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 are not happy with something at Bimberi. 

The Commissioners also visit Bimberi to look at documentation such as incident reports. 

The ACT Human Rights Commission also has powers  to undertake a Commission  Initiated 
Consideration of matters related to the provision of services at Bimberi. 

Inspector of Correctional Services 

The Inspector of Correctional Services Act 2017 was established to enable the independent and 
transparent  systematic  review of correctional centres and correctional  services. The Act  is 
inclusive of operations at Bimberi Youth Justice Centre with commencement of the role of the 
Inspector to occur prior to the end of 2019. 
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Dear Madam Speaker 

I am pleased to forward to you a Performance Audit Report titled ‘Recognition and 
implementation of obligations under the Human Rights Act 2004’ for tabling in the ACT Legislative 
Assembly pursuant to Subsection 17(5) of the Auditor‐General Act 1996. 

Yours sincerely 

Auditor‐General 
22 February 2019 
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SUMMARY 

Access Canberra was established on 16 December 2014 as a function within the Chief Minister, 
Treasury and Economic Development Directorate. Since its establishment Access Canberra has 
embarked upon a series of organisational change and governance and administrative reforms and 
initiatives aimed at improving organisational capability and effectiveness. In 2018 the Access 
Canberra Executive placed a particular focus on initiatives aimed at improving business planning 
and record-keeping across the organisation. This audit considers the effectiveness of Access 
Canberra’s initiatives to improve business planning and record-keeping. 

Conclusions 

DEVELOPMENT OF BUSINESS PLANS 

In the first three years since its establishment in December 2014, Access Canberra did not develop 
or implement a comprehensive business planning framework for the organisation. There was a lack 
of meaningful, organisation-wide business planning until July 2017 and inconsistent and ad hoc 
planning processes for Access Canberra’s divisions and teams during this period. Access Canberra’s 
activities were undertaken without reference to a set of structured and cascading business plans. 
The development of a business planning hierarchy in October 2017 provides a framework for 
effective organisational planning into the future. This framework clearly shows the role of Access 
Canberra business planning processes (including the Access Canberra Business Plan, divisional 
business plans and team-based business plans) and their integration with broader Chief Minister, 
Treasury and Economic Development Directorate planning as well as individuals’ performance 
development planning.  

There was a major focus on the part of Access Canberra to develop and implement team-based 
plans for 2018-19. Outcomes sought from the team-based business planning included 
organisational visibility over teams’ business as usual activities and any business improvement 
projects being implemented by teams across the organisation.  

The process of developing team-based business plans for Access Canberra’s business units was 
inclusive and valued by staff. The process has also had an organisational cultural value and has 
engaged staff from across most areas of Access Canberra. It has assisted in promulgating a common 
language and shared purpose within Access Canberra. However, there is much to improve upon in 
the planning process and the resultant plans. It is not yet effective. A key deficiency is a business 
planning methodology which clearly identifies: 

• the purpose of the business planning process, and what is being sought for the 
organisation; 

• the sequencing of the different levels of planning across the organisation and how 
the plans align and should be used to inform other plans and activities; 
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• the level of team-based planning, i.e. what teams are to participate in annual 
planning; and 

• how plans are to be reviewed, agreed and finalised. 

MONITORING OF BUSINESS PLANS 

Access Canberra processes for monitoring its business plans have not been effective. Access 
Canberra has not effectively monitored the Access Canberra Business Plan since its implementation 
in July 2017, nor has it effectively monitored its divisional or team-based business plans.  

No performance measures or targets were identified for the Access Canberra Business Plan when 
it was implemented in July 2017. Performance measures for its 2017-18 activities were only agreed 
on 22 June 2018 and performance measures for 2018-19 only agreed on 2 November 2018 and 
implemented on 8 February 2019. This is too late to be effective in influencing performance 
monitoring and remedial action during the year. The late agreement and implementation of the 
performance measures have impeded the quarterly monitoring and reporting of the Access 
Canberra Business Plan, to which the Access Canberra’s Executive agreed in May 2018. There is also 
variability in the quality and comprehensiveness of the performance measures that have been 
identified; the 2018-19 performance measures are an improvement on the 2017-18 measures.  

Following the development and implementation of the team-based business plans for 2018-19 
there has been inconsistency in how teams have used, referred to, monitored and reported on the 
activities identified in their plans. There is also variability in the quality and comprehensiveness of 
the performance measures that have been identified by the teams in their business plans, and their 
usefulness in measuring the teams’ performance. A key deficiency in the monitoring and reporting 
of team-based business plans is a methodology which clearly identifies: 

• expectations for the specification of performance measures, including targets that 
are capable of being monitored and reported against; 

• how and when performance is to be reported; and 

• expectations of teams with respect to the ongoing review and updating of team-
based business plans. 

IMPROVING RECORDS MANAGEMENT  

Access Canberra’s initiatives to improve record-keeping across the organisation have been 
inconsistent and ad hoc and implemented with variable levels of success.  

As a function within the Chief Minister, Treasury and Economic Development Directorate, Access 
Canberra relies on the broader directorate’s records management team and its activities to comply 
with certain aspects of the Territory Records Act 2002. However, Access Canberra is also 
independently developing a better understanding of Access Canberra-specific needs and capability 
and has demonstrated a commitment to improving its records management. A key issue for Access 
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Canberra is to determine whether it intends to develop and implement its own Records 
Management Program, and associated policies, separate to that of the broader directorate. 

Project Keystone is a major focus of Access Canberra, which seeks to simultaneously improve 
record-keeping across the organisation and move towards a ‘paperless’ organisation. Project 
Keystone is progressing, but is behind schedule. The full extent of Project Keystone, including the 
number of files and records to be migrated to Objective, is dependent on Access Canberra securing 
funding beyond June 2019. Any shortfall in the outcomes originally intended for Project Keystone 
will impair the organisation’s ability to achieve consistency and effectiveness in its records 
management. While Access Canberra teams have a fair understanding of their records 
management needs and improvement actions, the extent to which these are effectively recognised 
in team-based business plans is variable. 

Key findings 

DEVELOPMENT OF BUSINESS PLANS Paragraph 

There was a lack of meaningful, organisation-wide business planning for Access 
Canberra between its inception in December 2014 and July 2017. An Access Canberra 
Business Plan was endorsed by the Access Canberra Executive in November 2015, 
which identified a series of actions to be ‘completed’ by 30 June 2016. However, 
some of the actions were not specific with respect to outcomes or deliverables, nor 
were there tangible measures attached to the outcomes which would allow for an 
assessment of completion or progress. No Access Canberra-wide business plan was 
developed for 2016-17.  

2.6 

In July 2017, approximately two and a half years after the establishment of Access 
Canberra, the Access Canberra Executive endorsed a three-year Access Canberra 
Business Plan. The plan has two forms: an ideographic version and a two-page 
narrative version. The presentation of its year-by-year business aims ideographically 
is an unusual presentation device in ACT Government internal communications and 
is eye-catching and innovative. It is also supported by a two-page narrative version, 
which provides further information on each year’s aims, as well as a statement with 
respect to expected organisational culture developments for each of the years. The 
plans collectively identify the broad strategies to be pursued by Access Canberra over 
the three-year period but are not specific with respect to outcomes or deliverables. 
No measures were developed for assessing the completion or the progress of the 
plan’s outcomes when the plan was endorsed. 

2.12 

A business planning hierarchy was presented to an Access Canberra Executive 
Meeting on 6 October 2017. It acknowledged the role of Access Canberra business 
planning processes (including the Access Canberra Business Plan, divisional business 
plans and ‘team work plans’) and their integration with broader Chief Minister, 
Treasury and Economic Development Directorate planning processes and 
individuals’ performance development planning processes. The business planning 
hierarchy presents a logical framework for business planning in Access Canberra. 

2.15 
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However, the minutes of the meeting do not record the status of the planning 
hierarchy (i.e. whether the proposal is better practice or part of a proposed planning 
framework for Access Canberra) or provide further information on how the planning 
hierarchy should function. 

Following the endorsement of the Access Canberra Business Plan in July 2017, each 
of Access Canberra’s five divisions prepared a divisional business plan. The divisional 
plans varied considerably in format and content, ranging from a one-page summary 
document through to a 41-page document of tabulated content. Each division 
developed its own unique presentational style and content for its plan, which was 
the subject of an ‘Access Canberra Estimates’ process, at which divisional leaders 
presented to the Access Canberra Executive at a series of ‘hearings’. The ‘Access 
Canberra Estimates’ hearings process was an innovative way to develop 
understanding and ownership of divisional priorities at a time when Access Canberra 
Executive’s organisational change process was emphasising developing people and 
organisational culture. 

2.19 

There was a lack of meaningful team-based business planning in the first full three 
years of Access Canberra’s operation; 2015-16, 2016-17 and 2017-18. In March 2018 
the Operation Bedrock team reported to the Access Canberra Executive ‘18 (of 41) 
business units do not have any business plans related to what they do’. Furthermore, 
most of the ten teams selected for further detailed fieldwork had not prepared 
business plans for any of the three full years (2015-16 to 2017-18) since the 
establishment of Access Canberra in December 2014. In any given year only two or 
three of the ten teams had prepared a business plan.  

2.23 

Following the announcement of the requirement that all teams were to prepare 
business plans for 2018-19, there was a lack of clarity with respect to the purpose of 
the business planning process and the outcomes that were being sought. It is 
apparent, however, that the October 2017 Access Canberra business planning 
hierarchy acknowledged the role of ‘team work plans’ in the planning hierarchy, and 
the Access Canberra Executive Meeting minutes of 16 March 2018 refer to ‘a 
cascading effect from the [Access Canberra Business Plan]’. Access Canberra 
executives and senior managers have since advised that key outcomes were 
developing visibility (beyond the immediate team members) of the team's activities 
and awareness-raising of Access Canberra’s priorities. Clearly articulated 
expectations with respect to the purpose of the exercise or the outcomes to be 
sought, as part of a methodology for the exercise, would have assisted in the 
subsequent implementation of 2018-19 team-based business planning. 

2.36 

Documents submitted for the purpose of team-based business planning for 2018-19 
reflect a wide range of team sizes (from one team member to 95). The choice of what 
constituted a business planning unit was ultimately the choice of the divisional 
Director. There was no description in a methodology of the required, or optimum, 
planning unit, although the Executive intended business plans to be comprehensive 
of ‘everything that you do’. Having such a wide variety of planning units risks limiting 
the effectiveness of plans to provide visibility of the team’s activities beyond the 
immediate team. 

2.51 
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The Access Canberra Executive did not communicate its intentions for the review 
and finalisation of 2018-19 business plans effectively. There was no description in 
any methodology of how or whether teams’ business plans would be considered by 
the Access Canberra Executive or reviewed or endorsed prior to finalisation. While 
the Access Canberra Executive appeared to endorse a process at its meeting on 
6 April 2018, which involved review and ‘confirmation’ of draft business plans, it did 
not share this with business units nor follow that process. 

2.58 

A review of the 2018-19 team-based business plans shows variability in the business 
plans’ conformance with key requirements of the business planning process, as 
articulated in the Business Unit Plan Checklist. The 2018-19 team-based business 
plans were more effective in describing business as usual activities (including 
identifying measures and describing the success of the activities) as well as 
identifying projects currently underway and indicators of success for those projects. 
The 2018-19 team-based business plans were less effective in identifying 
responsibilities for business as usual activities, identifying priorities for the year, 
identifying internal and external stakeholders, explicitly linking the business plan to 
the Access Canberra Business Plan or divisional plans and identifying risks to the 
achievement of the business plan.  

2.71 

During the period that Access Canberra teams were preparing business plans for 
2018-19, only three of the five Access Canberra divisions had prepared a divisional 
plan for 2018-19. In the absence of completed divisional plans for 2018-19 the 
business units only had divisional plans for 2017-18 and their associated priorities to 
reflect and conform with. This weakens the benefit of teams’ business plans and 
their alignment with organisational and divisional strategies and priorities. 

2.78 

Seventy per cent of team-based business plans for 2018-19 made explicit reference 
to the Access Canberra Business Plan or to the relevant divisional plan, i.e. referred 
to these plans by name. All the business plans reviewed referred to at least one 
divisional priority for the relevant Division. However, they did so in varying ways and 
varying degrees, noting that it was not always necessary and appropriate for each 
team-based business plan to address each aim or priority.  

2.87 

Fifteen of the 44 team-based business plans (34 per cent) do not address the 
requirement to identify responsibilities and accountabilities in team-based business 
plans, including those for business as usual activities and project activities, as 
required in the Business Unit Plan Checklist. In the remaining 29 team-based business 
plans (66 per cent), different approaches were undertaken by the teams. The 
rationale for this requirement, and how it was to be achieved, was not well 
communicated and the teams’ response to the requirement did not effectively 
address the need either for accountability or to demonstrate resource alignment, 
two possible reasons for making the requirement. 

2.92 

Access Canberra staff were asked to provide feedback on the value of the team-
based business planning process for 2018-19. Twenty-nine fully completed 
responses were received by the Audit Office. The 29 responses indicate that 

2.100 
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respondents perceived there was greater value in participating in the business-
planning process itself compared to the outcomes of the process: 

• 62 per cent of respondents rated the process as of ‘substantial’ value 
or as ‘highly valued’; and 

• 44 per cent of respondents rated the outcome of the business planning 
process as of ‘substantial’ value or as ‘highly valued’. (Seven per cent of 
respondents identified the outcome of the business planning process 
as of ‘limited’ value). 

MONITORING OF BUSINESS PLANS Paragraph 

The Access Canberra Executive reviewed the progress of the first year of the Access 
Canberra Business Plan at its planning day on 29 March 2018. It did so without 
reference to an agreed monitoring framework, including measures associated with 
the 2017-18 aims, and without agreeing what data or information would be the basis 
for assessing progress. 

3.4 

In May 2018 Access Canberra held a series of ‘Access Canberra Estimates’ hearings 
in which senior officers from each of the five divisions reported on their activities. 
Two of the five divisions reported on progress against their divisional plan priorities. 
There is no evidence of the other three divisions reporting on progress against their 
divisional plan priorities. While providing an opportunity for cross-agency 
communication and information-sharing, the ‘Access Canberra Estimates’ hearings 
process did not provide a rigorous mechanism for monitoring progress against 
divisional priorities. 

3.8 

Between February and May 2018 the Access Canberra Executive concurrently sought 
to: develop measures for the 2017-18 and 2018-19 aims identified in the Access 
Canberra Business Plan; and seek business units’ input for the purpose of reporting 
against the 2017-18 aims. The latter was sought in the absence of defined and agreed 
measures for 2017-18, which did not occur until 22 June 2018. At the same time, 
business units were also developing their 2018-19 business plans. There was 
confusion in business planning teams during this period with respect to what was 
required. The Access Canberra Executive sought to resolve the confusion by 
prioritising the preparation of business units’ team-based business plans for 2018-
19. 

3.25 

In June 2018, the Access Canberra Executive agreed a set of measures by which 
progress against the nine 2017-18 Access Canberra Business Plan aims could be 
monitored and reported. An outcomes report was prepared for the Access Canberra 
Executive in August 2018. Of the nine aims for 2017-18, only one was effectively 
reported against (since the measure itself and the reporting against it provided a 
clear and transparent basis for assessing performance). Four sets of measures were 
not effectively reported, because there was a lack of information on the nature of 
the measure and what it was assessing as well as a lack of information associated 
with the outcomes being reported against the measure. The August 2018 report 
prepared for the Access Canberra Executive was not effective in measuring progress 
against the Access Canberra Business Plan.  

3.28 
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The Access Canberra Executive endorsed a set of measures for the second year of 
the Access Canberra Business Plan (2018-19) on 2 November 2018, approximately 
four months into the year. These measures were then implemented on 
8 February 2019, following a combined meeting of the Access Canberra Executive 
and Senior Officers’ Forum. These measures are an improvement on the 2017-18 
measures. As at 18 February 2019 a set of one-page descriptions was being 
developed for the measures, including data sources and methodology for reporting 
against the measures. No reports have been prepared on progress against the Access 
Canberra Business Plan 2018-19 aims using the measures. 

3.35 

The Access Canberra Executive did not identify or mandate how team-based 
business plans for 2018-19 should be used by the teams. Similarly, no expectations 
were set with respect to the frequency or nature of the monitoring, reporting and 
review of business plans, either by the Access Canberra Executive or Operation 
Bedrock Steering Committee. Of the ten teams selected for further detailed 
fieldwork, it is apparent that only one team (the Transport Solutions team) had 
reviewed the progress of activities identified in the business plan and prepared a 
status report. Representatives from four other teams advised that their plan had 
been referred to in business meetings and as a means to prompt consideration of 
activity, while representatives of the four remaining teams advised that their plan 
had not been referred to since its finalisation four and a half months earlier. 

3.46 

Access Canberra teams have not consistently reflected changes to the scope of their 
operations, priorities or resources in their 2018-19 business plans when there has 
been a recognised need to do so. Of the ten teams selected for further detailed 
fieldwork, seven teams identified that there had been changes to the team’s 
circumstances; three teams had revised their plan accordingly and four teams had 
not. This indicates that the initial expectation of the Access Canberra Executive that 
team-based business plans would be ‘live’ and updated to reflect changing 
circumstances has not been met.  

3.50 

The team-based business plans for 2018-19 have not been consistently referred to 
or used for the purpose of developing and implementing individual staff members’ 
Performance and Development Plans. Only 5 out of 19 Access Canberra staff 
members (26 per cent) in the team selected for further detailed fieldwork advised 
that they had had a Performance and Development Plan discussion with their 
supervisor which made reference to the team’s business plan. Ten out of 19 Access 
Canberra staff members (53 per cent) advised that they had not had a discussion as 
at mid-November 2018, while four staff members (21 per cent) advised that they 
had had a discussion but did not refer to the team-based business plan. 

3.53 

Team-based business plans for 2018-19 have not consistently and effectively 
articulated how performance in relation to the business as usual activities identified 
in the plans is to be measured and assessed. Of the ten teams selected for further 
detailed fieldwork, there is considerable variability in how effectively the teams have 
identified and articulated descriptions of success and associated measures of 
performance, and how effectively the team is monitoring and reporting on 
performance. While almost all teams have described the success of business as usual 
activities and identified measures for assessing performance, there is considerable 

3.61 



  
Summary  

Page 8 Access Canberra business planning and monitoring 
   

variation in how well the teams have identified and articulated associated targets for 
monitoring.  

In 2018 the Access Canberra Executive identified a need to improve its visibility over 
projects being undertaken by teams across Access Canberra. The identification of 
projects currently underway or planned was a key feature of team-based business 
planning for 2018-19. Following the completion of team-based business plans, the 
Operation Bedrock team evaluated a master list of 130 projects being managed 
across Access Canberra for their strategic significance and the Access Canberra 
Executive approved a list of 19 projects for additional oversight. The team-based 
business planning process for 2018-19 was an effective means of providing the 
Access Canberra Executive with oversight of projects underway across Access 
Canberra and identifying those projects that warranted ongoing attention.  

3.82 

In November 2018 the Access Canberra Executive identified a preference for 
implementing a ‘Light Touch Project, Light Governance’ approach to its oversight of 
projects. The ‘Light Touch Project, Light Governance’ approach is at an early stage of 
development and it has not yet been determined what project monitoring and 
reporting processes will be implemented as part of this approach. 

3.83 

IMPROVING RECORDS MANAGEMENT  Paragraph 

Access Canberra has established a Records Management team, which currently has 
two staff. A key focus of activity of the Records Management team has been the 
administration of the Objective Electronic Document and Records Management 
System (EDRMS) and support for Access Canberra teams to move to using the 
system. The team also provides support for the handling of paper records that are 
packaged, sentenced and placed in archive or processed for disposal. The small size 
of the Records Management team means it has limited capacity to support the 
improvement of records management in Access Canberra other than through the 
administration of the Objective application. 

4.32 

In November 2018 the Records Management team facilitated the completion of the 
Director of Territory Records’ Compliance Checklist Tool self-assessment for Access 
Canberra. Access Canberra identified a rating of ‘Essential’ for its application of each 
of the seven principles identified in the self-assessment meaning the level describes 
‘the essential, or minimum, requirements that must be addressed to meet the 
organisations legal, regulatory and business requirements’. Access Canberra was not 
required to complete the self-assessment, as the obligation rested with the broader 
Chief Minister, Treasury and Economic Development Directorate, but demonstrated 
its proactivity in seeking to improve its records management. The self-assessment is 
expected to inform the record-keeping improvement agenda of teams as they 
commence 2019-20 business planning. 

4.33 

Access Canberra has given consideration to developing and implementing its own 
Records Management Program. There is no obligation on Access Canberra to do so, 
as responsibility for this lies with the broader Chief Minister, Treasury and Economic 
Development Directorate and Access Canberra is currently covered by the 
directorate’s broader program. The Access Canberra Records Management team has 

4.41 
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also developed a draft Records Management Policy for Access Canberra. While the 
development of an Access Canberra Records Management Policy is identified in the 
Records Management team’s 2018-19 business plan it currently does not align with 
and support the broader Directorate policy and its progression is not a priority within 
existing resources. Access Canberra’s consideration of the proposal to establish a 
program or policy (or both) specific to Access Canberra has been in development for 
almost two years, but remains unresolved. 

Access Canberra is seeking to achieve its organisational aim of going ‘paperless’ and 
improve its record-keeping practices through Project Keystone. Project Keystone 
was initially conceived as early as August 2016, when the first version of a draft 
Project Plan was prepared. The project was endorsed by the Access Canberra 
Executive on 8 September 2017 and a project team formed on 1 November 2017, 
with an expected end date for the project of 1 May 2019 (subsequently revised to 
30 June 2019).  

4.54 

There is a risk to the completion of Project Keystone. Progress is being made, but this 
is slower than originally envisaged. As at 28 February 2019, (the date of the most 
recent project status report), of a total of 29 targeted business units, 16 business 
units were awaiting records’ migration into Objective. Access Canberra has advised 
that, at the end of March 2019, 14 of the 29 teams had access to Objective and all 
14 teams’ records had been migrated into Objective, and a further eight teams had 
access to Objective but were awaiting records’ migration. The full extent of Project 
Keystone, including the number of files and records to be migrated to Objective, is 
dependent on Access Canberra securing funding beyond June 2019. Business units 
participating in the roll out of Objective had effectively anticipated and planned for 
improvements to their records management activities in their 2018-19 business 
plans in accordance with the intentions of the Project Keystone team. 

4.55 

Six of the business plans of the ten selected teams for further detailed work identify 
and articulate discrete records management activities; either ‘business as usual’ or 
project activities designed to improve records management (including their 
completeness and accuracy) or data and information management. Four of the 
business plans make scant reference to records management activities or initiatives. 
The identification and articulation of activities to improve records management or 
data and information management in team-based business plans clearly and visibly 
identifies the teams’ commitment to organisational aims and objectives of improved 
records management.  

4.61 
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Recommendations 

RECOMMENDATION 1 BUSINESS PLANNING METHODOLOGY 

Access Canberra should develop, endorse and promulgate a business planning methodology that 
clearly identifies: 

a) what the Executive aims to achieve through the process of its business planning activity; 

b) the sequencing of the different levels of planning across the organisation and how each plan 
should be used to inform other plans and activities; 

c) the level of team-based planning, i.e. what teams are to participate in annual planning; and 

d) how plans are to be reviewed, agreed and finalised. 

RECOMMENDATION 2 PLAN MONITORING FRAMEWORK 

Access Canberra should develop, endorse and promulgate a monitoring and reporting framework 
for its divisional and team-based business plans that clearly identifies: 

a) expectations for the specification of performance measures, including targets that are 
capable of being monitored and reported against; 

b) how and when performance is to be reported; and 

c) expectations of teams with respect to the ongoing review and updating of team-based 
business plans. 

RECOMMENDATION 3 ACCESS CANBERRA RECORDS MANAGEMENT 

Access Canberra should support its records management improvement activities by: 

a) making a clear and timely decision on whether Access Canberra intends to have its own 
Records Management Program and policy; 

b) determining priorities and actions for improving records management across the organisation 
in response to the self-assessed Compliance Checklist Tool;  

c) requiring records management activities and initiatives to be reflected and incorporated 
within team-based business plans; and 

d) progressing Project Keystone in a timely way by clearly identifying an end date for the 
project, appropriate resources and associated deliverables. 
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Agency response 

In accordance with the requirements of the Auditor-General Act 1996, the Chief Minister, Treasury 
and Economic Development Directorate was provided with: 

• a draft proposed report for comment. All comments were considered and required changes 
were reflected in the final proposed report; and 

• a final proposed report for further comment. As part of this process, recipients were offered 
the opportunity to provide a statement for inclusion in the final report in the Summary Chapter. 

Access Canberra provided comments for inclusion in this Summary Chapter. 

Access Canberra response 

Access Canberra found this to be an engaging performance audit, which will add notable value to 
our business planning and monitoring processes. 

We understand the importance of good governance to support effective regulation. Especially in an 
agency with as many moving parts as Access Canberra. 

As I often comment to my team, today we’ll make more than 8,000 regulatory decisions – decisions 
to issue licenses or registrations, decisions to inspect or investigate matters, and decisions to 
exercise formal powers to enforce the law. And our community needs to have confidence in every 
one of those decisions and their impact. 

Sound governance through effective business planning and monitoring is central to a high 
performing regulator. And we welcome the findings of the Audit Office into our practices. We 
especially commend the audit team on their willingness to roll up their sleeves and spend some time 
with our team members to build a wholesome understanding of our business. 
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1 INTRODUCTION 

Access Canberra 

1.1 Access Canberra was established on 16 December 2014 as a function within the Chief 
Minister, Treasury and Economic Development Directorate. Access Canberra brought 
together shopfronts and regulatory services in a single entity with a view to making it easier 
for business, community organisations and individuals to work with the ACT Government.  

1.2 The seven distinct former agencies or business units that were brought together to form 
Access Canberra included: Canberra Connect; the Office of Regulatory Services; the 
Environment Protection Authority; Construction and Client Services (from the former 
Environment and Sustainable Development Directorate); Health Protection Services (ACT 
Health Directorate); the ACT Gambling and Racing Commission; and Public Unleased Land 
Permits (from the former Territory and Municipal Services Directorate) 

1.3 Access Canberra is one of nine functions in the Chief Minister Stream in the Chief Minister, 
Treasury and Economic Development Directorate. In its 2017-18 Annual Report, the Chief 
Minister, Treasury and Economic Development Directorate noted that it provided, through 
Access Canberra: 

… over 700 different types of services to the ACT community through, amongst others: 
registering births, deaths, marriages and changes of name; issuing driver licences; inspecting 
and registering cars; issuing certificates of occupancy for houses and undertaking electrical, 
plumbing and gas inspections for new and existing buildings; providing advice on consumer 
rights and faulty household products; and licensing trades people.  

