in various specialist technologies continues to support a trend for the
decentralised selection of some technology. For example, there are now many PDA like
devices which can serve as both a mobile phone and hand held computer. The types of
devices that meet the needs of police officers are different to those that meet the needs of
hospital staff.

15

N Carr, The big switch: rewiring the world from Edison to Google, WW Norton & Co, New York,
2008.
16
M Ringle, ‘The minimalist imperative’, Educause Review, vol. 43, no. 6, 2008.
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The following diagram shows these trends for the Tasmanian Government:

Managed by
Business Unit

Managed by
Agency

Managed by
WoG Group

Managed
Externally

Trend for most commodity technology:
Trend for some specialist technology:

3.9

Shared service approaches
Section 2.7 above discussed the general use of shared services. Many organisations are
adopting shared services approaches for managing commodity ICT services and
infrastructure.
The Victorian Government is pursuing a shared services strategy and has recently
established Cenitex, a new ICT services agency which has the mission of providing
integrated, reliable and high quality ICT infrastructure shared services for Victorian
Government agencies, and to realise economies of scale compared to agency by agency
approaches. Cenitex has been established as a separate agency with its own independent
board of directors, accountable to the state’s Finance Minister.
The organisation’s objectives are to:
1.
2.
3.
4.
5.

Create more integrated and standardised technology services
Improve the quality of those services
Reduce risks arising from under investment and lack of scale
Realise operational productivity benefits from increased scale
Minimise the cost and effort of deploying and upgrading ICT across the whole of the
Victorian Government.

An incremental approach is being adopted for Cenitex. Initially the organisation will
support 10,000 users over six departments. It is intended that other agencies will be
brought on if service levels and costs evolve in line with expectations. Its current strategic
priorities are to:
1.
2.
3.
4.
5.
6.
7.

Take a whole of Victorian Government view of ICT and infrastructure
Develop and operate a professional business and operating model
Improve effectiveness of customer engagement
Develop robustness and consistency in supplier relationships
Develop maturity in core processes and frameworks
Develop a culture of customer service excellence and engagement
Pro-actively deliver the whole of Victorian Government shared services agenda in
relation to ICT.

The Welsh National Health Service offers another example. The service is delivered by a
number of semi-autonomous organisations, but a strategy is being followed to develop a
single ICT infrastructure which will enable users to access appropriate information services
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from where it is required, in a common standard approach. Further details are provided in
appendix D.

3.10

Summary
The growing importance of ICT for supporting organisations is increasing the need for
effective management of ICT resources. Organisations need effective arrangements for
supporting their ICT operational functions, development functions and strategic functions.
The growing complexity of ICT is increasing the challenge of effectively managing ICT
resources in cost efficient and sustainable ways.
Organisations need to manage both commodity ICT resources and specialist ICT resources.
Trends for commodity technology are leading to the consolidation of separate
infrastructures into shared infrastructures managed by utility organisations with services
provided to multiple organisations by specialist providers.
Many organisations are transferring their commodity technology to such providers and
shifting their management focus onto the better management of their specialist
technology resources.
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4

Strategic requirements for ICT
ICT provides an enabling platform for government to serve the community.
This section outlines the Tasmanian Government’s strategic requirements for ICT under the
following inter-related headings:
1.
2.
3.
4.
5.
6.

4.1

Sustainable ICT
Efficient government
Effective government
Innovative government
Clever government
Agile government.

Sustainable ICT
The ongoing functioning of government requires the ongoing operation of key ICT systems
and infrastructure. These systems and infrastructure must be managed and sustained
within the bounds of limited resources.
The government has a pressing need to increase the cost efficiency of ICT. This efficiency
needs to be on both an annual cash basis and a forward looking accrual basis. The accrual
basis needs to take into account accumulating liabilities associated with the limited
lifetimes of ICT products.
There is a shortage of many types of ICT skills and efficient use needs to be made of the
available skill base.
ICT has an environmental impact. It needs to be managed in a way that reduces this impact
and provides greater carbon efficiencies.

4.2

Efficient government
The GFC means that efficiency will be an overriding priority for all aspects of the
government. More efficient ways of working will be sought in both the delivery of services
to the community and in the internal supporting processes of government.
Efficiency will involve new ways of doing things. It will also mean a reduction in duplication
and the re-use of resources for multiple services.
ICT needs to be managed in a way that enables further efficiencies to be achieved across
government.

4.3

Effective government
Effective government is about achieving better policy outcomes and benefits for the
community.
ICT can provide new opportunities for achieving better outcomes across almost all areas of
government service delivery including:
Health
Education
Community welfare
Policing
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Emergency management
Justice
Infrastructure management
Environmental protection
Heritage management
Land management
Industry support
Government accountability
Community participation in government decision making.
ICT can support tools used directly by members of the community, or by public sector and
other staff who deliver the services to the community.
Effective ICT enabled services require good design and then sound implementation. Well
designed services often transcend multiple agencies.

4.4

Innovative government
Efficiency and effectiveness can be achieved through innovation. Innovation involves
developing ideas about how to do things in new ways, and then applying those ideas.
ICT can enable new methods of working. ICT services should be provided in ways that
enable experimentation and the ready application of new methods.

4.5

Clever government
Clever government is about effective, well informed decision making at all levels. Staff in
different agencies need to be able to work together in flexible means with the ability to
synthesise and analyse information and data from multiple sources. Ministers and those at
the centre of government need to be well connected to each other and to the various line
agencies.
ICT should support tools for collaborative working, effective decision making and access to
information and data. ICT based information and data resources should be managed in
ways that support varied synthesis and analysis.

4.6

Agile government
The government should be able to respond to changing needs more quickly.
ICT should be managed across government in ways that reduce the constraints to agility17:
Limited information sharing
Risk aversion
Cultural constraints
Institutional structure.

17

These are the constraints to agility identified for the Victorian Government (see section 2.9).
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5

Current Tasmanian Government arrangements
The Tasmanian Government arrangements for managing ICT involve both agency based
provision and some whole-of-government support.
This section provides a brief summary.

5.1

Evolution of arrangements
The current arrangements are the result of changes that have evolved over more than
three decades.
Like most governments, Tasmania originally had a highly centralised approach to ICT,
centred on a State Computer Centre and centrally determined ICT purchasing. As the
nature and cost of ICT changed, different agencies gradually developed their own ICT
capabilities and different approaches.
Major public sector management reforms in the early 1990s vastly reduced the number of
agencies and provided greater administrative autonomy to agency executives. These
broadly followed the NPM ideas discussed earlier in section 2.2.
As ICT grew to underpin the operations of government, a few large centralised projects
were attempted. There were some successes including the EnAct Project which established
an online repository of legislation. There were also problems: the HRMIS Project attempted
to establish a centralised system for human resource management but was not completed.
Ministers and government executives lost the appetite for large centralised management
structures and agencies increasingly adopted their own individual approaches.
However, problems soon became apparent with a completely uncoordinated approach and
so a set of collaborative arrangements developed, based on collegial arrangements and
supported by newly developed guideline documents. These guidelines ranged from advice
about project management through to policy advice about information security.
The Networking Tasmania telecommunications contract was established in the mid 1990s
as a mandated shared service for all inner budget agencies. Service Tasmania was
introduced in the late 1990s and relied significantly on ICT enabled processes that
traversed many agencies.
A series of other projects have since been undertaken which have increasingly depended
on the integration of systems and information in many different agencies.

5.2

Agency approaches
The ICT management arrangements that have evolved now see each agency adopting their
own approaches to ICT management. Each agency has one or more groups providing ICT
services with different approaches to managing and replenishing their ICT infrastructure.
Beyond some technical components managed by TMD, most ICT systems and
infrastructure are currently “owned” by individual agencies.
There are now varying degree of diversity between agencies in:
Tools enabled by ICT, available to agency staff
Levels of reliability and security of ICT systems and infrastructure
Levels of ICT support services available to staff
Approaches to managing ICT infrastructure
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Governance and investment processes for ICT
Approaches to managing providers of ICT products and services
Compatibility of tools, technical products and data sets with those of other agencies.

5.3

Collaboration between agencies
Agencies frequently co-operate with other agencies. Tasmania’s size has fostered a culture
of co-operation and informal communication that is not seen in larger states. This has been
supported by a standing committee of Deputy Secretaries – the Inter Agency Steering
Committee (IASC). Collaboration has been largely on the basis of ‘opt in, argue out’.
As indicated in section 2.7 above, some shared services approaches have been adopted.
There are also two organisational units with multi-agency roles in ICT: TMD and IAPPU.

5.4

TMD
TMD is a shared services organisation located within DPAC. It provides ICT related services
to government agencies in the following areas:
Voice telecommunications
Data telecommunications
Computing services
Application system management (primarily for human resource management).
The telecommunications services are currently centred on whole-of-government contracts
with Telstra and other providers.
Computing services covers a diverse range of services to different agencies including:
Hosting of servers
Hosting of corporate software systems for finance and HR functions
Hosting of some multi-agency software systems
Management of some legacy software systems.
TMD offers different services to different agencies, depending on the particular ICT
management approaches that have developed in the agencies. It has an advisory board
comprising executives from its ‘customer’ agencies.
As part of the IT Transformation Project, TMD is leading a pilot project to introduce new
unified communications tools.

5.5

IAPPU
IAPPU is another group within DPAC. It is responsible for ‘co-ordinating the development
and implementation of whole-of-government information management and information
systems policies, and project management guidelines’. It is currently developing guidelines
in areas such as:
Project management
Identity security
Interoperability.
It is also undertaking work in areas such as:
A whole-of-government service to share changes to personal information details
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Aggregated software licensing
Policy co-ordination with other jurisdictions.
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6

Assessment of current arrangements
Section 4 above outlined the government’s strategic requirements for ICT under the
following inter-related headings:
1.
2.
3.
4.
5.
6.

Sustainable ICT
Efficient government
Effective government
Innovative government
Clever government
Agile government.

