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Australian National

Audit Office

Canberra ACT
3 April 2023

Dear Mr Speaker
Dear President

In accordance with the authority contained in the Auditor-General Act 1997, | have
undertaken an independent performance audit in the Department of Agriculture, Fisheries
and Forestry. The report is titled Department of Agriculture, Fisheries and Forestry cultural
reform. Pursuant to Senate Standing Order 166 relating to the presentation of documents
when the Senate is not sitting, | present the report of this audit to the Parliament.

Following its presentation and receipt, the report will be placed on the Australian National
Audit Office’s website — http://www.anao.gov.au.

Yours sincerely

e

Grant Hehir
Auditor-General

The Honourable the President of the Senate

The Honourable the Speaker of the House of Representatives
Parliament House

Canberra ACT
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AUDITING FOR AUSTRALIA

The Auditor-General is head of the
Australian National Audit Office
(ANAQO). The ANAO assists the
Auditor-General to carry out his
duties under the Auditor-General
Act 1997 to undertake
performance audits, financial
statement audits and assurance
reviews of Commonwealth public
sector bodies and to provide
independent reports and advice
for the Parliament, the Australian
Government and the community.
The aim is to improve
Commonwealth public sector
administration and accountability.

For further information contact:
Australian National Audit Office
GPO Box 707

Canberra ACT 2601

Phone:(02) 6203 7300
Email: agl@anao.gov.au

Auditor-General reports and
information about the ANAO are
available on our website:
http://www.anao.gov.au

Audit team
Jacqueline Hedditch
Sam Khaw
Jordan Hallam
Corinne Horton
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é Audit snapshot

Auditor-General Report No.17 2022-23
The Department of Agriculture, Fisheries and Forestry's cultural reform

e Why did we do this audit?

» Culture is essential to an organisation’s sustained
performance and in bringing about
transformational change. Cultural change
requires clear and persuasive communication
about the change and behaviours required,
supported by a clear purpose and vision of the
future.

» This audit provides assurance to Parliament on
the effectiveness of the design and
implementation of the Department of Agriculture,
Water and the Environment's (DAWE) cultural
reform, including the use of consultants to
support the delivery of the reform program.

» Inthe 202021 Budget, DAWE received
approximately $1.2 billion in new funding over
four years to implement key portfolio measures.
Departmental reform and business
transformation was progressed under the $1.46
billion allocated to departmental resourcing
expenses.

» The new strategic objective of ‘Being future
ready’ was published in DAWE's 2021-22
Corporate Plan.

$115.61m :

committed to advisory services

and projects under the strategic

and delivery partner model from
February 2021 to June 2022.

(7 T

» The design and implementation of
DAWE's cultural reform program was
partly effective. The Department of
Agriculture, Fisheries and Forestry has not
made a decision on the applicability of or
direction of the reform program.

» The planning undertaken for the
development of the reform program was
largely appropriate.

» Arrangements to support the
implementation of the reform program
were partially effective.

» Monitoring and reporting arrangements
for the reform program were ineffective.

§E What did we recommend?

» The Auditor-General made four
recommendations relating to:
establishing the direction for reform;
monitoring of reform activities;
establishing fit-for-purpose performance
criteria; and establishing a framework for
regular review of reform.

» The Department of Agriculture, Fisheries
and Forestry agreed to all four
recommendations.

19

strategic partner appointed under  delivery partners appointed under
the strategic and delivery partner the strategic and delivery partner
model.

model.




Summary and recommendations

Background

1. On 1 February 2020, the Australian Government established the Department of
Agriculture, Water and the Environment (DAWE) by merging the former Department of
Agriculture with the environment functions of the former Department of the Environment and
Energy. The Secretary of DAWE commissioned the Future Department Review soon after the
formation of DAWE to ‘identify how best to maximise the capabilities of the new department and
to fully realise the opportunities it presents, consistent with the government’s priorities’.? After
the merge, DAWE consisted of more than 7000 staff.

2. In October 2020, DAWE began developing its strategic and delivery partner model
(partner model) to assist with the delivery of the reform program. Under the partner model, the
strategic partner would provide strategic advisory services to the Secretary and Executive
Leadership Team.? Under the partner model, delivery partners would be engaged on an as-
needed basis to support the delivery of reform priorities and projects.

3. DAWE released Being Future Ready: Our Future Department Blueprint 2021-2025
(the Blueprint) in September 2021. The Blueprint was intended to be a ‘roadmap’ to coordinate
ongoing reform activities and areas of reform focus, such as those identified in the Future
Department Review report, other departmental and government reviews, and stakeholder
consultation processes.?

4, On 1 July 2022, DAWE was renamed the Department of Agriculture, Fisheries and Forestry
(DAFF) when the Australian Government executed a Machinery of Government change that
moved environment- and water-related functions to create the new Department of Climate
Change, Energy, the Environment and Water (DCCEEW).* The Secretary of DAWE continued as the
Secretary of DAFF. As of November 2022, DAFF consisted of approximately 5400 staff across
Australia and overseas.

5. A taskforce titled ‘Designing DAFF’ was established in mid-August 2022 to renew DAFF’s
Purpose, Objectives and Priorities statement in light of the new departmental arrangements. The
Secretary of DAFF noted that the taskforce would look to ensure that ‘our Future Department
Blueprint evolves and that our Purpose, Objectives & Priorities are updated to clearly reflect the
focus of the new government’. DAFF has yet to decide whether elements of the Future
Department Review and Blueprint will apply to its new operating context, as part of the Designing
DAFF project or otherwise.