1.4 On 20 November 2018, Access Canberra had 681 staff (based on budgeted headcount) 
within a structure of five divisions and three non-divisional business units: 

• Regulatory Solutions and Compliance Division (140 staff); 

• Licensing and Registrations Division (127 staff); 

• Workplace Protection Division (53 staff); 

• Customer Coordination Division (242 staff); 

• Projects, Governance and Support Division (94 staff); and 

• Office of the Environment Protection Authority (17 staff), Office of the Deputy 
Director-General (4 staff) and Health Protection Services (4 staff). 

Organisational change and consolidation 

1.5 As a new organisation in December 2014, Access Canberra initially focused on establishing 
an appropriate organisational structure to support its functions and improved service 
delivery. A new alignment of teams was planned bringing together teams that in some 
instances had not previously worked closely together, and under new leadership. At the 
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same time ‘business transformation’ was envisaged, that is, fundamental change was 
envisaged in the way the Government delivers its regulatory and customer services. 

1.6 Responding to the challenges of bringing together seven distinct former agencies or 
business units was the primary focus of Access Canberra between 2015 and 2017. The seven 
former agencies or business units operated under different organisational cultures and 
practices and there were logistical and administrative challenges as well. Key areas of focus 
for the Access Canberra Executive during this period included: 

• relocating staff and consolidating accommodation; 

• addressing budgetary requirements for the new organisation; 

• developing new organisational structures; and  

• embedding a risk-based approach to compliance and enforcement.  

1.7 In February 2015 the Access Canberra Executive commenced an organisational change 
program. The organisational change program was overseen by a steering committee and 
working groups. In June 2015 an Access Canberra – Future Operating Model report was 
prepared by KPMG, which sought to provide ‘the blueprint for the Future Operating Model 
for Access Canberra to support the achievement of the vision and purpose of the new 
organisation’. The report identified that ‘implementation to the Future Operating Model 
was expected to take approximately 18 months to be fully functional’. The Access Canberra 
Executive subsequently identified a four-phase approach to the implementation which 
included: 

• Phase 1 - establishing an initial ‘organisation structure’ for Access Canberra;  
• Phase 2 - achieving ‘organisation realignment’, which included separating the 

regulatory and compliance functions for the Construction, Environment and 
Workplace Protection and Community, Business and Transport Regulation Divisions;  

• Phase 3 - separating Regulatory Compliance, and introducing Major Investigations and 
Licensing divisions; and 

• Phase 4 – ‘further organisational changes impacting most divisions’ as well as 
introducing a Community Engagement Division.  

1.8 A January 2016 report on the Review of progress on the Access Canberra Transformation 
Transition stated: 

In summary, significant achievement and progress has been made. Note there were 
expectations for further progress. Factors impacting the transition include the complexity with 
the number of regulators, functions, teams in different locations and cultural differences 
across teams. Hence, a pragmatic decision was taken to moderate the pace of change to 
ensure staff remain engaged and implement the changes. 

1.9 The January 2016 report on the Review of progress on the Access Canberra Transformation 
Transition also stated: 

During the transition, complex staffing issues have been surfaced, including pay rates across 
teams/functions, span of control, and the relative complexity of the compliance function. The 
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speed of transition varies, for example Customer Coordination moved relatively quickly, with 
far less complexity and significance of change to manage. The relative complexity and 
relatively slower pace of transition was noted across the regulatory and compliance functions. 
Hence, a pragmatic decision was taken to moderate the pace of change to ensure staff remain 
engaged. 

Note that while the majority of staff are on board and delivering the change, there have been 
some pockets of resistance. There are anecdotes that some pockets of resistance may be 
growing and need to be addressed. 

1.10 An April 2016 Report to the ACT Legislative Assembly - The first 12 months of Operation of 
Access Canberra summarised the findings of the January 2016 report and stated: 

During 2016 the organisation will focus on building capacity and capability of staff to provide 
improved and streamlined services to the community.  

Strengthening governance and administration 

1.11 Previous performance audits related to Access Canberra (ACT Auditor-General’s Report No. 
01/2017 WorkSafe ACT’s management of its regulatory responsibilities for the demolition of 
loose-fill asbestos contaminated houses and Report No. 05/2018 ACT clubs’ community 
contributions) identified gaps in governance and administration procedures. 

1.12 Associated with the formation of the new organisation, Access Canberra commenced a 
series of projects to improve governance and administrative processes across the 
organisation. Two key programs were Operation Bedrock and Project Keystone. Operation 
Bedrock was designed in part to address the risk of other teams in Access Canberra (i.e. 
teams other than the two teams in WorkSafe ACT that were the subject of the previous 
performance audit) having deficiencies in core governance and administration. 

Operation Bedrock 

1.13 In March 2017 Access Canberra established a two-year program of work titled Operation 
Bedrock, the purpose of which was: 

… to ensure that our commitment to risk-based regulation, accountability and transparency is 
front and centre in all our governance structures. 

1.14 As part of Operation Bedrock, a team of officers within the Projects, Governance and 
Support Division, with Executive oversight from an Operation Bedrock Steering Committee, 
aimed to ‘enhance and embed good governance structures to shape the delivery of services’ 
by: 

• engaging with agreed priority areas to assess governance maturity and identify any 
gaps in accountability or process; 

• helping develop tools to enhance existing structures, based on best practice and risk 
management principles; 



  
1: Introduction  

Page 16 Access Canberra business planning and monitoring 
   

• supporting business units in evaluating their governance frameworks and developing 
ongoing review mechanisms; and 

• helping business units embed good governance in everything they do from design, to 
implementation, to reporting and review. 

1.15 An initial program was proposed involving eight business units. Between May 2017 and May 
2018 the governance arrangements of the eight selected business units were to be assessed 
and then followed up by the development of implementation plans for remedial action. Up 
to October 2017 six ‘governance maturity’ assessments had been commenced for the 
following teams: 

• Births, Deaths and Marriages team; 

• Complaints Management team; 

• WorkSafe Reactive team; 

• Vehicle Safety Standards team; 

• Working With Vulnerable People Risk Assessment team; and 

• Business Analysis and Governance team. 

1.16 By December 2017 three assessments had been concluded and reports drafted (for the 
Births, Deaths and Marriages team, the Complaints Management team and the WorkSafe 
Reactive team) and three were ongoing. In February 2018 Operation Bedrock Steering 
Committee minutes state that: 

The Committee was provided an update on where teams that have already been ‘Bedrocked’ 
are up to. Concerns were raised around development and implementation of action plans to 
address issues identified. Noting that none of the teams already Bedrocked have committed to 
action plans to address governance issues identified, reporting on movement in governance 
maturity is hindered. 

Operation Bedrock and business planning 

1.17 The initial program of review and support was not followed through as envisaged. Instead, 
following on from the ‘governance maturity’ assessments of 2017, in February 2018 the 
Operation Bedrock team contacted 41 business units1 across Access Canberra to ‘conduct a 
baseline assessment of governance artefacts’. Governance artefacts sought related to 
‘operational governance documents’ such as assessment tools, procedures, guidelines, 
manuals and standards/codes of practice and ‘strategic governance documents’ such as 
business plans, work plans, business continuity plans, risk plans and project plans.  

1.18 The results of this assessment were provided to the Access Canberra Executive Meeting on 
16 March 2018 and to the Senior Officers’ Forum on 23 March 2018. In reports to the Access 

                                                           
1 The term ‘business unit’ is examined in more detail in Chapter 2. 
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Canberra Executive and Senior Officers’ Forum, there was a particular focus on business 
planning artefacts. Minutes of the Access Canberra Executive Meeting state: 

18 (of 41) business units do not have any business plans related to what they do. 

…  

[Operation Bedrock is] working on business plans over the next 3-6 months, ensuring a 
cascading effect from the [Access Canberra] Business Plan. 

1.19 This signalled a shift in focus for Operation Bedrock to business planning processes across 
Access Canberra teams in 2018. The need for, and importance of, business plans was 
confirmed at a 27 April 2018 meeting of the Operation Bedrock Steering Committee, which 
confirmed that: 

… all business units [are to have] business plans in place by 30 June 2018, capturing all 
business as usual, projects and priorities, providing measures for success and links to the 
Access Canberra Business Plan. 

1.20 Following the development of 2018-19 business plans, the Operation Bedrock team is 
continuing to work with business units:  

Moving forward Bedrock will move into phase 2 of Operation Bedrock, Project Horizon to 
conduct comprehensive business plan reviews to analyse [‘business as usual’] against existing 
governance materials and identify gaps, ensure alignment with Division Strategic and Risk 
plans and identify opportunities for growth in planning, measures and reporting. 

Business planning principles 

1.21 Business planning in the public sector is an aspect of good governance which involves 
establishing and setting a direction, and then monitoring progress in relation to the set 
direction. Business planning may overlap with, but also may be a discrete discipline to, 
corporate, strategic, or operational planning. There is no legislative requirement for ACT 
Government directorates to undertake ‘business planning’ or prepare a ‘business plan’, 
‘operational plan’ or ‘work plan’; it is a function of good governance. 

Chief Minister, Treasury and Economic Development Directorate requirements 

1.22 There are no specific policy or administrative requirements for the development of business 
plans in the Chief Minister, Treasury and Economic Development Directorate. However, a 
Corporate Framework Statement 2017-18 2  was developed which identifies a planning 
framework in which the Directorate operates (refer to Figure 1-1).  

                                                           
2 Identified by the CMTEDD governance team as the most recent available (as at 12 October 2018) 
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Figure 1-1 Chief Minister, Treasury and Economic Development Directorate planning 
framework 

 
Source: Corporate Framework Statement 2017-18, extracted from CMTEDD Intranet 12 October 2018 

1.23 While not specifically mandating or requiring the development of business plans (or 
strategic or operational plans) the Chief Minister, Treasury and Economic Development 
Directorate’s planning framework raises an expectation of a level of planning below 
Directorate strategic planning, referred to as ‘operational planning’, in which ‘business unit 
plans’ and ‘staff performance plans’ are prepared. 

1.24 Enterprise Agreements for the ACT Public Service and the ACT Public Service Performance 
Framework Policy Statement 2/2013 also refer to the need for organisational and individual 
alignment in plans. The ACT Public Service Performance Framework Policy Statement 2/2013 
states: 

The Performance framework supports the achievement of ACTPS goals through linking the 
strategic and business objectives of the ACTPS to the ‘everyday’ work of each employee.  

… 

[Managers support] staff to understand how their performance contributes to the priorities 
and strategic objectives and achievements of their broader team and organisation. 

Better Practice 

1.25 The Australian National Audit Office (ANAO) released its Public Sector Governance - 
Strengthening performance through good governance Better Practice Guide in June 2014. 
The Better Practice Guide provides guidance on a range of strategic planning and business 
planning principles: 

Strategic planning: Planning is integral to the establishment of the organisation’s strategic 
priorities, its management of budgets and its program and service delivery approach. In this 
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respect, a well-governed entity will develop effective corporate and business planning 
approaches, a clear and robust internal budgeting system and a structured and regular system 
of performance reporting. 

… 

Well-governed entities typically demonstrate the alignment of their corporate plan with 
business and operational plans, risk plans and individual performance agreements. Entities are 
better positioned to meet their objectives where resources are deployed consistent with 
organisational priorities. Closely aligning internal budget processes with strategic planning 
processes will help achieve this and assist the entity to more readily identify and respond to 
changes in government policies and the operating environment. Supported by relevant 
performance information, such alignment also aids performance monitoring and reporting by 
providing visible links between planned outcomes and actual performance. 

… 

Effective corporate and business planning: Effective planning identifies key performance 
objectives and information for subsequent monitoring and reporting. It is particularly 
important that plans—down to and including each staff member’s performance agreement—
are aligned and mutually supportive. This assists in generating a strong focus on the 
achievement of key objectives and reduces the scope for gaps in performance monitoring. 

1.26 A review of the ANAO’s Public Sector Governance - Strengthening performance through 
good governance Better Practice Guide shows that an effective organisational business 
planning discipline addresses one or more purposes such as articulating objectives, 
improving resource alignment and clarifying an individual’s contribution. The Better 
Practice Guide also emphasises the importance and benefits of processes for producing 
business plans, as much as the plans that are produced.  

Project Keystone 

1.27 On 8 September 2017 the Access Canberra Executive endorsed Project Keystone. Project 
Keystone seeks to simultaneously improve record-keeping across the organisation and 
move away from paper-based records to fully electronic records. According to a 
January 2018 project plan for Project Keystone key objectives of the project include: 

• ‘review and amend current recordkeeping processes to facilitate cessation of all 
further production and retention of paper records’; 

• ‘consolidate all electronic records into the one Objective structure’; and  

• ‘transition the whole agency to a complete digital records keeping environment’. 

1.28 A Project Keystone team was subsequently established, with an expected end date for the 
project of 1 May 2019. 

1.29 Project Keystone recognises that Access Canberra staff make many decisions on a daily basis 
relating to a diverse range of legislation. These include, for example, decisions relating to 
authorisations, approvals and registrations and actions in response to non-compliance. An 
estimated 8,000 decisions are made by Access Canberra staff each day, which qualify in 
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legislation as ‘reviewable decisions’, that is, those affected by the decision may apply to the 
ACT Civil and Administrative Tribunal to have the decision reviewed.3  

1.30 Good governance, including the ability to rely on records for the background to, and 
justification of, decisions is of the utmost importance to Access Canberra’s activities. The 
move to Objective, which is an endorsed Electronic Document and Records Management 
System for ACT Government that accords with requirements of the Territory Records Act 
2002, seeks to improve record-keeping of key administrative and regulatory activity. 

Audit objective and scope 

1.31 The topic of ‘business planning and monitoring’ was selected because business planning is 
a good governance discipline over which there is some discretion as to how it can be 
implemented. It is widely and routinely practised in varying forms within ACT Government 
entities. 

Audit objective 

1.32 The objective of the audit is to provide an independent opinion to the Legislative Assembly 
on the effectiveness of Access Canberra’s initiatives to improve business planning and 
record-keeping. 

Audit scope 

1.33 The audit focused on Access Canberra’s initiatives to improve its business planning and 
record-keeping. This necessarily considered aspects of two key governance-related projects 
being implemented by Access Canberra: Operation Bedrock and Project Keystone.  

1.34 By focusing on Access Canberra’s initiatives to improve its business planning and record-
keeping, the Audit Office has considered and assessed the development of key elements of 
organisational governance in Access Canberra that are the focus of sustained effort and 
attention on the part of the Access Canberra Executive.  

1.35 The audit included consideration of: 

• Access Canberra’s strategic and business planning activities since its inception in 
2014; 

• business planning processes since July 2017; and 

• activities and initiatives to improve record-keeping arrangements. 
  

                                                           
3 ACT Civil and Administrative Tribunal Act 2008 s22S and 67A 
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1.36 This necessarily included: 

• the activities of Access Canberra’s four customer-facing divisions (as at 1 July 2018) 
and in particular business units and functions within the Regulatory Solutions and 
Compliance Division and the Licensing and Registrations Division; and 

• the development and implementation of projects managed, and support services 
provided, by the Projects, Governance and Support Division, including Operation 
Bedrock and Project Keystone, and the activities of the Records Management and 
Finance and Budgets teams.  

Audit criteria, approach and method 

Audit criteria 

1.37 To form a conclusion against the objective, the following criteria were used. 

Access Canberra has effective business planning 

• business planning is characterised by: 
− the development, approval and promulgation of business plans that cover Access 

Canberra’s operational and strategic activities (i.e. the activities of all of Access 
Canberra’s business units); 

− business plans that reflect and align the priorities of teams (e.g. teams within 
business units) and the leadership of Access Canberra; and 

− business plans that clearly identify and promote accountability for the delivery of 
outcomes. 

• capacity and capability for business planning is developed by: 
− engagement by teams and teams’ leadership in the process of business planning; 

and 
− targeting effort to identified areas of need and trialling and adapting approaches 

to business planning (including human resources). 

Access Canberra effectively monitors its business plans 

• monitoring of business plans is characterised by: 
− oversight of the implementation of business plans, at an operational and 

strategic level, through regular reporting; and 
− revisions to plans in response to feedback on performance and changing 

circumstances (e.g. changing demand, priorities or resources). 

• capacity and capability for monitoring business plans is developed by: 
− leadership teams focusing support and attention on business units and areas of 

greatest need; and 
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− independent assurance over business plan activities through an environment 
which fosters innovation and adaptation4. 

Access Canberra effectively plans improvements to its record-keeping 

• Access Canberra seeks to improve the completeness and accuracy of its organisational 
records by: 
− establishing shared expectations as to documentation and record-keeping 

requirements; and 
− developing business intelligence on where performance strengths and 

weaknesses lie, and by targeting remedial effort through developing and 
monitoring improvement plans. 

Audit approach and method 

1.38 The audit was performed in accordance with ASAE 3500 – Performance Engagements. The 
audit adopted the policy and practice statements outlined in the Audit Office’s Performance 
Audit Methods and Practices (PAMPr) which is designed to comply with the requirements 
of the Auditor-General Act 1996 and ASAE 3500 – Performance Engagements. 

1.39 In the conduct of this performance audit the ACT Audit Office complied with the 
independence and other relevant ethical requirements related to assurance engagements. 

1.40 The audit method consisted of: 

• a desktop review of all available business plans prepared for the 2018-19 year;  

• further detailed fieldwork in ten selected teams with respect to their business 
planning activities; and 

• a review of the management of activities and initiatives to improve record-keeping 
arrangements. 

1.41 This included: 

• examination of documentation resulting from structured documentary requests to 
Access Canberra from the Audit Office and documentation sourced by the Audit 
Office directly; 

• reviewing discrete governance improvement activities and projects, including 
documentary evidence and interviews with project and operational teams; 

• surveys, structured interviews and written information requests; and 

• identifying and reviewing relevant information and documentation including the 
governance and accountability framework and related policy and procedures, 
research documents, and relevant reports. 

                                                           
4 Innovation and adaptation is referred to in ANAO’s Better Practice Guides (Public Sector Governance and Enabling Better 

Performance) which outline a framework for encouraging innovation. 
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Desktop review of business plans 

1.42 The desktop review of business plans comprised: 

• a conformance review. Each plan was assessed in relation to whether it addressed the 
requirements established by Access Canberra at the commencement of the business 
planning process; and 

• a review of linkages between plans. Each plan was assessed in relation to whether it 
linked with other organisational planning processes and documents. 

Further detailed fieldwork 

1.43 The further detailed fieldwork included a review of the activities of ten teams that had 
prepared business plans for 2018-19. This review focused on: 

• how the teams had commenced and engaged in business planning for 2018-19; 

• what use teams put their business plans to, once prepared; and 

• teams’ perceptions as to the effectiveness of the business planning process. 

Table 1-1 Access Canberra teams selected for further detailed fieldwork 

Business Plan Team size Division 

Community, Industry, and Trader Licensing 5 Licensing and Registrations 

Events 5 Customer Coordination 

Environmental Protection Authority 17 N/A 

Strategic ICT 25 Projects, Governance and Support 

Contact Centres 60 Customer Coordination 

Business Engagement, Education and Compliance 15 Regulatory Solutions and Compliance 

Gaming and Liquor 18 Licensing and Registrations 

Workers’ Compensation 6 Workplace Protection 

Parking Operations 42 Regulatory Solutions and Compliance 

Transport Licensing 54 Licensing and Registrations 

Source: Audit Office fieldwork planning 1 November 2018 

Review of record-keeping arrangements 

1.44 The review of record-keeping arrangements included consideration of activities aiming to 
improve records management within Access Canberra including: 

• Access Canberra’s response to the requirements of the Territory Records Act 2002 and 
Director of Territory Records;  

• a review of the content of 2018-19 business plans; and 

• discussions with managers about their records management improvement focus 
within the ten teams selected for further detailed fieldwork. 
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1.45 Auditing Standard ASAE 3500 requires that an audit considers events up to the date of the 
report. To achieve this, Access Canberra was asked to inform the Audit Office of any 
significant events affecting audit findings since fieldwork ceased (14 December 2018). 
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2 DEVELOPMENT OF BUSINESS PLANS 

2.1 This chapter examines the development of business plans in Access Canberra, with a 
primary focus on the development of organisation-wide and divisional business plans since 
2017 and team-based business plans for 2018-19.  

Summary 

Conclusions 

In the first three years since its establishment in December 2014, Access Canberra did not develop 
or implement a comprehensive business planning framework for the organisation. There was a 
lack of meaningful, organisation-wide business planning until July 2017 and inconsistent and ad 
hoc planning processes for Access Canberra’s divisions and teams during this period. Access 
Canberra’s activities were undertaken without reference to a set of structured and cascading 
business plans. The development of a business planning hierarchy in October 2017 provides a 
framework for effective organisational planning into the future. This framework clearly shows the 
role of Access Canberra business planning processes (including the Access Canberra Business Plan, 
divisional business plans and team-based business plans) and their integration with broader Chief 
Minister, Treasury and Economic Development Directorate planning as well as individuals’ 
performance development planning.  

There was a major focus on the part of Access Canberra to develop and implement team-based 
plans for 2018-19. Outcomes sought from the team-based business planning included 
organisational visibility over teams’ business as usual activities and any business improvement 
projects being implemented by teams across the organisation.  

The process of developing team-based business plans for Access Canberra’s business units was 
inclusive and valued by staff. The process has also had an organisational cultural value and has 
engaged staff from across most areas of Access Canberra. It has assisted in promulgating a 
common language and shared purpose within Access Canberra. However, there is much to 
improve upon in the planning process and the resultant plans. It is not yet effective. A key 
deficiency is a business planning methodology which clearly identifies: 

              • the purpose of the business planning process, and what is being sought for the 
organisation; 

              • the sequencing of the different levels of planning across the organisation and how the 
plans align and should be used to inform other plans and activities; 

              • the level of team-based planning, i.e. what teams are to participate in annual planning; 
and 

              • how plans are to be reviewed, agreed and finalised. 
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Key findings 
Paragraph 

There was a lack of meaningful, organisation-wide business planning for Access 
Canberra between its inception in December 2014 and July 2017. An Access Canberra 
Business Plan was endorsed by the Access Canberra Executive in November 2015, 
which identified a series of actions to be ‘completed’ by 30 June 2016. However, 
some of the actions were not specific with respect to outcomes or deliverables, nor 
were there tangible measures attached to the outcomes which would allow for an 
assessment of completion or progress. No Access Canberra-wide business plan was 
developed for 2016-17. 

2.6 

In July 2017, approximately two and a half years after the establishment of Access 
Canberra, the Access Canberra Executive endorsed a three-year Access Canberra 
Business Plan. The plan has two forms: an ideographic version and a two-page 
narrative version. The presentation of its year-by-year business aims ideographically 
is an unusual presentation device in ACT Government internal communications and 
is eye-catching and innovative. It is also supported by a two-page narrative version, 
which provides further information on each year’s aims, as well as a statement with 
respect to expected organisational culture developments for each of the years. The 
plans collectively identify the broad strategies to be pursued by Access Canberra over 
the three-year period but are not specific with respect to outcomes or deliverables. 
No measures were developed for assessing the completion or the progress of the 
plan’s outcomes when the plan was endorsed. 

2.12 

A business planning hierarchy was presented to an Access Canberra Executive 
Meeting on 6 October 2017. It acknowledged the role of Access Canberra business 
planning processes (including the Access Canberra Business Plan, divisional business 
plans and ‘team work plans’) and their integration with broader Chief Minister, 
Treasury and Economic Development Directorate planning processes and 
individuals’ performance development planning processes. The business planning 
hierarchy presents a logical framework for business planning in Access Canberra. 
However, the minutes of the meeting do not record the status of the planning 
hierarchy (i.e. whether the proposal is better practice or part of a proposed planning 
framework for Access Canberra) or provide further information on how the planning 
hierarchy should function. 

2.15 

Following the endorsement of the Access Canberra Business Plan in July 2017, each 
of Access Canberra’s five divisions prepared a divisional business plan. The divisional 
plans varied considerably in format and content, ranging from a one-page summary 
document through to a 41-page document of tabulated content. Each division 
developed its own unique presentational style and content for its plan, which was 
the subject of an ‘Access Canberra Estimates’ process, at which divisional leaders 
presented to the Access Canberra Executive at a series of ‘hearings’. The ‘Access 

2.19 
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Canberra Estimates’ hearings process was an innovative way to develop 
understanding and ownership of divisional priorities at a time when Access Canberra 
Executive’s organisational change process was emphasising developing people and 
organisational culture. 

There was a lack of meaningful team-based business planning in the first full three 
years of Access Canberra’s operation; 2015-16, 2016-17 and 2017-18. In March 2018 
the Operation Bedrock team reported to the Access Canberra Executive ‘18 (of 41) 
business units do not have any business plans related to what they do’. Furthermore, 
most of the ten teams selected for further detailed fieldwork had not prepared 
business plans for any of the three full years (2015-16 to 2017-18) since the 
establishment of Access Canberra in December 2014. In any given year only two or 
three of the ten teams had prepared a business plan.  

2.23 

Following the announcement of the requirement that all teams were to prepare 
business plans for 2018-19, there was a lack of clarity with respect to the purpose of 
the business planning process and the outcomes that were being sought. It is 
apparent, however, that the October 2017 Access Canberra business planning 
hierarchy acknowledged the role of ‘team work plans’ in the planning hierarchy, and 
the Access Canberra Executive Meeting minutes of 16 March 2018 refer to ‘a 
cascading effect from the [Access Canberra Business Plan]’. Access Canberra 
executives and senior managers have since advised that key outcomes were 
developing visibility (beyond the immediate team members) of the team's activities 
and awareness-raising of Access Canberra’s priorities. Clearly articulated 
expectations with respect to the purpose of the exercise or the outcomes to be 
sought, as part of a methodology for the exercise, would have assisted in the 
subsequent implementation of 2018-19 team-based business planning. 

