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Third Party Reliance

This internal audit report has been prepared at the request of the Audit Committee of the
Department of Infrastructure, Transport, Regional Development and Local Government in
connection with our engagement to perfomm intemal audit services as detailed in the confract
dated 23 Fuly 2007. Other than our responsibility to the Department, neither KPMG nor any
member or employee of KPMG undertakes responsibility arising in any way from reliance placed
by a third party n this report. Any reliance placed is that party’s sole responsibility.

This report may be provided to the Auditor-General, the ANAO, the external auditor of the
Department, for its own use. If the Auditor-General intends to rely on intemal audit work it can
only do so in the context of the professional requiremient placed on it by the provisions of the
Australian Auditing Standard ASA 610 (Considering the Work of Internal Audit).

We believe that the statements made in this report are accurate, but no warranty of accuracy or
reliability is given in relation to information and documentation provided by the Department’s
Management and persormel.

Inherent Limitations of Internal Audit

Because of the inherent Hiitations of any internal control structure it is possible that errors or
irregularities may occur and not be detected. An internal audit is not designed to detect all
weaknesses in control procedures as it is not performed continuously throughout the peried and
the tests performed are on a sample basis. As such, except to the extent of sample testing
performed, it is not possible to express an opinion on the effectiveness of the internal conirol
structure, Any projection of the evaluation of control procedures to future periods 1s subject to
the risk that the procedures may become inadequate becaunse of changes in conditions, or that the
degree of compliance with them may deteriorate. The internal audil findings expressed iu this
report have been formed on the above basis.
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Executive summary

Background

As part of the 2009-10 Internal Audit Plan. Infernal Audit was requested to conduct a high-level
post-implementation review (PIR) over the following projects and government initiatives:

¢  Aviafion White Paper

+ National Transport Regulator Refonin

o Transport Security Plan Assessment Compliance Enviromment (TSPACE)

Our review of National Transport Regulator Reform focused on the Heavy Vehicle Regulatory
Impact Statement (RIS) preparation.

Objective

The objectives of this engagement are to:

e Determine whether the selected projects had an adequate project management framework in
place to deliver agreed objectives on-time and on-budget; and

o Identify any better practices or opportunities for improvement in the delivery of future
projects.

Given the nature of the activities reviewed the audit focused on lessons learnt rather than post-
implementation effectiveness as is the case with common IT system post-implementation
reviews.

Conclasion

Iternal Audit was asked to consider the following:

Determine whether the selected projects had an adeqnate profect management framework in
place to deliver agreed objectives on-time and on-budget.

The projects reviewed by Internal Auodit did not all have formal project management
frameworks or practices in place. Motwithstanding. these projects were successful in meeting
delivery expectations in terms of time. scope. and confent/system functionality.

Not surprisingly. effective leadership, comununication within small teams. stakeholder
engagement and hands-on involveient by senior officers effectively compensated for the
absence of formal planning and documentation in the activities reviewed. As projects/activities
became more complex. involved greater numbers of stakeholders/users or where risk levels
increased. the benctits of befter practice planning. scheduling and monitoring were more
apparent.



[
-

b

e
toal

L]

Department of Infrastructure, Transport, Regional Development and Local Government
: ‘Lessons Learnt” Review- Final Report
June 2010

Identify any better practices or opportunifies for improvement in the delivery of future
projects.

Internal Audit ideatified a large number of better practice opportunities from the three activities
reviewed. They varied in their nature and impact given the variety and size of the activities
themselves.

These “lessons leamnt’ are detailed in Section 3 of this report and culminate in one business
unprovement recommendation in respect of how the Departinent leverages on these learnings
for future projects.

FPartrer Chief Operating Officer
KPMG Departnent of Infrastructure, Transport, Regional

Development and Local Governmnent
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Summary of findings

Background

The projects and government initiatives selected for this review were:

» Natiopal Aviation White Paper - On 16 December 2009 the Australian Government
released the National Aviation Policy White Paper which brings together all strands of
aviation policy into a single, forward-looking document providing planning. regulatory and
investment certainty for the aviation industry out to 2020 and beyond.

s National Transport Regulator Reform - Since 2008, the Infrastructure and Surface
Transport Policy Division have been progressing reforms for maritime, heavy vehicle and
rail, with the focus of creating national regulators for these (currently State based
processes). This was progressed to the Council of Australian Governments (COAG) in
2009, with the Department given responsibility to implement these initiatives (due 2012).
This review focused on the Department’s role in the preparation of the heavy vehicle RIS.

o Tramsport Security Plan Assessment Compliance Environment- Phase 2 (TSPACE II) -
The TSPACE infonnation technology platform was developed during 2005-06 and went
live in early 2006-07. This system manages the lodgment, assessment and approval of all
transport security plans across offshore, tnaritime, air cargo and aviation transport modes.
Phase 2 of the project involved enhancements to TSPACE fo improve the reporting abilities
of the system and provide enhanced user experience.