1 Department of Agriculture, Water and the Environment, Annual Report 2020-21, DAWE, Canberra, 2021, p.
97.

2 Executive Leadership Team membership comprises the Secretary and Deputy Secretaries of the department.

3 Department of Agriculture, Water and the Environment, Being Future Ready: Our Future Department
Blueprint 2021-2025, DAWE, Canberra, 2021, p. 5.

4 Some energy-related functions were moved from the Department of Industry, Science, Energy and Resources
to create DCCEEW.
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Rationale for undertaking the audit

6. Culture is essential to an organisation’s sustained performance and in bringing about
transformational change. Cultural change requires clear and persuasive communication about the
change and behaviours required, supported by a clear purpose and vision of the future.

7. The Blueprint developed by DAWE set out key actions to be undertaken as part of the
reform agenda. Initial estimates aligned the Blueprint to approximately $1.2 billion in funding
over four years.®> This included approximately $328 million for reforms to the export system;
$250 million for waste and recycling industry initiatives; $270 million for water reform activities;
$233 million for National Parks investment; and $37 million for environmental protection reform.
A significant proportion of the Future Department work planned by DAWE, including
development of departmental capability, was delivered or supported to delivery by contracted
‘partners’ under the partner model.

8. Past external reviews and ANAO performance audits of the department have found
weaknesses in the department’s governance and culture, including demonstrating value for
money in the department’s procurement activities.

9. This audit provides assurance to Parliament on the effectiveness of the design and
implementation of DAWE’s cultural reform, including the use of consultants under the partner
model to support the delivery of the reform program.

Audit objective and criteria

10. The objective of this audit is to assess the effectiveness of the design and implementation
of DAWE’s cultural reform program prior to the July 2022 Machinery of Government changes.

11. To form a conclusion against the audit objective, the following high-level criteria were
adopted.

° Did the department undertake appropriate planning to develop its reform program?

. Does the department have effective arrangements to support the implementation of its
reform program?

. Has the department established effective arrangements to monitor and report on the
implementation of its reform program?

12. The audit scope included the conduct of the Future Department Review; planning for and
implementation of the Blueprint, including monitoring and reporting arrangements; and
arrangements to align the partner model with the reform program. This audit also considers the
early stages of the reform program continuing into DAFF.

13. The scope did not examine individual initiatives or projects within the Blueprint;
procurement of the strategic and delivery partners; or reform activities considered by DCCEEW
following its establishment on 1 July 2022.

5 This estimate was outlined in DAWE documentation in October 2020 and include initiatives related to
environmental functions that were transferred to DCCEEW in the 1 July 2022 Machinery of Government
changes.
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Summary and recommendations

Conclusion

14. The design and implementation of DAWE's cultural reform program was partly effective.
DAWE planned and commenced implementation of a four-year reform program. DAFF has not yet
made decisions relating to the ongoing direction of its reform program. As such, DAFF is unable
to effectively build on the activities commenced prior to July 2022. DAFF is unable to provide
assurance that activities commenced have delivered the desired outcomes.

15. The planning undertaken for the development of DAWE’s reform program was largely
appropriate. The reform program was informed by an evidence base, including consultation with
internal and external stakeholders. While the strategic and delivery partner model has provided
additional capacity, it is not clear whether the partner model was designed to effectively support
capability uplift and the ‘Being future ready’ objective. DAWE did not assess the effectiveness of
communication strategies and plans used to promote the release of the Blueprint. DAWE did not
implement the planned approach to provide detailed progress updates to staff on the Blueprint
after it was released. Communications after September 2021 were less detailed and were
integrated into other, broader information products.

16. Arrangements to support the implementation of the reform program were partially
effective. While governance arrangements were established, not all risk assessment activities were
completed, and some identified risks were not actively managed. Roles and responsibilities for the
implementation of reform initiatives under eight streams were assigned to senior staff leads across
the department. The strategic and delivery partner model was intended to deliver increased
capacity as well as capability uplift. Arrangements to consistently drive the capability uplift objective
through the use of the strategic and delivery partner model were not established. DAFF has not yet
made decisions relating to the ongoing direction of its reform program.

17. Monitoring and reporting arrangements for the reform program were ineffective.
Progress reporting for specific initiatives did not provide accurate and complete information.
Performance measures primarily focussed on staff sentiment. Due to limitations with the
completeness of the data, the performance measures were largely ineffective for measuring
impact. DAWE did not undertake a planned evaluation of its reform program and did not establish
appropriate assurance over capability transfer and uplift. DAWE did not complete cost mapping
activities prior to commencing its reform program and subsequent funding gaps for
implementation of the forward program emerged. These issues were not resolved.