2.36 

Documents submitted for the purpose of team-based business planning for 2018-19 
reflect a wide range of team sizes (from one team member to 95). The choice of what 
constituted a business planning unit was ultimately the choice of the divisional 
Director. There was no description in a methodology of the required, or optimum, 
planning unit, although the Executive intended business plans to be comprehensive 
of ‘everything that you do’. Having such a wide variety of planning units risks limiting 
the effectiveness of plans to provide visibility of the team’s activities beyond the 
immediate team. 

2.51 

The Access Canberra Executive did not communicate its intentions for the review 
and finalisation of 2018-19 business plans effectively. There was no description in 
any methodology of how or whether teams’ business plans would be considered by 
the Access Canberra Executive or reviewed or endorsed prior to finalisation. While 
the Access Canberra Executive appeared to endorse a process at its meeting on 

2.58 
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6 April 2018, which involved review and ‘confirmation’ of draft business plans, it did 
not share this with business units nor follow that process. 

A review of the 2018-19 team-based business plans shows variability in the business 
plans’ conformance with key requirements of the business planning process, as 
articulated in the Business Unit Plan Checklist. The 2018-19 team-based business 
plans were more effective in describing business as usual activities (including 
identifying measures and describing the success of the activities) as well as 
identifying projects currently underway and indicators of success for those projects. 
The 2018-19 team-based business plans were less effective in identifying 
responsibilities for business as usual activities, identifying priorities for the year, 
identifying internal and external stakeholders, explicitly linking the business plan to 
the Access Canberra Business Plan or divisional plans and identifying risks to the 
achievement of the business plan.  

2.71 

During the period that Access Canberra teams were preparing business plans for 
2018-19, only three of the five Access Canberra divisions had prepared a divisional 
plan for 2018-19. In the absence of completed divisional plans for 2018-19 the 
business units only had divisional plans for 2017-18 and their associated priorities to 
reflect and conform with. This weakens the benefit of teams’ business plans and 
their alignment with organisational and divisional strategies and priorities. 

2.78 

Seventy per cent of team-based business plans for 2018-19 made explicit reference 
to the Access Canberra Business Plan or to the relevant divisional plan, i.e. referred 
to these plans by name. All the business plans reviewed referred to at least one 
divisional priority for the relevant Division. However, they did so in varying ways and 
varying degrees, noting that it was not always necessary and appropriate for each 
team-based business plan to address each aim or priority.  

2.87 

Fifteen of the 44 team-based business plans (34 per cent) do not address the 
requirement to identify responsibilities and accountabilities in team-based business 
plans, including those for business as usual activities and project activities, as 
required in the Business Unit Plan Checklist. In the remaining 29 team-based business 
plans (66 per cent), different approaches were undertaken by the teams. The 
rationale for this requirement, and how it was to be achieved, was not well 
communicated and the teams’ response to the requirement did not effectively 
address the need either for accountability or to demonstrate resource alignment, 
two possible reasons for making the requirement. 

2.92 

Access Canberra staff were asked to provide feedback on the value of the team-
based business planning process for 2018-19. Twenty-nine fully completed 
responses were received by the Audit Office. The 29 responses indicate that 
respondents perceived there was greater value in participating in the business-
planning process itself compared to the outcomes of the process: 

• 62 per cent of respondents rated the process as of ‘substantial’ value 
or as ‘highly valued’; and 

2.100 
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• 44 per cent of respondents rated the outcome of the business planning 
process as of ‘substantial’ value or as ‘highly valued’. (Seven per cent of 
respondents identified the outcome of the business planning process 
as of ‘limited’ value). 

Access Canberra-wide planning 

Access Canberra Business Plan 2015 

2.2 On 14 August 2015 the Access Canberra Executive discussed a draft Access Canberra 
Business Plan for 2015-16. On 20 November 2015 the Executive endorsed the plan and 
agreed to refer to the document as the plan for January 2016 to June 2016. The Access 
Canberra Business Plan provided a statement of the organisation’s vision and identified its 
commitment to ‘a risk-based compliance approach’ and that its ‘responses will be 
proportional, effective, constructive, accountable, transparent, and timely’. The plan 
identified a series of actions to be completed by 30 June 2016, stating: 

By 30 June 2016, Access Canberra will: 

• evaluate, and where necessary, adapt our service delivery models to better suit the 
people of the ACT and to keep up with changes in technology; 

• establish a common customer service platform within Access Canberra and create 
additional online services; 

• work towards a single business licensing framework for licences and permits; 

• replace the existing Land Titles Business system which is critical for the use and 
management of land in the Territory; 

• provide more mobile road safety camera operators for more hours in the day; and 

• ensure a continued focus on work health and safety at building sites. 

2.3 With respect to measuring progress, the Access Canberra Business Plan stated: 

We will measure our progress by asking: 

• are we making it easier for our customers to interact with government? 

• are our teams joining up and making it easier for the businesses we regulate? 

• are our customers having a ‘one-stop-shop’ experience? 

• are we providing clear, concise and relevant information so that those we regulate 
are meeting the standards we expect of them? 

• are we identifying where and how regulatory burdens can be reduced? 

2.4 In 2016 the Access Canberra Executive sought to progress several projects with a common 
aim of developing the cultural identity of Access Canberra and establishing a direction for 
Access Canberra for the medium term. A range of projects were discussed, including: 

• developing a three to five year strategic direction for Access Canberra (24 June 2016 
Access Canberra Executive Meeting); 
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• reviewing organisational goals, priorities and design principles (24 June 2016 Access
Canberra Executive Meeting); and

• developing the Access Canberra Way ‘Our Culture’ (2 September 2016 Access
Canberra Executive Meeting).

2.5 Between March and June 2017 organisational ‘priorities’ were discussed by the Access 
Canberra Executive for the 2016-17, 2017-18 and 2018-19 financial years. However by June 
2017, no Access Canberra-wide business plan had been finalised and the 2016-17 priorities 
previously discussed were not referenced or included in what subsequently became the first 
three-year Access Canberra Business Plan (2017-2020). 

2.6 There was a lack of meaningful, organisation-wide business planning for Access Canberra 
between its inception in December 2014 and July 2017. An Access Canberra Business Plan 
was endorsed by the Access Canberra Executive in November 2015, which identified a series 
of actions to be ‘completed’ by 30 June 2016. However, some of the actions were not 
specific with respect to outcomes or deliverables, nor were there tangible measures 
attached to the outcomes which would allow for an assessment of completion or progress. 
No Access Canberra-wide business plan was developed for 2016-17.  

2017 Access Canberra Business Plan 

2.7 On 7 July 2017 a three-year Access Canberra Business Plan was endorsed by the Access 
Canberra Executive. This plan has two forms: an ideographic version and a two-page 
narrative version.  

Ideographic version of 2017 Access Canberra Business Plan 

2.8 The ideographic version of the 2017 Access Canberra Business Plan presents Access 
Canberra’s main business and cultural aims between 2017 and 2020. It contains original, 
eye-catching ideograms which have the potential to grab attention and be easily 
understood by Access Canberra staff. It is vertical in shape and tall and narrow, with a 4:1 
ratio (refer to Appendix A for the full ideographic version). Its size makes it easier to read 
on screen than to print; this is deliberate, given Access Canberra’s ‘digital first’ aim (refer to 
paragraph 2.10). Overall it does not have the appearance of a typical ACT Government 
business plan. Figure 2-1 shows an extract of the 2017 Access Canberra Business Plan. 
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Figure 2-1 Extract from ideographic version of 2017 Access Canberra Business Plan  

 
Source: Access Canberra Business Plan (finalised 7 July 2017) 

2.9 The 2017 Access Canberra Business Plan, and other subsequent supporting business 
planning documents, includes a deliberate strike-through of the words ‘Business Plan’. 
Access Canberra advised that this was a ‘tongue-in-cheek recognition of the mixed 
workforce’ of Access Canberra and an ‘attempt at moving away from strict bureaucratic 
language that might resonate really well in some areas of the ACTPS, but not all’. 

Narrative version of the 2017 Access Canberra Business Plan  

2.10 A separate two-page document titled Access Canberra Business Plan in words describes 
Access Canberra’s mission and a series of aims for each of the three years covered by the 
plan (2017-18, 2018-19 and 2019-20). The plan also includes a brief statement for each of 
the three years, which describes proposed developments in Access Canberra’s culture and 
way of working. By way of example, the plan states: 

Our aim for 2017-18 is to deliver: 

1) Government priorities including 

- the digital strategy: more services available online 

- red tape reduction 

- healthier workplaces 

- election and budget commitments. 
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2) Assist with the government's transport reforms including light rail, rideshare, infringement
plans.

3) Operation Bedrock to build a governance platform that supports performance in a large,
complex regulatory agency.

4) Move towards digital record keeping.

5) A temporary northside hub, while our long-term home in Dickson is being built.

2.11 With respect to cultural developments for 2017-18, the plan states: 

In 2017-18 we aim for our culture to embrace transferable skills so that our people can work in 
different areas of the organisation when extra help is needed. Further, we aim to be agile in 
how we provide services – while continuing to ensure there is ‘no wrong door’ to government. 
Our workforce will reflect the diversity of the Canberra community we serve, and flexible 
working will be the norm. 

2.12 In July 2017, approximately two and a half years after the establishment of Access Canberra, 
the Access Canberra Executive endorsed a three-year Access Canberra Business Plan. The 
plan has two forms: an ideographic version and a two-page narrative version. The 
presentation of its year-by-year business aims ideographically is an unusual presentation 
device in ACT Government internal communications and is eye-catching and innovative. It 
is also supported by a two-page narrative version, which provides further information on 
each year’s aims, as well as a statement with respect to expected organisational culture 
developments for each of the years. The plans collectively identify the broad strategies to 
be pursued by Access Canberra over the three-year period but are not specific with respect 
to outcomes or deliverables. No measures were developed for assessing the completion or 
the progress of the plan’s outcomes when the plan was endorsed. 

Access Canberra business planning hierarchy 

2.13 At an Access Canberra Executive Meeting on 6 October 2017 a business planning hierarchy 
was presented. The business planning hierarchy is shown in Figure 2-2. 
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Figure 2-2 Access Canberra business planning hierarchy 

 
Source: 6 October 2017 Access Canberra Executive Meeting item 4 Access Canberra Estimates 

2.14 The planning hierarchy refers specifically to the ‘Access Canberra Business Plan’, ‘Divisional 
Business Plans’ and ‘Team Work Plans’. It also acknowledges the inter-relationship and 
integration between Access Canberra business planning processes and: 

• broader Chief Minister, Treasury and Economic Development Directorate planning 
processes; and 

• individuals’ ‘Performance Development Plans’.  

2.15 A business planning hierarchy was presented to an Access Canberra Executive Meeting on 
6 October 2017. It acknowledged the role of Access Canberra business planning processes 
(including the Access Canberra Business Plan, divisional business plans and ‘team work 
plans’) and their integration with broader Chief Minister, Treasury and Economic 
Development Directorate planning processes and individuals’ performance development 
planning processes. The business planning hierarchy presents a logical framework for 
business planning in Access Canberra. However, the minutes of the meeting do not record 
the status of the planning hierarchy (i.e. whether the proposal is better practice or part of 
a proposed planning framework for Access Canberra) or provide further information on how 
the planning hierarchy should function. 

Divisional planning 

2.16 At an Access Canberra Executive Meeting on 6 October 2017 a report was presented, which 
stated: 

Access Canberra has a suite of business plans in place for 2017/18 that have been 
implemented to support divisional teams in delivering outcomes that align with the agency’s 
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strategic objectives. A mature business planning system encompasses all elements of 
operations and business improvement across an organisation and draws clear connections 
between the strategic vision and individual performance plans. 

2.17 The ‘suite of business plans in place for 2017/18’ refers to five divisional level plans 
prepared by the five divisions at the time: Construction, Environment and Workplace 
Protection Division, Community Business Transport Regulation Division, Customer 
Coordination Division, Projects, Governance and Support Division, and Licensing and 
Registrations Division. The divisional business plans were prepared with a view to being 
presented to the Access Canberra Executive as part of an initiative called ‘Access Canberra 
Estimates’: 

It was proposed it would be a committee of executives. Deputy Directors would be asked at 
the beginning of each financial year to present their business plans to the committee, then 
again mid-year to report on their progress and then a final end year progress report. 

2.18 Five divisional plan ‘hearings’ were held on 29 and 30 November 2017, at which the 
divisions presented divisional plans that had been prepared between July and October 2017. 
The divisional plans varied in format and content, as each division developed its own unique 
presentational style and content for its plan, for the purpose of the ‘Access Canberra 
Estimates’ hearings process. For example, the Licensing and Registrations Division prepared 
a one-page summary and the Construction, Environment and Workplace Protection Division 
presented a 41-page document of tabulated content. 

2.19 Following the endorsement of the Access Canberra Business Plan in July 2017, each of 
Access Canberra’s five divisions prepared a divisional business plan. The divisional plans 
varied considerably in format and content, ranging from a one-page summary document 
through to a 41-page document of tabulated content. Each division developed its own 
unique presentational style and content for its plan, which was the subject of an ‘Access 
Canberra Estimates’ process, at which divisional leaders presented to the Access Canberra 
Executive at a series of ‘hearings’. The ‘Access Canberra Estimates’ hearings process was an 
innovative way to develop understanding and ownership of divisional priorities at a time 
when Access Canberra Executive’s organisational change process was emphasising 
developing people and organisational culture. 

Team-based business plans 

2.20 As noted in paragraph 1.18 the Operation Bedrock team reported a substantial gap in the 
‘availability’ of 2017-18 plans it referred to as ‘business unit’ based business plans: plans 
either did not exist, or were not accessible or known to the business unit responding to the 
Operation Bedrock self-assessment. In March 2018 the Operation Bedrock team reported 
to the Access Canberra Executive ‘18 (of 41) business units do not have any business plans 
related to what they do’. This planning gap refers to a level of planning between ‘Divisional 
Business Plans‘ and ‘Performance Development Plans’ occupied by ‘Team Work Plans’ in 
the Access Canberra planning hierarchy (refer to Figure 2-2). 
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2.21 The Audit Office also sought information on team or business unit planning prior to 2018. 
Table 2-1 shows whether there were team-based business plans in place for the ten teams 
selected for further detailed fieldwork for the three years 2015-16, 2016-17 and 2017-18. 
The ten teams were asked to identify their involvement in, and knowledge of, annual work 
plans or business plans in the three full years since the establishment of Access Canberra in 
December 2014.  

Table 2-1 Team-based business plans (2015-16 to 2017-18) 

Team selected by Audit Office 2015-16 2016-17 2017-18 

Community, Industry, and Trader Licensing No No No 

Events Yes No No 

Environmental Protection Authority No No Yes 

Strategic ICT No No No 

Contact Centre No No No 

Business Engagement, Education and Compliance No Yes Yes 

Gaming and Liquor No No No 

Workers’ Compensation Yes Yes Yes 

Parking Operations No No No 

Transport Licensing No No No 

Number of business unit plans 2/10 2/10 3/10 

Source: Audit Office interviews with the ten selected teams (14 to 23 November 2018) 

2.22 Most of the ten teams selected for further detailed fieldwork had not prepared business 
plans for any of the three years (2015-16 to 2017-18). In any given year only two or three 
of the teams had prepared a business plan. The Workers’ Compensation team, however, 
advised that a business plan had been prepared for each of the three years.  

2.23 There was a lack of meaningful team-based business planning in the first full three years of 
Access Canberra’s operation; 2015-16, 2016-17 and 2017-18. In March 2018 the Operation 
Bedrock team reported to the Access Canberra Executive ‘18 (of 41) business units do not 
have any business plans related to what they do’. Furthermore, most of the ten teams 
selected for further detailed fieldwork had not prepared business plans for any of the three 
full years (2015-16 to 2017-18) since the establishment of Access Canberra in December 
2014. In any given year only two or three of the ten teams had prepared a business plan.  

Team-based business planning (2018-19) 

Purpose of team-based business planning 

2.24 The requirement for Access Canberra teams to prepare business plans was endorsed at the 
16 March 2018 Access Canberra Executive Meeting. The planning process was then initiated 
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by Deputy Directors at the 23 March 2018 Senior Officers’ Forum, and with other senior 
officers following a decision of the Operation Bedrock Steering Committee on 27 April 2018. 

2.25 The minutes of the 16 March 2018 Access Canberra Executive Meeting state: 

ACTION: Include Operation Bedrock as an Agenda Item at the upcoming SOG-A meeting to 
reaffirm ownership and progress. 

From a delivery perspective, Operation Bedrock is educating business areas regarding the 
documentation required. 

• Working on business plans over the next 3-6 months, ensuring a cascading effect
from the AC Business Plan.

• Will identify some high performing teams to match with teams who might need
some support.

2.26 There was no other contemporaneous statement made with respect to the rationale for 
team-based business planning, including its purpose and the benefits to be gained or the 
outcomes sought for the organisation. It is noted, however, that the Access Canberra 
business planning hierarchy was presented to an Access Canberra Executive Meeting on 
6 October 2017, and this acknowledged the role of ‘team work plans’ in the planning 
hierarchy, and the Access Canberra Executive Meeting minutes of 16 March 2018 refer to 
‘a cascading effect from the [Access Canberra Business Plan]’.  

2.27 Twenty-four managers, senior managers and deputy directors were interviewed as part of 
audit fieldwork in order to identify their understanding of the purpose of requiring business 
units to prepare business plans for 2018-19. Respondents identified their understanding of 
a range of purposes behind the business planning process, but the two most frequent 
responses were: 

• developing visibility (beyond the immediate team members) of the team's activities
(10 responses); and

• awareness-raising of Access Canberra’s priorities (7 responses).

Access Canberra governance survey 

2.28 On 27 April 2018 (approximately six weeks after the decision to require business units to 
prepare business plans for 2018-19) the Operation Bedrock team reported to the Operation 
Bedrock Steering Committee a summary of the results of a governance survey. The 
governance survey was conducted through face-to-face interviews of 70 staff (12 per cent 
of Access Canberra staff) by the Operation Bedrock team. The paper to the Operation 
Bedrock Steering Committee stated: 

The main conclusions that can be drawn from the survey are: 

- There is a 50/50 split of staff understanding in regards to Operation Bedrock (what it
does, why it does this, who is in the team)

- ASO staff (5 and down) have a weaker understanding of governance in general than
ASO6 and SOG staff;

- The majority of staff understand the importance of their team having a plan (business,
work and/or project);
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- The majority of staff know the priorities of their business unit, but not their division; 
another issue picked up by the Operation Bedrock team was that many staff did not 
actually know what their division was;  

- ASO staff do not have a good understanding of how their role links to the Access 
Canberra business plan;  

- The majority of staff have an understanding of who their stakeholders are;  

- There is a high understanding amongst staff regarding what risks their business unit 
faces; although many staff needed an explanation of what we meant by risk before 
answering; 

- There is a lower level of understanding around risk mitigation: 

- … 

2.29 The results of this governance survey (27 April 2018) support an emphasis in business 
planning on developing officers’ understanding of the linkages between teams’ activities, 
divisional plans and the Access Canberra Business Plan. 

Business plan requirements 

2.30 At the commencement of the 2018-19 business planning process, the Access Canberra 
Executive communicated specific requirements for its 2018-19 business plans through: 

• a two-page Business Unit Plan Checklist (refer to Appendix B); 

• three business plan templates. Three different formats for business plans were 
provided. These were optional, and teams could have used their own 
template/format, as long as the checklist requirements were addressed; 

• business planning workshops (both internally and externally facilitated); and  

• Operation Bedrock team discussions with senior officers.  

2.31 Operation Bedrock Steering Committee minutes for 27 April 2018 state: 

The committee was advised of the development of business planning templates and the 
consultation undertaken, noting the significant lack of engagement at the senior manager 
level. The committee supported the design of the templates and endorsed their dissemination 
for use, noting that they were not mandatory and that as long as business plans captured the 
elements requested in the business planning checklist, teams could use any format.  

2.32 The Business Unit Plan Checklist identifies a total of 20 items that must be included in teams’ 
2018-19 business plans under three headings:  

• General Business Plan elements; 

• Business as Usual; and  

• Projects.  

2.33 The Business Unit Plan Checklist also includes an ideogram, which identifies a concept of 
‘top to bottom’ connectivity between levels of planning (refer to Figure 2-3). 
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Figure 2-3 Checklist ideogram of linkages between plans 

Source: Ideogram (page 2) within the Access Canberra Business Unit Plan Checklist (27 April 2018) 

2.34 In addition to the Business Unit Plan Checklist and its guidance, there were other possible 
sources of guidance for the teams, including guidance provided through workshops. 
Workshop notes for external facilitators refer to additional guidance provided at the 
workshop, such as the use of a ‘smart goals document’. Workshop notes and the planning 
hierarchy presented to the Executive on 6 October 2017 also make reference to other 
planning concepts such as connectivity between team-based business plans and divisional 
plans where the divisional plan is the product of a review of all a division’s business plans, 
i.e. ‘bottom to top’ linkages. However, the concept of ‘bottom to top’ linkages is not further
elaborated or discussed in the Business Unit Plan Checklist or in any methodology statement.

2.35 No records were located that established definitively the Executive’s intended sequencing 
and timing of different levels of planning, other than team-based business plans for 2018-19 
needing to be finalised by 30 June 2018. According to the logic of the ideogram in the 
Business Unit Plan Checklist, team-based business plans for 2018-19 should have been the 
product of divisional plans. However, not all 2018-19 divisional plans had been prepared in 
time in order to inform teams’ business planning activities (refer to paragraph 2.77). 
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2.36 Following the announcement of the requirement that all teams were to prepare business 
plans for 2018-19, there was a lack of clarity with respect to the purpose of the business 
planning process and the outcomes that were being sought. It is apparent, however, that 
the October 2017 Access Canberra business planning hierarchy acknowledged the role of 
‘team work plans’ in the planning hierarchy, and the Access Canberra Executive Meeting 
minutes of 16 March 2018 refer to ‘a cascading effect from the [Access Canberra Business 
Plan]’. Access Canberra executives and senior managers have since advised that key 
outcomes were developing visibility (beyond the immediate team members) of the team's 
activities and awareness-raising of Access Canberra’s priorities. Clearly articulated 
expectations with respect to the purpose of the exercise or the outcomes to be sought, as 
part of a methodology for the exercise, would have assisted in the subsequent 
implementation of 2018-19 team-based business planning. 

Business unit (team) requirements  

2.37 Following the Access Canberra Executive’s decision that ‘all business units [were to have] 
business plans in place by 30 June 2018’, it was not straightforward for the Operation 
Bedrock team to determine the meaning of ‘all business units’, i.e. which level of business 
activity within Access Canberra comprised a ‘business unit’ or team for the purpose of 
preparing business plans. There was no written basis for determining what ‘all business 
units’ meant, or how this might be qualified. This was not a part of a documented 
methodology. 

2.38 The Operation Bedrock Steering Committee minutes of 2 July 2018 state: 

[The Deputy Director Operation Bedrock] provided a verbal update with regard to business 
plans and recapped the process to date where in February Bedrock identified and engaged 
with 43 business units, of those 36 responded, with only six business plans identified resulting 
in the mandate for all business units to have a business plan by 30 June 2018. [The Deputy 
Director Operation Bedrock] informed the committee that this goal had been achieved 100% 
with a total of 56 business units across seven divisions, taking into consideration projects and 
some team amalgamation 49 business plans were expected and 49 business plans were 
received. The committee expressed satisfaction with this outcome. 

2.39 The Operation Bedrock Steering Committee minutes of 2 July 2018 subsequently identified 
that up to 56 ‘business units’ were identified but that ‘taking into consideration some team 
amalgamation 49 business plans were expected and 49 business plans were received’.  

2.40 According to Operation Bedrock team records 48 ‘business plans’ were submitted for the 
purpose of 2018-19 business-unit planning. The Audit Office was unable to reconcile the 
difference between the 49 business plans reported to the Operation Bedrock Steering 
Committee as received and the 48 documents maintained by the Operation Bedrock team.  

2.41 Email exchanges between Executives and senior managers and the Operation Bedrock team 
indicate qualifications to some of the documents submitted as a 2018-19 business plan: 

As previously advised there is no business plan for Industry Liaison but instead we have 
delivered a Communications Strategy which includes a stakeholder engagement plan. Likewise 
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the Light Rail team are delivering a Strategy rather than a plan … to align with the project 
timeframe and allocated resources accordingly. 

2.42 A review of the 48 documents maintained by the Operation Bedrock team as team-based 
business plans for 2018-19 shows that 37 are business plans that relate to discrete business 
units or teams, while a further 11 relate to: 

• discrete and specific projects managed by teams (e.g. Operation Bedrock, Project
Keystone, Intelligent Regulator);

• grouped projects that are otherwise presented in other business plans (e.g. Licensing
and Registrations Division executive projects);

• divisional plans for the Customer Coordination Division and the Licensing and
Registrations Division;

• strategy documents (e.g. Light Rail Strategic Plan 2018-2020 and Industry
Engagement Consultation Strategy 2018-19);

• contributions from the Parking Operations and Traffic Camera Office teams as part of
the Access Canberra Business Plan ‘Business Plan Commitment Reporting‘ exercise
(refer to paragraph 3.17); and

• business plans for groups of teams rather than single teams, in the Licensing and
Registrations Division and in the Regulatory Solutions and Compliance Division:
− Transport Licensing comprising licensing and registrations, infringement,

document management, business support and training, and administration
support teams or functions (Licensing and Registrations Division)

− Transport Solutions comprising Vehicle Safety Standards, the National Heavy
Vehicle Regulator, Parking Operations, Traffic Camera Office, Public Transport
and Audit, Driving Licence Examiners Teams (Regulatory Solutions and
Compliance Division).