Our report focuses on a number of lessons leamnt which we believe may assist in the efficient
and effective delivery of future projects. For the puposes of this review. we have used the
following key elements of the project management framework:

¢ Project management

o Governance and risk manageinent

» Resourcing and knowledge management
» Stakeholder consultation

o Post-implementation monitoring

The remainder of Section 2 summarises the key observations and lessons leamt identified
during this Infernal Audit. Section 3 outlines our audit recommendations.

Sections 4 - 6 discuss the individual project observations in greater detail.

Project Management

Observations

A project plan was not prepared for the heavy vehicle RIS and while a Project Detinition
Document was prepated for the Aviation White Paper. this was only after the relcasce of the
Green Paper. The objectives of the projects were communicated within the project teams.
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For TSPACE O a Project Initiation Document, Stage Plans and Project Disclosure Docnment
were prepared. These documents outlined the purpose of the project. project budget, timeline,
stakeholders, preliminary risk assessment, and project governance.

Lessons learnt

While there was a greater degree of formality in the management of the TSPACE I project this
1s not surprising given the nature of the project and the maturity of project management
practices for IT projects.

The experiences of the Aviation White Paper project team however demonstrate that these
project management principles can be effectively applied to policy development projects. A
project plan provides a structured approach to undertake a project and is a scalable document
which can be modified to suit the nature and size of the project.

The following elements should be considered when preparing a project plan:

- What is the project expected to deliver: what are the objectives?

~ A project breakdown into manageable stages which is based on the deliverables /
outputs and will help ensure project is on track

- A baseline against which progress can be measured

- The time constraints, key dates and milestones

- Resource needs

- Alist of people who are accountable for the various activities

- Risk analysis and management plan

A project management plan also provides a basis on which to evaluate the project upon
completion. An example project plan is provided at Attachment A and this can be used as a
basis for small projects and can be scaled up to suit the size and complexity of the project.

The absence of this document was not an issue in the projects reviewed as it was compensated
by hands-on-leadership and good communication within small teams.

Internal Audit have shared the experiences of the White Paper feam in relation to the importance
placed on project documentation with the heavy vehicle RIS team, who are cuirently in the next
stage of the regulatory reform process.

Governance and Risk Management

Observations

A misk assessment and management plan was not documented for the National Transport
Regulator Reforms heavy vehicle RIS and while a risk assessmeni was undertaken at the
commencenent of the Aviation White Paper. this did not include a security plan, which was
only prepared after the release of the Green Paper.

A risk assessment was conducted at the beginning of the TSPACE II project however the risks
identified were not monitored throughout the project.

Project govenance for all three projects was via project boards and steering comiuitices.
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Lessons learnt

Risk management is an important process to ensure projects are designed and implemented in a
way that promotes the effective delivery of objectives, an appropriate usage and allocation of
resources and transparent decision making.

Internal Audit acknowledges that whilst formal risk assessments were not always undertaken.
this did not impact on the delivery of the White Paper and heavy vehicle RIS, However, having
a formal risk/security plan for the White Paper was seen as essential in protecting staff in the
event of leaks of sensitive information.

We also observed that it is important to consider the nature of the projects and the stage at
which they are at in their life cycle. As projects become more complex, larger and need to
coordinate multiple inputs the benefits of more formal risk analysis increases. For exampie
while a risk assessment and risk management plan may not have been necessary for the
preparation of the heavy vehicle RIS, the next stage of the project is implementation. Given the
complex nature of this next stage. undertaking a risk assessment may prove valuable to the
project team.

Project governance was seen as effective for all projects and the nature of these arrangements
appeared appropriate for the respective projects. Additionally executive buy-in and effective
leadership were also identified as key success factors for these projects.