Supporting findings

Planning

18. Development of the reform program was informed by previous reviews and
recommendations, consultation with internal and external stakeholders, and input from an
external reference panel. DAWE did not undertake an assessment of departmental expertise to
inform the capability uplift expectations of the strategic and delivery partner model. The Future
Department Blueprint was intended to be the roadmap for activities to meet the reform goals
established by the Future Department Review. (See paragraphs 2.3 to 2.35)

19. The Blueprint was largely comprised of existing initiatives. DAWE established a new
strategic objective of ‘Being future ready’, the achievement of which was aligned to completion
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of Blueprint initiatives and the introduction of new ways of working. It is unclear how the
Blueprint was to increase the trajectory of reform, particularly in preparing DAWE to be ‘future
ready’. DAWE did not review the effectiveness of its communications relating to the Blueprint,
and tailored communications have largely ceased. (See paragraphs 2.36 to 2.66)

Implementation

20. DAWE established governance arrangements to oversee the reform program. DAWE did
not finalise risk assessment activities for either the reform program or the strategic and delivery
partner model. (See paragraphs 3.4 to 3.27)

21. Roles and responsibilities relating to the implementation of reform activities were
assigned however it is not clear that tensions between contingent initiatives were appropriately
managed. DAFF has not yet embedded arrangements to ensure the implementation of new ways
of working appropriately support achievement of outcomes and transparency principles. (See
paragraphs 3.28 to 3.46)

22. Capability uplift and the development of long-term skills, techniques and tools were
identified as key objectives of the strategic and delivery partner model. In delivering the reform
program, DAWE did not establish arrangements to ensure these objectives were consistently
pursued. (See paragraphs 3.47 to 3.67)

23. DAWE utilised existing contract management procedures and arrangements to engage
and manage partners under the partner model. For the strategic advisory services delivered under
the strategic partner contract, DAWE did not have a dedicated contract manager until 13 months
after the contract commenced. Existing contract management arrangements for monitoring and
measuring deliverables were not sufficient to manage the scale and complexity of strategic
advisory services. DAWE did not optimise the use of the partner model for capability uplift. The
partner model emphasised addressing capacity concerns rather than capability uplift. (See
paragraphs 3.68 to 3.107)

Monitoring and reporting

24, The framework for monitoring and measuring reform progress did not provide sufficient
information over the entire reform program. Progress reporting did not provide appropriate
assurance over the status of projects. Performance measures primarily focussed on staff
sentiment which provided some indication of the impact of the reform program. However, these
indicators did not provide a complete measure of the impact of the reform program, clearly align
to intended outcomes, or enable identification of significant trends in impact. (See
paragraphs 4.2 to 4.32)

25. A planned review of the Blueprint has not yet occurred. Program level performance
measures are not integrated with initiative level reporting and do not currently enable the
department to fully evaluate the achievement of desired outcomes. DAWE did not establish
appropriate assurance over the achievement of the capability transfer and uplift under the
strategic and delivery partner model. (See paragraphs 4.35 to 4.60)

26. DAWE did not establish arrangements to effectively review and manage costs and benefits
across the reform program. (See paragraphs 4.61 to 4.76)
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Summary and recommendations

Recommendations

Recommendation no. 1 The Department of Agriculture, Fisheries and Forestry establish the
Paragraph 3.32 direction of its reform program by 30 June 2023.

Department of Agriculture, Fisheries and Forestry: Agreed.

Recommendation no. 2 The Department of Agriculture, Fisheries and Forestry ensure that
Paragraph 4.18 monitoring of activities under its reform program or any future
reform program continue until activities are fully implemented.

Department of Agriculture, Fisheries and Forestry: Agreed.

Recommendation no. 3 The Department of Agriculture, Fisheries and Forestry establish

Paragraph 4.33 fit-for-purpose performance criteria to support evaluation and
provide a basis for assessing the performance of its current or any
future reform program.

Department of Agriculture, Fisheries and Forestry: Agreed.

Recommendation no. 4 The Department of Agriculture, Fisheries and Forestry put in place a

Paragraph 4.67 framework for regular review to ensure its reform program or any
future reform program remains relevant over time. Reviews should
include a comprehensive cost and benefit assessment and active
monitoring.

Department of Agriculture, Fisheries and Forestry: Agreed.

Summary of entity response

The Department of Agriculture, Fisheries and Forestry (the department) is committed to
appropriate and timely implementation of all recommendations.

The audit commenced as one of the Department of Agriculture, Water and the Environment’s
capability building reforms. These reforms were designed to improve DAWE's ability to deliver an
extensive work programme, rather than reform culture. The audit was complicated by significant
machinery of government changes implemented on 1 July 2022, with the creation of two new
departments. One consequence is the capability building reforms originally envisaged for a larger
and more complex organisation are no longer necessarily fit for purpose. That said, the
department will leverage the capability building program of DAWE, albeit tailored to its own
operating model and policy, regulatory and operational functions. In this context, the Designing
DAFF Taskforce will draw from the ANAOQO’s findings and recommendations, including more
rigorous monitoring, evaluation, and review processes.

The department acknowledges the ANAQO’s recommendations will strengthen our efforts to
achieve ambitious and lasting capability uplift. The Designing DAFF Taskforce is committed to
creating a modern, responsive and world class organisation, and to supporting our staff who work
every day to create a sustainable and prosperous Australia though biosecurity, production and
trade.
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Key messages from this audit for all Australian Government entities

27. Below is a summary of key messages, including instances of good practice, which have
been identified in this audit and may be relevant for the operations of other Australian
Government entities.