2.43 Table 2-2 shows the full range of documents submitted for the purpose of 2018-19 team-
based business planning. 

Table 2-2 Documents submitted for the purpose of 2018-19 team-based business 
planning 

Division Submitted Business unit plans Sub 
total 

Documents other than 
business unit based 
business plans 

Licensing and 
Registrations 

2 July 2018 Community, Industry and Trader 
Licensing; Gaming and Liquor; Births, 
Deaths and Marriages; Construction 
and Workplace Licensing; Land Titles 

5 Transport Licensing 
(branch of 5 business 
units) 
Executive project team 
plan 
Licensing and 
Registrations Business 
Plan (divisional) 
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Division Submitted Business unit plans Sub 
total 

Documents other than 
business unit based 
business plans 

Regulatory 
Solutions and 
Compliance 

28 June to 
6 July 2018 

Investigations, Compliance and 
Enforcement; Business Engagement, 
Education and Compliance; Plumbing, 
Electrical and Gas; Building and 
Planning Compliance; Construction 
Audit* 

5 Transport Solutions 
(branch of 4 business 
units) 
Parking 
Operations/Traffic 
Camera Office* Team 
Assessment 

Customer 
Coordination 

29 June 2018 Building Services Shopfront; Contact 
Centres; Complaints Management; 
Customer Experience; Environment, 
Planning and Land Shopfront; Events; 
Service Centres; WWVP 

8 Customer Coordination 
Business Plan (divisional) 
Intelligent Regulator 
scope plan* 

Workplace 
Protection 

29 June 2018 Dangerous Substances; Workers’ 
Compensation; Healthier Work; 
Investigations; Proactive; Reactive; 
Utilities  

7 Light Rail Strategic Plan 
Industry Engagement 
Consultation strategy* 

Projects, 
Governance 
and Support 

3 July 2018 Workforce Capability; Finance and 
Budgets; Government Business 
Coordination; Policy, Research and 
Implementation; Legal; Strategic ICT; 
Strategic Accommodation* (no 
submission date); Records 
Management 

8 Records Remediation 
Project Plan (15 Jan 
2018, Project 
‘Keystone’) 
Operation Bedrock 
Business Plan 

Office of the 
Deputy 
Director-
General (other) 

28 June 2018 A non-divisional business plan 1  

Environmental 
Protection 
Authority 
(other) 

26 June 2018 A non-divisional business plan 1  

Gambling and 
Racing 
Commission 
(other) 

5 July 2018 A non-divisional business plan 1  

Health 
Protection 
Service 

unknown A non-divisional business plan - 
Environmental Health Food* 

1  

Total   37 11 

Source: Audit Office review of Operation Bedrock folders (in Objective) and Access Canberra shared drive folder* 

2.44 A review of organisational structure documentation (from the Chief Minister, Treasury and 
Economic Development Directorate intranet) and divisional structure charts (including 
budgeted positions and occupants) shows the total number of all team members relating 
to the 48 documents submitted as business plans is 675. This is a similar headcount to the 
figures obtained from Operation Bedrock (681 for Access Canberra’s total budgeted 
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headcount). In this respect, the headcount of those teams submitting the 48 documents 
submitted as business plans is very close to the total number of Access Canberra staff, 
meaning that the process achieved good coverage of the full range of staff, teams and 
functions across Access Canberra at that point in time. 

2.45 Figure 2-4 shows the size of each team that submitted a document for the purpose of 
2018-19 team-based business planning. This analysis is based on 45 documents submitted 
as business plans: it excludes the two divisional plans (Customer Coordination, and Licensing 
and Registrations divisions) that were submitted as well as the Parking Operations and 
Traffic Camera Office ‘Business Plan Commitment Reporting’ team assessment as these two 
teams are already included in the Transport Solutions business plan. 

Figure 2-4 Size of each team submitting a business plan 

Source: Audit Office matching of teams submitting plans to Access Canberra organisational structures as at 30 June 2018 

2.46 The size of the teams undertaking business planning ranged between 1 (e.g. the Intelligent 
Regulator project team in the Customer Coordination Division and Industry Engagement 
Consultation team in the Workplace Protection Division) and 95 (Transport Solutions team 
in the Regulatory Solutions and Compliance Division) with a median value of 7. Six plans 
were prepared by teams with more than 19 team members: 

• Strategic ICT (Projects, Governance and Support Division, 25 staff);

• Building Services Shopfront – Mitchell (Customer Coordination Division, 30 staff);

• Contact Centres (Customer Coordination Division, 60 staff);

• Service Centres (Customer Coordination Division, 81 staff);

• Transport Licensing (Licensing and Registrations Division, 89 staff); and

0

10

20

30

40

50

60

70

80

90

100

1 3 5 7 9 11 13 15 17 19 21 23 25 27 29 31 33 35 37 39 41 43 45



  
  2: Development of business plans 

Access Canberra business planning and monitoring Page 43 
  

• Transport Solutions (Regulatory Solutions and Compliance Division, 95 staff). 

2.47 In the case of the two transport-related plans (for Transport Licensing and Transport 
Solutions) these two plans represent at least four teams in each Division whose headcount 
was 95 of 174 staff in the Regulatory Solutions and Compliance Division (55 per cent of the 
Division), and 54 of 115 staff in the Licensing and Registrations Division (47 per cent of the 
Division). Accordingly, half of the activity (based on headcount) of two Divisions (Regulatory 
Solutions and Compliance, and Licensing and Registrations) was represented in two plans. 

2.48 In contrast, 11 plans reflected the work of no more than three team members per plan: 

• the Licensing and Registrations Division’s Executive projects team; 

• Healthier Work, Dangerous Substances, Industry Engagement Consultation and Light 
Rail teams in the Workplace Protection Division; 

• Records Management and Strategic Accommodation teams within the Projects, 
Governance and Support Division; 

• the Intelligent Regulator project in Customer Coordination Division 

• the Office of the Deputy Director-General; and 

• Project Keystone and Operation Bedrock project teams in the Projects, Governance 
and Support Division. 

2.49 The Operation Bedrock team identified to the Audit Office on 8 November 2018 that the 
choice of which teams (below the level of the divisional unit) prepared which plans was 
ultimately a choice of the divisional Director: 

The workshop for developing the business plan included considering the level of granularity 
down to functions. The decision around how to categorise functions and to combine business 
unit plans was at the Division level.  

2.50 In an email on 27 April 2018 to Deputy Directors, the Operation Bedrock team reiterated a 
request of the Deputy Director-General, who: 

… has specifically requested that ‘everything you do’ (so the business as usual stuff) be 
captured at the business unit level. 

2.51 Documents submitted for the purpose of team-based business planning for 2018-19 reflect 
a wide range of team sizes (from one team member to 95). The choice of what constituted 
a business planning unit was ultimately the choice of the divisional Director. There was no 
description in a methodology of the required, or optimum, planning unit, although the 
Executive intended business plans to be comprehensive of ‘everything that you do’. Having 
such a wide variety of planning units risks limiting the effectiveness of plans to provide 
visibility of the team’s activities beyond the immediate team. 
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Support for the business planning process 

2.52 A short report provided to the Operation Bedrock Steering Committee on 2 July 2018 
identified that 38 officers from 17 teams attended seven half-day workshops coordinated 
and supported by the Operation Bedrock team in June 2018. Four business planning 
workshops were also organised by Deputy Directors independent of the Operation Bedrock 
team in response to the needs of a further 13 teams in the Licensing and Registrations 
Division, Workplace Protection Division and the Environment Protection Authority. The 
report stated: 

These workshops enabled staff ‘to step out of the operational environment and adopt a 
planning mindset. The workshop covered:  

- Underlying principles of planning

- Importance of planning and methodologies around this

- How to document business planning

- Not a ‘set and forget’ process (informed staff to keep updating and reviewing their
business plans)

- Clarity around a business as usual task and a project

- Group presentation and analysis of business plans’.

2.53 It is noted that Operation Bedrock Steering Committee recognised at an early stage 
(27 April 2018) that multiple options for engagement of business planning teams were 
intended (i.e. internally provided, internally coordinated and externally facilitated, and 
independently organised business planning support). These options eventuated as planned, 
and resulted in direct or indirect support to more than 30 teams within Access Canberra for 
the purpose of team-based business planning for 2018-19. 

Finalisation of plans 

2.54 When submitting their business plans to the Operation Bedrock team the majority of teams 
submitted their plans following consideration by divisional Directors or Deputy Directors. 
Some covering emails clearly and explicitly identified the individual Executive that had 
approved the plan. For example, it was stated that the Office of the Deputy Director-
General’s business plan had been forwarded following approval by the Deputy Director-
General and the Director, Projects, Governance and Support Division. Business plans were 
then referred to by the Operation Bedrock team as ‘finalised’ in Objective and reported as 
‘outcomes’ from 2 July 2018. 

2.55 A minute from the 6 April 2018 Access Canberra Executive Meeting indicates that there was 
an expectation of an additional step in the process for Access Canberra Executive review: 

… Draft Business Plans to be brought to [Access Canberra Executive Meeting] and confirmed 
by this group, being ruthless with the listing of projects. 

The Estimates style presentations as done last year are a good way of exposing projects. 

[This] provides deputies with an opportunity to be in this environment and to think about 
what they are delivering. 
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It is more effective if all Executive can be there. 

2.56 Although the Access Canberra Executive held an ‘Estimates-style’ hearing on 18 May 2018, 
that was prior to the majority of business unit planning activities being conducted. There is 
no evidence that an Access Canberra Executive Meeting considered draft business plans 
prior to the plans’ finalisation by 2 July 2018. 

2.57 When interviewed by the Audit Office, members of the ten teams selected for further 
detailed fieldwork advised they were unaware of any formal finalisation process, other than 
through the submission of plans through their respective Directors. Team members were 
not aware of any pre-planned feedback and review stage, or validation or sign-off process 
from the Executive prior to their plans’ finalisation. 

2.58 The Access Canberra Executive did not communicate its intentions for the review and 
finalisation of 2018-19 business plans effectively. There was no description in any 
methodology of how or whether teams’ business plans would be considered by the Access 
Canberra Executive or reviewed or endorsed prior to finalisation. While the Access Canberra 
Executive appeared to endorse a process at its meeting on 6 April 2018, which involved 
review and ‘confirmation’ of draft business plans, it did not share this with business units 
nor follow that process. 

Accessibility of business plans 

2.59 At the 11 July 2018 Senior Officers’ Forum, the recently submitted business plans were 
discussed: 

… Business Plans are live documents, which should be updated during the course of the year. 

[The Deputy Director-General and the Chief Operating Officer] will be seeing all business plans, 
and [the Deputy Director-General] will be meeting with all areas to confirm priorities. 

Part of the planning process, for projects and BAU, is talking to each other about what is going 
on. 

Action: Chief Operating Officer will follow up with CMTEDD to discuss business plans being up 
on the intranet. 

2.60 As at 21 December 2018, with the exception of the Office of the Deputy Director-General’s 
2018-19 business plan, business units’ 2018-19 business plans are not on the Chief Minister, 
Treasury and Economic Development Directorate intranet, and are not in a shared 
workspace accessible and known to all Access Canberra staff. 

Review of business plans  

2.61 On 2 July 2018 the Operation Bedrock team provided a verbal update to the Operation 
Bedrock Steering Committee. The minutes of that meeting record that: 

At this time Bedrock has reviewed a small percentage of plans, noting a comprehensive review 
is still required and will be undertaken as part of the Horizon gap analysis project.  

Bedrock has identified and extracted projects as captured in business plans. 
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2.62 The Operation Bedrock team provided a written report to the Operation Bedrock Steering 
Committee on 6 September 2018, which stated: 

Operation Bedrock and the [Deputy Director-General] conducted informal sessions (six to 
date) with multiple business units from each Division to show appreciation and recognition of 
efforts, highlight the importance of planning and governance and identify key projects and 
their linkages.  

... 

Sessions were conducted round table style with teams of similar function, Bedrock and 
Executive and allowed for open discussion and questions and were of value in identifying 
issues and extent of impact, with key themes emerging around: 

- Similarities in functions across teams and potential synergies,

- Connections between business units and the reliance each other to achieve
successful service delivery,

- ICT systems issues and impact to service delivery,

- Varying interpretations on the role of governing bodies such as RAC,

- Internal communication issues,

- Seemingly minor issues (inaccurate active directory) affecting multiple teams and
ability to deliver services easily; and

- Project visibility and linkages and benefits across the agency

… 

Moving forward Bedrock will conduct comprehensive business plan reviews to analyse BAU 
[business as usual] against existing governance materials and identify gaps, ensure alignment 
with Division Strategic and Risk plans and opportunities for growth in planning, measures and 
reporting.  

2.63 A total of six meetings took place in July and August 2018, which were identified as ‘Bedrock 
culture and review sessions’. With support from the Operation Bedrock team, the Access 
Canberra Executive reviewed the business plans submitted and provided feedback to teams 
to show ‘appreciation and recognition of efforts’ of the business planning teams.  

2.64 In addition in July 2018 the Operation Bedrock team reviewed the set of business plans in 
order to ‘identify and extract’ projects for the attention of the Access Canberra Executive. 
A comprehensive review of plans was not undertaken, but was planned to be as part of a 
new activity referred to as Project Horizon to commence in October 2018.  

2.65 The Operation Bedrock Steering Committee on 7 December 2018 agreed for the Operation 
Bedrock team to engage: 

… with all business units that made a business plan for 2018/19 to get feedback on the 
process, and implement improvements for 2019/20 business planning process. 

2.66 The finalised 2018-19 team-based business plans were not reviewed by Access Canberra’s 
Executive or Operation Bedrock team in order to determine the extent to which the plans 
accorded with the stated requirements of the Executive. 
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Audit Office review of business plans 

Conformance with business plan requirements 

2.67 The Audit Office reviewed 44 of the 48 documents5 submitted for the purpose of 2018-19 
business planning (refer to paragraph 2.42) in order to establish how well the plans 
conformed with the requirements articulated by the Access Canberra Executive in the 
Business Unit Plan Checklist (refer to Appendix B). Table 2-3 shows the results of analysis of 
business plans’ conformance with ten key requirements, which were selected by the Audit 
Office for their importance and coverage of general business plan, business as usual and 
project elements. 

Table 2-3 Business plan conformance with key requirements from the Business Unit 
Plan Checklist 

Requirement 
Yes 
(%) 

No 
(%) 

N/A 
(%) 

Describe business as usual (BAU)? 93 0 7 

Identify measures for BAU? 84 9 7 

Describe success of BAU? 84 9 7 

Identify who will undertake BAU? 59 41 0 

List project(s)? 66 0 34 

Describe success of each completed project(s)? 61 5 34 

Identify business priorities for Business Unit? 75 23 2 

Identify internal and external stakeholders? 52 48 0 

Refer to Access Canberra Business Plan or divisional 
plan? 

70 30 0 

Identify risks to achieving Business Plan? 68 32 0 

Source: Audit Office review of conformance of 44 plans (October 2018) 

2.68 A review of the 2018-19 team-based business plans shows there was strong conformance 
with requirements for: 

• describing business as usual activities, including identifying measures and describing 
the success of business as usual activities. Ninety three per cent of business plans 
described the team’s business as usual activities, while 84 per cent of business plans 
adequately identified measures associated with business as usual activities and 
described the success of business as usual activities; and 

• identifying current projects and the description of success of each project. Sixty six 
per cent of business plans listed projects being undertaken by the team (for the 
remaining plans it is apparent that there were no projects to report) and most of 

                                                           
5 The analysis excludes the two divisional plans, and the Light Rail Strategic Plan 2018-2020 and the Industry Engagement 

Consultation Strategy within the Workplace Protection Division, as these were not submitted as business plans. 
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these plans adequately described what the successful completion of the project 
would entail.  

2.69 There was weak conformance with requirements for: 

• identifying responsibility for who will undertake the business as usual activity (only 59 
per cent of plans adequately did this); 

• identifying the year’s business priorities for the business unit (only 75 per cent of 
plans adequately did this); 

• identifying internal and external stakeholders for the business unit (only 52 per cent 
of plans adequately did this); 

• explicitly linking the business plan to the Access Canberra Business Plan or divisional 
plans (only 70 per cent of plans adequately did this); and 

• identifying risks to achieving the business plan (only 68 per cent of plans adequately 
did this). 

2.70 Examples of conformance and non-conformance are provided in Table 2-4. 

Table 2-4 Conformance examples 

Conformance element Examples of conformance Examples of non-conformance 

Who will undertake the business 
as usual activity 

The Customer Experience team 
plan identified staff 
classifications and numbers for 
each activity 

Building Services Shopfront team 
plan refers to ‘All’ for two of its 
three activities 

The year’s key priorities for the 
business unit 

All Licensing and Registrations 
Division plans identified business 
unit-specific priorities.  

The Environment Protection 
Authority plan did not identify its 
priorities 

Explicit links to the Access 
Canberra Business Plan 

The Workforce Capability team 
plan makes reference directly to 
the Access Canberra Business 
Plan, and the ‘making Canberra 
an even better place to live’ 
headline 

The Building and Planning 
Compliance team plan refers to 
being guided by the ‘internal 
governance framework’ but does 
not refer to the divisional plan or 
the Access Canberra Business 
Plan or these plans’ priorities 

Risks to achieving the business 
plan 

The majority of the Projects, 
Governance and Support 
Division’s plans identified 
business unit-specific risks, e.g. 
the Strategic Accommodation 
team plan referred to site-
specific risks 

All Workplace Protection 
Division plans stated ‘As 
identified in our strategic risk 
plan’ 

Source: Audit Office review of conformance of 44 plans (October 2018) 

2.71 A review of the 2018-19 team-based business plans shows variability in the business plans’ 
conformance with key requirements of the business planning process, as articulated in the 
Business Unit Plan Checklist. The 2018-19 team-based business plans were more effective 
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in describing business as usual activities (including identifying measures and describing the 
success of the activities) as well as identifying projects currently underway and indicators 
of success for those projects. The 2018-19 team-based business plans were less effective in 
identifying responsibilities for business as usual activities, identifying priorities for the year, 
identifying internal and external stakeholders, explicitly linking the business plan to the 
Access Canberra Business Plan or divisional plans and identifying risks to the achievement 
of the business plan.  

Linkages (connectivity) between levels of planning 

2.72 Seventy per cent of business plans made explicit reference to the Access Canberra Business 
Plan or a divisional plan, i.e. referred to these plans by name.  

Access Canberra Business Plan 

2.73 Reflecting on the linkages between the aims of the Access Canberra Business Plan and 
business units’ business plans is an important aspect of the planning process, as identified 
in the ideogram (Figure 2-3) and the governance survey (refer to paragraph 2.28). The Audit 
Office reviewed the 44 documents submitted for the purpose of 2018-19 business planning 
(refer to paragraph 2.67) in order to establish whether plans recognised and articulated 
these linkages. Table 2-5 shows the results of this analysis. 

Table 2-5 Inclusion of Access Canberra Business Plan priorities in business plans 

Priority Yes (%) No (%) 

Proactive engagement with regulated entities 55 45 

Intelligent use of data to apply resources where most needed 61 39 

An embedded engage, educate and enforce approach to regulation 36 64 

Reducing red tape (government priority) 18 82 

Implementing legislative changes (government priority) 30 70 

Expansion of the use of new technologies to undertake work 66 34 

Reducing paper use 30 70 

Seamless operations between business units within Access Canberra 68 32 

National recognition for innovative way services are delivered 34 66 

Source: Audit Office review of conformance of 44 plans (October 2018) 

2.74 A review of the 2018-19 team-based business plans shows that the 44 business plans 
collectively identify activities that address all the Access Canberra Business Plan 2018-19 
aims. They do so in differing ways and to differing levels. For example, more business plans 
contain activities that reference the aim of ‘use new technologies’ (66 per cent) than directly 
address the ‘reducing red tape’ aim (18 per cent). It is acknowledged that it may not be 
necessary or appropriate for each business plan to address each aim of the Access Canberra 
Business Plan. 
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Divisional business plans 

2.75 The Audit Office also reviewed whether each business plan reflected the priorities (or ‘aims’ 
in the case of the Licensing and Registrations Division’s business plan) of the business unit’s 
division as established in its latest divisional plan.  

2.76 The following divisions had prepared a divisional plan for 2018-19, identifying specific 
divisional priorities, by 30 June 2018: 

• Customer Coordination Division; 

• Licensing and Registrations Division (two versions of the plan); and 

• Workplace Protection Division Plan (for 2018-2022). 

2.77 The following divisions had not prepared a divisional plan for 2018-19, identifying specific 
divisional priorities, by 30 June 2018: 

• Projects, Governance and Support Division; and 

• Regulatory Solutions and Compliance Division.6 

2.78 During the period that Access Canberra teams were preparing business plans for 2018-19, 
only three of the five Access Canberra divisions had prepared a divisional plan for 2018-19. 
In the absence of completed divisional plans for 2018-19 the business units only had 
divisional plans for 2017-18 and their associated priorities to reflect and conform with. This 
weakens the benefit of teams’ business plans and their alignment with organisational and 
divisional strategies and priorities. 

Licensing and Registrations Division priorities 

2.79 Seven team-based business plans were reviewed for linkages between each plan and the 
Division’s five 2018-19 aims. All plans referred to at least one divisional aim, and: 

• three plans (43 per cent) referred to ‘Being a public service innovator, using smart 
systems’; 

• four plans (57 per cent) referred to ‘Using less paper’; 

• all seven plans (100%) referred to ‘Digital first’; 

• two plans (29 per cent) referred to ‘Knowing work is understood and appreciated by 
Canberrans’; and 

• six plans (86 per cent) referred to ‘Enhancing transferrable skills and upskilling the 
workforce’. 

                                                           
6 These two divisions had prepared a divisional plan by 30 September 2018. 
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Regulatory Solutions and Compliance Division priorities 

2.80 The 2018-19 priorities for the Regulatory Solutions and Compliance Division were not 
established in a single division-wide plan by 30 June 2018. The latest available expression of 
divisional priorities available to team-based business planners in the division in June 2018 
was in the 2017-18 Construction, Environment and Workplace Protection Division business 
plan and the Community Business Transport Regulation Division business plan. 

2.81 Four team-based business plans were reviewed for linkages between each plan and the 
Division’s 2017-18 priorities, as set out in the Community Business Transport Regulation 
Division business plan. All plans referred to at least one divisional priority, and: 

• two plans (50 per cent) referred to ‘Effective and best practice regulator’; 

• two plans (50 per cent) referred to ‘Focus on risk and harm in all activities’; 

• three plans (75 per cent) referred to ‘Continuously improve’; and 

• two plans (50 per cent) referred to ‘Value people and professional conduct’. 

2.82 Three team-based business plans were reviewed for linkages between each plan and the 
Division’s 2017-18 priorities set out in the Construction, Environment and Workplace 
Protection Division business plan. All plans referred to at least one divisional priority, and: 

• one plan (33 per cent) referred to ‘Effectively regulate’; 

• all three plans (100 per cent) referred to ‘Apply risk-based approach, focusing on 
greatest risk of harm’; 

• two plans (67 per cent) preferred to ‘Establish evidence based intel to inform 
proactive programs’; 

• two plans (67 per cent) referred to ‘Implement regulatory reform’; 

• one plan (33 per cent) referred to ‘Improving building quality’; 

• no plans referred to ‘Actively participate in the performance management 
framework’; 

• no plans referred to ‘No wrong door’; 

• one plan (33 per cent) referred to ‘Connect with others’; and 

• two plans (67 per cent) referred to ‘Be open and collaborative’. 

Customer Coordination Division priorities 

2.83 Nine team-based business plans were reviewed for linkages between each plan and the 
Division’s three 2018-19 priorities. All plans referred to at least one divisional priority, and: 

• five plans (56 per cent) referred to ‘Digital first, less paper, new normal way of 
working’; 
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• three plans (33 per cent) referred to ‘Knowing work is understood and appreciated by
Canberrans’; and

• four plans (44 per cent) referred to ‘Enhancing transferrable skills and upskilling the
workforce’.

Workplace Protection Division priorities 

2.84 Seven team-based business plans were reviewed for linkages between each plan and the 
Division’s six 2018-22 priorities. All plans referred to at least one divisional priority, and: 

• one plan (14 per cent) referred to ‘Focus on high-risk industries’;

• one plan (14 per cent) referred to ’Targeting high consequence activities’;

• five plans (71 per cent) referred to ‘Being a responsive regulator’;

• six plans (86 per cent) referred to ‘Engagement with community’;

• two plans (29 per cent) referred to ‘Ensuring appropriateness of, and compliance with
the Workers' Compensation scheme’; and

• two plans (29 per cent) referred to ’Ensuring safety and reliability of utilities’.

Projects, Governance and Support Division priorities 

2.85 The 2018-19 priorities for the Projects, Governance and Support Division were not 
established in a single division-wide plan by 30 June 2018. The latest available expression of 
divisional priorities available to team-based business planners in the division in June 2018 
was in the division’s 2017-18 business plan. Ten team-based business plans were reviewed 
for linkages between each plan and the Division’s seven 2017-18 priorities. All plans referred 
to at least one divisional priority, and: 

• five plans (50 per cent) referred to ‘More transparent and account-able’;

• all ten plans referred to ‘Support the activities of Access Canberra business units’;

• six plan (60 per cent) referred to ‘Support Government to achieve priorities’;

• two plans (20 per cent) referred to ‘Being inclusive and responsive to skills gap and
celebrating diversity;

• six plans (60 per cent) referred to ‘Digital first/paper-less’;

• four plans (40 per cent) referred to ‘Identify and enable transferrable skills’; and

• four plans (40 per cent) referred to ‘Data-driven, collect, manage and analyse data’.

2.86 This review indicates that all the business plans reviewed referred to at least one divisional 
priority for the relevant Division. In addition, all divisional priorities were addressed, at least 
to some extent, in 2018-19 team-based business plans with the exception of the former 
Construction, Environment and Workplace Protection 2017-18 Division priorities of: 

• actively participating in the performance management framework; and



  
  2: Development of business plans 

Access Canberra business planning and monitoring Page 53 
  

• the ‘No wrong door’ approach. 

2.87 Seventy per cent of team-based business plans for 2018-19 made explicit reference to the 
Access Canberra Business Plan or to the relevant divisional plan, i.e. referred to these plans 
by name. All the business plans reviewed referred to at least one divisional priority for the 
relevant Division. However, they did so in varying ways and varying degrees, noting that it 
was not always necessary and appropriate for each team-based business plan to address 
each aim or priority.  

Identification of team members and team resources 

2.88 The Audit Office reviewed how effectively and comprehensively the team-based business 
plans identified responsibilities and accountabilities, including those for business as usual 
activities and project activities, as required in the Business Unit Plan Checklist (refer to 
Appendix B). This was considered for the 44 documents submitted for the purpose of 
2018-19 business planning (refer to paragraph 2.67) and this requirement was also 
discussed with the ten teams selected for further detailed fieldwork.  

2.89 In seven of the 44 team-based business plans no reference is made to responsibilities and 
accountabilities for business as usual activities or project activities in any form. In eight plans, 
reference is made solely to the whole team having responsibility for the activities in the 
plan. Accordingly 15 of the 44 team-based business plans (34 per cent) do not address the 
requirement to specify ‘who will complete the activity’ in any meaningful way.  