This section provides an assessment of how well the current arrangements support those
requirements.

6.1

Sustainable ICT

6.1.1

Cost of sustaining ICT systems and infrastructure
The total expenditure for ICT by Tasmanian Government agencies is not known. This
information is not collected and there is currently no commonly agreed set of definitions
and categories for ICT expenditure. Based on data collections in earlier years, a very broad
estimate of expenditure is $100m per annum which would represent around 2.5% of total
government expenditure.
Agency financial accounts do not report depreciation expenses which are accrued because
of the limited lifetime of ICT hardware and software.
Anecdotal reporting is that most ICT expenditure is for sustaining current operations on a
‘business as usual’ basis. The majority of ICT staff employed by most agencies provide
services associated with maintaining commodity ICT infrastructure.

6.1.2

Pressures on sustainability
All agencies are seeking to use ICT in more effective ways to improve their operations. New
ICT systems and products are being progressively introduced. This is gradually adding to
the complexity of the ICT infrastructure that underpins these systems. The complexity is
being compounded by ICT trends with the introduction of new types of technology and
products which need to be integrated with existing infrastructure.
Agencies are introducing new products because they bring business benefits and because
they help contain costs. However, the growing complexity of ICT infrastructure means that
broader ranges of ICT skills are required.

6.1.3

ICT skills
There is a shortage of available ICT skills in a number of key areas and most agencies have
been struggling to recruit and retain specific skill sets. Some agencies report that there has
been a ‘bidding war’ with a high churn of a limited number of ICT staff moving between
agencies.
Australia has faced a shortage of key ICT skills over the past few years. This has been the
result of both low unemployment during economic boom times and a low supply of staff
with ICT training and professional qualifications. The GFC will ease this pressure,
particularly in Sydney and Melbourne. However the ongoing low supply of ICT skills and the
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overall structure of the Tasmanian economy means it may be some time before the
availability of ICT skills for Tasmanian Government agencies improves.

6.1.4

Critical mass of ICT service groups
As the range of ICT skills that are required broadens, the difficulty for an ICT service group
to retain the critical mass of staff with those skills grows. All agencies face this problem but
to varying extents.
The two largest agencies, DHHS and DoE have the most extensive and complex ICT
infrastructures. Together they account for over 80% of Tasmanian Government ICT
expenditure. Although they have the highest staffing levels, they both report severe critical
mass issues and are finding it increasingly difficult to sustain their current infrastructures.
The issue is also significant amongst the smaller agencies but the reported degree of
difficulty varies.

6.1.5

Quality service provision
As ICT becomes more critical for agencies’ day to day operations, the requirement for
reliable ICT infrastructure supported by responsive service delivery grows. However in
some agencies, the skills shortages and critical mass problems have led to a degradation in
the reliability of the ICT infrastructure and the responsiveness of services.

6.1.6

Duplicated effort
There is a high degree of commonality in ICT systems and infrastructure managed by
individual agencies. The agencies have established their own processes for managing these
systems and infrastructure which has led to duplicated effort. A few examples include:
System administration tasks for commonly used software in areas such as financial
management, human resource management, electronic mail and records management
Upgrading of new versions of commodity software
Management of ICT security functions
Acquisition and deployment of new hardware.
Some agencies have previously had a fragmented approach to ICT management, with
different business units managing their own ICT systems and infrastructure. The agencies
that have consolidated infrastructure and moved to whole-of-agency services have
reported considerable savings.

6.1.7

Duplicated infrastructure
There is also duplication of ICT infrastructure. This includes duplicated provision of server
computers by agencies that operate the same software systems. It also includes
duplication of equipment for managing mass data storage.

6.1.8

Data centres
Although TMD manages some shared data centres, there are currently many separate data
centres operated by agencies, each with their own sets of servers, communications
equipment, security devices, power suppliers and air conditioning equipment.
There are limitations in the shared data centres managed by TMD. They are reaching
capacity and have little scope for further expansion. They also lack some business
continuity features including fully mirrored redundancy and back up power supplies.
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6.1.9

Security
Each agency is currently treated as a separate organisation for the purposes of ICT security
but there is a growing provision of access to information resources and ICT systems across
agencies.
The fragmented management of security issues is creating new risks. These are being
partly addressed by guidelines such as the recently developed Identity Security Toolkit.
However, only partial progress has been made in establishing appropriate cross-agency
accountability and operational support for ICT security. This has been highlighted in the
pilot project to introduce an integrated authentication service across multiple agencies

6.1.10 Procurement
Many areas of ICT procurement are managed on an agency by agency basis. The main
exceptions are in voice and data telecommunications where there are whole-ofgovernment contracts.
There are some areas where groups of agencies collaborate on the procurement of
hardware and software products. The application of their combined purchasing power has
led to better pricing and better services from suppliers.
There are many areas where different internal arrangements for funding and deploying ICT
products within agencies mean that collaborative approaches are not followed. In some
cases, different agencies are acquiring the same products and services from the same
suppliers but their purchasing power is not being combined.

6.1.11 Opportunity for further cost savings through consolidation
There is a strong culture of cost savings in agency ICT service groups. Significant effort has
been made to achieve cost efficiencies within current arrangements. There appears to be
limited scope for further cost efficiencies within the current management arrangements
without reductions to service levels.
There are opportunities to achieve further costs savings through new arrangements.
Consolidation of ICT infrastructure with the provision of various shared services would
enable some duplicated effort to be reduced and costs saved. It would also reduce energy
consumption, office space needs and carbon emissions.
The consolidation of ICT infrastructure and services would also lead to more combined
purchasing which has the potential to deliver further savings.
It is not currently possible to provide an accurate estimate of savings that could be made
through consolidation because there is insufficient baseline data. The experiences of
Tasmanian Government agencies and other jurisdictions show that real savings are
possible.

6.1.12 Provision of shared services
DHHS, DoE and some other agencies have identified the potential for achieving significant
financial and other benefits by transferring some of their commodity ICT systems and
infrastructure to a shared services provider.
Although TMD manages some ICT systems, infrastructure, services and supply contracts for
many agencies, it is not currently structured or staffed to provide the full range of
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responsive and cost effective services required by agencies. Its current structure and
charter means that it lacks the following elements:
Defined role: As described in section 5.4, TMD’s current role has progressively evolved. Its
role is to offer various discrete services rather than managing an integrated shared services
infrastructure for agencies.
Ownership of consolidated infrastructure: TMD has limited ownership of ICT
infrastructure. Most of the ICT products managed by TMD are owned by individual
agencies.
Full service offerings: TMD does not offer the full range of ICT services required by
agencies.
Integrated service capability: TMD’s approach to delivering services varies between its
different organisational units. It does not have a unified catalogue of services with defined
service levels. Where service level agreements have been established, TMD does not have
the resources and arrangements to ensure that the required service levels are achieved.
Skills: TMD does not currently have the full range of management and technical skills
required for a full shared services provider.
Organisational model: TMD is organised as a number of semi-autonomous business units,
each with its own financial targets, service offerings and approach to servicing clients. A
different model is required for a full shared services provider.
Funding model: TMD’s current funding model does not enable it to build and replenish ICT
infrastructure and then make that infrastructure available to agencies on a recurrent fee
basis. It particularly lacks a sufficient capital base. This is required to support the ongoing
replenishment of ICT infrastructure. TMD also appears to lack sufficient working capital for
maintaining operations through cash flow fluctuations.
Governance model: TMD’s governance model is not appropriate for a full shared services
provider. TMD is a provider of operational services established as a line division within a
policy agency. Its board is a representative council of TMD’s clients.

6.2

Efficient government

6.2.1

Identification of efficiency opportunities
There are areas across government where opportunities for efficiency exist by doing things
in different ways and by reducing duplication of processes and resources. Carefully applied
ICT can support these efficiencies.
There are limited capabilities across government for the ongoing identification of such
opportunities. Some business unit managers are working effectively with ICT staff to
explore possible opportunities. However, many agencies lack the strategic capability to
take a more holistic view of their processes and identify areas where ICT can support
improvements.
The increasing demands on ICT service groups to sustain their basic ICT systems and
infrastructure has generally meant a reduction in resources available to identify and scope
strategic opportunities.
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6.2.2

Re-design of services
The re-design of government services and process to improve efficiency requires
consideration of all of the layers listed in section 2.4.:
Organisational policies
Delivery model
Business processes
Information resources
Application systems
Technical infrastructure.
The narrow focus on only one or two layers when examining a service can mean that some
opportunities are not identified and some costs are not foreseen.

6.2.3

Budgeting for ICT enabled services
Projects for changing existing, or introducing new, ICT enabled services frequently
underestimate the full range of costs and impacts that need to be addressed. When such
projects are being costed, the impacts on the following need to be identified:
Staff and work practices
Quality of existing data resources
Security risks
Business continuity risks
Changes required to external ICT systems
ICT infrastructure capacities (eg server capacities, telecommunications bandwidth, etc)
ICT support requirements
ICT infrastructure costs.
Importantly, the costs and impacts on other agencies that may arise from a project need to
be identified.

6.2.4

Project implementation skills
Changes to services require effective project management. The Tasmanian Government
has developed effective project management guidelines which are now broadly adopted.
There are many staff with sound generic project management skills.
Some projects encounter difficulties because of a lack of practical project implementation
skills. Projects based on new ICT systems particularly need people who are experienced in
the different implementation activities including:
Project scoping
Project costing and business case development
Procurement strategy development
Technical strategy development
Business analysis and design
Information and data analysis
Technical design
Vendor management
Software development and implementation
Data loading and transformation
Systems testing
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System deployment
Training.