Policy/program implementation

e large-scale cultural change programs that are intended to be implemented over several years
need ongoing and active oversight. This includes clearly articulated objectives, ongoing
governance including active risk management as things change, and monitoring and reporting
on the achievement of outcomes. Effective planning for cultural change programs includes
identifying evidence and undertaking analysis to inform the objectives of the program.
Program obijectives should clearly define the intended outcomes of the program, in other
words what the change will look like. Progress of outcomes should be measured using relevant
performance measures and established baselines, and plans adjusted to reflect progress.

e Roles, responsibilities, and governance arrangements should be defined and implemented at
the commencement of the cultural change program. It is worth reviewing them at points in
the long-term change program to assess if they remain appropriate as change unfolds,
including where new risks emerge. Changes in senior positions within organisations during
long-term change programs reinforce the need for good records to ensure continuity of intent.

Auditor-General Report No.17 2022-23
Department of Agriculture, Fisheries and Forestry’s cultural reform

12



Audit findings
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1. Background

1.1 On 1 February 2020, the Australian Government established the Department of Agriculture,
Water and the Environment (DAWE) by merging the former Department of Agriculture with the
environment functions of the former Department of the Environment and Energy.

1.2 DAWE was responsible for supporting the delivery of the Australian Government’s policy
agenda across agriculture, the environment, heritage, and water resources. Significant investments
from multiple Budget processes were allocated to DAWE throughout its existence for reform
relating to agricultural exports, the biosecurity system, waste and recycling, and the environment.

1.3 On 1 July 2022, DAWE was renamed the Department of Agriculture, Fisheries and Forestry
(DAFF) when the Australian Government executed a Machinery of Government change that moved
environment- and water-related functions to create the new Department of Climate Change,
Energy, the Environment and Water (DCCEEW).®

14 DAFF deals with matters relating to:

° agricultural, pastoral, fishing, food, and forest industries;

° soils and other natural resources;

° rural adjustment and drought issues;

° rural industries inspection and quarantine;

. primary industries research, including economic research;

. commodity marketing, including export promotion and agribusiness;

° commodity-specific international organisations and activities;

° administration of international commodity agreements;

° administration of export controls on agricultural, fisheries, and forestry industries
products;

o food security policy and programmes; and

. biosecurity in relation to animals and plants.”

1.5 DAWE’s Annual Report 2021-22 notes that consultants were engaged ‘where the
department lacked specialist expertise or required independent research, review or assessment.’ In
reference to reform, the Annual Report 2021-22 notes that DAWE ‘aimed to identify opportunities
for joint project delivery (between department and services firm staff) to support knowledge
transfer. This built the capability of our staff while delivering the agreed outcomes for each
engagement’.

1.6 DAWE’s expenditure on employee benefits and contractors and consultants is set out in
Table 1.1.

6 Some energy-related functions were moved from the Department of Industry, Science, Energy and Resources
to create DCCEEW.

7 Commonwealth of Australia, Administrative Arrangements Order, 14 October 2022.
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Background

Table 1.1: Expenditure on employee benefits and contractors and consultants from

2020-21 to 2021-22

Financial year

Staffing

Employee benefits

(net)

Contractors and
consultants

2020-21 7107 $732,851,000 $203,197,000
2021-22 7783 $802,757,000 $417,127,000
Difference +676 + $69,906,000 + $213,930,000

Source: Department of Agriculture, Water and the Environment Annual Reports 2020-21 and 2021-22.

1.7 As of November 2022, DAFF consisted of approximately 5400 staff across Australia and
overseas.

Australian Public Service reform agenda

1.8 The 2019 Independent Review of the Australian Public Service (2019 APS Review) and the
Government response Delivering for Australians — A world class Australian Public Service: The
Government’s APS reform agenda establish a reform agenda for ensuring the Australian Public
Service is fit for purpose for the coming decades.?

1.9 The 2019 APS Review noted that successful transformational change requires several
elements, including:

. Effective leadership and coordination. Transformation needs to be effectively coordinated
and planned in order to align leaders and change initiatives and ensure that the
transformation effort remains on track.

. Building capability and measuring progress. High-performing organisations build capability
at the same time as delivering results... It will require disciplined and regular measurement
of indicators of the organisation’s capability and performance.

. Cultural change. To achieve and sustain transformation, it will be essential to build a
high-performing culture — a culture of openness, innovation, collaboration, and
partnership.

1.10 The 2019 APS Review was identified as a key driver for and input to DAWE’s reform program.

The Future Department cultural reform program

1.11 DAWE commenced a reform program in 2020 intended to identify future capability
requirements and produce improved outcomes for the Government and Australians. The reform
program was intended to strengthen the capability of the department’s workforce, improve
performance, and drive organisational change.’

8 Commonwealth of Australia, Our Public Service, Our Future. Independent Review of the Australian Public
Service, Department of the Prime Minister and Cabinet, Canberra, 2019, p. 13.

Commonwealth of Australia, Delivering for Australians. A world-class Australian Public Service: The
Government’s APS reform agenda, Department of the Prime Minister and Cabinet, Canberra, 2019, p. 5.

9 Department of Agriculture, Water and the Environment, Future Department Review: revitalising the
organisation to deliver for the government and Australians, DAWE, Canberra, 2020, p. 1.
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1.12 The Secretary of DAWE commissioned the Future Department Review in February 2020 to
‘identify how best to maximise the capabilities of the new department and to fully realise the
opportunities it presents, consistent with the government’s priorities’.1°

1.13 The Future Department Review report was finalised in September 2020 and made seven
recommendations across eight key improvement areas considered to be the highest priority to build
the future capability and culture of DAWE.!!