2.90 In the remaining 29 team-based business plans (66 per cent), teams took one or more of 
the following approaches: 

• identifying individual team members by name (10 plans); 

• quantifying numbers of staff resources for activities (16 plans); and 

• identifying staff resources by classification or staff title (22 plans). 

2.91 Of the ten teams selected for further detailed fieldwork, team members provided 
comments on the requirement as follows: 

… Classification and names – don’t know why it was there. Sought advice from other teams as 
to how specific to be ... they weren’t being specific ...  

… Should not put in names. Is not reasonable … it’s not about individual accountability …  

… Not in current plan, but had it in old business plan. How much detail do you want in a plan? 
Very operational. It’s hard to put FTE per function. One person does more than one BAU 
activity for a function … 

The requirement is about who is primarily responsible for delivering ‘the how’. No issues with 
who column. It identifies the key operators … 

… It answers who would do the work, who would be responsible for doing it …  

It identifies the chain of responsibilities for completing work. The doers, checkers, sign-off, 
responsibly for ...  



  
2: Development of business plans  

Page 54 Access Canberra business planning and monitoring 
   

2.92 Fifteen of the 44 team-based business plans (34 per cent) do not address the requirement 
to identify responsibilities and accountabilities in team-based business plans, including 
those for business as usual activities and project activities, as required in the Business Unit 
Plan Checklist. In the remaining 29 team-based business plans (66 per cent), different 
approaches were undertaken by the teams. The rationale for this requirement, and how it 
was to be achieved, was not well communicated and the teams’ response to the 
requirement did not effectively address the need either for accountability or to 
demonstrate resource alignment, two possible reasons for making the requirement. 

The value of the team-based business planning process for 
2018-19 

2.93 The Audit Office considered teams’ participation in the 2018-19 business planning process, 
through discussion with representatives from the ten teams selected for further detailed 
fieldwork, in order to identify the effectiveness of Access Canberra’s Executive in engaging 
teams for the purpose of 2018-19 business planning. Engagement activities were 
considered through the support of the Operation Bedrock team, Directors and Deputy 
Directors. 

Operation Bedrock coordination and support 

2.94 The discussions confirmed that the Operation Bedrock team provided significant resources 
to support the business units to engage with business planning, and to consider and write 
team-based business plans. The Operation Bedrock team sent emails initiating the business 
plan preparation process within business units, organised business planning workshops 
(some facilitated by an external consultant, and others facilitated by the Operation Bedrock 
team) and circulated business planning templates to the business units. 

2.95 Each team’s circumstances were different and the level of support, and nature of support, 
sought from the Operation Bedrock team was different. Some business units were more 
reliant on the direct support of the Operation Bedrock team. This included in one case the 
Operation Bedrock team transcribing the notes from a business planning workshop into a 
business plan template, and in another instance the Operation Bedrock team reviewing and 
commenting on a draft business plan. In some instances the team-based business plan was 
developed without any direct involvement of the Operation Bedrock team. 

Participation by teams in the process 

2.96 Some teams described a highly participative process for the development of the 2018-19 
team-based business plan. For example, the Strategic ICT team described a multi-step 
process between team members and team leaders, attendance by the majority of team 
members (12 of 19) in facilitated planning sessions and circulation of drafts for comment 
and sign off. 
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2.97 The business planning workshops facilitated by external consultants were well received. 
Interviewees who attended these workshops reported enjoying them and finding them 
beneficial for the business planning process. Interviewees reported the workshops brought 
focus and momentum to the business planning process. 

Finalisation of plans 

2.98 As discussed in paragraph 2.57, there was no clear approval process for team-based 
business plans. It was not clear to representatives from the ten teams selected for further 
detailed fieldwork who decided that a business plan was complete or sufficiently 
comprehensive and why. Some representatives advised of sending a business plan on to a 
more senior manager and then not hearing back from that manager. There were no formal 
processes. Senior managers also identified that there were different approval processes 
within divisions and a lack of knowledge of where business plans went, including whether 
they were approved. 

Participants views on value 

2.99 Thirty-two officers and senior officers who were more directly communicated with through 
the monthly Senior Officers’ Forum and through the Operation Bedrock team also 
completed an Audit Office-designed questionnaire which sought to identify the value the 
officer placed on the 2018-19 business planning process and its resultant outcome. Figure 
2-5 shows the results of this survey. Twenty nine replies were provided to both questions: 

• how do you rate the value of the 2018-19 business planning process; and 

• how do you rate the value of the 2018-19 business planning outcomes? 
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Figure 2-5 Access Canberra staff feedback on the value of the 2018-19 team-based 
business planning process 

 
Source: Responses from selection of 32 interviewees as part of the ten selected teams to two survey questions (29 replies) 

2.100 Access Canberra staff were asked to provide feedback on the value of the team-based 
business planning process for 2018-19. Twenty-nine fully completed responses were 
received by the Audit Office. The 29 responses indicate that respondents perceived there 
was greater value in participating in the business-planning process itself compared to the 
outcomes of the process: 

• 62 per cent of respondents rated the process as of ‘substantial’ value or as ‘highly 
valued’; and 

• 44 per cent of respondents rated the outcome of the business planning process as of 
‘substantial’ value or as ‘highly valued’. (Seven per cent of respondents identified the 
outcome of the business planning process as of ‘limited’ value). 

Operation Bedrock Steering Committee assessment of progress 

2.101 A report to the Operation Bedrock Steering Committee of 6 September 2018 stated: 

… Agency business planning is still in early stages of maturity with room for growth, but has 
provided the agency with a good starting foundation and overview of all business as usual and 
projects. 

Adaptability 

2.102 The primary focus of this chapter has been Access Canberra’s team-based business planning 
processes, during early 2018, for the 2018-19 year. The Access Canberra Executive 
refocused Operation Bedrock resources in March 2018 on ensuring all Access Canberra’s 
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business units engaged in annual business planning activity, and that to ensure this 
happened, it was to be centrally coordinated (by Operation Bedrock) and structured (e.g. 
with a set timeframe with specific expectations). This followed Operation Bedrock activities 
in its first year of operation (from March 2017) that were targeted at specific teams within 
Access Canberra (refer to paragraph 1.15) which were subject to an Operation Bedrock 
assessment.  

2.103 The change from a targeted approach to a universal approach followed recognition that 
Operation Bedrock activities needed reviewing. According to the Operation Bedrock 
Steering Committee minutes (5 February 2018): 

The Committee was provided an update on where teams that have already been ‘Bedrocked’ 
are up to. Concerns were raised around development and implementation of action plans to 
address issues identified. Noting that none of the teams already Bedrocked have committed to 
action plans to address governance issues identified, reporting on movement in governance 
maturity is hindered. 

… 

To better drive the project and to provide clear visibility on where Access Canberra sits on the 
governance spectrum, a baseline report down to the business unit level will be developed for 
the next steering committee meeting. This report will provide data on both strategic and 
operational governance documentation, allowing the Committee to identify gaps and risks in 
relation to governance material, and effectively prioritise resources to address these. The 
committee agreed that further decisions around how to prioritise Bedrock processes would be 
considered once the baseline report is tabled at the next meeting. 

RECOMMENDATION 1 BUSINESS PLANNING METHODOLOGY 

Access Canberra should develop, endorse and promulgate a business planning methodology 
that clearly identifies: 

a) what the Executive aims to achieve through the process of its business planning 
activity; 

b) the sequencing of the different levels of planning across the organisation and how each 
plan should be used to inform other plans and activities; 

c) the level of team-based planning, i.e. what teams are to participate in annual planning; 
and 

d) how plans are to be reviewed, agreed and finalised. 
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3 MONITORING OF BUSINESS PLANS 

3.1 This chapter considers Access Canberra’s use of its business plans, including processes for 
monitoring ‘business-as-usual’ and project-based activities, and for reporting and reviewing 
priorities. 

Summary 

Conclusion 

Access Canberra processes for monitoring its business plans have not been effective. Access 
Canberra has not effectively monitored the Access Canberra Business Plan since its 
implementation in July 2017, nor has it effectively monitored its divisional or team-based business 
plans.  

No performance measures or targets were identified for the Access Canberra Business Plan when 
it was implemented in July 2017. Performance measures for its 2017-18 activities were only 
agreed on 22 June 2018 and performance measures for 2018-19 only agreed on 2 November 2018 
and implemented on 8 February 2019. This is too late to be effective in influencing performance 
monitoring and remedial action during the year. The late agreement and implementation of the 
performance measures have impeded the quarterly monitoring and reporting of the Access 
Canberra Business Plan, to which the Access Canberra’s Executive agreed in May 2018. There is 
also variability in the quality and comprehensiveness of the performance measures that have 
been identified; the 2018-19 performance measures are an improvement on the 2017-18 
measures.  

Following the development and implementation of the team-based business plans for 2018-19 
there has been inconsistency in how teams have used, referred to, monitored and reported on 
the activities identified in their plans. There is also variability in the quality and 
comprehensiveness of the performance measures that have been identified by the teams in their 
business plans, and their usefulness in measuring the teams’ performance. A key deficiency in the 
monitoring and reporting of team-based business plans is a methodology which clearly identifies: 

              • expectations for the specification of performance measures, including targets that are 
capable of being monitored and reported against; 

              • how and when performance is to be reported; and 

              • expectations of teams with respect to the ongoing review and updating of team-based 
business plans. 
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Key findings 
Paragraph 

The Access Canberra Executive reviewed the progress of the first year of the Access 
Canberra Business Plan at its planning day on 29 March 2018. It did so without 
reference to an agreed monitoring framework, including measures associated with 
the 2017-18 aims, and without agreeing what data or information would be the basis 
for assessing progress. 

3.4 

In May 2018 Access Canberra held a series of ‘Access Canberra Estimates’ hearings 
in which senior officers from each of the five divisions reported on their activities. 
Two of the five divisions reported on progress against their divisional plan priorities. 
There is no evidence of the other three divisions reporting on progress against their 
divisional plan priorities. While providing an opportunity for cross-agency 
communication and information-sharing, the ‘Access Canberra Estimates’ hearings 
process did not provide a rigorous mechanism for monitoring progress against 
divisional priorities. 

3.8 

Between February and May 2018 the Access Canberra Executive concurrently sought 
to: develop measures for the 2017-18 and 2018-19 aims identified in the Access 
Canberra Business Plan; and seek business units’ input for the purpose of reporting 
against the 2017-18 aims. The latter was sought in the absence of defined and agreed 
measures for 2017-18, which did not occur until 22 June 2018. At the same time, 
business units were also developing their 2018-19 business plans. There was 
confusion in business planning teams during this period with respect to what was 
required. The Access Canberra Executive sought to resolve the confusion by 
prioritising the preparation of business units’ team-based business plans for 2018-
19. 

3.25 

In June 2018, the Access Canberra Executive agreed a set of measures by which 
progress against the nine 2017-18 Access Canberra Business Plan aims could be 
monitored and reported. An outcomes report was prepared for the Access Canberra 
Executive in August 2018. Of the nine aims for 2017-18, only one was effectively 
reported against (since the measure itself and the reporting against it provided a 
clear and transparent basis for assessing performance). Four sets of measures were 
not effectively reported, because there was a lack of information on the nature of 
the measure and what it was assessing as well as a lack of information associated 
with the outcomes being reported against the measure. The August 2018 report 
prepared for the Access Canberra Executive was not effective in measuring progress 
against the Access Canberra Business Plan. 

3.28 

The Access Canberra Executive endorsed a set of measures for the second year of 
the Access Canberra Business Plan (2018-19) on 2 November 2018, approximately 
four months into the year. These measures were then implemented on 
8 February 2019, following a combined meeting of the Access Canberra Executive 
and Senior Officers’ Forum. These measures are an improvement on the 2017-18 
measures. As at 18 February 2019 a set of one-page descriptions was being 
developed for the measures, including data sources and methodology for reporting 

3.35 
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against the measures. No reports have been prepared on progress against the Access 
Canberra Business Plan 2018-19 aims using the measures. 

The Access Canberra Executive did not identify or mandate how team-based 
business plans for 2018-19 should be used by the teams. Similarly, no expectations 
were set with respect to the frequency or nature of the monitoring, reporting and 
review of business plans, either by the Access Canberra Executive or Operation 
Bedrock Steering Committee. Of the ten teams selected for further detailed 
fieldwork, it is apparent that only one team (the Transport Solutions team) had 
reviewed the progress of activities identified in the business plan and prepared a 
status report. Representatives from four other teams advised that their plan had 
been referred to in business meetings and as a means to prompt consideration of 
activity, while representatives of the four remaining teams advised that their plan 
had not been referred to since its finalisation four and a half months earlier. 

3.46 

Access Canberra teams have not consistently reflected changes to the scope of their 
operations, priorities or resources in their 2018-19 business plans when there has 
been a recognised need to do so. Of the ten teams selected for further detailed 
fieldwork, seven teams identified that there had been changes to the team’s 
circumstances; three teams had revised their plan accordingly and four teams had 
not. This indicates that the initial expectation of the Access Canberra Executive that 
team-based business plans would be ‘live’ and updated to reflect changing 
circumstances has not been met. 

3.50 

The team-based business plans for 2018-19 have not been consistently referred to 
or used for the purpose of developing and implementing individual staff members’ 
Performance and Development Plans. Only 5 out of 19 Access Canberra staff 
members (26 per cent) in the team selected for further detailed fieldwork advised 
that they had had a Performance and Development Plan discussion with their 
supervisor which made reference to the team’s business plan. Ten out of 19 Access 
Canberra staff members (53 per cent) advised that they had not had a discussion as 
at mid-November 2018, while four staff members (21 per cent) advised that they 
had had a discussion but did not refer to the team-based business plan. 

3.53 

Team-based business plans for 2018-19 have not consistently and effectively 
articulated how performance in relation to the business as usual activities identified 
in the plans is to be measured and assessed. Of the ten teams selected for further 
detailed fieldwork, there is considerable variability in how effectively the teams have 
identified and articulated descriptions of success and associated measures of 
performance, and how effectively the team is monitoring and reporting on 
performance. While almost all teams have described the success of business as usual 
activities and identified measures for assessing performance, there is considerable 
variation in how well the teams have identified and articulated associated targets for 
monitoring. 

3.61 

In 2018 the Access Canberra Executive identified a need to improve its visibility over 
projects being undertaken by teams across Access Canberra. The identification of 
projects currently underway or planned was a key feature of team-based business 
planning for 2018-19. Following the completion of team-based business plans, the 

3.82 
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Operation Bedrock team evaluated a master list of 130 projects being managed 
across Access Canberra for their strategic significance and the Access Canberra 
Executive approved a list of 19 projects for additional oversight. The team-based 
business planning process for 2018-19 was an effective means of providing the 
Access Canberra Executive with oversight of projects underway across Access 
Canberra and identifying those projects that warranted ongoing attention. 

In November 2018 the Access Canberra Executive identified a preference for 
implementing a ‘Light Touch Project, Light Governance’ approach to its oversight of 
projects. The ‘Light Touch Project, Light Governance’ approach is at an early stage of 
development and it has not yet been determined what project monitoring and 
reporting processes will be implemented as part of this approach. 

3.83 

Monitoring the Access Canberra Business Plan 

Planning Day review (April 2018) 

3.2 The Access Canberra Executive reviewed the progress of the first year of the Access 
Canberra Business Plan at its planning day on 29 March 2018. The planning day agenda 
included a one-hour discussion on the progress of the Access Canberra Business Plan, 
guided by the following questions: 

• What are our successes?

• What have been our traffic jams?

• What have we left by the side of the road?

• What can be taken off our Business Plan?

• What should be shifted further down the road?

• What is our 2020 destination?

3.3 A three-page report was prepared and circulated within the Access Canberra Executive on 
4 April 2018 which summarised the discussion at the planning day. The report provided 
estimates of progress against some (but not all) of the 2017-18 aims, but did not provide 
the basis (either qualitative or quantitative) for making the assessment of progress. At that 
point no measures had been developed or finalised in order to monitor progress against the 
2017-18 aims. 

3.4 The Access Canberra Executive reviewed the progress of the first year of the Access 
Canberra Business Plan at its planning day on 29 March 2018. It did so without reference to 
an agreed monitoring framework, including measures associated with the 2017-18 aims, 
and without agreeing what data or information would be the basis for assessing progress. 



  
  3: Monitoring of business plans 

Access Canberra business planning and monitoring Page 63 
  

Divisional plans review (May 2018) 

3.5 The Access Canberra Business Plan was endorsed by the Access Canberra Executive at its 
meeting of 7 July 2017. As discussed in paragraph 2.17 a series of divisional plans were then 
prepared between July and October 2017 with reference to the Access Canberra Business 
Plan. The minutes of the Access Canberra Executive Meeting on 6 October 2017 state that 
the divisional plans were to be monitored and reported on through an initiative called 
‘Access Canberra Estimates’: 

It was proposed it would be a committee of executives. Deputy Directors would be asked at 
the beginning of each financial year to present their business plans to the committee, then 
again mid-year to report on their progress and then a final end year progress report. 

… 

[Access Canberra] Executives will pose questions to the Deputy Directors about their business 
plans e.g. How do your intended deliverables for the year contribute to the [Access Canberra 
Business Plan]? What are the key risks facing your business unit and how are you planning to 
mitigate these? Who are your key stakeholders and how do you plan to engage them 
throughout the course of the year? How will you measure success against your plan? etc. 

3.6 ‘Hearings’ took place on 29 November 2017 and 18 May 2018. The November hearings 
focused on the presentation of each division’s plan for the 2017-18 year. The May 2018 
hearings, according to notes of the hearings, provided an opportunity for each division to 
report on their activities to date. Teams from each division provided an opening statement 
and addressed broad-ranging questions, some of which related to progress towards 
divisional priorities.  

3.7 According to notes taken on the day, not all teams were asked about progress towards their 
divisional priorities and there is no evidence that three of the five divisions provided specific 
information on their performance relating to divisional priorities. 

3.8 In May 2018 Access Canberra held a series of ‘Access Canberra Estimates’ hearings in which 
senior officers from each of the five divisions reported on their activities. Two of the five 
divisions reported on progress against their divisional plan priorities. There is no evidence 
of the other three divisions reporting on progress against their divisional plan priorities. 
While providing an opportunity for cross-agency communication and information-sharing, 
the ‘Access Canberra Estimates’ hearings process did not provide a rigorous mechanism for 
monitoring progress against divisional priorities. 
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Development of performance measures 

3.9 One better practice source in relation to performance measurement in public 
administration is Professor Mark Moore. In a lecture titled Recognising Public Value: The 
Challenge of Measuring Performance in Government Professor Moore noted:7 

… there is a standard set of ideas about the managerial uses of performance measures. They 
are:  

- to meet demands for external accountability;

- to establish a clear, significant mission and goal for the organisation; and

- to foster a strong sense of internal accountability.

This last use of performance measurement could mean simply making everybody feel 
accountable for working harder to meet target numbers by setting and enforcing rigorous 
performance standards, but, if we capture information about both what we are doing and the 
results we get, [it] could also allow for a softer kind of accountability [that] admits the 
possibility of failure and allows more room for learning and innovation.  

3.10 In Recognising Public Value: The Challenge of Measuring Performance in Government, 
Professor Moore also examines the question ‘Where should we measure performance 
along the value chain?’ and outlines the pros and cons of measurement of activities, 
processes, programs, outputs and social outcomes. 

3.11 According to this better practice, developing an organisation’s focus on performance 
measures may serve different purposes, and may be appropriate to different points in ‘the 
value chain’ depending on the level of planning (e.g. individual, Business Unit, Division). 

3.12 In the latter half of 2017-18 Access Canberra commenced a process to develop a series of 
performance measures by which to measure progress against the Access Canberra Business 
Plan. 

2017-18 Access Canberra Business plan measures 

3.13 A report to the Access Canberra Executive Meeting on 9 February 2018 stated: 

The Access Canberra Business Plan has been in place for over six months and currently there is 
no system in place to ensure teams are working towards meeting the commitments and 
priorities stated in the Business Plan.  

3.14 In February 2018, at the request of the Access Canberra Executive, officers in the Finance 
and Budgets team (within the Projects, Governance and Support Division) commenced a 
process of developing a series of performance measures that would enable teams within 
divisions to identify, and then monitor and report back on, via the Finance and Budgets 
team, activities within their respective teams that contribute to Access Canberra Business 
Plan aims. 

7 From a lecture Recognising Public Value: The Challenge of Measuring Performance in Government, Kennedy School of 
Government, Harvard University (6 November 2006). 
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3.15 At its meeting on 22 June 2018, the Access Canberra Executive discussed and endorsed a 
set of 14 measures for the 2017-18 year, approximately one week before the conclusion of 
the year. Prior to this there was no system in place to ensure Access Canberra was making 
progress in meeting the commitments and priorities stated in its Business Plan during the 
first year of the plan.  

3.16 The minutes of the 22 June 2018 meeting identify there was discussion about the 
‘Transferrable skills’ objective. Minutes do not record any discussion or decision about how 
the objectives or measures would be used for ongoing business planning or monitoring 
purposes. 

Timing of the development of the measures 

3.17 The Finance and Budgets team undertook work between February and May 2018 to develop 
a series of measures associated with both the 2017-18 and 2018-19 aims identified in the 
Access Canberra Business Plan. Email communications between teams within divisions, and 
the Operation Bedrock and Finance and Budgets teams and the Executive show that Access 
Canberra was concurrently seeking to: 

• develop measures for the Access Canberra Business Plan 2017-18 aims; 

• develop measures for the Access Canberra Business Plan 2018-19 aims; and  

• report against the Access Canberra Business Plan 2017-18 aims (a process referred to 
as ‘Business Plan Commitment Reporting’). 

3.18 Many business units reported to the Finance and Budgets team by the end of April 2018 on 
their activities against each of the nine objectives identified in the ideographic version of 
the Access Canberra Business Plan. A template referred to as the ‘Business Plan 
Commitment Reporting template’ was used. A report was presented to the Access Canberra 
Executive Meeting on 10 May 2018 with Red, Amber and Green ratings for 33 team 
responses (six red, three amber and 24 green). No explanation is provided in the report as 
to the meaning or basis of the rating. Minutes of the meeting state: 

Access Canberra is currently tracking well in reporting and meeting objectives in the business 
plan. 

3.19 As noted in paragraph 3.15, a set of reportable measures was not endorsed by the Executive 
until 22 June 2018. 

3.20 Also in the April to June period the Operation Bedrock team was engaging with business 
units in order to assist them to prepare and finalise their 2018-19 business plans by 
30 June 2018, following the Access Canberra Executive Committee decision of 
16 March 2018. 

3.21 Minutes, emails and the output submitted by teams relating to business plans in the period 
between March and May 2018 indicate that teams were not clear on the distinction 
between ‘Business Plan Commitment Reporting‘ and their own teams’ 2018-19 business 
planning. For example, two teams (Utilities Technical Regulation and Parking Operations) 
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submitted their ‘Business Plan Commitment Reporting‘ response as their team’s 2018-19 
business plan to the Operation Bedrock team. 

3.22 In response to this confusion and the administrative load the work placed on teams at the 
time, on 13 June 2018 the Executive withdrew the request to teams to consider 2018-19 
‘business plan commitment reporting’. 

3.23 At its meeting on 1 May 2018, the Executive agreed that for the next year: 

… the earlier the process for establishing targets and reporting, the better … 

… reporting will be undertaken quarterly. 

3.24 Similarly minutes of the Operation Bedrock Steering Committee on 2 July 2018 state: 

It was noted that targets were not set early enough to allow for clear direction and realistic 
and achievable deadlines and should be considered in next year’s approach along with 
clarification around what it is we are aiming to measure, the best way to do this and what is in 
our control. 

3.25 Between February and May 2018 the Access Canberra Executive concurrently sought to: 
develop measures for the 2017-18 and 2018-19 aims identified in the Access Canberra 
Business Plan; and seek business units’ input for the purpose of reporting against the 
2017-18 aims. The latter was sought in the absence of defined and agreed measures for 
2017-18, which did not occur until 22 June 2018. At the same time, business units were also 
developing their 2018-19 business plans. There was confusion in business planning teams 
during this period with respect to what was required. The Access Canberra Executive sought 
to resolve the confusion by prioritising the preparation of business units’ team-based 
business plans for 2018-19. 

Reporting on the 2017-18 measures 

3.26 On 10 August 2018 the Access Canberra Executive received a report on Access Canberra 
Business Plan objectives, measures and outcomes for 2017-18. The measures reported 
against were those endorsed at the meeting of the Access Canberra Executive on 
22 June 2018. The Audit Office analysed the report, with a view to assessing whether each 
measure, and the associated reporting against each measure, provided an effective basis 
for reporting performance against the activity. Table 3-1 presents the Audit Office’s analysis 
of the reported outcomes.  
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Table 3-1 Analysis of the Access Canberra Business Plan 2017-18 outcome report 

Objective Measure Reported outcome Audit Office comment  

Moving 
towards 
Digital First 
and using 
less paper 

a. Less paper 
purchased by the 
organisation in 
17/18 than in 16/17 

 
 
 
b. More digital services 

available in 17/18 
than were in 16/17 

 
 
 
c. Greater customer 

satisfaction with 
digital services in 
January 2018 survey 

a. January – June 2017 
– 712,000 A4 sheets 
ordered. January – 
June 2018 – 350,000 
A4 sheets ordered a 
reduction of 51% 
 

b. Forms on 30 June 
2017: 276; Forms on 
30 June 2018: 335 - 
59 new forms went 
live in 17-18 

 
c. 2018 – 90% 

satisfaction up from 
83% in 2017. (Ease 
of use 87% up from 
83%) 

a. Positive outcome reported: 
Baseline and achievement level 
provided. Unable to judge how 
good progress has been as no 
target provided. 
 
 

b. Positive outcome reported: 
Baseline and achievement level 
provided. Unable to judge how 
good progress has been as no 
target provided. 

 
c. Positive outcome reported: 

Baseline and achievement level 
provided. Unable to judge how 
good progress has been as no 
target provided. 

New north-
side hub 

a. Staff on north side 
consolidated into 
fewer buildings in 
17/18 than were 
occupied in 16/17 

a. No information 
received. 

 

a. No outcome reported 

Delivering 
on 
government 
priorities 

a. Number of 
commitments where 
milestones have 
been met in the 
various registers for 
Access Canberra 

a. All commitments 
have been 
completed. 

a. Positive outcome reported. No 
baseline or target provided.  

Support for 
transport 
reforms 

a. Call centre and 
service centres 
provide answers for 
buses and light rail 
questions from the 
public. Customer 
satisfaction for these 
channels in January 
2018 higher than in 
16/17. 
 