6.2.5

Business analysis skills
Business analysis skills are particularly important in projects that introduce ICT enabled
changes. Business analysis involves18:
1. Enterprise analysis: Understanding the needs of the business as a whole, its strategic
direction, and identifying initiatives that will allow a business to meet those strategic
goals.
2. Requirements planning and management: Planning the requirements development
process, determining which requirements are the highest priority for implementation,
and managing change.
3. Requirements elicitation: Collecting requirements from stakeholders in a project.
4. Requirements analysis: Developing and specifying requirements in enough detail to
allow them to be successfully implemented by a project team.
5. Requirements communication: Ensuring that stakeholders have a shared
understanding of the requirements and how they will be implemented.
6. Solution assessment and validation: Verifying the correctness of a proposed solution,
determining how to support the implementation of a solution, and determining how to
assess possible shortcomings in the implementation.
Projects involving changes across multiple agencies require business analysts to work
across these agencies.
Some agencies have recognised the need for such skills and are creating dedicated
business analysis teams. Most agencies having difficulties in sourcing business analysis
skills for their projects.

6.2.6

Lack of ‘maps’
Service re-design requires an understanding of the end to end business processes,
information resources, software systems and technology infrastructure to be changed. This
can be aided if common ‘maps’ are created and maintained. Such maps are particularly
important for re-design of services across multiple agencies.
Such maps are not currently available. The Interoperability Program may address this.

6.2.7

Cultural issues and resistance to change
Many projects encounter difficulties due to organisational culture and the ability of staff to
deal with change. Projects frequently under-estimate the magnitude of these issues.

6.2.8

Incompatibility of information and data
Many inefficiencies arise because information and data cannot easily be re-used by
different groups and for different services. There can be major benefits in designing
information repositories and databases in ways that take into account broader ranges of
needs. This involves the adoption of some common information standards.
There are various international and national initiatives developing information and data
standards across all areas of government service delivery.
18

As described by the International Institute of Business Analysis, see http://www.theiiba.org/am/.
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The Interoperability Program is also addressing this.

6.2.9

Lack of shared services arrangements
Some efficiencies are best achieved through the use of information repositories and
application systems that are shared by multiple agencies. This requires appropriate shared
service arrangements covering:
Governance and decision making
Policy setting
Operational management
Change management
Vendor management
Funding.
Currently, these arrangements only exist in a few limited areas.

6.2.10 Fragmented management of ICT infrastructure
ICT enabled services that involve multiple agencies require information to flow across the
different ICT infrastructures of those agencies. Projects that introduce such services or that
make changes to existing services may need to make changes to the different agencies’
infrastructures.
Recent projects including MPEP and MRP have shown that this can be difficult. Coordination across agencies can be difficult because of different agency approaches to
matters including:
Upgrading and investing in ICT infrastructure
The minimum specifications and ‘power’ of computer hardware, telecommunication
links and other elements
Providing help desk and support services to users.

6.3

Effective government

6.3.1

Meeting clear outcomes
ICT can provide new opportunities for achieving better policy outcomes across almost all
areas of government service delivery. The required policy outcomes need to be clearly
defined and communicated. The design of new services need to be driven by those desired
outcomes.
The Tasmanian Government has a generally well developed approach to identifying policy
outcomes. It combines community consultation mechanisms such as Tasmania Together
with research and evidence based inputs.
Following the appointment of a new Premier in 2008, the government is refining its
strategic vision and priorities. As discussed in section 2.5, many policy outcomes require a
multi-agency or a whole-of-government approach.

6.3.2

Sound business cases
Projects that seek to use ICT to achieve better policy outcomes require investment.
Business cases need to be prepared that describe the intended policy outcomes. Sound
project budgets are required, as described in section 6.2.3 above.
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Some jurisdictions have formal processes for reviewing significant larger projects. These
processes include:
Formal investment justifications
Gateway19 reviews of project stages including early stages
Post project tracking of benefits
Review of major ICT initiatives by agencies to identify possible additional benefits
available to other agencies.
Some agencies are currently exploring the use of Gateway reviews.

6.3.3

Client centric design
Services for clients, including ICT enabled services, are most effective when they are
designed from the perspective of the client rather than from the perspective of the agency
delivering the services. This often involves taking a holistic view of a particular client
group’s needs and co-ordinating or integrating services delivered for the client group by
multiple agencies.
Tasmania has been a relative leader in client centric approaches with integrated service
offerings through Service Tasmania channels. There remain many areas where a client
centric approach to service design could improve the effectiveness and efficiency of the
services.
A notable and broad client group where there would be benefits in adopting a client
centric approach is the government’s own work force.

6.3.4

Underpinning strategies and policies for ICT
Effective services need to be driven by clearly defined policy outcomes, applicable across
agencies. ICT underpins most effective services and because many services operate across
agencies, much of the underpinning ICT infrastructure also needs to operate across
agencies.
In many cases this can be achieved by adopting sensible approaches to interoperability
including the use of common standards for the interchange of information and data. The
Interoperability Program is addressing this. In other areas such as information security,
whole-of-government ICT policies may required.
ICT investments by agencies also need to be made that support the long term policy
agenda of the government. In some cases, this requires clear signals to agencies about the
necessary strategic directions for ICT.
Agencies need appropriate levels of flexibility in the way they manage their ICT resources.
Where whole-of-government ICT strategies and polices are required, these need to be
carefully developed and communicated.
Apart from the Cabinet process, there is currently no established process for developing
whole-of-government ICT strategies and policies. The IASC currently endorses guidelines
and other advice which agencies are encouraged to consider.

19

See for example http://www.finance.gov.au/gateway/index.html.
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6.4

Innovative government
Efficiency and effectiveness can be achieved through innovation. Innovation involves
developing ideas about how to do things in new ways, and then applying those ideas.
ICT can enable new methods of working. ICT services should be provided in ways that
enable experimentation and the ready application of new methods.

6.4.1

Developing new ideas
ICT can enable new methods of working and of delivering services. Across government,
there are instances where ‘business experts’ and ICT staff successfully work in partnership
to develop ideas for improving working methods.
In some cases, organisational cultures act as a barrier for such partnerships and ideas
generation.

6.4.2

Experimentation
Successful application of new ideas often relies on early experimentation of partially
developed solutions. There can be risks in this approach and experimentation is not always
appropriate, particularly where safety issues arise.
There are some instances across government of experimentation using ICT enabled
solutions.

6.4.3

Responsive ICT
ICT enabled innovation generally requires the active support of ICT service groups.
Most ICT service groups have limited or no capacity to work with innovators on ideas for
working and service delivery. This is partly because the increasing demands on ICT service
groups to sustain their basic ICT systems and infrastructure has meant a reduction in
resources available for other services.
The DPIW ICT group has a strong culture of innovation and adopts rapid software
development methodolgies. This allows prototyping and experimentation in new ICT based
solutions.

6.4.4

Commercialising ideas
Government develops ideas and ICT based solutions to solve its own requirements:
providing services more effectively and efficiently. Sometimes, the ideas and solutions are
of value to other governments and organisations. In some cases, the ideas and solutions
can be commercialised to create added economic value for the state. The Tasmanian
Government is the largest employer in the state and a major source of intellectual effort.
Some agencies support and encourage the commercialisation of their ICT related
intellectual property. DEPHA takes a particularly active approach and a number of
Tasmanian ICT companies are benefitting.
There is currently no comprehensive whole-of-government approach. DEDT have been
investigating the issue.
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6.5

Clever government

6.5.1

Connected staff
Clever government requires information gathering and decision making processes involving
many groups of people across government.
ICT can support this by providing tools that support collaborative working and effective
decision making. The IT Transformation Project includes a trial of unified communication
tools in some agencies and ministers’ offices.
There has been no definitive analysis of the types tools that would be of benefit across
government. The types of tools available varies between agencies and is often dependent
on the types of ICT products that have been previously been chosen to provide basic office
services across the ICT infrastructure.
There is also a lack of underpinning infrastructure for identity management across
agencies. The IT Transformation Project also includes a trial of a federated directory
system.
There is a particular problem in ministers’ offices where currently, the tools provided are
those of the major agency for which the minister is responsible. The tools available to the
office change as ministerial responsibilities change and as agency administrative
arrangements change.
The lack of common toolsets across ministerial offices impedes effective working and
decision making.

6.5.2

Access to information
Well informed decision making relies on the ability to synthesise and analyse information
and data from multiple sources.
Government manages a vast store of data, mostly locked in individual operational systems.
There is some extraction of this data into databases which provide valuable tools for
research, analysis and decision making. However, there are many opportunities to improve
this.
As indicated in section 6.2.8 above, a major constraint is the incompatibility of data held in
different databases. In some cases, benefits can be achieved through the adoption of
common information standards.

6.6

Agile government

6.6.1

Lack of flexibility of the ICT platform
Agile governments regularly reconfigure their organisational structures and the roles of
their staff to meet changing needs. ICT systems and infrastructure should be able to be
changed and redeployed to support these changes.
Current arrangements for managing ICT are a major impediment to change. The
differences in technology products and practices between many agencies are often small,
but these small differences create major costs and inconveniences when organisational
changes are implemented. It generally takes many months to implement necessary
changes. There are indications that as more ICT systems are implemented, the time and
cost involved in making organisational changes is increasing further.
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6.6.2

Lack of common management practices
Agile responses to issues by government frequently involves multiple agencies. In some
cases, the agencies need to collaborate through ICT supported solutions.
The different agency management practices for ICT often impede this collaboration. The
different approaches to service design and to budgeting for ICT enabled services create
frequent problems.

6.6.3

Lack of flexibility of information resources
The lack of compatibility of information and data managed by different units has already
been highlighted as a problem. This lack of compatibility also impedes agility because it can
create significant costs and risks when services are changed.