1.14  In August 2021, DAWE introduced the new strategic objective of ‘Being future ready’ in its
2021-22 Corporate Plan. The objective was part of DAWE’s updated Purpose, Objectives, Priorities
and Values statement.

1.15 DAWE released Being Future Ready: Our Future Department Blueprint 2021-2025
(the Blueprint) in September 2021. The Blueprint was a ‘roadmap’ to coordinate ongoing reform
activities and areas of reform focus, such as those identified in the Future Department Review
report, other departmental and government reviews, and stakeholder consultation processes.!?

1.16 The Secretary of DAWE stated that the Blueprint and updated Purpose, Objectives, Priorities
and Values statement including the strategic objective of ‘Being future ready’ would ‘guide [DAWE]
on our journey as an organisation... [and] provide a clear path of action’.

Strategic and delivery partner model

1.17 In October 2020, DAWE began developing its strategic and delivery partner model (partner
model) to assist with the delivery of the reform program. Under the partner model, one strategic
partner was to provide strategic advisory services to the Secretary and Executive Leadership
Team (ELT).!® Delivery partners were engaged on an as-needed basis to support the delivery of
reform priorities and projects.

1.18 PricewaterhouseCoopers Australia (PwC) was selected as the strategic partner in February
2021. As the strategic partner, PwC also undertook strategic project services across the department,
commissioned by the Secretary and ELT. PwC was also selected as one of 19 delivery partners under
the partner model.'

1.19 In the financial years 2020-21 and 2021-22, DAWE signed contracts totalling
$115.61 million and made payments totalling $90.38 million under the partner model. The $90.38
million in payments on strategic and delivery partner work comprised approximately:

. $22.82 million to PwC as the strategic partner, comprising:
@ $11.08 for the provision of strategic advisory services;
¢ $11.74 million for strategic projects; and

10 Department of Agriculture, Water and the Environment, Annual Report 2020-21, DAWE, Canberra, 2021,
p. 97.

11 Department of Agriculture, Water and the Environment, Future Department Review, DAWE, Canberra, 2020,
p.11.

12 Department of Agriculture, Water and the Environment, Being Future Ready: Our Future Department
Blueprint 2021-2025, DAWE, Canberra, 2021, p. 5.

13  Executive Leadership Team membership comprised the Secretary and Deputy Secretaries of the department.

14  The panel of delivery partners was established through the same tender process as the strategic partner, with
arrangements being finalised after the strategic partner was announced. Delivery partners are set out in
Appendix 3.
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Background

. $67.56 million on delivery partner projects, of which $17.41 million was to PwC as a
delivery partner.

1.20 The strategic advisory services element of the strategic partner arrangement was put on
hold in late March 2022, ahead of the commencement of the caretaker period for the 2022 federal
election. DAWE continued to contract work to PwC for strategic projects and delivery partner work
from March 2022 onwards. A formal decision to end the strategic partner arrangement ahead of
the planned end date of February 2023 was proposed. DAFF informed the ANAO that no formal
decision was made, and both the strategic and delivery partner arrangement with PwC lapsed on 3
February 2023 as originally set out in the Complex Work Order.

1.21 After the Machinery of Government change was executed on 1 July 2022 and continuing to
the end of October 2022, DAFF and DCCEEW signed new contracts totalling more than $7.74 million
and made payments totalling more than $24.02 million under the partner model.*> Of this $24.02
million, $0.58 million was for strategic project work and $4.16 million was for delivery partner work
from PwC. The remaining $19.29 million in payments was for delivery partner work from other
delivery partners.

Designing DAFF

1.22  The Secretary of DAFF announced a ‘Designing DAFF’ taskforce that commenced mid-August
2022, with the stated purpose ‘to ensure we optimise our overall arrangements given our broad
range of responsibilities, that our Future Department Blueprint evolves and that our Purpose,
Objectives & Priorities are updated to clearly reflect the focus of the new government’.

1.23  As at mid-November 2022, the Designing DAFF work remains underway with a focus on
finalising DAFF’s new Purpose, Objectives and Priorities. DAFF has yet to decide whether elements
of the Future Department Review and Blueprint will apply to its new operating context, as part of
the Designing DAFF project or otherwise.

Rationale for undertaking the audit

1.24 In recent years, there has been a growing focus on reform of the Australian Public Service
to deliver improved outcomes for the Australian Government, Parliament, and the public into the
future.'®

1.25 Culture is essential to an organisation’s sustained performance and in bringing about
transformational change. Cultural change requires clear and persuasive communication about the
change and behaviours required, supported by a clear purpose and vision of the future.!’

15 Partner model expenditure continues to be reported in aggregate as DAFF and DCCEEW finalise the process of
separating contract and financial arrangements. Both DAFF and DCCEEW are required to use the mandatory
Department of Finance Management Advisory Services Panel for consultancy procurements. The Department
of Finance granted an extension to the transition period to allow DAFF and DCCEEW to continue to engage
partners under the partner model within the initial term of signed Complex Work Orders. The initial terms for
all partners are set to expire between February and April 2023, and all new activity orders executed after
February 2023 must be completed by 30 June 2023. See paragraphs 3.101 to 3.107.

16 Department of the Prime Minister and Cabinet, Our Public Service, Our Future. Independent Review of the
Australian Public Service, PM&C, Canberra, 2019, p. 16.