 
 

b. Light rail inspectors 
provide support to 
TCCS. 

 
 

a. No data has been 
collected. 
 
 
 
 
 

b. Light rail inspectors 
attend the site on a 
daily basis. Since 
commencing duty 
early in 2018, there 
have been a total of 
225 site visits. 
Compliance action 
in 2017-18 has 
included 5 
Prohibition Notices, 
2 Improvement 

a. No outcome reported as no data 
collected. 

 
 
 
 

b. Outcome reported: Unknown if 
positive. Achievement level 
provided but no baseline or target. 
Unable to judge how good 
progress has been. 
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Objective Measure Reported outcome Audit Office comment  

 
 

 

c. Light rail 
construction injury 
rate in 2017/18 does 
not increase. 

Notices and 4 
Infringement 
Notices.  
 

c. Reported lost time 
injury frequency 
rates on site have 
been trending down 
in the 2018 calendar 
year since 
inspectors 
commenced on site, 
however this may 
also be related to 
other factors such as 
type of activity. 

 
 
 
 

c. Positive outcome reported 
(although qualified): No baseline 
and no outcome level of 
performance. Unable to judge how 
good progress has been. 

Operation 
Bedrock 

a. All units have draft 
business plans for 
18/19 by 30 June 
2018. 

 
b. All divisions have risk 

plans by 30 June 
2018. 

a. All business units 
submitted an 18-19 
business plan by 30 
June 2018 
 

b. In the risk space 
following the 
decision from ACEM 
on 13 April, Bedrock 
coordinated three 
days (22, 23, 24 May 
2018) of Risk 
Management 
training from ACTIA 
at the strategic and 
divisional levels with 
additional support 
from CMTEDD. 
These workshops 
resulted in each 
division having a 
current risk plan in 
place, though not all 
are yet final and 
cleared. Of note, the 
30 June deadline 
was operationally 
high tempo with 
competing priorities 
across the agency 
but the divisions put 
in considerable 
effort to meet this 
deadline.  

a. Positive outcome reported: No 
baseline provided. 
 
 
 

b. Positive outcome reported: No 
baseline provided. Unable to judge 
how good progress has been. 
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Objective Measure Reported outcome Audit Office comment  

Diverse 
Workforce 

a. Targets met for 
women, people 
whose first language 
is not English and 
Aboriginal and 
Torres Strait Islander 
people. Note – the 
only areas that have 
targets are ATSI and 
PWD. The other two 
areas are 
benchmarked 
against the ACT 
labour force 
average. 

a. As at June Females 
49.9% (ACT Govt 
average 48.2%. Our 
result was an 
increase of 0.8% 
over last year), ATSI 
0.7% (Target 1.5%. 
Result from last year 
- 0.2%), CALD 15.3% 
(ACT Govt average 
17.3%. Result from 
last year +1.1%) and 
PWD 3% (Target 
3.3%. Result from 
last year -0.4%) 

a. Outcome reported -complete 
 Gender: complete 
 ATSI: complete 
 CALD: complete 
 PWD complete 

There’s no 
wrong door 

a. Number of contacts 
it takes to get issues 
resolved. 

a. Service Centres 1.3, 
Contact Centre 1.6, 
and Digital Services 
1.2. 

a. Outcome reported: Unknown if 
positive. No baseline provided. 
Unable to judge how good 
progress has been. 

Flexible 
working is 
the norm 

a. Number of people 
who could sit at 
another desk 
tomorrow of 
required. 

a. Out of 52 business 
units 46 are able to 
sit at another desk. 
Please see 
attachment A for 
further details. 

a. Outcome reported: Unknown if 
positive. No baseline provided. 
Unable to judge how good 
progress has been. 

Transferable 
skills 

a. The number of 
people working in 
other than their 
usual area increased 
in 17/18. 

a. Staff on HDA 2018 – 
117 an increase of 
15 over 2017. 
Temporary transfers 
to other agencies 
2018 – 33 an 
increase of 12 over 
2017. 

a. Positive outcome reported: 
Baseline provided but no target. 
Unable to judge how good 
progress has been as no target 
provided. 

Source: Audit Office review of Access Canberra Executive Meeting outcome report (10 August 2018) 

3.27 Of the measures developed and reported against for each of the Access Canberra Business 
Plan aims for 2017-18: 

• one set of measures was fully effectively reported (the Diverse Workforce objective); 

• four sets of measures were effectively reported, but could have been improved with 
additional information being provided on the nature of the measure and what it was 
assessing (Moving towards Digital First and using less paper, Delivering on 
government priorities, Operation Bedrock, Transferrable Skills); and 

• four sets of measures were not effectively reported, because there was a lack of 
information on the nature of the measure and what it was assessing as well as a lack 
of information associated with the outcomes being reported against the measure 
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(New NorthSide Hub, Support for Transport reforms, There’s no wrong door, Flexible 
working is the norm). 

3.28 In June 2018, the Access Canberra Executive agreed a set of measures by which progress 
against the nine 2017-18 Access Canberra Business Plan aims could be monitored and 
reported. An outcomes report was prepared for the Access Canberra Executive in August 
2018. Of the nine aims for 2017-18, only one was effectively reported against (since the 
measure itself and the reporting against it provided a clear and transparent basis for 
assessing performance). Four sets of measures were not effectively reported, because there 
was a lack of information on the nature of the measure and what it was assessing as well as 
a lack of information associated with the outcomes being reported against the measure. 
The August 2018 report prepared for the Access Canberra Executive was not effective in 
measuring progress against the Access Canberra Business Plan.  

2018-19 Access Canberra Business Plan measures 

3.29 The Access Canberra Executive commenced a review of the Access Canberra Business Plan, 
following the reporting of outcomes for the 2017-18 year, on 10 August 2018. Proposals for 
revisions to the ideographic version of the Access Canberra Business Plan were endorsed on 
14 September 2018 and circulated to all staff on 24 October 2018. Individual new and 
revised ideograms were also discussed and approved. The two-page narrative version of the 
Access Canberra Business Plan did not change. 

3.30 Work continued on developing a set of measures for the 2018-19 aims in the Access 
Canberra Business Plan. A set of measures was discussed and agreed at the Access Canberra 
Executive planning day on 2 November 2018 and implemented following a combined 
meeting of the Access Canberra Executive and Senior Officers’ Forum on 8 February 2019. 
Access Canberra advised that a set of one-page descriptions including data sources and 
methodology for each measure was being prepared as at 18 February 2019. 

3.31 No quarterly or half-yearly report on performance or outcomes was produced at the end of 
September 2018 or December 2018 using the measures agreed on 2 November 2018. 

3.32 The Audit Office analysed the measures for 2018-19 in order to analyse whether the 
measure: 

• is effective in assessing performance; and 

• utilised a metric that was easily applicable without the need for substantial further 
explanation or effort in its collection. 

3.33 Table 3-2 presents the Audit Office’s analysis of the measures developed for the Access 
Canberra Business Plan 2018-19 aims.  
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Table 3-2 Analysis of measures for Access Canberra Business Plan 2018-19 aims  

Objective Measure Audit Office comment on the 
effectiveness of the measure in 
assessing performance 

Increasing 
proactivity 
through 
engagement 
and 
education 

a. Campaigns gain traction in mainstream 
media (radio/print/online) as well as on 
social media, with “campaign” pages or 
relevant promoted content receiving web 
hits. 
 

b. Channels of communication are filtered 
according to campaign intent, with 
communication aimed at encouraging 
contact prompting contact, while 
communications diverting contact from 
Access Canberra, divert contact to the 
correct area. 
 

c. Decrease in complaints from 2017/18. 

a. No Baseline level of performance or 
target identified. 
 
 
 

b. No Baseline level of performance or 
target identified. Measurement 
complex. 

 
 
 
c. Baseline level of performance (but 

no target identified). 

Using data 
analytics to 
identify and 
prioritise 
risks 

a. Capability built across the organisation to 
refer to available data to inform divisional 
risk plans based on the severity of 
risk/potential for harm. 
 

b. Unit business plans map intervention and 
compliance actions against the data 
underpinning the risk plans. 
 

c. Increase in training provided to staff 
under the Intelligence Skill Family. 

a. No Baseline level of performance or 
target identified. Measurement 
complex. 

 
b. No Baseline level of performance or 

target identified. Measurement 
complex. 

 
c. No Baseline level of performance or 

target identified. 

Using drones 
to improve 
public safety 

a. Drones are successfully deployed for use 
on building sites to provide aerial photos 
as evidence for further regulatory activity.  
 

b. Drones are successfully utilised in tracking 
pollution. 

Measures and targets provided. 

Less Paper, 
even more 
digital 

a. Less paper purchased by the organisation 
in 18/19 than in 17/18 
 

b. More digital services available in 18/19 
than were in 17/18 
 

c. Maintaining customer satisfaction with 
digital services in Micromex 2019 survey 
as compared with 2018. 

a. Baseline level of performance (but 
no target identified) 
 

b. Baseline level of performance (but 
no target identified) 
 

c. Baseline level of performance, and 
target identified. 

Delivering on 
government 
priorities 

All milestones have been met in the various 
registers for Access Canberra: 
a. Election commitments 
b. Accountability indicators 
c. Budget initiatives 
d. Parliamentary agreement commitments 

Targets identified. 

Seamless 
operations 

a. An implemented policy that provides for 
trained team members to step in and 

a. No target identified.  
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Objective Measure Audit Office comment on the 
effectiveness of the measure in 
assessing performance 

between 
sections 

assist with backlogs in areas that are not 
their own. 
 

b. An increase in people on Higher Duties 
Allowance (HDA) from 2017/18 figures 
(117). 

 
c. An increase in people on temporary 

transfer to other agencies from 2017/18 
figures (33).  

 
d. Increased use of the rotation register. 

 

b. Baseline level of performance (but 
no target identified). 

 
c. Baseline level of performance (but 

no target identified). 

 

d. Baseline level of performance (but 
no target identified). 

Leaders in 
setting 
cultures in 
ACT 
Government 

a. The Access Canberra executive team 
achieves a combined 80% rating of 
“Strongly agree” and “agree” (or 
equivalent) in the June 2019 Executive 
360 degree feedback survey. 

 
b. Increase in instances of training provided 

to staff under the Organisational 
Leadership Skills Family. 

a. Target identified but no baseline 
level of performance.  

 
 
 
b. No baseline level of performance 

or target. 

New normal 
way of 
working 

a. An increase in the percentage of teams 
able to sit at another desk if required 
from 2017/18 figures (88%). 
 

b. An increase in part-time and flexible 
working arrangements from 2017/18 
figures. 

a. Baseline level of performance (but 
no target identified). 

 
 
b. Baseline level of performance (but 

no target identified). 

Public service 
innovator 

X number/percentage of teams (x TBC) that 
have experienced a growth in demand for 
services from 2017/18, but not a 
corresponding growth in resourcing. 

No targets identified and 
measurement complex. 

Canberrans 
understand 
and 
appreciate us 

a. Awareness of Access Canberra continues 
its upward trend as captured in the 
Micromex Survey 
 

b. Data analysis of user traffic behaviour 
captures through users of service centres 
shows an understanding of Access 
Canberra Services 

a. No baseline level of performance 
or target identified. 
 
 

b. Measurement complex. 

Operation 
Baseline 

All Access Canberra teams and team 
members mapped according to the baseline 
tool by June 2019 

No Baseline level of performance, but 
target identified. 

Operation 
Bedrock 

a. All business units have current Standard 
Operating Procedures (SOPS) in place. 
 

b. All unit business plans are informed by 
data. All divisions have current Risk Plans 
in place. 

a. No Baseline level of performance, 
but target identified. 
 

b. No Baseline level of performance, 
but target identified. 

Source:  Audit office review of 2018-19 measures for the Access Canberra Business Plan’s objectives 
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3.34 Of the sets of measures developed for the twelve 2018-19 aims of the Access Canberra 
Business Plan: 

• eight sets of measures are likely to provide an effective basis for monitoring and 
reporting performance. However, in some instances reporting on the scale of 
improvement will be difficult without further information; 

• two sets of measures need further explanation to guide data collection or to interpret 
results (sets for ’Increasing proactivity through engagement and education’, and 
‘Canberrans understand and appreciate us’); and 

• two sets of measures (‘Using data analytics to identify and prioritise risks’ and ‘Public 
service innovator’) are ineffective as there is insufficient information to guide data 
collection or to interpret results.  

3.35 The Access Canberra Executive endorsed a set of measures for the second year of the Access 
Canberra Business Plan (2018-19) on 2 November 2018, approximately four months into the 
year. These measures were then implemented on 8 February 2019, following a combined 
meeting of the Access Canberra Executive and Senior Officers’ Forum. These measures are 
an improvement on the 2017-18 measures. As at 18 February 2019 a set of one-page 
descriptions was being developed for the measures, including data sources and 
methodology for reporting against the measures. No reports have been prepared on 
progress against the Access Canberra Business Plan 2018-19 aims using the measures. 

Monitoring the 2018-19 team-based business plans 

Access Canberra Executive expectations for monitoring the business plans 

3.36 Neither the Operation Bedrock team nor the Access Canberra Executive developed and 
promulgated any requirements or a methodology as to how teams’ 2018-19 business plans 
should be monitored, reviewed and reported against. There are, however, references in 
briefing notes for the June 2018 workshop facilitators and in minutes associated with the 
Access Canberra Senior Officers’ Forum, to the Executive’s expectation that team-based 
business plans would be ‘live’ and updated to reflect changing circumstances.  

3.37 The Operation Bedrock team identified that at the time of preparing business plans it was 
agreed by the Operation Bedrock Steering Committee that no requirements would be made 
or guidance provided as to how teams should use their business plans. It was also agreed 
that the processes for the oversight of plans’ implementation, for activity monitoring and 
reporting purposes and plan-updating and review, were to be considered in future years. 

Deputy Directors’ expectations for monitoring business plans 

3.38 Deputy Directors from all divisions advised that, from the outset of the planning process in 
April 2018, it was understood that business plans should be reviewed and monitored during 
the year, without the need for this being communicated by the Access Canberra Executive 
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and without the need for an agreed and documented methodology. Deputy Directors 
advised of their understanding that: 

• teams should revisit their plans as ‘live’ documents during the year; 

• teams should discuss the business plans during teams’ weekly meetings;  

• the plans would enable a ‘pulse check’ in order to keep under review the relevance of 
activities undertaken; 

• teams should continuously monitor activities undertaken; and 

• the business plans will, over time, provide a framework for reporting. 

Teams’ use of business plans 

3.39 Representatives from the ten teams selected for further detailed fieldwork (including team 
members, managers and senior managers) were asked how their 2018-19 team-based 
business plans had been used, including whether: 

• the plan had been referred to since June (and if so, by whom); 

• activities specified in the plan had been monitored, individually or collectively; 

• the team’s priorities or its resources had changed since the finalisation of the plan 
(which may have triggered a review of the plan); and 

• the plan had been reviewed and revised. 

Monitoring of plans 

3.40 One team (the Transport Solutions team in the Regulatory Solutions and Compliance 
Division and subsequently in the Licensing and Registrations Division)8 had reviewed the 
implementation of activities within the team’s business plan. A draft status report on the 
implementation of activities had been prepared by a Senior Manager who had undertaken 
the review in November 2018, but the report had not been shared with the team. 

3.41 Four teams (the Business Engagement, Education and Compliance team, the Community, 
Industry and Trader Licensing team, the Parking Operations team and Strategic ICT team) 
identified that their business plans had not been part of any subsequent discussion within 
the team following their finalisation in June 2018. The remaining five identified that they 
had referred to their plans in team meetings. 

Other uses of plans 

3.42 Representatives from four teams identified that they had referred to the business plan as 
an aide memoire in discussions with their Deputy Director or Director about team ‘business 

                                                           
8 The team identified that two business plans existed in Transport Licensing: one for the Transport Licensing teams prior to 

30 June 2018, and another for the Transport Solutions teams following their move from the Regulatory Solutions and Compliance 
Division to the Licensing and Registrations Division in August 2018. 
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as usual’ activities or projects. Team managers identified that the ‘project’ focus within 
business planning, although challenging to define and agree the nature of a project as 
opposed to a ‘business as usual’ activity, had produced a useful outcome. In this respect 
representatives from: 

• the Parking Operations team advised that the business plan provided a ‘good 
reminder‘ of the projects they need to complete this year; 

• the Contact Centres team advised that the team is using the business plan heavily, 
primarily to manage the delivery of the projects listed in the plan; 

• the Transport Licensing team advised that the team uses its business plan in order to 
monitor its projects; and 

• the Gaming and Liquor team advised that the team has used its business plan as a 
basis for discussing the progress of projects. 

3.43 The Environment Protection Authority and Contact Centres teams advised that their 
business plans had been referred to in training or in team communications. 

3.44 One Director advised that, as at mid December 2018: 

We are currently undertaking a mid-year review of our business plans and associated 
reporting so we have not settled a final approach. This review has identified a lack of clarity in 
some of the business plans which impacts our ability to report on outcomes. We are also 
amending our [business plans] with changes being made to better articulate the work of the 
division and to align them to the [Access Canberra Key Performance Indicators] in addition to 
the existing alignment to the [Access Canberra Business Plan]. 

One of the challenges is minimising duplication of effort with reporting for our teams … 

3.45 This response emphasises the importance of: 

• divisional-level input, including quality assurance and support, into team-based 
business planning in order to achieve consistency and quality in the plans and 
relevance and visibility of the plans across the Division; 

• the timing and sequencing of the development and communication of annual Access 
Canberra and divisional aims, priorities and performance measures if these are to 
inform team-based business plans; and 

• the timely development of mechanisms and processes for monitoring and reporting 
of business plans that provide useful information for performance management while 
minimising duplication of effort. 

3.46 The Access Canberra Executive did not identify or mandate how team-based business plans 
for 2018-19 should be used by the teams. Similarly, no expectations were set with respect 
to the frequency or nature of the monitoring, reporting and review of business plans, either 
by the Access Canberra Executive or Operation Bedrock Steering Committee. Of the ten 
teams selected for further detailed fieldwork, it is apparent that only one team (the 
Transport Solutions team) had reviewed the progress of activities identified in the business 
plan and prepared a status report. Representatives from four other teams advised that their 
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plan had been referred to in business meetings and as a means to prompt consideration of 
activity, while representatives of the four remaining teams advised that their plan had not 
been referred to since its finalisation four and a half months earlier. 

Reviews and updates of plans 

3.47 Some teams responded to the Executive intent that business plans would be maintained as 
‘live’ documents, where team resources or priorities had changed during the year. Table 3-3 
shows the extent to which business plans (including the two separate business plans for 
Transport Licensing and Transport Solutions, that is, eleven plans in total) had been 
reviewed and updated for the ten teams selected for further detailed fieldwork by the Audit 
Office.  

Table 3-3 Revision of team-based plans during the year 

Team Need for revision identified Revisions to the plan made 

Events  No No 

Business Engagement, Education 
and Compliance  Yes Yes (the inspection program part 

of the plan) 

Strategic ICT Yes Yes (but not finalised and 
promulgated) 

Workers’ Compensation Yes No 

Environmental Protection 
Authority Yes No 

Community, Industry and Trader 
Licensing No No 

Parking Operations No No 

Transport Solutions (1) 
Transport Licensing (2) 

(1) Yes 
(2) No 

(1) Yes 
(2) No 

Gaming and Liquor Yes No 

Contact Centres Yes No 

Source: Audit Office discussions with the ten selected teams (14 to 23 November 2018) 

3.48 Three teams (the Business, Engagement, Education and Compliance team, Strategic ICT and 
Transport Solutions) had revised their business plans during the year, following changes to 
the scope of their operations, priorities or resources.  

3.49 Four teams (the Workers’ Compensation, Environment Protection Authority, Gaming and 
Liquor team and Contact Centres team) identified a need for their plan to be revised due to 
changes in team priorities or resources, but had not yet done so.  
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3.50 Access Canberra teams have not consistently reflected changes to the scope of their 
operations, priorities or resources in their 2018-19 business plans when there has been a 
recognised need to do so. Of the ten teams selected for further detailed fieldwork, seven 
teams identified that there had been changes to the team’s circumstances; three teams had 
revised their plan accordingly and four teams had not. This indicates that the initial 
expectation of the Access Canberra Executive that team-based business plans would be ‘live’ 
and updated to reflect changing circumstances has not been met.  

Linkages with Performance and Development Plans 

3.51 At the 25 July 2018 Senior Officers’ Forum, reference was made to business plans and 
Performance and Development Plans: 

Many areas have these done ... 

It is important that these cascade down from the unit business plans. 

3.52 The Audit Office sought to identify within the ten teams selected for further detailed 
fieldwork whether Performance and Development Plan conversations or reviews had taken 
place since the finalisation of teams’ business plans on 30 June 2018. Of the 19 team 
members asked: 

• ten (53 per cent) identified that they had not had a discussion as at mid-November 
2018, that is, four and a half months after the start of year and the finalisation of the 
team’s business plan; 

• four (21 per cent) identified that they had had a discussion but that discussion had 
not referred to the team’s business plan; and 

• five (26 per cent) identified that they had had a discussion and that that discussion 
had referred to the team’s business plan. These team members were in the Strategic 
ICT, Gaming and Liquor, and Events teams. 

3.53 The team-based business plans for 2018-19 have not been consistently referred to or used 
for the purpose of developing and implementing individual staff members’ Performance 
and Development Plans. Only 5 out of 19 Access Canberra staff members (26 per cent) in 
the team selected for further detailed fieldwork advised that they had had a Performance 
and Development Plan discussion with their supervisor which made reference to the team’s 
business plan. Ten out of 19 Access Canberra staff members (53 per cent) advised that they 
had not had a discussion as at mid-November 2018, while four staff members (21 per cent) 
advised that they had had a discussion but did not refer to the team-based business plan. 
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Monitoring performance of team-based business plans 

3.54 The Audit Office reviewed the business plans of the ten teams selected for further detailed 
fieldwork (including the two separate business plans for Transport Licensing and Transport 
Solutions, that is, eleven plans in total) to assess whether: 

• the business plans had articulated success for ‘business as usual’ activities and 
specified measures for the business as usual activities; and 

• the teams were monitoring the implementation of those ‘business as usual’ activities.  

3.55 The review considered five aspects: 

• do the descriptions of success and the proposed measures fit with activities described 
in the business plan? 

• are the measures practically capable of being reported against? 

• does the business unit have the systems to report on the descriptions of success 
and/or their measures? 

• is the business unit reporting on the descriptions of success and/or their measures? 

• do the descriptions of success and/or their measures include performance targets 
(e.g. benchmarks, baselines or targets)? 

3.56 The results of this analysis is shown in Table 3-4. 

Table 3-4 Assessment of team-based business plan measures 

Business Unit 

Do the 
descriptions of 

success and 
measures fit 

with activities 
described in 
the Business 

Plan? 

Can the 
measures 

described be 
reported 
against? 

Does the 
business unit 

have the 
systems to 
report on 

success and 
measures 

described? 

Is the business 
unit reporting 

on descriptions 
of success and 

measures? 

Do the 
descriptions of 

success and 
measures 

include 
targets? 

Contact Centres Limited Partially Yes - good Very well Limited 

Community, Industry 
and Traders Licensing Mostly Mostly Mostly Partially Mostly 

Parking Operations Very well Mostly Mostly Mostly Limited 

Environmental 
Protection Authority Mostly Mostly Yes - good Very well Mostly 

Gaming and Liquor Mostly Partially Partially Partially Partially 

Workers’ 
Compensation Partially Very well Mostly Mostly Not at all 
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Business Unit 

Do the 
descriptions of 

success and 
measures fit 

with activities 
described in 
the Business 

Plan? 

Can the 
measures 

described be 
reported 
against? 

Does the 
business unit 

have the 
systems to 
report on 

success and 
measures 

described? 

Is the business 
unit reporting 

on descriptions 
of success and 

measures? 

Do the 
descriptions of 

success and 
measures 

include 
targets? 

Transport Licensing (1) Mostly Mostly Yes – good Partially Limited 

Transport Solutions (2) Partially Mostly Yes – good Mostly Partially 

Events and Business 
Coordination Very well Partially Yes - good Not at all Not at all 

Business Engagement, 
Education and Compliance Not at all N/A N/A N/A N/A 

Strategic ICT Very well Very well Yes- good Partially Not at all 

Source: Audit Office analysis, based on discussions with ten teams selected for further detailed fieldwork (14 to 23 November 2018) 

3.57 For nine team-based business plans the measures proposed in the business plans align with 
activities in the business plan. For some teams this is done very well (Parking Operations 
team, Events and Business Coordination team and Strategic ICT team) and for other teams 
this is done mostly well or partially. For the Contact Centres team there was limited 
alignment between the measures in the business plan and activities described in the 
business plan. The Business Engagement, Education and Compliance team did not identify 
any measures in its business plan, by which to measure the success of its business activities. 

3.58 For all team-based business plans (except the Business Engagement, Education and 
Compliance team plan, where no activity measures were proposed), the measures 
proposed are practically capable of being reported against. 

3.59 For all team-based business plans (except the Business Engagement, Education and 
Compliance team plan) there are systems in place that would be capable of providing the 
performance information for the measures proposed. For all team-based business plans 
(except the Business Engagement, Education and Compliance team and Events team plans) 
the information is already being reported. 

3.60 In most cases the information in the business plan relating to measures refers to what could 
be measured (e.g. satisfaction, complaints, waiting time no greater than two weeks), and 
not what results are expected (e.g. 80 per cent satisfaction, 100 complaints, reduce backlog 
by 100). Only for two team-based business plans (the Environment Protection Authority and 
the Community, Industry and Trader Licensing team) is there sufficient information in the 
business plan to identify what the target or expected level of performance is. Without a 
stated expectation (i.e. a target) monitoring implementation will not inform whether or not 
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the business unit is on track as planned for the year. Without this there is a risk that 
monitoring lacks purpose. 

3.61 Team-based business plans for 2018-19 have not consistently and effectively articulated 
how performance in relation to the business as usual activities identified in the plans is to 
be measured and assessed. Of the ten teams selected for further detailed fieldwork, there 
is considerable variability in how effectively the teams have identified and articulated 
descriptions of success and associated measures of performance, and how effectively the 
team is monitoring and reporting on performance. While almost all teams have described 
the success of business as usual activities and identified measures for assessing 
performance, there is considerable variation in how well the teams have identified and 
articulated associated targets for monitoring.  