6.7

Summary
Tasmanian Government agencies have established ICT service groups that have worked
flexibly and professionally to service their clients. The groups have produced many
achievements.
However, the current arrangements are becoming increasingly difficult to sustain. It will be
difficult to achieve financial and skills efficiencies under these arrangements.
Sustainability could be improved through greater use of shared infrastructure and services
for commodity ICT resources. TMD provides a valuable role across government but does
not currently have the range of capabilities to be the comprehensive shared services
provider for commodity ICT systems and infrastructure.
Sustainability will also require changes to budgeting for ICT infrastructure and ICT enabled
projects so that the full range of costs and future liabilities are identified.
Fragmented approaches are constraining agility and the ability to respond to growing rates
of change.
There are also opportunities to use ICT for improving the overall efficiency and
effectiveness of government services. Project success could be increased by improving:
Service design approaches
Access to project implementation skills
Compatibility of information and data resources.
Fragmented access to ICT tools for communication, collaboration and other functions is
impeding new ways of working across the public sector. This is particularly the case
between ministers’ offices.
Some of these issues will require new whole-of-government approaches but there is
currently no effective way of establishing firm whole-of-government strategies and policies
for ICT management.
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7

Proposed future arrangements
The challenges facing the Tasmanian Government should be addressed by making changes
to the way ICT is managed.
This section proposes new arrangements for managing ICT across the Tasmanian
Government. These changes would be introduced through a Transformation Program.

7.1

Key objectives
The future arrangements would support the following objectives:
1. Sustainable ICT: The government’s ICT infrastructure should be managed more
efficiently. The financial costs, including the full lifecycle costs of ICT assets, should be
lower. There should also be more efficient use of scarce skills and a lower
environmental impact.
2. Efficient government: New opportunities should be created for reducing the costs of
government services. These opportunities should include reductions in duplicated
service channels, business processes, information repositories and ICT systems.
3. Effective government: New opportunities should be created for providing more
effective government services that deliver better outcomes to the community.
4. Innovative government: New ideas should be generated for using ICT to improve the
way government works. These ideas should be effectively applied. Where appropriate,
new ideas should be commercialised.
5. Clever government: Government decision making should be improved, by increasing
the ability of staff in different agencies to work together, and by increasing their ability
to synthesise and analyse information and data from multiple sources.
6. Agile government: Government should be able to respond to changing needs more
quickly.

7.2

Key elements
The key elements of the future arrangements would be:
1. The government would establish and regularly update a clear strategy for ICT which
supported its broader strategic agenda for the public sector.
2. Clear governance arrangements would be established providing clarity about areas
where government wide approaches and policies were required and areas where
agency flexibility were required.
3. Individual agencies would strengthen their capacities for managing ICT resources that
are particular or specialist to their needs.
4. Opportunities would be created for agencies to reduce costs by consolidating
commodity ICT systems and infrastructure and managing these through a new ICT
utility services organisation.
5. Access to specialist project implementation skills would be improved.
6. Budgeting for ICT would be improved and the full lifecycle costs of ICT investments
would be identified.
7. ICT tools would be available to public sector staff that supported modern methods of
working and collaboration.
8. Opportunities would be pursued for using ICT to improve the efficiency and
effectiveness of government services through joined up approaches.
The following describe the arrangements that would be introduced through the
Transformation Program to support these elements.
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7.3

Governance
New whole-of-government governance arrangements for ICT would be established.
There would be a Minister with responsibility for public sector ICT. If feasible, this
responsibility would be incorporated into a ministerial portfolio with responsibility for
public sector management and reform. The Premier currently holds these responsibilities.
There would be a new ICT policy board with responsibility for:
1. Advising the Minister on strategic directions for ICT within government
2. Reviewing proposed policies for ICT across government
3. Governing the Transformation Program for introducing the changes set out in this
report.
The board would have a charter endorsed by Cabinet.
The current Inter Agency Steering Committee and IT Managers Group would be retained as
reference groups. Their charters would be revised to reflect their relationship with the new
ICT policy board.

7.4

Strategic direction
A strategic statement on the management of ICT across the public sector would be
prepared and updated annually. It would be linked to the government’s broader strategy
for public sector reform and would include:
1.
2.
3.
4.
5.

Strategic objectives for ICT in supporting government
High level principles for management of ICT
Key changes required to ICT management over next 3 years
Roles and responsibilities of agencies
Roles and responsibilities of whole-of-government units.

The strategic statement would be informed by an annual collection of ICT data from
agencies. The data to be collected would cover areas including:
1. Expenditure and funding
2. Major systems and infrastructure
3. Management practices.
The strategic statement would reviewed by the ICT policy board and submitted to the
Minister for endorsement.
The initial strategic statement would be based on this report.

7.5

Policy setting
Agencies would retain flexibility for managing their ICT resources, particularly specialist
technology where the agencies have unique requirements. Whole-of-government policies
for ICT would be adopted in cases where:
1. There are broader legislative or policy requirements that need to be supported
2. There are risks and costs associated with the management of ICT across government
that can be materially reduced
3. There are net benefits across government that can be achieved.
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As an example, appendix F describes the criteria proposed by Sir Peter Gershon for
selecting areas where whole-of-government approaches should be adopted by the
Australian Government.
ICT policies would be developed through consultation with agencies and endorsed through
the governance arrangements.
There would be three categories of policies:
1. General advice
2. Essential advice
3. Instructions.

7.5.1

General advice
General advice would be issued to assist agencies with managing their ICT resources more
effectively and efficiently. General advice would be endorsed by the ICT policy board.
Agencies would be expected to seriously consider the applicability of the advice according
to their circumstances.

7.5.2

Essential advice
Essential advice would only be issued where there are strong reasons for agencies to follow
a consistent policy. Essential advice would be endorsed by the ICT policy board and the
chair of the board would then notify each head of agency of that endorsement. The ‘if not,
why not’ principle would apply. Agencies would be required to consider the advice and
then to notify the chair of the ICT policy board within a set period (such as 60 days), either:
1. The advice would be adopted, and when
2. The advice would not be adopted, and why not.

7.5.3

Instructions
Instructions would be comparatively rare and would only be issued where there are major
imperatives for all agencies to follow a consistent policy. Instructions would be issued by
the Minister on the advice of the ICT policy board. Agencies would be required to comply
with the instructions.

7.6

Budgeting and investments
Individual agencies, and the government as a whole, would improve their decision making
processes for investments that have a significant ICT component. A draft ICT budgeting and
investment policy would be prepared in conjunction with DoTaF and submitted to the ICT
policy board.
The purpose of the policy would be to ensure that the full set of ICT related costs were
identified before investments were made in new government initiatives, projects and ICT
systems. It would addresses items including the needs to:
1. Identify both capital (one off) and new recurrent costs for ICT associated with new
initiatives and projects
2. Identify costs that will be incurred by all agencies in multi-agency projects
3. Recognise the limited lifespan of ICT assets and the need to make provision for their
replacement in forward estimates
4. Identify indirect cost increases for ICT infrastructure that may result from new systems.
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7.7

Support for multi-agency projects
Changes to government policies, services and systems should be implemented through
well managed projects, based on sound business cases. Projects involving multiple agencies
should be managed by a lead agency.
Additional support for higher risk and higher complexity projects, particularly involving
multiple agencies, should be provided through a new project support office.
The project support office is described further in section 8.3 below.

7.8

Interoperability
High priority would continue to be given to achieving beneficial interoperability across
government. The current Interoperability Program would continue, managed through the
new project support office. The goal of the program would be to ensure that when
different agencies work together on joint projects which establish or change policies and
services, they have the following common elements:
Shared strategy and intent
Common understanding of the end to end business processes, information resources,
software systems and technology infrastructure to be changed
Common project practices
Common toolsets for supporting project work
Common information standards
Common standards for connecting different technology components.
The priorities of the Interoperability Program would be driven by the projects being
undertaken by agencies. There would be an emphasis on achieving greater compatibility of
information and data resources across agencies.
The program would create draft policy advice to agencies for endorsement by the ICT
policy board.

7.9

Management of ICT systems and infrastructure
There would be a gradual consolidation of commodity ICT systems and infrastructure so
that much of the systems and infrastructure currently owned and managed by individual
agencies are brought together, managed at a whole-of-government level and available for
use by multiple agencies. Systems and infrastructure that are better managed within
individual agencies would remain with the agencies.
The whole-of-government systems and infrastructure would be owned and managed by a
new government ICT utility services organisation. The organisation would be charged with
providing access to commodity systems and infrastructure, together with associated
support services, at:
1. Defined prices, with total costs lower than that if each agency make its own separate
provision
2. Defined levels of service quality, sufficient to meet agency needs.
The organisation would be managed on a quasi-commercial basis but it would only serve
Tasmanian Government organisations. The relationship between the organisation and the
agencies it served would be specified in binding agreements.
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The organisation would be managed so that agencies could identify a clear business case
for choosing to use its services. Services would not be mandated unless there was a clearly
demonstrated benefit to the government as a whole for doing so.
The ICT utility services organisation is described further in section 8.4 below.

7.10

Data centres
Operational costs and business continuity risks would be reduced through a consolidation
of the many data centres currently used to house ICT systems and infrastructure.
A review would be undertaken of current data centre arrangements to identify emerging
needs and the opportunities for consolidation.

7.11

Minister’s offices
The particular ICT needs of ministers’ office would be recognised including their needs for
shared common tools and common information resources.
Management and budgetary responsibility for the provision of ICT to minister’s offices
would be transferred from individual agencies to DPAC. The actual tools would be provided
through the new shared ICT infrastructure.

7.12

Agency capacities
Agencies would strengthen their management and strategic capacities for ICT. Significant
changes to agency services and operations would be managed as projects. Where relevant,
agencies would be assisted by the new project support office.
Services associated with commodity ICT systems and infrastructure would be provided by
the ICT utility services organisation. Agencies would make appropriate arrangements for
the management of other ICT systems and infrastructure which would depend on factors
such as:
Agency size
Strategic significance of systems and infrastructure
Market offerings
Opportunities for collaboration with other agencies or other governments.
Agency arrangements for managing ICT would involve a changing mix of:
Internal staff
Commercial providers
Shared service arrangements with other agencies or other governments.
Some agencies would develop their own project support offices or similar arrangements
for improving the success of ICT enabled projects.