17 Department of the Prime Minister and Cabinet, Our Public Service, Our Future. Independent Review of the
Australian Public Service, PM&C, Canberra, 2019, p. 61.
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1.26  The Blueprint developed by DAWE set out key actions to be undertaken as part of the reform
agenda. Initial estimates alighed the Blueprint to approximately $1.2 billion in funding over four
years.!® This included approximately $328 million for reforms to the export system; $250 million for
waste and recycling industry initiatives; $270 million for water reform activities; $233 million for
National Parks investment; and $37 million for environmental protection reform. A significant
proportion of the Future Department work planned by DAWE, including development of
departmental capability, was delivered or supported to delivery by contracted ‘partners’.

1.27 Past external reviews and ANAO performance audits of the department have found
weaknesses in the department’s governance and culture, including demonstrating value for money
in the department’s procurement activities.*®

1.28 This audit provides assurance to Parliament on the effectiveness of the design and
implementation of DAWE’s cultural reform, including the use of consultants under the partner
model to support the delivery of the reform program.

Audit approach

Audit objective, criteria and scope

1.29 The objective of this audit is to assess the effectiveness of the design and implementation
of DAWE's cultural reform program prior to the July 2022 Machinery of Government changes.

1.30 To form a conclusion against the audit objective, the following high-level criteria were
adopted.

. Did the department undertake appropriate planning to develop its reform program?

° Does the department have effective arrangements to support the implementation of its
reform program?

° Has the department established effective arrangements to monitor and report on the
implementation of its reform program?

1.31 The audit scope included the conduct of the Future Department Review, planning for and
implementation of the Blueprint including monitoring and reporting arrangements, and
arrangements to align the partner model with the reform program. This audit also considers the
early stages of the reform program continuing into DAFF.

18 This estimate was outlined in DAWE documentation in October 2020 and includes initiatives related to
environmental and water functions transferred to DCCEEW in the July 2022 Machinery of Government
changes.

19 These include the independent Review of the Regulatory Capability and Culture of the Department of
Agriculture and Water Resources in the Regulation of Live Animal Exports in 2018; Auditor-General Report
No.49 2018-19 Management of Commonwealth National Parks; Auditor-General Report No.47 2019-2020
Referrals, Assessments and Approvals of Controlled Actions under the Environment Protection and Biodiversity
Conservation Act 1999; Auditor-General Report No.2 2020-21 Procurement of Strategic Water Entitlements;
Auditor-General Report No.42 of 2020-21 Responding to Non-Compliance with Biosecurity Requirements;
Auditor-General Report No.19 of 2021-22 Management of Threatened Species and Ecological Communities
under the Environment Protection and Biodiversity Conservation Act 1999; and Auditor-General Report No.9
2021-22 Regional Land Partnerships.
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Background

1.32 The scope did not examine individual initiatives or projects within the Blueprint;
procurement of the strategic and delivery partners; or consideration of reform activities by DCCEEW
following its establishment on 1 July 2022.

Audit methodology
1.33  The audit methodology included:

° examination of departmental documentation, with a focus on planning, implementation
and coordination of reform activities; and monitoring and reporting of progress against
the reform program;

° examination of planning and engagement arrangements related to the partner model;
° review of information published on AusTender; and
. meetings with relevant departmental staff.

1.34  The audit was conducted in accordance with ANAO Auditing Standards at a cost to the ANAO
of approximately $442,200.

1.35 The team members for this audit were Jacqueline Hedditch, Sam Khaw, Jordan Hallam and
Corinne Horton.
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2. Planning

Areas examined
This chapter examines whether the Department of Agriculture, Water and the Environment
(DAWE) undertook appropriate planning to develop its reform program.

Conclusion

The planning undertaken for the development of DAWE’s reform program was largely
appropriate. The reform program was informed by an evidence base, including consultation
with internal and external stakeholders. While the strategic and delivery partner model has
provided additional capacity, it is not clear whether the partner model was designed to
effectively support capability uplift and the ‘Being future ready’ objective. DAWE did not
assess the effectiveness of communication strategies and plans used to promote the release
of the Blueprint. DAWE did not implement the planned approach to provide detailed
progress updates to staff on the Blueprint after it was released. Communications after
September 2021 were less detailed and were integrated into other, broader information
products.

Areas for improvement

The ANAO identified an opportunity for improvement for the Department of Agriculture,
Fisheries and Forestry (DAFF) to maintain regular and ongoing communication activities over
the remainder of the reform program or any future reform program.

2.1 Effective and efficient public sector management is characterised by an evidence-
informed approach to design and implementation of policies and programs.?® Effective
planning positions an entity to better communicate how processes and activities contribute to
intended reform outcomes, and how they will be measured.?!

2.2 Appropriate planning arrangements include identifying evidence and undertaking
analysis to identify priorities and manage risk, as well as aligning reform activities to strategic
goals and objectives.

Was the department’s reform program supported by sound evidence
and analysis?

Development of the reform program was informed by previous reviews and
recommendations, consultation with internal and external stakeholders, and input from an
external reference panel. DAWE did not undertake an assessment of departmental expertise
to inform the capability uplift expectations of the strategic and delivery partner model. The
Future Department Blueprint was intended to be the roadmap for activities to meet the
reform goals established by the Future Department Review.