Other monitoring and reporting activities 

3.62 Other aspects of Access Canberra’s business are monitored routinely, and continue to 
develop.  

Accountability indicators 

3.63 Access Canberra has ten Accountability Indicators for 2018-19. These are shown in 
Table 3-5.  
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Table 3-5 Access Canberra Accountability Indicators 2018-19 

Indicator  2018-19 Target 

a. Efficient Service Delivery  

- percentage of customers satisfied with Access Canberra 90 % 

b. Doing Business in the ACT is easier  

- percentage of the Canberra community satisfied with the ease of 
interacting with Access Canberra 

95 % 

c. Percentage of services available online 70 % 

d. Percentage of services completed online 85 % 

e. Reduction of regulatory burden on business by undertaking risk-based 
coordinated inspection activities 

80 % 

f. Average number of days to issue business authorisation or personal registration  

- for business authorisation 10 working days 
or less 

- for personal registration 5 working days or 
less 

g. Compliance rate during targeted campaign inspections 90 % 

h. Compliance activities: engage, educate, enforce Ratio: 70:20:10 

i. Average level of helpfulness after issuing a notice or before issuing a 
licence/authorisation 

4.2 out of 5 

Source: Chief Minister, Treasury and Economic Development Directorate Budget Statements 2018-19 page 32 

3.64 Access Canberra’s Accountability Indicators for 2018-19 are not inconsistent with the 
2018-19 aims identified in the Access Canberra Business Plan and in a number of instances 
there is a clear correlation.  

3.65 Performance against the Accountability Indicators has been reported on a monthly basis to 
the Access Canberra Finance Committee since September 2018. The reporting has been 
presented in a ‘dashboard’ format (refer to Figure 3-1). 
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Figure 3-1 Accountability Indicator monthly dashboard 

 
Source: Example of dashboard report for Access Canberra’s Finance Committee (Finance and Budgets team 30 November 2018) 

Other corporate ’dashboard’ reports 

3.66 There is also a Chief Operating Officer’s dashboard (since 2017) and a Minister’s dashboard 
which show dimensions of performance of key service areas across Access Canberra, 
including geospatial reporting. These are not related in scope to divisional business plans or 
to the Access Canberra Business Plan. They are complementary to, but do not facilitate the 
monitoring of, the implementation of the Access Canberra Business Plan. 

Division-specific monitoring and reporting 

3.67 Deputy Directors and Directors also identified Division-specific monitoring and reporting 
processes. Some relate to aspects of their business activity that require particular focus and 
attention. For example, in the Regulatory Solutions and Compliance Division, there is 
currently monitoring and reporting on a weekly basis of the team’s activities in relation to 
building quality. In the Workplace Protection Division, reports on Freedom of Information 
requests, inspection activities and complaints are also regularly compiled and reviewed. 

3.68 The Regulatory Solutions and Compliance Division also identified a divisional monitoring 
process, undertaken during 2017-18 and 2018-19, referred to as the Priority Tracking 
spreadsheet. These spreadsheets enable monthly status reporting (i.e. pending, underway, 
complete, or overdue) on around 40 activities within the Division, under categories of: 
Strategic, Operational, and Our People, and each is risk-rated. These activities relate 
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primarily to inputs (e.g. ‘budget bids’ or the ‘risk-based analysis project’) and do not relate 
to achievement (or improvement) in the delivery of divisional plan or Access Canberra 
Business Plan aims, outputs, outcomes or impact measures. 

Support for division and team performance monitoring 

3.69 Within the ten teams selected for further detailed fieldwork, members referred to the 
support received from the Finance and Budgets team within the Projects, Governance and 
Support Division in accessing, extracting and analysing existing data sources, and designing 
new systems in order to report on performance. Representatives from the Finance and 
Budgets team advised the Audit Office that the team had been involved in supporting the 
development of measures for corporate monitoring, for example, of the Access Canberra 
Business Plan, but that it had not been requested by the Access Canberra Executive to 
support the development of teams’ 2018-19 business plan measures or related monitoring 
systems. 

Project monitoring and reporting 

3.70 During 2018 the Access Canberra Executive sought to develop organisational capability to 
ensure that projects, i.e. activities identified in team-based business plans that are not 
‘business as usual’ activities, are supported and oversighted effectively. This necessarily 
included processes for the monitoring and reporting of projects. 

3.71 Prior to this, there had been a number of project management governance developments 
in Access Canberra. In 2016 the Access Canberra Project Management Framework9 and the 
Portfolio and Project Management for Access Canberra business requirements 
specification 10  documents were released, in order to provide support and guidance to 
Access Canberra staff who were managing the delivery of projects. Furthermore, in June 
2016 the Projects, Governance and Support Division was established and a Projects Office 
team established. 

3.72 The Access Canberra Executive identified a need to improve its visibility over projects within 
Access Canberra at a meeting on 9 March 2018. The minutes of the meeting record: 

Are our projects aligned with our strategic direction?  

- Could current projects be scoped and make recommendations to either discontinue or 
deprioritise those projects that do not align? 

- Important to consider items strategically and holistically, not in isolation. 
Communication is key. 

- How do we define a project and identify the owner? 

- It is important to identify those links we have with other areas. 

                                                           
9 Various versions following v1 final 9 June 2016 
10 Original version (v1) 10 March 2012 from the Territory and Municipal Services Directorate, adapted for Access Canberra, from 

25 May 2016 (v2) 
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- Do we run the risk of stifling innovation? 

- It might be best to gather a list of existing projects for Executive review, or ask each 
project lead to present their objectives and progress. 

- The Executive have to discuss with the deputies to make sure we have the right 
priorities and people are focused on the correct things. 

Decision point: 

The [Access Canberra Executive Meeting] Agenda will be realigned, with project overviews as 
informed by strategic priorities. 

Existing [Access Canberra] projects will be evaluated against the agency’s strategic priorities 
and business objectives. 

3.73 Following the Access Canberra Executive’s recognition of the need to improve its visibility 
over projects, a ‘maturity assessment’ of Access Canberra’s project management capability 
was conducted in August 2018 and reported to the Access Canberra Executive at a meeting 
on 7 September 2018. The resulting report stated: 

… our organisation holistically is very immature and generally applies an ‘Ad Hoc’ approach to 
project management practices. Similarly to [the Chief Minister, Treasury and Economic 
Development Directorate] as a whole, Access Canberra has small pockets of maturity in 
project management capability; specifically in our ICT area. However, for the majority of the 
organisation, there are no formal processes and many projects are undertaken without 
planning or formal oversight. 

3.74 Instances were identified to the Audit Office where projects were being developed in 
isolation, where improved outcomes would have been achieved by collaboration. For 
example: 

• Automatic Number Plate Recognition hardware was developed by the Parking 
Operations team, where workflows resulting from increased infringements had not 
been effectively modelled and prepared for by the Infringements team; and 

• a training video for Service Centre and Contact Centre staff had been developed, 
which had not taken account of the recent introduction of a ‘traffic light’ system 
within the rego.act information system. This omission impacted on the accuracy and 
usefulness of aspects of the training video. 

3.75 A key feature of team-based business planning for 2018-19 was the need for teams to 
identify and include in their plans information on projects currently underway or planned. 
This sought to ensure projects were identifiable to teams, and in turn to Divisions and the 
Operation Bedrock team and the Executive. Two Divisions (Customer Coordination and 
Licensing and Registrations) prepared divisional-level programs of their projects alongside 
their business unit-level business plans. 

3.76 Representatives of the ten teams selected for further detailed fieldwork consistently 
highlighted the challenges of differentiating projects from ‘business as usual’ activities (as 
required by the business planning process). However, representatives also observed that 
the visibility over projects through the team-based business planning process for 2018-19 
was one of the more useful outcomes of the planning process. 
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3.77 At the Access Canberra Executive Meeting of 3 August 2018 it was agreed the Executive: 

… will trial a monthly project board/leadership group … to look at projects, starting with the 
priority projects. 

3.78 A master list of 130 projects from teams across Access Canberra was brought together by 
the Operation Bedrock team, as identified from the team-based business plans for 2018-19. 
These were evaluated for their strategic significance, and were reported to the Access 
Canberra Executive at its meeting on 17 August 2018. The Access Canberra Executive 
approved a list of 19 projects for additional oversight. Each project leader ‘pitched’ their 
project to the Access Canberra Executive at a meeting on 7 September 2018.  

3.79 Between August and October 2018 a senior officer reviewed project management practice 
and capability within Access Canberra and developed an options paper for how project 
management capability could be supported in the future across Access Canberra. Four 
options were identified: 

• Option 1: Do nothing 

• Option 2: Implement a formal Program/Project Management Office 

• Option 3: Implement a ‘Light Touch Project, Light Governance’ 

• Option 4: Transformational Program and Governance Support Office 

3.80 At its meeting on 4 November 2018 the Access Canberra Executive identified Option 3 
(Implement a ‘Light Touch Project, Light Governance’) as its preferred option. The ‘Light 
Touch Project, Light Governance’ approach is at an early stage of development. It has not 
yet been determined what project monitoring and reporting processes will be implemented 
as part of this approach. 

3.81 Projects not on the shortlist of 19 continue to be oversighted by divisions. For example, the 
two projects identified in the Events team business plan are being monitored and supported 
by a Deputy Director. Projects identified in Transport Licensing and Community, Industry 
and Trader Licensing teams’ business plans are being monitored and supported by a 
corporate officer within the Licensing and Registrations Division.  

3.82 In 2018 the Access Canberra Executive identified a need to improve its visibility over 
projects being undertaken by teams across Access Canberra. The identification of projects 
currently underway or planned was a key feature of team-based business planning for 
2018-19. Following the completion of team-based business plans, the Operation Bedrock 
team evaluated a master list of 130 projects being managed across Access Canberra for their 
strategic significance and the Access Canberra Executive approved a list of 19 projects for 
additional oversight. The team-based business planning process for 2018-19 was an 
effective means of providing the Access Canberra Executive with oversight of projects 
underway across Access Canberra and identifying those projects that warranted ongoing 
attention.  
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3.83 In November 2018 the Access Canberra Executive identified a preference for implementing 
a ‘Light Touch Project, Light Governance’ approach to its oversight of projects. The ‘Light 
Touch Project, Light Governance’ approach is at an early stage of development and it has 
not yet been determined what project monitoring and reporting processes will be 
implemented as part of this approach. 

RECOMMENDATION 2 PLAN MONITORING FRAMEWORK 

Access Canberra should develop, endorse and promulgate a monitoring and reporting 
framework for its divisional and team-based business plans that clearly identifies: 

a) expectations for the specification of performance measures, including targets that are
capable of being monitored and reported against;

b) how and when performance is to be reported; and

c) expectations of teams with respect to the ongoing review and updating of team-based
business plans.
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4 IMPROVING RECORDS MANAGEMENT 

4.1 This chapter examines Access Canberra’s activities and initiatives to improve records 
management, including organisation-wide activities and those within teams in business 
units. 

Summary 

Conclusion 

Access Canberra’s initiatives to improve record-keeping across the organisation have been 
inconsistent and ad hoc and implemented with variable levels of success. 

As a function within the Chief Minister, Treasury and Economic Development Directorate, Access 
Canberra relies on the broader directorate’s records management team and its activities to 
comply with certain aspects of the Territory Records Act 2002. However, Access Canberra is also 
independently developing a better understanding of Access Canberra-specific needs and 
capability and has demonstrated a commitment to improving its records management. A key 
issue for Access Canberra is to determine whether it intends to develop and implement its own 
Records Management Program, and associated policies, separate to that of the broader 
directorate. 

Project Keystone is a major focus of Access Canberra, which seeks to simultaneously improve 
record-keeping across the organisation and move towards a ‘paperless’ organisation. Project 
Keystone is progressing, but is behind schedule. The full extent of Project Keystone, including the 
number of files and records to be migrated to Objective, is dependent on Access Canberra 
securing funding beyond June 2019. Any shortfall in the outcomes originally intended for Project 
Keystone will impair the organisation’s ability to achieve consistency and effectiveness in its 
records management. While Access Canberra teams have a fair understanding of their records 
management needs and improvement actions, the extent to which these are effectively 
recognised in team-based business plans is variable. 

Key findings 
Paragraph 

Access Canberra has established a Records Management team, which currently has 
two staff. A key focus of activity of the Records Management team has been the 
administration of the Objective Electronic Document and Records Management 
System (EDRMS) and support for Access Canberra teams to move to using the 
system. The team also provides support for the handling of paper records that are 
packaged, sentenced and placed in archive or processed for disposal. The small size 
of the Records Management team means it has limited capacity to support the 

4.32 
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improvement of records management in Access Canberra other than through the 
administration of the Objective application. 

In November 2018 the Records Management team facilitated the completion of the 
Director of Territory Records’ Compliance Checklist Tool self-assessment for Access 
Canberra. Access Canberra identified a rating of ‘Essential’ for its application of each 
of the seven principles identified in the self-assessment meaning the level describes 
‘the essential, or minimum, requirements that must be addressed to meet the 
organisations legal, regulatory and business requirements’. Access Canberra was not 
required to complete the self-assessment, as the obligation rested with the broader 
Chief Minister, Treasury and Economic Development Directorate, but demonstrated 
its proactivity in seeking to improve its records management. The self-assessment is 
expected to inform the record-keeping improvement agenda of teams as they 
commence 2019-20 business planning. 

4.33 

Access Canberra has given consideration to developing and implementing its own 
Records Management Program. There is no obligation on Access Canberra to do so, 
as responsibility for this lies with the broader Chief Minister, Treasury and Economic 
Development Directorate and Access Canberra is currently covered by the 
directorate’s broader program. The Access Canberra Records Management team has 
also developed a draft Records Management Policy for Access Canberra. While the 
development of an Access Canberra Records Management Policy is identified in the 
Records Management team’s 2018-19 business plan it currently does not align with 
and support the broader Directorate policy and its progression is not a priority within 
existing resources. Access Canberra’s consideration of the proposal to establish a 
program or policy (or both) specific to Access Canberra has been in development for 
almost two years, but remains unresolved. 

4.41 

Access Canberra is seeking to achieve its organisational aim of going ‘paperless’ and 
improve its record-keeping practices through Project Keystone. Project Keystone 
was initially conceived as early as August 2016, when the first version of a draft 
Project Plan was prepared. The project was endorsed by the Access Canberra 
Executive on 8 September 2017 and a project team formed on 1 November 2017, 
with an expected end date for the project of 1 May 2019 (subsequently revised to 
30 June 2019).  

4.54 

There is a risk to the completion of Project Keystone. Progress is being made, but this 
is slower than originally envisaged. As at 28 February 2019, (the date of the most 
recent project status report), of a total of 29 targeted business units, 16 business 
units were awaiting records’ migration into Objective. Access Canberra has advised 
that, at the end of March 2019, 14 of the 29 teams had access to Objective and all 
14 teams’ records had been migrated into Objective, and a further eight teams had 
access to Objective but were awaiting records’ migration. The full extent of Project 
Keystone, including the number of files and records to be migrated to Objective, is 
dependent on Access Canberra securing funding beyond June 2019. Business units 
participating in the roll out of Objective had effectively anticipated and planned for 
improvements to their records management activities in their 2018-19 business 
plans in accordance with the intentions of the Project Keystone team. 

4.55 
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Six of the business plans of the ten selected teams for further detailed work identify 
and articulate discrete records management activities; either ‘business as usual’ or 
project activities designed to improve records management (including their 
completeness and accuracy) or data and information management. Four of the 
business plans make scant reference to records management activities or initiatives. 
The identification and articulation of activities to improve records management or 
data and information management in team-based business plans clearly and visibly 
identifies the teams’ commitment to organisational aims and objectives of improved 
records management.  

4.61 

Territory record-keeping requirements 

Territory Records Act 2002 

4.2 The Territory Records Act 2002 defines expectations for Territory entities with respect to 
the creation and maintenance of records. Section 3 of the Act states: 

The main purposes of this Act are— 

(a) to encourage open and accountable government by ensuring that Territory records are 
made, managed and, if appropriate, preserved in accessible form; and 

(b) to support the management and operation of Territory agencies; and 

(c) to preserve Territory records for the benefit of present and future generations; and 

(d) to ensure that public access to records is consistent with the principles of the FOI Act. 

4.3 Section 32 of the Territory Records Act 2002 establishes the role of Director of Territory 
Records and section 32 outlines the functions of the role. The Director is a statutory officer. 
The Director is supported by the Territory Records Office, which is a business unit within 
the Chief Minister, Treasury and Economic Development Directorate. 

4.4 The Director of Territory Records also makes standards, for example, the Territory Records 
(Records, Information and Data) Standard 2016 (No 1) NI2016 — 377 (the Territory Records 
Standard), which Government entities must follow. The Territory Records Standard 
provides a general overview of records management and its importance to Territory entities, 
and provides for seven overarching principles to be applied in the management of Territory 
records. The seven overarching principles articulate a series of requirements for the 
management of Territory records. A series of guidance documents has also been produced 
to further identify and articulate the requirements of the principles identified in the 
Standard. 

Records management 

4.5 Section 10 of the Territory Records Act 2002 defines records management. Records 
management is described in the Digital Recordkeeping Policy for the ACTPS as follows: 

The managing of records of an agency to meet its operational needs and to ensure that its 
records are managed and preserved in accessible form to allow public access consistent with 
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the principles of the Freedom of Information Act and for the benefit of future generations. 
Records management covers, but is not limited to the creation, keeping, protection, 
preservation, storage and disposal of, and access to records of an agency. 

Records, information and data 

4.6 Records are evidence of the business activities of Territory agencies, as described by the 
Territory Records Act 2002. The Director of Territory Records advises Territory agencies to 
respond to ‘data’ and ‘information’ management in the same way as agencies are required 
to respond to ‘records’ management:  

While the term ‘record’ has a specific meaning, in practice it can at times be difficult to 
distinguish between records and other types of information or data. Although the Act only 
applies to records, its principles can be applied to all ACT Government information and data 
holdings. The Territory Records Office recommends this approach. If there is doubt as to 
whether ACT Government information or data meet the definition of a record, the standard 
should be applied. 

Obligations on Territory entities 

Records Management Program 

4.7 Subsection 16(1) of the Territory Records Act 2002 requires principal officers (e.g. the Head 
of Service or their delegate) ‘to develop and approve a Records Management Program’. 

4.8 The Guideline to Principle 1: Strategy Principle (one of seven principles within the Territory 
Records (Records, Information and Data) Standard 2016 (No 1) NI2016 — 377) states: 

The Strategy Principle means organisations must establish high-level documented plans to 
help achieve a robust state of records, information and data management. 

The high-level plans to be developed include a Records Management Program, which 
incorporates a Records, Information and Data Management Policy. The Records Management 
Program will provide a framework for ensuring records, information and data management 
requirements are met. 

The broader records, information and data management framework includes: 

• the Territory Records Act 2002; 

• the Standard for Records, Information and Data provided by the Director of Territory 
Records; 

• other applicable legislation, policies and administrative directions of the ACT 
Government; 

• the organisation’s Records Management Program; 

• the organisation’s Records, Information and Data Management Policy; 

• the organisation’s Records, Information and Data Management Procedures; and 

• the organisation’s Records, Information and Data Architecture Register (for business 
systems). 

4.9 Section 7 of the Territory Records Act 2002 states that these obligations fall on the ‘agency’ 
(the Territory Records (Records, Information and Data) Standard 2016 (No 1) NI2016 — 377 
refers to ‘organisation’). 
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4.10 Chief Minister, Treasury and Economic Development Directorate and Access Canberra 
records managers advised the Audit Office that, because it is one of the nine functions 
within the Chief Minister, Treasury and Economic Development Directorate, Access 
Canberra is not required to independently address the Territory Records Act 2002 and the 
Director of Territory Records obligations for a Records Management Program and its 
associated elements. This is because it is the Directorate that is required to address the 
obligation to establish and implement a Records Management Program and the Chief 
Minister, Treasury and Economic Development Directorate’s corporate records 
management function holds that responsibility. 

Compliance Checklist Tool 

4.11 The Guideline to Principle 2: Capability Principle (one of seven principles within the Territory 
Records (Records, Information and Data) Standard 2016 (No 1) NI2016 — 377) states: 

The Capability Principle means ACT Government organisations should adhere to the capability 
assessment and improvement requirements endorsed by the Territory Records Office for 
records, information and data management.  

Capability refers to an ACT Government organisation’s or an individual’s capacity or ability to 
fulfil certain records, information and data management requirements as outlined in the 
Standard for Records, Information and Data. It encompasses resources, skills and tools for 
managing records, information and data. 

4.12 In support of the Capability Principle requirement of the Territory Records (Records, 
Information and Data) Standard 2016 (No 1) NI2016 — 377 the Territory Records Office has 
prepared a Compliance Checklist Tool to assist agencies to know and understand their 
records management capability and establish improvement priorities. The Guideline to 
Principle 2: Capability Principle states: 

Assessments of records, information and data management capabilities should be undertaken 
annually using the Territory Records Office’s Compliance Checklist Tool. Results of each annual 
assessment should inform business and work planning. 

Chief Minister, Treasury and Economic Development 
Directorate record-keeping requirements 

Records management program 

4.13 There is a Records Management Program for the Chief Minister, Treasury and Economic 
Development Directorate, which was authorised by the Director-General on 
16 September 2016. It includes a Records, Information and Data Management Policy and 
13 records, information and data management procedures. The Records, Information and 
Data Management Policy refers to what records to create and maintain, by whom and when: 

CMTEDD and its employees must make, keep and manage full and accurate records, 
information and data in a timely manner to support business needs, government 
accountability, legal and regulatory obligations, community expectations and historical 
purposes. 
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Records management policy 

4.14 The Chief Minister, Treasury and Economic Development Directorate Records, Information 
and Data Management Policy also includes guidance and requirements for the storage of 
‘records, information and data’: 

Only endorsed locations can be used to store records, information and data to ensure their 
appropriate management. 

For locations to be endorsed, they must be registered with the records manager and/or 
records management unit (forming part of the Records, Information and Data Architecture 
Register) to help ensure appropriate records management processes can be applied and, 
where appropriate, supported by the development of information management plans. 

4.15 The Chief Minister, Treasury and Economic Development Directorate’s Records, Information 
and Data Management Policy articulates the requirements for what is an endorsed location 
for the storage of ‘records, information and data’ noting that endorsed locations include: 

Electronic 

• Objective 

• TRIM (only in areas where electronic document management has been established) 

• Approved business applications 

Physical  

• [Shared Services Records Services building] 

• Approved commercial records storage providers … 

• workplaces that accommodate CMTEDD staff (excluding unoccupied out buildings) 

4.16 The Chief Minister, Treasury and Economic Development Directorate’s Records, Information 
and Data Management Policy also identifies what is not an endorsed location, including 
inter alia: 

• TRIM (in areas where electronic document management has not been established); 

• email accounts; 

• G, H, W, or C: drives or their equivalent; and 

• unapproved business systems. 

4.17 On 26 October 2016 the Director of Territory Records endorsed the Whole of Government 
Electronic Document and Records Management Systems Administration and Governance 
Policy in which it is stated: 

The ACT Government has endorsed two official EDRMS11 platforms for WhoG digital 
recordkeeping. These platforms utilise HP Records Manager (HPRM aka TRIM) and Objective.  

                                                           
11 Electronic Document and Records Management System 
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4.18 The Chief Minister, Treasury and Economic Development Directorate Records Management 
Program also refers to the need to establish a Data Architecture Register (Business Systems 
Register): 

A Data Architecture Register (Business Systems Register) will be developed as part of our 
2016-17 action plan and will incorporate, at a minimum, details of the owner and business 
system name, the purpose and overview of the system, indicate if the records are vital, high 
risk or permanent and include business classification (function and activity), disposal class and 
the retention period of the contained records. 

Compliance Checklist Tool 

4.19 The Chief Minister, Treasury and Economic Development Directorate’s first Compliance 
Checklist Tool self-assessment was undertaken and submitted to the Director of Territory 
Records on 6 November 2018. The Territory Records Standard that makes the requirement 
for the Compliance Checklist Tool self-assessment came into effect on 26 July 2016. 

Data Architecture Register 

4.20 In relation to whether there is a Data Architecture Register (Business Systems Register) as 
envisaged in Chief Minister, Treasury and Economic Development Directorate Records 
Management Program, the Chief Minister, Treasury and Economic Development 
Directorate Records Manager advised: 

In part. To date CMTEDD uses an application called the APM which is an Application Lifecycle 
Management Tool to manage a component of the requirements. Within the tool CMTEDD has 
identified all business systems, its owner, function and purpose, and whether the system 
represents a government or business critical system, or is an operational or administrative 
tool. Elements missing relate to the business classification, disposal class and retention period 
for the record. Corporate is yet to determine how practically this can be implemented given 
the number and breadth of business systems used within CMTEDD. The [Territory Records 
Office] is aware of our status. 

Access Canberra record-keeping initiatives 

Access Canberra records management team 

4.21 Access Canberra has established a Records Management team within the Projects, 
Governance and Support Division. As at February 2019 the Records Management team has 
two staff.  

4.22 The Records Management team’s 2018-19 business plan states it ‘is responsible for the 
provision of advice and support to Access Canberra business units in relation to the 
management of physical and electronic records in accordance with Territory and ACT 
Government standards’. A key focus of the team is the provision of administrative support 
and training for the Objective application, that is, the primary Electronic Document and 
Records Management System (EDRMS) used by Access Canberra teams. The team also 
provides support for the handling of paper records that are packaged, sentenced and placed 
in archive or processed for disposal. 



  
4: Improving records management  

Page 94 Access Canberra business planning and monitoring 
   

4.23 The Records Management team’s 2018-19 business plan identifies the following business 
as usual activities for the team: 

• Objective application administration - ‘conducting system audits, user account 
maintenance, troubleshooting system issues, record-keeping compliance and 
training’; 

• records management - ‘provide support and advice in relation to all agency records as 
mandated in legislation’; 

• offsite inventory review – ‘mapping of all Access Canberra records and procurement 
of offsite storage provider for future’; 

• Access Canberra records intranet content; and 

• file creation – ‘implement File Creation Request’ process. 

4.24 The Records Management team’s 2018-19 business plan identifies the key project for the 
team as Project Keystone, which is a key whole-of-organisation (i.e. Access Canberra) 
project for the promotion of electronic record-keeping and documentation management 
within the Objective application (refer to paragraphs 4.42 to 4.55). While a separate team 
was created to manage Project Keystone, the Records Management team contributes to 
project outcomes and has direct responsibility for some project tasks such as consolidation 
of the Objective application’s structure. 