7.13

Connected government
There would be an active approach to improving the efficiency and effectiveness of
government services through joined up approaches.
The ICT strategy unit would co-ordinate a review of the basic ICT tools required by
Tasmanian Government employees into the future. The review would address:
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1.
2.
3.
4.
5.
6.

Government’s public sector reform agenda
Needs and expectations of the community
Needs and expectations of employees
Changing work patterns
New flexible forms of working
Technology trends and opportunities.

The review would be used to inform:
1.
2.
3.
4.

7.14

Further public sector reform
Government’s ICT strategy agenda
Agency plans
Future development of the shared ICT infrastructure.

Innovation
Innovative approaches to using ICT to deliver benefits would be encouraged. Responsive
ICT teams would be supported.
An active approach would be adopted regarding the commercialisation of valuable
government intellectual property.

7.15

People & skills
ICT services would continue to be provided by ICT professionals and experts who are a
mixture of public sector employees and the staff of external providers.
Agencies would continue to employ ICT staff according to their particular needs. The ICT
utility services organisation would be the major employer of ICT infrastructure
management staff. The size and management approach of the organisation would offer ICT
staff a stimulating professional environment with good career opportunities.
There would be greater use of business analysis and similar professional skills in projects.
Larger agencies would retain their own staff with these skills. The project support unit
would also provide these skills through their own staff and contractors.

7.16

Procurement of products & services
The progressive consolidation of ICT infrastructure would also mean the progressive
consolidation of procurement for some commodity ICT products and services. This
procurement would be managed by the ICT utility services organisation. Some cost savings
would be achieved through this approach.
The project support office may also procure common services and external skills for
supporting projects across government.
Agencies would continue to manage the procurement of products and services for their
specialist needs.

7.17

Management of change
An incremental and active approach would be adopted to managing the change. This
would involve many projects and activities which would be managed as a single integrated
Transformation Program. The pace of implementation will depend on factors including
availability of funding.
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The ICT policy board would direct the program.
Section 9 provides more details of the proposed implementation.

7.18

Leadership
The Transformation Program for ICT management would be undertaken within the broader
context of change to public sector management in the Tasmanian Government. A
designated senior executive would have leadership responsibility for changes to ICT
management and for promoting effective ICT strategies and policies.
The head of the ICT utility services organisation would have a major leadership role across
government with responsibilities akin to those of a chief technology officer (CTO).
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8

New organisational arrangements
The changes proposed in section 7 include new organisational arrangements.
This section summarises the proposed arrangements for the:
1.
2.
3.
4.

8.1

ICT policy board
ICT strategy unit
Project support office
ICT utility organisation.

ICT policy board
A new ICT policy board would be established under a charter approved by Cabinet. It would
be responsible for:
1. Providing advice to the Minister regarding strategies, policies and performance for the
use of ICT across government
2. Developing and maintaining a statement of strategic direction for the use of ICT across
government
3. Monitoring performance against the statement of strategic direction for the use of ICT
across government
4. Endorsing policies for the use of ICT across government
5. Endorsing the work priorities for the information strategy unit
6. Endorsing the work priorities for the project support office
7. Being the program management board for the Transformation Program proposed in
this report.
The board would be chaired by the Secretary of DPAC. There would be a maximum of
seven members, with a mix of senior government executives and external experts. The
board would generally meet between four and six times each year.

8.2

ICT strategy unit
An ICT strategy unit would be established as one of two units formed from a reorganisation and re-focusing of IAPPU. The main clients of the unit would be ministers and
senior executives. Its role would be:
1. Undertaking the secretariat function for the ICT policy board and associated forums
2. Identifying emerging strategic issues in the use of ICT across government
3. Actively promoting the understanding of strategic issues by senior executives and
managers across government
4. Advising on cross jurisdictional issues in the use of ICT across government
5. Providing broad advice on the ICT implications of strategies, policies and initiatives
being considered by ministers
6. Facilitating the development of strategies and policies for consideration by the ICT
policy board
7. Providing program management support for the changes proposed in this report.
The main KPIs for the unit would be around providing quality strategic and policy advice.
The unit would be funded through direct appropriation.
The unit would comprise a small number of skilled staff. It would also draw on outside
expertise when required.
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The unit would be located within the division of DPAC responsible for the broader public
sector change agenda. It would develop strong working relationships with:
1.
2.
3.
4.

8.3

Agency ICT support groups
Project support office
ICT utility services organisation
Other DPAC policy units.

Project support office
A project support office would be established as one of two units formed from a reorganisation and re-focusing of IAPPU. The main clients of the unit would be agency led
project teams and agency project support offices, particularly for projects with a significant
ICT component. Its role would be:
1. Maintaining a broad understanding of key projects being undertaken across agencies,
and their inter-relationships
2. Providing practical advice and assistance for project scoping, costing and planning
3. Providing practical advice and assistance for business analysis
4. Providing practical advice and assistance for the acquisition of ICT products and
services within projects
5. Facilitating project based working arrangement across multiple agencies
6. Identifying opportunities for other agencies to benefit from existing projects
7. Maintaining a practical knowledge base, including ‘maps’ of relevant processes and
systems, that can be used in projects
8. Providing advice and promoting good practice about project management
9. Facilitating communities of practice between project managers, business analysts and
similar staff across agencies
10. Managing the current Interoperability Program.
The main KPIs for the unit would be around providing well regarded, practical advice and
assistance to agencies.
The unit would primarily be funded through direct appropriation. It may also recover some
costs from agencies for supporting larger projects.
The unit would comprise a small number of staff experienced in practical aspects of project
management and business analysis. It would also establish relationships with outside
providers whose skills could be brought to bear when required.
The unit would be located within the division of DPAC responsible for the broader public
sector change agenda. It would develop strong working relationships with:
1.
2.
3.
4.

8.4

Agency project support groups (where they exist)
Agency led project teams
ICT strategy unit
ICT utility services organisation.

ICT utility organisation
A new ICT utility services organisation would be established. The organisation would own,
manage and provide services associated with, multi-agency ICT systems and infrastructure.
The clients of the organisation would be restricted to the Tasmanian public sector. Initially
its clients would be inner budget agencies. It may later offer services to government
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business enterprises, local government bodies and other government owned organisations.
It would not compete with private sector organisations but it may aggregate the
purchasing of ICT products and services by government organisations from private sector
providers.
The organisation would offer services according to a catalogue that meets the needs of its
client organisations. Pricing and service levels would be defined and the organisation
would be accountable for meeting them. Service agreements with client organisations
would also specify ‘contract’ terms including the notice required by either party for the
withdrawal of a service.
The services offered to client organisations would be underpinned by ICT systems and
infrastructure that would be owned, managed and developed as a consolidated resource
by the ICT utility services organisation.
The organisation would be organised and managed so as to operate the following
integrated functions:
1. Service and product development, which would identify client needs and then acquire
and develop the required infrastructure and services
2. Service delivery, which would provide a quality service with client organisations
including a responsive help centre, account management and consulting
3. ICT operations, which would provide ‘back room’ operations of the systems and
infrastructure.
The main KPIs for the organisation would be around:
1. Providing services cost effectively, at lower costs than could otherwise be achieved if
agencies made separate provisions
2. Providing quality service levels, at agreed levels
3. Supporting ICT policies and strategies endorsed by the ICT policy board.
Performance against the KPIs would be measured and reported. Where possible, costs and
service levels would be compared against industry benchmarks.
The organisation would be funded through ongoing fees from its clients. These fees would
cover the costs of:
1. Ongoing operations
2. Replacement of depreciated assets
3. Capital for developing future services.
Sufficient working capital would be provided to sustain the organisation according to its
agreed corporate plan.
The initial corporate form and governance arrangements for the organisation would be
based on the initial implementation requirements. These would be reviewed at the end of
establishment phase for the organisation. The governance arrangements would include the
development of an annual corporate plan.
A qualified and experienced head of the organisation would be appointed, accountable
according to the governance arrangements for the organisation.
There would also be a customer forum with representatives from all client organisations.
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In addition to its fee paying clients, the organisation would develop strong working
relationships with:
1. Agency ICT support groups
2. Project support office
3. ICT strategy unit.
For particular categories of technical skills, the organisation would facilitate communities
of practice across agencies.
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9

Implementation
This section describes the activities and funding requirements of a 4 phase approach to the
implementation of the Transformation Program.

9.1

Phase 1: 2008-2009
The first phase would be a preliminary phase, running through to June 2009. In this phase,
the strategy proposed in this report would be considered and initial implementation would
commence.
The funding required for Phase 1 is likely to be met by existing allocations.
The following activities would be undertaken:
ACTIVITY

DESCRIPTION

Agreement to proposed
changes

This report and its recommendations would be
considered.

Establishment of initial
governance arrangements

A Minister with responsibility for public sector ICT
would be identified. This may be the Premier.
A charter for the ICT policy board would be
prepared and adopted by Cabinet. The board would
be appointed and convened. The board would take
on program management responsibility for the
Transformation Program.

Implementation planning

9.2

An implementation plan would be prepared
including a budget for Phase 2.

Phase 2: 2009-2010
The second phase would operate through the 2009-2010 financial year. A major focus
would be the establishment of the new organisational arrangements. Work would also
commence on establishing new ICT infrastructure to be shared by a number of agencies.
The ICT utility organisation would require an initial injection of capital funding for this
phase to cover:
1. Staffing and related costs in the initial period up to the generation of fees from agency
customers
2. Costs for assistance with service planning and planning for the initial shared ICT
infrastructure
3. Initial costs to acquire ICT products and services and to commence building the shared
ICT infrastructure
4. Initial working capital to support cash flow requirements.
The following activities would be undertaken:
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ACTIVITY

DESCRIPTION

Establishment of ICT
strategy unit & project
support office

IAPPU would be re-organised and re-focused to
create the ICT strategy unit and the project support
office. Work plans for the groups would be
prepared.