20 Australia & New Zealand School of Government, Evaluation and learning from failure and success. An ANZSOG
research paper for the Australian Public Service Review Panel, Melbourne, March 2019, p. 8.

21 Cabinet Implementation Unit, Cabinet Implementation Unit Toolkit: Monitoring, review and evaluation
[Internet], Department of the Prime Minister & Cabinet, Canberra, June 2013, available from
https://www.atap.gov.au/sites/default/files/implementation-toolkit-5-monitoring.pdf [accessed 24 March
2023], p. 2.
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2.3 DAWE commenced its Future Department program of work in February 2020.%
Figure 2.1 below shows the key events in the Future Department program of work prior to the
implementation of Blueprint activities.

22 Work to implement Machinery of Government changes enacted on 1 February 2020, such as establishing
departmental structure and functions and developing the combined department’s purpose and objectives,
was implemented concurrently to the Future Department Review.
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Figure 2.1: Timeline of the Future Department program of work development
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Oct 2020 Jan 2021 Apr 2021

15 March 2021
Blueprint development starts

Jul 2021
Oct 2021

/
September 2021

Blueprint implementation
commences



Planning

2.4 The first component of the Future Department program of work was the Future Department
Review (the Review?3), which formally commenced in March 2020 and was intended to identify
both short- and long-term opportunities to maximise capability. The Secretary of DAWE
commissioned the Review to assess departmental performance and capability, and to identify
ongoing and future work and organisational priorities.

2.5 Following the release of the Future Department Review report in November 2020, DAWE
established its strategic and delivery partner model (partner model) (see paragraphs 2.21 to 2.29).
This included development of the Future Department Blueprint (the Blueprint) and the
establishment of the Collaboration Hub concept intended to design, deliver and support reform
activities and government programs, and support capability uplift.?*

2.6 From September 2021, DAWE moved to an implementation and monitoring phase, which
included continuing use of the Collaboration Hub (see paragraphs 3.34 to 3.44) and progression of
other reform activities to meet the strategic objective of ‘Being future ready’.

The Future Department Review

2.7 The aim of the Review was to ‘identify how best to maximise the capability of the new
department and to fully realise the opportunities it presents, consistent with the government’s

priorities’.2®

2.8 The Review was led by a Senior Executive Service (SES) Band 3 officer (Review Lead)
supported by five departmental staff.2® An external Reference Panel (the Panel) provided oversight
and expert advice for the Review. The Panel consisted of three former Secretaries of Australian
Government departments.?’” Two panel members were former Secretaries of either the federal
Agriculture or Environment departments, one of whom was involved in two previous machinery of
government changes.?®

2.9 Panel members were appointed by the Review Lead through a Terms of Engagement
approach, with an agreed daily rate in keeping with the Australian Government’s maximum
remuneration for ad hoc panel members. The cost of the Review excluding departmental staffing
costs was $32,536.70.%°

23 This audit refers to the Future Department Review as the overarching process and uses ‘the Review’ or ‘the
Review team’ as relevant. The published report is styled and referred to as the ‘Future Department Review
report’.

24 Capability uplift involves development of competencies to address identified capability gaps.

25 Department of Agriculture, Water and the Environment, Future Department Review: revitalising the
organisation to deliver for the government and Australians, DAWE, Canberra, 2020, p. 50.

26 The team comprised two SES Band 1 officers, two Executive Level (EL) officers, and one Australian Public
Service (APS) officer.

27 These were Ms Helen Williams AC, Mr David Borthwick AO PSM, and Ms Joanna Hewitt AO.

28 These machinery of government changes involved the Department of the Environment and Heritage in 2004
changing to the Department of the Environment and Water Resources in 2007 and then to the Department of
the Environment, Water, Heritage and the Arts until 2009.

29 This figure includes remuneration for panel members, costs for travel undertaken by panel members, and

costs for some travel undertaken by Review team members prior to COVID-19 border closures and lockdowns
in 2020.
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Consultation and development

2.10 Consultation with internal and external stakeholders informed the development of the
Review process and the Future Department Review report. A communication strategy and
implementation plan, developed in February 2020, supported the consultation process.

2.11 The implementation plan proposed that the Review team would consult with portfolio
Ministers to seek their views on opportunities and challenges facing DAWE. Ministers were
informed of the commencement and finalisation of the Review.

2.12 External consultation included government agencies, industry bodies, research
organisations, private sector consultancies, and conservation groups. There is no record of what
input was gathered from external stakeholders, and whether this input was considered by the
Review team to inform the Review.

2.13 Internal consultation included DAWE staff from all divisions and of all levels, including SES
officers, and consisted of surveys, in-person and virtual workshop sessions, and targeted meetings.
General themes arising in the consultation were developed by the Review team. A summary of the
internal survey results developed by the Review team was published on DAWE’s intranet.

2.14 In April 2020, the Review team provided early observations from internal consultation to
the Secretary of DAWE. This advice included a summary of consultation undertaken to date and a
set of suggested questions that could be used as part of the divisional review process scheduled for
April 2020.3° This advice noted that key emerging themes from consultation related to multiple
aspects of DAWE. These key themes are set out below.

. Culture, people and leadership — staff wanted opportunities relating to skills transfer,
knowledge transfer, and learning about the business of the department. Staff also wanted
to see their leaders collaborate, advance ideas, and acknowledge staff successes.