Resourcing and Knowledge Management

Observations

No formal analysis was undertaken as part of project planning to identify the necessary staffing
structures and skills required to deliver the Aviation White Paper and the National Transport
Regulator Reforms. This was largely a result of time consiraints which did not allow for
detailed planning documentation,

Whilst the Aviation White Paper teany. has been disbanded documentation relating to the project
is easily available thus supports better knowledge management. Similarly, the RIS preparation
process has been documented.

As discussed eartier. the TSPACE 1 project had comprehensive documentation in place,
including a Project Initiation Document, Stage Plans and a Project Disclosure Document.

Lessons learnt

Discussions with project staff on all three projects identified that having people with the right
skills (or ability to engage consultants with the right skills) was considered as or more important
than the munber of staff of involved.

Notwithstanding the significant time pressures involved. all project teams recognised (he
importance of having key documentation available for easy reference at a later date Ly staff who
may not have been involved in the early stages of the project.
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Stakeholder consultation

Observations

Stakeholder engagement and consultation was seen as a critical success factor in all three
projects. Ensuring stakeholders felt consulted throughout the process and were allowed to
provide their input contributed to the success of the projects. All projects appeared to have
sutficient stakeholder engagement which was documented,

In all three projects of the project teams did not formally seek stakeholder feedback on the
process {as opposed to the feedback on the policy/IT system).

Lessons learnt

Feedback from stakeholders on the process would provide the project team and the Department
with continuous improvement opportunities.

Tt is important to note that policy stakeholders are not like customers or system users as is the
case with most projects. It is however, important to formally gather feedback as patt of any
change implementation process to allow for continuous improvement. We note that this should
be directed at the process and not the output, as policy development inevitably has a range of
perceived “winners” and “losers”,

Post-implementation monitoring

Obscrvations

Of the three projects reviewed only TSPACE II conducted a review of the project post-
implementation and reported back to the Project Board on the original objectives, timelines and
budget. This information was captured in the Project Closure Document,

Lessons learnt

An evaluation against the project’s stated objectives is an important mechanism in assessing
whether the project was successful at achieving its objectives and oufcomes, with subsequent
learnings also being a useful input to aid in future project planning, design and delivery decision
making.

When such an evaluation is undertaken, disseminating the lessons leamed to a wider audience
may assist the fture planning of other initiatives.
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Recommendations

Capitalising on better practices for future projects

Internal Audit identified a number of better practice opportunities for the Department. They
vary in their nature given the varety and size of the activities themselves and are sunmarised
below.

The Department should consider:

« developing scalable project management templates (e.g. project plam). This will guide
project teams in examining the various aspects of the project which should be considered
before commencing a project aud help monitor the progress of the project. Where these
documents exist their format should be reviewed for applicability to non-IT projects and for
differing sized activities.

» a ceniral point of reference to facilitate kmowledge management in respect of runniug
successful projects, This will help the Department apply the learnings and support more
effective connection of:

- People to content - development of a central knowledge repository will give staff a
central point of call for project management templates, advice and access to project
management skills. This will also ensure that knowledge of a project is retained within
the Department and not just with specific individuals.

- People to people - that is, identifying staff who may be able to help other project tearus
in terms of sharing their experience. “what works’, potential pitfalls and other people to
contact either internally or externally — this might include consultants, subject matter
experts or other agencies who have undertaken similar projects. This would require
project teams to evaluate projects against the objectives and acknowledge what worked
well/what didn’t work well. Furthermore a mechanism to share these leamnings and
better practices to a wider audience (e.g. Collaboration sites) should be developed to
ensure these learnings are applied to future projects.

We understand the Major Infrastructure Projects Office (MIPO) initiative may largely
address these matlers.

» providing staff with access fo basic project management fraining (accepting that the
Department already provides a Diploma of Project Management). This will help staff
identify the ‘must have’ elements of project management without over-burdening the project
with administration and process.

o developing a list of subject matter experts in areas in such as RIS preparation, gieen/white
paper preparation. and program design and implementation. Making this list available to
staff will help connect people fo people.

o developing a formal post-implementation review process for non-IT projects. Project
management principles can be effectively applied to policy development projects however
the mechanism for evaluating success is different to an IT project. The post-implementation
review should focus on the process and not the oulput.
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Management response

Management Response: The audit has been conducted well and there is agreement with the
recommendations made for capitalising on better practices for future projects.