Development of ICT
budgeting and investment
policy

The ICT strategy unit would work with DoTaF to
prepare a draft ICT budgeting and investment policy
for consideration by the ICT policy board.

ICT data collection

The ICT strategy unit would establish an annual ICT
data collection from agencies.

Establishment of initial
governance arrangements
for ICT utility organisation

The initial governance arrangements for the new ICT
utility organisation would be determined and
established. Initial funding would be provided.

Appointment of
management team for ICT
utility organisation

The head of the ICT utility organisation would be
appointed in accordance with the initial governance
arrangements. The head would commence
appointment of a management team.

Initial corporate planning
for ICT utility organisation

An initial corporate plan would be prepared by the
ICT utility organisation.

Transfer of TMD to ICT
utility organisation

TMD would be transferred to the new ICT utility
organisation. To preserve service continuity, TMD
would initially operate as a separate group. As the
new organisation became operational, TMD staff
and assets would be integrated into the new
organisation.
An active approach to change management would
be followed to support a successful integration of
TMD staff into the new ICT utility organisation.

Phasing out of legacy
systems

TMD currently supports some legacy systems where
due to technology obsolescence, support costs are
raising and available skills are becoming very scarce.
Plans would be prepared to phase out support for
these systems over a period of no more than two
years.
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ACTIVITY

DESCRIPTION

Service planning for ICT
utility organisation

A major goal for the ICT utility organisation would
be to deliver quality services using internationally
adopted practices such as the ITIL methodology
(which was originally developed by the UK
Government)20. This would require careful planning,
service design and staff training.

Changes for ministers’
offices

Responsibility for the provision of ICT to ministers’
offices would be transferred from individual
agencies to DPAC. Initially, DPAC would identify the
common tools required by the offices. Changes to
actual systems and infrastructure would be
introduced once the new shared ICT infrastructure
was established.

Review of data centre
requirements

A review would be undertaken of current data
centre arrangements to identify emerging needs
and opportunities for consolidation.

20

See http://www.itil-officialsite.com/home/home.asp.
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ACTIVITY

DESCRIPTION

Planning for initial shared
ICT infrastructure

The role of the ICT utility organisation would be to
own, manage and provide services associated with,
multi-agency ICT systems and infrastructure. This
would involve establishing a shared ICT
infrastructure for use by multiple agencies.
A staged approach would be followed. Initially, the
infrastructure would be established for a small
number of agencies who are in the best position to
move to such a shared infrastructure. These have
been provisionally identified as:
1. DoE
2. DHHS
3. DPAC.
Appendix D outlines the possible stages on which
the shared infrastructure could be developed.
Planning for the first stage of the shared
infrastructure would be undertaken by the ICT utility
organisation in close consultation with the
participating agencies. Consultations would also be
held with other agencies who are likely to move
onto the shared infrastructure in future years.
Planning would identify:
1. Tools and functions to be delivered through the
infrastructure
2. Service levels required by agencies
3. Technical design of new infrastructure
4. Extent to which existing agency infrastructure
components can be transferred into new shared
infrastructure
5. Procurement needs for new products and
services
6. Procedures to be introduced for managing
infrastructure
7. Staffing and skill needs
8. Capital costs for new infrastructure
9. Fees to be paid by agencies
10. Activity plans for implementation.
The establishment of the new shared infrastructure
would require some new capital funding. This would
be recouped over the lifetime of the infrastructure
through the fees paid by agencies using the
infrastructure.
The scope and staging of the initial infrastructure
would need to reflect the capital funding available.
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9.3

ACTIVITY

DESCRIPTION

Implementation of initial
shared ICT infrastructure

Once planned, the implementation of the initial
shared ICT infrastructure would commence. The
initial stage of the shared infrastructure should
become fully operational during 2010.

Phase 3: 2010-2011
The third phase would operate through the 2010-2011 financial year. This is the year when
major benefits would start to accrue from the Transformation Program. A key focus for the
phase would be to extend the shared ICT infrastructure.
During this phase there would be an assessment of the capital requirements of the ICT
utility organisation. The organisation would require a one off provision of capital funding to
support its future sustainability.
The following activities would be undertaken:
ACTIVITY

DESCRIPTION

Extension of shared ICT
infrastructure to new
agencies

The shared ICT infrastructure would be made
available to further agencies beyond the initial
customers. The ICT utility organisation would work
with those agencies to assist in the transition.

Broadening of functions
and scope of shared ICT
infrastructure

The functions and scope of the shared ICT
infrastructure would be broadened to meet the
further needs of agencies. Appendix D outlines the
possible further stages on which the shared
infrastructure could be developed.

Review of basic ICT tools

The ICT strategy unit would co-ordinate a review of
the basic ICT tools required by a Tasmanian
Government employees into the future.

Review of corporate form
and governance
arrangements for ICT
utility organisation

The corporate form and governance arrangements
for the ICT utility organisation would be reviewed.
Appropriate arrangements would be established for
a service driven organisation that managed shared
infrastructure on behalf of multiple agencies.
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ACTIVITY

DESCRIPTION

Further corporate planning
for ICT utility organisation

The corporate plan for the ICT utility organisation
would be revised as the organisation moved from
establishment to sustainability. Sustainability would
mean that revenue from customers was sufficient to
meet expenditure for:
1. Ongoing operations
2. Replacement of depreciated assets
3. Capital for developing future services.
The financial capital requirements of the
organisation would be assessed to ensure there
were sufficient funds for:
1. Costs to build further ICT infrastructure, with
these costs to be progressively recouped from
customers
2. Working capital to meet general cash flow
requirements.

Agency reviews of ICT
management

Each agency would undertake a review of its
approach to ICT management to determine:
1. The effectiveness of their current ICT
management arrangements, including support
for the three types of functions (see section
3.4):
Operational functions
Development functions
Strategic functions
2. The cost efficiency of their current ICT
management arrangements
3. Opportunities to improve their current
arrangements.
The terms for these reviews would be set by the ICT
policy board.

Identification of new
opportunities for joined up
government

9.4

The ICT strategy unit would co-ordinate a review to
identify new opportunities to use ICT for improving
the efficiency and effectiveness of government
services through joined up approaches.

Phase 4: After 2011
Beyond 2011, progressive improvements would be continue to be made.
The following activities would be undertaken:

Croger Associates Pty Ltd

29 January 2009
54

MODERNISING GOVERNMENT, MODERNISING ICT MANAGEMENT

ACTIVITY

DESCRIPTION

Broadening of functions
and scope of shared ICT
infrastructure

The functions and scope of the shared ICT
infrastructure would continue to be broadened to
meet the further needs of agencies. This would be
undertaken within the capital base provided for the
ICT utility organisation.

Agency refinements of ICT
management

Agencies would continue to refine their approaches
to ICT management.

Pursuit of opportunities for
joined up government

Opportunities would be pursued for using ICT for
improving the efficiency and effectiveness of
government services through joined up approaches.

Review of Transformation
Program

The Transformation Program would be reviewed.
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10

Recommendations
This section draws on the proposals for change set out in sections 7, 8 and 9. It presents a
consolidated sets of recommendations with references to relevant sections of the report.
NO

RECOMMENDATION

REFERENCES

1

Establishment of Transformation Program

1.1

The government adopt strategic objectives for the future
management of ICT, based on achieving:

7.1

Sustainable ICT
Efficient government
Effective government
Innovative government
Clever government
Agile government.
1.2

A Transformation Program be established to implement
changes to the arrangements for ICT management based on
the proposals in this report.

7, 8, 9

1.3

The Transformation Program be undertaken and led within
the broader context of change to public sector management
in the Tasmanian Government.

7.18

1.4

Change be introduced through an incremental and phased
approach.

9

1.5

The Transformation Program be reviewed during or after
2011.

9.4

2

Governance, strategy & policy

2.1

A Minister be given responsibility for public sector ICT.

7.3, 9.2

2.2

A new ICT policy board be established with a charter
endorsed by Cabinet.

7.3, 9.2

2.3

A new ICT strategy unit be established, based on a reorganisation and re-focusing of IAPPU.

8.2, 9.2

2.4

A strategic statement on the management of ICT across the
public sector be prepared and updated annually.

7.4, 9.1

2.5

A new mechanism for setting ICT policies across government
be introduced.

7.5, 9.1

2.6

A policy for ICT budgeting and investment be developed.

7.6, 9.2
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NO

RECOMMENDATION

REFERENCES

2.7

An annual ICT data collection be established.

7.4, 9.2

2.8

A review be undertaken in 2011 to identify new
opportunities to use ICT for improving the efficiency and
effectiveness of government services through joined up
government.

7.13, 9.3

3

Support for projects

3.1

A new project support office be established, based on a reorganisation and re-focusing of IAPPU.

7.7, 8.3, 9.2

3.2

The current Interoperability Program continue, managed
through the project support office. The priorities of the
program to be driven by projects undertaken by agencies.

7.8, 9.2

4

Shared ICT infrastructure

4.1

A new ICT utility services organisation be established to
develop, own, manage and provide services associated with
multi-agency ICT systems and infrastructure.

7.9, 8.4, 9.2

4.2

Appropriate initial arrangements be made for the corporate
form and governance arrangements of the new ICT utility
services organisation based on the implementation
requirements. These arrangements be reviewed at the end
of the implementation phase.

7.9, 8.4, 9.2, 9.3

4.3

A head of the ICT utility services organisation be appointed
in accordance with the governance arrangements.

7.9, 8.4, 9.2

4.4

A corporate plan be prepared by the ICT utility services
organisation.

7.9, 8.4, 9.2, 9.3

4.5

TMD be transferred to the ICT utility services organisation.

7.9, 8.4, 9.2

4.6

Plans be prepared to phase out support for legacy systems,
currently supported by TMD, over a period of no more than
two years.

7.9, 8.4, 9.2

4.7

A review be undertaken of the Tasmanian Government’s
data centre requirements.