Activities of the Records Management team 

4.25 Since Access Canberra’s establishment in December 2014 the Access Canberra Records 
Management team (within the Projects, Governance and Support Division) has: 

• prepared a draft Access Canberra Records Management Policy. The draft policy was 
initially prepared in February 2018 and remains in draft as at 10 December 2018;  

• facilitated the completion of a Compliance Checklist Tool assessment of Access 
Canberra in November 2018, and provided this to the Territory Records Office; 

• prepared standard operating procedures relating to Objective and its use as an 
Electronic Document and Records Management System; and 

• disseminated Chief Minister, Treasury and Economic Development Directorate 
records management procedures and Objective guidance to Access Canberra staff. 

4.26 Records Management team staff identified that the administration of Objective is a large 
part of the Record Management team’s responsibilities. This is reflected in the range of 
standard operating procedures relating to the administration of Objective; there are 18 
Access Canberra-wide procedures relating to Objective administration. There no other 
Access Canberra-specific records management procedures. 

4.27 In relation to the requirement for a Records, Information and Data Architecture Register, 
Access Canberra’s Records Management team identified how it overcomes some of the 
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limitations of the whole of government Application Portfolio Management platform (which 
records information on systems’ architecture): 

The APM contains details for all Access Canberra systems that are hosted and supported by 
Shared Services, as this information is automatically provisioned from the Shared Services 
Change Management Database Base (CMDB)  

Limitations on this automated APM upload process apply to ICT systems that are hosted on 
infrastructure provided by 3rd party providers and capabilities such as Access Databases that 
are used in the administration of a range of business functions. Access Databases are typically 
not registered in the CMDB, are commonly duplicated, may be easily deleted and as such rely 
on a manual process for identification for upload of details to the APM tool. A range of internal 
processes help us to identify and track those Access Databases being used by our teams (e.g. 
in response to upgrades in the Window’s Office suite or through planning to upgrade to the 
Windows 10 SOE) and we take this opportunity to capture relevant details in the APM tool 
wherever possible. Similarly, 3rd party hosted/supported systems are identified by our finance 
team who track payments made to contracted providers for ICT system support, licensing, 
hosting or maintenance and we use this information to identify relevant systems and details 
for upload to the APM. 

4.28 Accordingly, Access Canberra’s Records Management team has advised that it has 
developed ‘manual’ processes internal to Access Canberra to ensure that the whole of 
government business systems register (i.e. APM) is capturing Access Canberra’s business 
systems. 

4.29 In relation to the Compliance Checklist Tool self-assessment undertaken by Access Canberra 
in November 2018, Access Canberra self-assessed the maturity of its organisational 
practices against each of the seven principles identified in the Territory Records (Records, 
Information and Data) Standard 2016 (No 1) NI2016 — 377. Access Canberra provided the 
completed self-assessment to the Director of Territory Records on 7 November 2018. 

4.30 Of four possible maturity level ratings provided in the checklist (In-development, Essential, 
Proactive and Transformative) Access Canberra identified a rating of ‘Essential’ for its 
application of each of the seven principles. The checklist states: 

This level describes the essential, or minimum, requirements that must be addressed to meet 
the organisations legal, regulatory and business requirements. This level is characterised by 
defined policies and procedures, set out in a Records Management Program that complies 
with the requirements of the Territory Records Act and its associated Standard. At this level 
the organisation has also implemented processes specifically intended to improve information 
governance and recordkeeping. Organisations that identify primarily with descriptions at this 
level still may be missing significant opportunities for streamlining business and controlling 
costs, but they have the key basic components of a sound program in place and are likely to be 
at least minimally compliant with legal, operational and other responsibilities. 

4.31 At the time of completion of audit fieldwork in December 2018, Access Canberra had not 
yet determined how the results of this self-assessment would inform its business planning 
in accordance with the Guideline to Principle 2: Capability Principle. 

4.32 Access Canberra has established a Records Management team, which currently has two 
staff. A key focus of activity of the Records Management team has been the administration 
of the Objective Electronic Document and Records Management System (EDRMS) and 
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support for Access Canberra teams to move to using the system. The team also provides 
support for the handling of paper records that are packaged, sentenced and placed in 
archive or processed for disposal. The small size of the Records Management team means 
it has limited capacity to support the improvement of records management in Access 
Canberra other than through the administration of the Objective application. 

4.33 In November 2018 the Records Management team facilitated the completion of the 
Director of Territory Records’ Compliance Checklist Tool self-assessment for Access 
Canberra. Access Canberra identified a rating of ‘Essential’ for its application of each of the 
seven principles identified in the self-assessment meaning the level describes ‘the essential, 
or minimum, requirements that must be addressed to meet the organisations legal, 
regulatory and business requirements’. Access Canberra was not required to complete the 
self-assessment, as the obligation rested with the broader Chief Minister, Treasury and 
Economic Development Directorate, but demonstrated its proactivity in seeking to improve 
its records management. The self-assessment is expected to inform the record-keeping 
improvement agenda of teams as they commence 2019-20 business planning. 

Access Canberra Records Management Program 

4.34 As discussed in paragraph 4.10 Access Canberra is not required to have a separate Records 
Management Program to that of the broader Chief Minister, Treasury and Economic 
Development Directorate. However, in December 2017 the benefits of having a separate 
Records Management Program were set out in a draft report for the Access Canberra 
Executive. This draft identifies the opportunities of having a separate Access Canberra 
Records Management Program, as well as the costs: 

The establishment of an agency level program would comply with the legislative requirements 
as well as allow for better governance and control of our information. It would align with the 
current Records Remediation project [Project Keystone] and Operation Bedrock and be a 
valuable reference tool for all staff providing clear guidance and simple language on expected 
records management practices.  

An Access Canberra Records Management Program would be tailored to Access Canberra 
aligning with our business units and our unique customer and regulatory service functions.  

During the creation of our own program we would develop a clearer understanding of records 
held by Access Canberra as well as how our record keeping methods meet the legislative 
requirements. We would gain confidence in our agencies record keeping practices.  

However implementation of this Records Management Program would increase the workload 
of Access Canberra Records team as it would require annual review and maintenance. New 
roles would also need to be allocated or created. A Records Manager responsible the 
implementation and regular review of the Records Management Program, a Senior Officer 
responsible for Records Management within Access Canberra as well a Principal Officer.  

4.35 The draft report was not taken to, or discussed at, an Access Canberra Executive Meeting, 
according to 2017-18 meeting agenda and minutes. Access Canberra is not actively pursuing 
the development of a separate Records Management Program to that of the broader Chief 
Minister, Treasury and Economic Development Directorate. 
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Access Canberra Records Management Policy 

4.36 Access Canberra has prepared a draft Records Management Policy. The draft policy states: 

The Territory Records Act 2002 obliges the Deputy-Director General to ensure the organisation 
and its staff comply with the Territory Records Act 2002, including through the development, 
approval and implementation of a Records Management Program. Access Canberra is an 
agency under Chief Minister, Treasury and Economic Development Directorate (CMTEDD) and 
it adheres to their approved Records Management Program however being an agency with 
unique functions this Records Management Policy has been developed to support staff in 
meeting the legislative record keeping requirements. 

4.37 The draft Access Canberra Records Management Policy further states: 

The Records Manager is the Executive in charge of records, information and data 
management, including the implementation and regular review of this Records Management 
Policy. A key responsibility includes ensuring all staff, volunteers, consultants, contractors and 
outsourced providers comply with the policy and procedures for records, information and data 
management. As Access Canberra is an agency under CMTEDD we report to CMTEDD Records 
Manager. Access Canberra has a records team who provide support and guidance to the 
agency as well as administer the EDRMS. 

4.38 The draft Access Canberra Records Management Policy includes a section on 
‘Recordkeeping Business Rules’. A significant focus of the ‘Recordkeeping Business Rules’ is 
the Objective application and its use. The draft Access Canberra Records Management 
Policy states: 

Objective is an electronic documents and records management software application that is 
used by Access Canberra to manage documents and records throughout the document life-
cycle, from creation to destruction. Objective is an approved recordkeeping system under the 
Territory Records Act 2002 and complies with national industry standards. 

The Access Canberra Records Team provides first level administrative support for Objective. 

4.39 Notwithstanding the significant focus of the draft Access Canberra Records Management 
Policy on the use of the Objective application as an EDRMS for Access Canberra, the draft 
policy also recognises that TRIM is also an endorsed EDRMS platform for the ACT 
Government and that physical files are also endorsed as a form of record-keeping.  

4.40 In relation to the draft Access Canberra Records Management Policy the Records 
Management team advised that while developing the policy is identified in the team’s 
business plan for the 2018-19 year it remains in draft as: 

• the draft must align with and support the Directorate policy, and currently the two do 
not align; and  

• the implementation of an Access Canberra-specific Records Management Policy is not 
a priority within existing resources.  

4.41 Access Canberra has given consideration to developing and implementing its own Records 
Management Program. There is no obligation on Access Canberra to do so, as responsibility 
for this lies with the broader Chief Minister, Treasury and Economic Development 
Directorate and Access Canberra is currently covered by the directorate’s broader program. 
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The Access Canberra Records Management team has also developed a draft Records 
Management Policy for Access Canberra. While the development of an Access Canberra 
Records Management Policy is identified in the Records Management team’s 2018-19 
business plan it currently does not align with and support the broader Directorate policy 
and its progression is not a priority within existing resources. Access Canberra’s 
consideration of the proposal to establish a program or policy (or both) specific to Access 
Canberra has been in development for almost two years, but remains unresolved. 

Project Keystone (Records Remediation Project) 

4.42 Project Keystone is a major focus of activity on the part of Access Canberra, in order to 
achieve a transition to a ‘fully digital information environment’ and improve its records 
management efficiency and effectiveness. A Project Plan was commenced in August 2016. 
The revised Project Plan for Project Keystone (draft, dated 8 October 2018) states: 

The establishment of Access Canberra has unified shopfronts, online services and regulatory 
functions and offers a great opportunity to trial new service delivery models with a "no wrong 
door" approach. In support of this a complete transition to a fully digital information 
environment is required to ensure customers are able to undertake transactions with ACT 
Government via a streamlined method to access government information. 

4.43 According to the October 2018 draft Project Plan for Project Keystone: 

The project objectives are: 

1. Review and amend current recordkeeping processes to facilitate cessation of all further 
production and retention of paper records. 

2. Identify all electronic records stored in all other mediums outside of Objective and HP RM 
8 and conduct disposal in accordance with Territory Records legislation. 

3. Assess and review all current electronic records holdings to determine those requiring 
migration in Objective structure. 

4. Consolidate all electronic records into the one Objective structure. 

5. Transition the whole agency to a complete digital records keeping environment. 

6. Deliver Objective training for new and existing users on both laptop and Ipad devices. 

7. Enable the agency to transition to Activity Based Workstations (ABW) and facilitate 
information sharing and access across multiple locations and devices. 

4.44 The project was endorsed by the Access Canberra Executive on 8 September 2017. A team 
was formed on 1 November 2017 with an expected project end-date of 1 May 2019 (i.e. a 
project duration of 18 months). The first phase involved an assessment of the scope of work 
required to: 

• develop a single structure within the Objective system for Access Canberra's digital 
records management; 

• create user accounts within the system for all staff who create records; and  

• migrate existing files and documents (records) from network drives and other 
electronic storage media into Objective.  
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4.45 By 31 July 2018 Phase 1 had been completed, and the project end-date was revised to 
30 June 2019. 

4.46 The process of supporting the roll out and use of Objective and the migration of records 
into Objective (i.e. Phase 2) commenced in August 2018. As at 28 February 2019 (the date 
of the most recent project status report), of a total of 29 targeted business units, 16 business 
units were awaiting records’ migration into Objective. Access Canberra has advised that, at 
the end of March 2019, 14 of the 29 teams had access to Objective and all 14 teams’ records 
had been migrated into Objective, and a further eight teams had access to Objective but 
were awaiting records’ migration. 

4.47 The process of engaging each business unit as part of the rollout and migration process has 
also enabled the Project Keystone team and each business unit to develop their 
understanding of: 

• what records, information and data is created and maintained electronically and in 
hard copy for each team; and 

• what each team’s capacity is to respond to the challenge of improving records 
management. 

4.48 The Project Keystone team has prepared monthly Project Status Reports, the latest of which 
is dated 28 February 2019. Project Status Reports provide a mechanism to gauge the 
progress of the rollout, i.e. the preparedness of business units to migrate their records into 
Objective and use it as the sole source of record-keeping for the business team’s activities. 
The monthly Project Status Reports do not assist in identifying whether and how Objective 
is being used by business units on an ongoing basis, and whether it has effectively replaced 
other record-keeping systems or practices. 

4.49 Systematically developing an Access Canberra organisation-wide understanding of its 
records, information and data, business unit by business unit, is an important expected 
outcome of Project Keystone. This is important for Access Canberra, which was formed from 
parts of seven other agencies (refer to paragraph 1.2), and whose organisational structures 
continue to change. This will improve the prospects of achieving more effective 
restructuring, activity-based working (ABW), and the reconfiguration of Access Canberra 
service delivery in the future, where these are necessary.  

4.50 Through discussions with representatives from the ten teams selected for further fieldwork, 
it is apparent that the project is behind schedule, and has generated substantial additional 
work for teams such as the rewriting of standard operating procedures. Project Keystone 
return visits to teams are planned to ensure momentum is maintained. 

4.51 The Access Canberra Executive advised the Audit Office on 9 April 2019 that the: 

… end date for the project is dependent on funding which, at this stage, ends on 30 June 2019. 
A briefing paper has been drafted seeking approval to fund resources to manage the file 
migration component of the project. This is anticipated to have been finalised by end 
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November 2019 and is based on the known volumes of files to be migrated and the velocity of 
migration work currently underway. 

Project Keystone and business plans 

4.52 The Audit Office reviewed the business plans of the business units which Project Keystone 
identified it was supporting in the first half of 2018-19. All the business units identified (i.e. 
Strategic ICT, Policy Research and Implementation, and the business units in Transport 
Licensing and Transport Solutions and Enforcement) had incorporated into their plans 
specific activities to improve their records management consistent with the work of the 
Project Keystone team. For example: 

Participate in Operation Keystone … Participate in working group to achieve successful records 
structure for the team and assist migration of records to Objective (Policy, Research and 
Implementation team) 

Transition Business areas to the use of CRM and OBJECTIVE in the day to day business 
functions (Transport Solutions and Enforcement teams) 

4.53 Project Keystone is not targeted at particular business units, but is intending to sequentially 
support each of 29 business units to attain at least a threshold level of effectiveness in the 
use of Objective as an EDRMS. 

4.54 Access Canberra is seeking to achieve its organisational aim of going ‘paperless’ and 
improve its record-keeping practices through Project Keystone. Project Keystone was 
initially conceived as early as August 2016, when the first version of a draft Project Plan was 
prepared. The project was endorsed by the Access Canberra Executive on 
8 September 2017 and a project team formed on 1 November 2017, with an expected end 
date for the project of 1 May 2019 (subsequently revised to 30 June 2019).  

4.55 There is a risk to the completion of Project Keystone. Progress is being made, but this is 
slower than originally envisaged. As at 28 February 2019, (the date of the most recent 
project status report), of a total of 29 targeted business units, 16 business units were 
awaiting records’ migration into Objective. Access Canberra has advised that, at the end of 
March 2019, 14 of the 29 teams had access to Objective and all 14 teams’ records had been 
migrated into Objective, and a further eight teams had access to Objective but were 
awaiting records’ migration. The full extent of Project Keystone, including the number of 
files and records to be migrated to Objective, is dependent on Access Canberra securing 
funding beyond June 2019. Business units participating in the roll out of Objective had 
effectively anticipated and planned for improvements to their records management 
activities in their 2018-19 business plans in accordance with the intentions of the Project 
Keystone team. 

Records management in Access Canberra business units 

4.56 The Guideline to Principle 2: Capability Principle prompts organisations to consider records 
management capabilities, and for that to inform business and work planning documents 
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(refer to paragraph 4.12). The Guideline to Principle 2: Capability Principle also seeks to 
ensure that the annual capability assessment informs staff performance and development 
plan discussions and reviews: 

Plans should be made each year to build records, information and data management 
capabilities. These plans should be approved and included in business and work planning 
documents and staff performance management discussions and reviews. 

4.57 As noted in paragraph 4.31, at the time of completion of audit fieldwork in December 2018, 
Access Canberra had not yet determined how its completion of the Compliance Checklist 
Tool self-assessment would inform its business planning. In the interim, the Audit Office 
examined how business units’ specific records management needs and capabilities were 
reflected in their 2018-19 business plans. 

Improvement focus in the ten teams selected for further fieldwork 

4.58 The Audit Office considered business unit-level activities through a review of plans and 
discussions with managers responsible for records management within the ten teams 
selected for further detailed fieldwork. The following were examined: 

• business plan commentary on priorities, risk, business as usual activities and projects 
that have a direct bearing on improving records management; and 

• managers’ emphasis on improving the creation and maintenance of their units’ 
records, data and information. 

Business plan commentary on records management improvement initiatives 

4.59 Table 4-1 summarises how the ten teams selected for further detailed fieldwork recognised 
and addressed record-keeping requirements in 2018-19 business plans, with respect to: 

• improving the completeness and accuracy of records; 

• improving the use of Objective as an EDRMS; and 

• improving the efficiency and effectiveness of data capture and storage in approved 
systems. 

Table 4-1 References to records management activities in team-based business plans 

Team References Coverage/emphasis 

Community, Industry and 
Trader Licensing 

Multiple references to better data capture and 
use of approved business systems. Weaker on 
complete and accurate, and EDRMS 

Moderate but variable 
coverage 

Contact Centres 
Reference made to a quality coordinator. Plan is 
too high level to refer to records management 
improvement activities 

Little or no emphasis 

Environmental Protection 
Authority 

Plan makes no reference to any of the three 
themes 

Little or no emphasis 
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Team References Coverage/emphasis 

Parking Operations 
Reference to ‘Transition Business areas to the 
use of CRM and OBJECTIVE in the day to day 
business functions’ 

Moderate but variable 
coverage 

Gaming and Liquor 
Multiple references to better data capture and 
use of approved business systems. Weaker on 
EDRMS 

Moderate but variable 
coverage 

Events and Business 
Coordination 

Plan makes no reference to any of the three 
themes 

Little or no emphasis 

Transport Licensing 
Reference to improving data capture and 
managing quality in documents 

Moderate but variable 
coverage 

Strategic ICT 
Multiple references to improving data security, 
quality and reporting, documentation controlled 
and maintained, data capture. Weaker on EDRMS 

Good emphasis 

Business Engagement, 
Education and Compliance 

No references other than a statement about 
record-keeping as per TRA 

Little or no emphasis 

Workers’ Compensation 

Multiple references to improving accuracy and 
completeness of information in systems, and 
commencing ‘move to digital forms and 
applications’. Weaker on EDRMS 

Moderate but variable 
coverage 

Source: Audit Office review 2018-19 business plans of the ten teams selected for further detailed fieldwork 

4.60 Six of the ten business plans included in their commentary on priorities, risk, business as 
usual activities and projects, reference to one or more of the three themes (identified in 
paragraph 4.59). Four of the ten plans made scant (i.e. little or no emphasis) reference to 
any activities that would directly improve records (data and information) accuracy and 
completeness, or indirectly improve records via improving data capture and management.  

4.61 Six of the business plans of the ten selected teams for further detailed work identify and 
articulate discrete records management activities; either ‘business as usual’ or project 
activities designed to improve records management (including their completeness and 
accuracy) or data and information management. Four of the business plans make scant 
reference to records management activities or initiatives. The identification and articulation 
of activities to improve records management or data and information management in team-
based business plans clearly and visibly identifies the teams’ commitment to organisational 
aims and objectives of improved records management.  

Managers’ commentary on records management improvement initiatives 

4.62 Managers identified in discussion with the Audit Office a range of business activities aimed 
to improve, or already improving aspects of, their records management. For example: 

• the Workers’ Compensation team is introducing a protocol that improves consistency 
in the lodgement of workplace visit reports. An accurate lodgement process is 
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expected to ensure externally reported workplace visit numbers tally with internal 
records of the visits. This records improvement activity is reported as being 
underway; 

• the Transport Licensing (Transport Solutions and Enforcement) teams have been 
progressing legacy paperwork archiving, destruction and digitisation. This is reported 
to be completed. There is a current focus on documentation practices within the 
Vehicles Safety Standards workshop. This is reported as being commenced; and 

• the Business Education, Engagement and Compliance team identified improving the 
efficiency and completeness of data entry across three different business systems 
(CRM, IBS and Objective). This is reported as a continuous challenge. 

4.63 Table 4-2 summarises advice from representatives from the ten teams selected for further 
detailed fieldwork with respect to actions or initiatives that are underway to improve 
records management. 

Table 4-2 Actions being taken to improve records management 

Teams Actions or initiatives 

Parking Operations; Business Engagement, 
Education and Compliance 

Applying formal Quality Assurance procedure 

Gaming and Liquor; Events; Workers’ 
Compensation; Community, Industry and Trader 
Licensing; Environmental Protection Authority 

Undertaking ad hoc or cyclical quality assurance 
activity where no formal QA process is in place 

Parking Operations; Gaming and Liquor Developing team-level standard operating 
procedures 

Community, Industry and Trader Licensing;  
Contact Centres; Environmental Protection 
Authority;  Events; Transport Licensing 

Additional supervisory input as relying on non-
endorsed business systems 

Business Engagement, Education and Compliance; 
Workers’ Compensation 

Additional supervisory input to ensure records are 
complete as reliant on multiple or linked systems 

Environment Protection Authority; Events; 
Transport Licensing; Strategic ICT 

Transitioning records (including paper) to 
endorsed systems (including Keystone activity) 

Source: Audit Office summary of points arising in interviews of selected teams (14 to 23 November 2018) 

4.64 A few teams, e.g. the Parking Operations, and Gaming and Liquor teams, identified team-
specific standard operating procedures, while the Events team referred to the need for 
developing such procedures and acknowledged their lack of progress in doing so. 

4.65 A few teams, e.g. the Parking Operations and Business Engagement, Education and 
Compliance teams, identified a formal quality assurance procedure that focused on 
ensuring the creation and maintenance of complete and accurate records. Most teams 
referred to established cyclical, or ad hoc review processes, for example: 

• the Environmental Protection Authority reviews its records and regularly receives 
external reviews; 
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• the Gaming and Liquor team undertakes selected reviews of high risk, sensitive or 
complaint-related applications; 

• The Business Engagement, Education and Compliance team undertakes quarterly 
checks of inspectors’ records, and routinely ‘progress chases’ to ensure completeness 
of records; and 

• Team leaders review the issuing of parking infringement notices by parking 
inspectors. 

4.66 Most teams referred to the challenge of their reliance on non-endorsed business 
applications or locations (e.g. spreadsheets and access databases, G drives, and email), 
reconciling records between two or more systems, and migrating evidence of their business 
activities into endorsed systems. 

RECOMMENDATION 3 ACCESS CANBERRA RECORDS MANAGEMENT 

Access Canberra should support its records management improvement activities by: 

a) making a clear and timely decision on whether Access Canberra intends to have its own 
Records Management Program and policy; 

b) determining priorities and actions for improving records management across the 
organisation in response to the self-assessed Compliance Checklist Tool;  

c) requiring records management activities and initiatives to be reflected and 
incorporated within team-based business plans; and 

d) progressing Project Keystone in a timely way by clearly identifying an end date for the 
project, appropriate resources and associated deliverables. 
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APPENDIX A: ACCESS CANBERRA BUSINESS PLAN 
IDEOGRAM 
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APPENDIX B: TEAM-BASED PLAN CHECKLIST 
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Audit reports 

These and earlier reports can be obtained from the ACT Audit Office’s website at 
http://www.audit.act.gov.au. 

 

Reports Published in 2018-19 

Report No. 02 – 2019 Recognition and implementation of obligations under the Human Rights Act 
2004 

Report No. 01 – 2019 Total Facilities Management Procurement 

Report No. 12 – 2018 2017-18 Financial Audits – Financial Results and Audit Findings 

Report No. 11 – 2018 2017-18 Financial Audits Overview 

Report No. 10 – 2018 Annual Report 2017-18 

Report No. 09 – 2018 ACT Health’s management of allegations of misconduct and complaints about 
inappropriate workplace behaviour 

Reports Published in 2017-18 

Report No. 08 – 2018  Assembly of rural land west of Canberra 

Report No. 07 – 2018  Five ACT public schools’ engagement with Aboriginal and Torres Strait Islander 
students, families and community 

Report No. 06 – 2018  Physical Security 

Report No. 05 – 2018  ACT clubs’ community contributions 

Report No. 04 – 2018  2016-17 Financial Audits – Computer Information Systems 

Report No. 03 – 2018  Tender for the sale of block 30 (formerly block 20) Section 34 Dickson 

Report No. 02 – 2018  ACT Government strategic and accountability indicators 

Report No. 01 – 2018  Acceptance of Stormwater Assets 

Report No. 11 - 2017 2016-17 Financial Audits – Financial Results and Audit Findings 

Report No. 10 – 2017  2016-17 Financial Audits - Overview 

Report No. 09 – 2017  Annual Report 2016-17 

Report No. 08 – 2017 Selected ACT Government agencies’ management of Public Art 

Reports Published in 2016-17 

Report No. 07 – 2017 Public Housing Renewal Program 

Report No. 06 – 2017 Mental Health Services – Transition from Acute Care 

Report No. 05 – 2017 Maintenance of Selected Road Infrastructure Assets 

Report No. 04 – 2017 Performance information in ACT public schools 

Report No. 03 – 2017 2015-16 Financial Audits – Computer Information Systems 

Report No. 02 – 2017 2016 ACT Election 

Report No. 01 – 2017 WorkSafe ACT’s management of its regulatory responsibilities for the 
demolition of loose-fill asbestos contaminated houses 

Report No. 11 – 2016 2015-16 Financial Audits – Financial Results and Audit Findings 

Report No. 10 – 2016 2015-16 Financial Audits – Audit Reports 

Report No. 09 – 2016 Commissioner for International Engagement – Position Creation and 
Appointment Process 

Report No. 08 – 2016 Annual Report 2015-16 

Report No. 07 – 2016 Certain Land Development Agency Acquisitions 

http://www.audit.act.gov.au/
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