Responsible Officer: - General Manager, Govemance and Reporting Branch.
Corporate Services Division

Deadline for Iniplementation: 30 September 2010

Description of Action: Corporate Services, through the Governance and Reporting Branch, will
have the initial responsibility for implementing the recommendations. Corporate Services will
work closely with the Major Infrastructure Projects Office to include the recommendations into
current practices and to promote further use of the Department’s project management
methodology.  In addition, Governance and Reporting will be developing a Program
Governauce Framework in co-operation with the Major Infrastructure Projects Office who will
develop Better Practice principles for Project Management in relation to program administration
and delivery,
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1.0

Department of Infrastructure, Transport, Regional Development and Local Government
Project Management Plan ~ Praject XYZ

INTRODUCTION

Objective

The project manageinent plan briefly summarises the objectives, scope, project tasks and
deliverables for Project XYZ.
It provides a firm basis of understanding for ...

Update of the Plan

The document will be updated if and when contract changes, schedules are remscd
organisation changes or other changes occur which invalidate the broad approach be mg
undertazcen

Critical Success Factors

Critical success factors for the project must remain uppcmlost n ﬁle mind of both the
Department and project team. ‘ 2 e :
These factors include:

o A clear understanding of the project end objective Zbeingto ....... )
» High user involvement
o High v131bihty of the pmgress and issues ﬂuough a strong reporting procedure and

project issue repoiting to key stakeholdels

The project team, wust also be ﬂlllldﬁll of the ieam {mented success factors. These
mclude: ‘

o A co-operative team appwach with clear work breakdown structures and delineation
of responsibilities.

° Cmmnitm:;;t to time targets and budgets.

o Open co;11111u11'i{:éﬁ611"'1.§?iﬂ1in the team and with key stakeholders (including IT,
business areas and the CFO).
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2.3

2.3.1

Depariment of Infrasaueture, Transport, Regional Development and Local Government
Project Management Plan — Project X¥Z

MANAGEMENT SUMMARY

Project Goals and Potential benefits
Project Background
Overview and Current Situation

Principal Parties and Staleholders

The principal parties involved in this project are;

Project Requirements and Scope Summarv

Scope _
The scope of work includcé_:'_f .

e Project management, planning and control.
» Framework design and implementation.

o Questionnaire éieveloplueut and implementation.

¢ Business line / ICT input and approval.

o St.akéhoider i';omlntulication.

The ﬂ'émc;_wo:k will cover both legacy and ICP control environments.
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Department of Infrastructure, Transport, Regional Development and Local Government
Praject Management Plan ~ Project X1'Z

PROJECT STAGES, KEY DELIVERABLES &
MILESTONES

Project resources

The following team members have been identified:
KaA:

Ls:

TH:

PR:

PT:

EQ:

Project Stages

The project will be logically divided into the following distinct project stages. Stages may
overlap, or be concurrent where appropriate. The Gantt schedule will clearly show these
logical stages and their end-reviéw points. Each stage will have a specific review point.

Project management, planning and control

Team Comments
nmember

Project Plan o ¥ TH
Gantt Schedule TH/LS
Weekly Progress Reports TH

Agendas and Minutes from meetings LS

Budget reporting TH
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3.4

Department of Infrastructure, Transport, Regianal Revalopment and Local Government
Project Management Plan - Project X¥Z2

Framework design and implementation

What

Why

Review of current Familiarisation framework | April 2010

framework elements (complete)

[uitial discussions with Stakeholder engagement April 2010

business lines and mput (complete)

Consideration of To ensure appropriate May 2010

framework alternatives consideration of better (complete)

practices available

Obtain endorsement from | Executive ownership June 2010

CFO

Brief key stakeholders Clear communications of June 2010
! ; proposal and to provide

»  Audit Comumittee stakeholders with an

o OPS/ICT opportunity for input.

Stakeholder Communication

Define comumunication
needs

Identify which parties
require updates / status
reports, briefings,
presentations awareness
sessions

1 June 2010

béveiop briefing notes

Clear and concise
communication

As tequired

Major Milestones

Key milestone

lanned date

Project Schedule

The draft project schedule is artached in Appendix A. This represents the key stages and
wilestones only. It will be updated to reflect project change and distributed at each project
mariagetuent review indicating progress and variance against plan.
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ASSUMPTIONS, RISK AND MITIGATION

Assumptions and Issues

The following assumptions apply:

Risk Factors
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. POST-PROJECT EVALUATION

Within six months of project completion a Project Review Report (PRR)) will be
completed based on feedback from stakeholders completing the questionnaires.
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APPENDIX A - OUTLINE GANTT SCHEDULE