7.10, 9.2

4.8

A staged approach be followed for developing new shared
ICT infrastructure.

7.9, 8.4, 9.2, 9.3

Croger Associates Pty Ltd

29 January 2009
57

MODERNISING GOVERNMENT, MODERNISING ICT MANAGEMENT

NO

RECOMMENDATION

REFERENCES

4.9

The first stage of shared infrastructure be based on meeting
the needs of those agencies that are in the best position to
move to such an infrastructure. Consideration be given to
initially working with:

7.9, 8.4, 9.2

DoE
DHHS
DPAC.
4.10

Responsibility for the provision of ICT to ministers’ offices be
transferred from individual agencies to DPAC. The actual
tools be provided through the new shared ICT infrastructure.

7.11, 9.2

4.11

A review be undertaken in 2010-2011 of the basic ICT tools
required by Tasmanian Government employees into the
future.

7.13, 9.3

4.12

An initial injection of capital funding be made into the ICT
utility services organisation in 2009-2010 to fund initial
establishment activities.

7.9, 8.4, 9.2

4.13

A assessment be undertaken of the longer term working
capital needs of the ICT utility services organisation with a
main capital injection made in 2010-2011 as an investment
to ensure long term sustainability.

7.9, 8.4, 9.3

5

Agency capacity

5.1

Each agency continue strengthening its capacities for
managing ICT.

7.12

5.2

Each agency formally review its approach to ICT
management during 2010-2011 based on terms set by the
ICT policy board.

7.12, 9.3
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APPENDICES
A.

Extract from 2008 IPAA National Conference keynote
address
The keynote address at the 2008 IPAA National Conference was given by The Hon Jocelyne
Bourgon, President Emeritus at the Canada School of Public Service. Her address was
entitled The future of public service: a search for a new balance21 and provided a wide
ranging commentary on the drivers and context of public sector reform.
A major part of her address dealt with ‘bureaucracy and networks’:
Governments around the world operate through systems of delegated authorities. Officeholders are accountable for their actions and for the exercise of powers delegated to them
by a higher authority. Not surprisingly, the traditional structure of government is designed
to reflect this vertical and hierarchical system of authority and power. This model was
inherited from the late 19th century, a period characterised by the Industrial Revolution. It
was particularly well-suited for dealing with the predictable role of government in
performing repetitive tasks under precisely prescribed rules. The world has changed.
Governments are now called upon to serve citizens in the Information Age. They must
ensure the well-being of their citizens in the context of an unpredictable global economy
and complex global society. In this context, most of the results of relevance to citizens,
politicians and ministers are at the level of the system and society. These results are the
most relevant and meaningful because they reveal real policy choices and entail real tradeoffs. For instance, is the health system accessible in times of need, equitable for all citizens,
and efficient as a percentage of GDP? How does the economic performance of their country
compare to that of others with a comparable level of development? Is the financial burden
imposed by social policies and program equitable distributed among generations compared
to the benefits provided?
Achieving system-wide or societal results is beyond the control of a single government
agency working alone. Rather, whenever elected officials set goals that require the coordinated approach response of actors and organisations inside and outside government a
network approach is increasingly necessary. This approach connects and focuses
government actors and organisations on system-wide or societal results.
Networks are the most powerful innovation in organisational development of the past 25
years. They are agile, nimble and easy to organise. They can be used for almost any cause
or purpose. They bring together people and organisations who share a common purpose for
a short time or for the long haul. International groups have used networks extensively in
support of a diversity of causes. Governments by and large have been slow in exploiting the
power of networks in support of their missions.
These days, the hierarchical model of government increasingly co-exists with the
management of networks. Modern government entails the management of the traditional
power structure and of non-hierarchical, non-traditional relationships. This approach is
transforming the role of the centre of government and of central agencies. It is opening
promising avenues for modernising the role of line departments. And it is supporting new,
21
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shared forms of governance that involve governments from other jurisdictions and nongovernmental actors and organisations.
The centre of government can use networks to ensure inter-departmental coherence in
support of government-wide priorities. This can shift their role from comptroller to changeagent in support of the government agenda within a framework of shared accountability
for results. Governments from different jurisdictions and operating under different
governance structures with different forms of accountability to citizens can use networks to
enhance co-operation among them.
Line departments can use networks to co-ordinate the contribution of multiple actors and
agencies. This affords them the opportunity to modernise their role. For instance, a
successful and well-performing hospital does not amount to a well-performing health
system. For the latter to happen, many organisations must achieve a high level of
performance in a co-ordinated and integrated way. The role of the Health Department is to
provide a coherent policy framework for the alignment of a large number of organisations,
some public and others private. It is to convene and connect the actors and help them stay
focused on the overall performance of the system. It is to provide direction and guidance,
ensure synergy and complementarities, capture and disseminate best practices, anticipate
issues and accelerate decision-making in support of system-wide results.
In a word, the role of a line department is to lead the collective efforts within a system. For
network management to succeed, line departments must be empowered to play this role
and be granted the flexibility to take action within their mandate and to redeploy resources
when necessary. When the centre of government plays the role of line departments, issues
invariably receive attention when it is too late or when they have reached crisis proportion.
Network management is not ‘management by committees’. Rather, network management
brings together those who share a responsibility for results and who have the power to act
in support of achieving results. While it is wise to use this approach selectively, it is a
powerful and necessary way to manage the inter-departmental and inter-governmental
space characteristic of modern government. A combination of vertical accountability for the
exercise of delegated authority and of network management improves the capacity of the
public sector to achieve system-wide results. It also favours the involvement of elected
officials and facilitates citizens’ engagement.
Some of the challenges many governments face in producing system-wide and societal
results could be addressed through a combination of vertical management for delegated
authorities combined with network management. Co-ordinating extended, horizontal
operations is the trademark of public administration in the 21st century. It is already part of
the reform agenda in many countries, where it is identified under labels such as joined-up
government, whole-of-government, total government. I prefer the concepts of ‘network
management’ and ‘integrated government’ which indicate more clearly the possibility of
variable geometry in bringing together those who have direct responsibility for results.
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B.

Types of ICT management functions
Section 3.4 explained that the functions performed by ICT services groups are in three
broad types. The following summarises the three types of functions.

Operational functions
Operational functions are about ensuring that existing systems and infrastructure continue
to operate reliably and securely on a day by day basis. The functions include:
Responding to reports of faults
Managing secure access to ICT systems and infrastructure by authorised people
Monitoring reliability and security of ICT systems and infrastructure
Managing minor changes and routine upgrading of ICT systems and infrastructure
Providing general advice to users of ICT systems and infrastructure
Managing providers of products and services that underpin the ICT systems and
infrastructure.

Development functions
Development functions are about helping the organisation make changes to ICT systems
and infrastructure to support changing organisational needs, emerging opportunities and
emerging challenges. The functions include:
Providing general advice to projects involving changes to ICT systems and
infrastructure
Assisting in the scoping, planning and costing of changes to software systems
Assisting in, undertaking or managing, the programming, implementation and testing
of changes to software systems
Planning and implementing changes to ICT infrastructure
Managing providers of products and services required for major changes to ICT
systems and infrastructure.

Strategic functions
Strategic functions are about planning for emerging needs and supporting sound
investment of scarce resources. The functions include:
Identifying opportunities offered by ICT to improve effectiveness and efficiency
Co-ordinating medium and long term strategies for investment in, and use of, ICT
Co-ordinating the development of organisational policies for ICT
Leading the development of sound governance arrangements, planning processes,
investment processes and project management processes for the use of ICT.
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C.

Gartner’s identified contentious issues
Gartner, the global ICT research and advisory firm, recently advised that ICT’s opportunity
for significantly improving overall enterprise operational performance will require nine
contentious issues to be resolved. Many of these issues are relevant to the Tasmanian
Government. The issues are22:
Issue 1 – Business Expectations for IT have outstripped IT’s Internal Capability to Deliver.
In recent years, enterprises have wanted their IT departments to increase their external
focus on customers, new products and services, new geographies and business processes.
Unfortunately, few CIOs have the staff with the skill sets to adequately meet these
externally focused demands and there has been little remaining funding for additional
hires. Gartner recommends that CIOs recognize the skills gap, refrain from solely hiring staff
with IT backgrounds in the future and focus on identifying and delivering distinctive
solutions for the business.
Issue 2 – How to More Rapidly Modernize Infrastructure and Operations and Reduce
Costs. Infrastructure and Operations (I&O) leaders recognize that accelerating
modernization is the only way to deal with rapid increases in demand growth and the need
to respond more rapidly to the business but must balance this against unrelenting pressure
to reduce costs. Gartner recommends emphasizing modernization projects that can be ‘selffunding’, that is, pay for themselves, which can often be achieved through I&O
consolidation and virtualization.
Issue 3 – Business Accountability for Security and Risk Management. Security and risk
management is not just an IT issue. It is essential that the IT risk manager, using effective
communications skills, persuade the appropriate IT owners and line-of-business managers
to accept explicit, written responsibility for residual risk impacting their systems and
processes, on either a direct or a dotted-line basis. Risk managers should develop
mechanisms for assignment and acceptance of residual risk and risk decisions — for
example, signature forms, processes, and policies that address the requirement and
execution of risk acceptance. The risk manager should also develop mechanisms to convey
residual risk levels that remove reference to technology but still support good risk-based
decisions at a business level that may result in the implementation of technical controls.
Issue 4 – Lack of Business Intelligence Sponsorship. Many IT leaders lament about issues
such as the lack of a business intelligence (BI) vision and strategy; and overall business
sponsorship and ownership for BI. Meanwhile, many business people believe there is little
or no difficulty with BI as they continue using ad hoc methods to make business decisions.
Gartner advises clients to use its ‘Business Intelligence and Performance Management
Framework’ model together with its ‘Four Worlds’ model to build a more complete and
integrated plan for BI initiatives and to yield greater returns from related business and IT
investments.
Issue 5 – How Do I Get My Vendor to Deliver What I was Promised? Opportunities for
dispute abound when it comes to sourcing contracts. While users bear a responsibility to be
competent buyers of sourcing services, both sides need to be more flexible in laying out a
range of conditions and options that should be addressed in the contract. Vendors have
seen most conditions and could therefore alert users when they are about to demand an
incomplete or wrong contractual term or condition.
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Issue 6 – “Turf” Control and ownership-related friction that often exists between various IT
groups and the enterprise architecture group becomes especially notable when multiple IT
groups maintain high-level planning functions. Gartner recommends focusing on three core
IT management disciplines – Enterprise Architecture, Business Process Management and
Service Management – to streamline different viewpoints and provide the architectural
guidance required to build solutions.
Issue 7 – Should We Modernize Applications? If So, When? Many mission-critical, high-risk
business functions continue to rely on code developed decades ago by programmers and
vendors who have long since left the company. Business applications, which run on
hardware and other infrastructure that is reaching or past obsolescence, must be migrated.
Strong drivers for modernization are offset by strong inhibitors, so the debate either rages
on or is naively ignored. The decision on when to modernize will be strongly influenced by
shareholder interests and investor confidence. Some applications may need to be replaced,
while renovation may be sufficient for others, but the complexity and magnitude of the task
far exceeds the ability to fund and manage such an effort with existing operating budgets
and teams. A one-time restructuring-style budget set-aside will be necessary.
Issue 8 – To Whom Should Business Process Professionals Report? Gartner recommends
that business process experts be placed in a new ‘hybrid’ organization such as a business
process competency centre that reports to a chief operating officer. In this scenario, the
competency centre would be made up of relatively few employees but would be joined by
the business domain experts, process experts and IT professionals for the duration of a
project, only to return to their respective departments upon completion of the project.
Issue 9 – How Much Formal Process is Needed for Program and Portfolio Management?
Many believe that increased levels of process and oversight will lessen an organization’s
agility to deliver projects. Those in favour of more formal process and oversight of projectrelated tasks take the position that such increased discipline will yield far-better results
than experienced in the past. The future of Program and Portfolio Management (PPM) will
actually take a different route than either of the opposing sides. In the future, changes in a
project will become normal, expected and accepted. Consequently, PPM methods will adopt
smaller and smaller units of work to allow such project “midcourse corrections” to take
place.
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D.

Example ‘vision’ for ICT infrastructure
Wales is a ‘nation’ of the United Kingdom that has a population of around 3 million people
and a land area which is about one third of Tasmania’s. The Welsh National Health Service
(NHS) comprises a number of separate organisations that have previously managed their
own ICT infrastructure. A national (ie all of Wales) ICT infrastructure strategy is being
developed for the Welsh NHS with the following vision23:
The overarching objective of a national infrastructure strategy is to enable users to access
appropriate information services from where it is required, in a common standard national
approach.
To deliver this objective, the vision for Infrastructure for NHS Wales is based on a number of
core fundamental principles:
Infrastructure should be configured to support National solutions as well as local needs.
Infrastructure design should not be tied to organisational boundaries.
Infrastructure design should be configured and scalable to provide an effective solution,
both now and in the future.
Infrastructure should adhere to minimum National standards, where agreed.
Infrastructure should be secure and highly available. It needs to support and contribute
towards the overall ICT service continuity strategy and subsequent business continuity
planning (for all services). Further information about security, including identity
management, can be found in the National Security Strategy for NHS Wales.
Infrastructure should be energy efficient and must allow NHS Wales organisations to
minimise their carbon footprint, in line with NHS Wales’ environmental policies.
Infrastructure should allow users to access information from wherever it is needed and
facilitate the secure sharing of information (where appropriate) with other public
service organisations, including Social Care departments and the Welsh Assembly
Government.
Infrastructure must support access to systems and information for users of all abilities,
including the individual needs of people with disabilities.
Infrastructure must support, and conform to, all appropriate national policies, eg Welsh
language policy.
Where appropriate, infrastructure components will be shared with other Public Service
organisations, eg The Public Sector Broadband Aggregation project.
National solutions will be provided where it is deemed most cost effective and efficient.
Solutions should be hosted to ensure that performance and management are as
effective as possible.
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E.

Possible stages for shared ICT infrastructure
A key proposal of this report is to develop shared ICT infrastructure for use by multiple
agencies through a staged approach. The following shows the possible scoping for a 3 stage
development:

Stage 1 – Core infrastructure
Identity management systems, directories and services
Email & messaging services
Office software
File & print services
LANs
WANs
Data centres
Server hardware & software
Database software
SharePoint foundation services
Data storage & management
VOIP telephony
Video & audio conferencing services.

Stage 2 – Common applications
Human resources systems
Financial management systems
Records & document management systems
Web hosting systems
FOI management systems.

Stage 3 – Access devices
Desktop & notebook hardware
Printers & multi-function devices
Smart phones & PDAs.
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F.

Gershon’s proposed criteria for whole-of-government
approaches and arrangements
In his review of the Australian Government’s use of ICT, Sir Peter Gershon proposed a
greater use of whole-of-government approaches. He stated24:
As a guiding principle, whole-of-government approaches and arrangements subject to optout should be considered if they provide clear superior outcomes for the government and/or
the taxpayer, over autonomous approaches by agencies.
One or more of the following criteria should apply:
Economy of scale benefits which do not have a significant adverse impact on wider
government policies
The ability to move towards more joined-up services for citizens and business is
enhanced
The management and development of scarce ICT skills within the APS is strengthened
The operation of the government ICT marketplace is improved
Other key priorities of the government (for example, SMEs, sustainability) are
reinforced
Duplication of costs are avoided
Future flexibility for machinery of government changes is enhanced
The ability to respond to external ICT related issues and trends is improved
The ability to manage and leverage the government’s information assets, having due
regard to privacy concerns where appropriate, is enhanced.
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G.

People consulted
A wide range of people were consulted for the development of this report through either
one on one interviews or group workshops. The following people participated in the
consultations:
Mr Bruce Andrews, DPAC
Mr Simon Barnsley, DHHS
Mr Brian Beswick, DEDT
Ms Carol Bond, DPAC
Mr David Briggs, DoE
Ms Rebekah Burton, DPAC
Mr Michael Chisnall, IntACT
Ms Jane Clemes, DPAC
Mr Robert Cockerell, DPIW
Ms Helen Crosby, DPAC
Mr Peter Dale, AGIMO
Mr Scott Donovan, DPAC
Mr Richard Eccles, DHHS
Mr Rhys Edwards, DPAC
Mr Don Espie, DPAC
Mr Grant Evans, DPAC
Mr Michael Farnsworth, DPAC
Mr Brent Feike, DHHS
Ms Julie Fletcher, DoJ
Mr Lyndon Flood, DPIW
Mr Greg Freeman, DPAC
Mr Graham Fry, AGIMO
Mr Max Gentle, DHHS
Mr Greg Glass, DoE
Mr Michael Grubits, DPIW
Ms Tania Heideman, DPAC
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Mr Trevor Hill, DoE
Mr David Hudson, DEPHA
Mr Mitchell Knevett, DPAC
Ms Kathy Kuryl, DPAC
Mr Peter Langford, DPAC
Mr Murray Lawler, DPEM
Mr John Lawrence, DPAC
Ms Deborah McGregor, DIER
Mr Norm McIlfatrick, DIER
Mr Roger McShane, Quill Australia
Ms Michele Mason, DPAC
Mr David Moore, DPAC
Mr Mike Nermut, Mike Nermut Consulting Pty Ltd
Mr Marc Nevah, DPAC
Mr Eric Perriman, DPAC
Ms Dawn Pinner, DPAC
Mr Jonathon Rees, DoJ
Mr Peter Rice, DPAC
Ms Heather Ring, DIER
Dr David Roberts, DHHS
Mr Carl Roddam, DPAC
Mr Jonathon Root, DoTaF
Mr Chris Sampson, DEPHA
Mr Ian Scott, DPAC
Mr Malcolm Smith, DoTaF
Ms Sandra Stacey, DPAC
Ms Karen Steele, DPAC
Ms Anne Steward, AGIMO
Mr Bruce Thomas, DPAC
Mr Michael Thompson, Office of the Premier
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Mr Owain Williams, TAFE Tasmania
Mr John Willson, DPAC
Mr Chris Wells, DIER
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H.

Glossary of abbreviations
AGIMO

Australian Government Information Management Office

ACT

Australian Capital Territory

APS

Australian Public Service

BAU

Business as usual

BI

Business intelligence

CIO

Chief Information Officer

CTO

Chief Technology Officer

DEDT

Department of Economic Development & Tourism

DEPHA

Department of Environment, Parks, Heritage & the Arts

DHHS

Department of Health & Human Services

DIER

Department of Infrastructure, Energy & Resources

DoE

Department of Education

DoJ

Department of Justice

DoTaF

Department of Treasury & Finance

DPAC

Department of Premier & Cabinet

DPEM

Department of Police & Emergency Management

DPIW

Department of Primary Industries & Water

FMA

Financial management & accountability

GBE

Government business enterprise

GFC

Global financial crisis

KPI

Key performance indicator

HRMIS

Human Resource Management Information System

IAPPU

Inter Agency Policy & Project Unit

IASC

Inter Agency Steering Committee

ICT

Information and communication technology

I&O

Infrastructure & operations

IT

Information technology

IPAA

Institute of Public Administration Australia

FOI

Freedom of information
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LSE

London School of Economics

MPEP

Monetary Penalties Enforcement Project

MRP

Motor Registry Project

NHS

National Health Service

NPM

New public management

PDA

Personal digital assistant

PPM

Program & portfolio management

SME

Small to medium enterprise

SOC

State owned company

TMD

Telecommunications Management Division

UCL

University College London

UK

United Kingdom (of Great Britain & Northern Ireland)

US

United States (of America)

WoG

Whole of government
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