° Identity — staff wanted to be able to clearly communicate who they were, and what the
department does to key stakeholders and the Australian community. Staff in biosecurity
operational and regional roles perceived a lack of appropriate ‘branding’.

° Perceived lack of strategy and strategic focus — staff perceived a disconnect across the
department, where some parts were working to a strategy while others were reacting to
crises.

° ‘Boots on the ground’ — the department does not systematically collect, collate, and
analyse intelligence from networks on the ground to inform policy work or advice to the
government.

° Creation and use of data — the department does not collect, analyse, and deploy data in
a meaningful way despite staff willingness and enthusiasm to learn.

° Use of technology — the department has systems that are not fit for purpose and are not
transformative to process. Staff perceived a lack of digital awareness in the SES, including
to see opportunities and lead change.

30 These divisional reviews formed part of the February 2020 Machinery of Government change process.
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Planning

. Regulatory posture — the department’s posture is unclear, and staff lack awareness of the
legislative framework for decision-making. Staff perceived a lack of legal support to assist
in timely decision-making.

2.15 These themes broadly align to six of the key areas for improvement that were published in
the final Future Department Review report.3! The Future Department Review report added a
seventh key area relating to science, and an eighth key area relating to financial discipline. These
two key areas were not specifically identified as themes in the early observations from internal
consultation noted above.

2.16 The Review team noted among its main observations that:

a. There seems to be a lot of admiring problems, but not a culture of action. This is compounded
by a culture of not escalating risk to the Secretary and Deputy Secretaries — even when the risk has
significant implications for the department.

b. [There is] A lack of discipline and highly devolved decision making.

2.17 The Review team and the Panel met six times from March to June 2020. The Secretary of
DAWE participated in the first, fifth, and sixth meetings. Meeting minutes reflect that the Review
team and Panel generally discussed DAWE’s structure, role, purpose, and challenges throughout
the Panel’s engagement.

2.18 These meetings included updates on work of the Review team; emerging themes of
consultation; DAWE’s role as regulator; and involvement in and management of key events such as
the COVID-19 pandemic and the statutory review of the Environment Protection and Biodiversity
Conservation Act 1999. The Panel also met with other departmental stakeholders.??

Reporting

2.19 The Future Department Review report was finalised in September 2020 and released within
DAWE and published on DAWE’s public-facing website in November 2020.33 Each chapter of the
Future Department Review report includes a summary of ‘common consultation views’. The Future
Department Review report identified eight areas of improvement relating to culture and leadership;
strategic direction; regulation; technology; data and analytics; science; communication and
stakeholder engagement; and financial discipline. The Future Department Review report made
seven overarching recommendations with 41 sub-recommendations.

2.20 In the minute to the Secretary of DAWE seeking approval to finalise and release the Future
Department Review report, the Review team proposed that implementation of recommendations
occur over four years. The Review team created a timeline assigning the 41 sub-recommendations
to commencement dates in December 2020, April 2021, October 2021, and April 2022.

31 These were culture and leadership; communication and stakeholder engagement; strategic direction; data
and analytics; technology; and regulation. The eight key areas for improvement are set out in paragraph 2.19.

32 The Panel met with some stakeholders separately to the consultation process conducted by the Review team.
For example, in the April meeting, several First Assistant Secretaries from DAWE provided an overview of the
role of their divisions for more in-depth discussion with the Panel.

33 The Future Department Review was initially scheduled for completion no later than 30 June 2020. In May
2020, the Review was extended to 31 August 2020. Extension approval letters indicated this was due to
COVID-19 impacts and as Review team staff moved to other roles in the closing stages of the Review.
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Design and development of the strategic partner model

2.21 The partner model was a new ‘partnership arrangement’3* introduced as part of DAWE’s
reform program. The partner model consisted of one strategic partner and multiple delivery
partners intended to support capability development, and to supplement capacity to help deliver
the Future Department program of work.

2.22  The strategic partner was to work primarily with the Secretary and the Executive Leadership
Team (ELT)3® ‘to advise and support [DAWE’s] overall posture and readiness’, providing ‘innovative
delivery approaches and flexible models for ways of working’. Strategic advisory services included
the delivery of three programs of work. The strategic partner also undertook priority projects across
the department, separate to the strategic advisory services. Delivery partners were to ‘assist
[DAWE] to implement key projects that contribute to the reform program’.

2.23  The Future Department Review report noted that ‘a range of external partners — as part of
a wider ecosystem — should be identified to lift overall capability as an organisation.” Examples
included regional universities and the Commonwealth Scientific and Industrial Research
Organisation (CSIRO). The Future Department Review report recommended that DAWE ‘Identify
both existing and potentially new crucial partnerships for the department, including long-term
external partners such as regional universities, to help the department’s capability as an
organisation’.

2.24  In an Executive Board meeting in mid-September 2020, the Secretary noted the finalisation
of the Review and that ‘some areas may need to be supplemented by holistic strategic partnering
with other organisations to build departmental capability, enhance knowledge transfer, and
facilitate implementation activities.’

2.25 Inan ELT meeting in September 2020, the Secretary of DAWE discussed ‘the broad concept
of the strategic partners procurement and what he hoped to achieve by creating an efficient
mechanism to access services from several firms’. The Secretary requested that a panel of partners
be established that ‘could be drawn on as the department embarks on the reforms attached to the
$1.2 billion... [in] funding coming through Budget.” The Secretary noted that ‘currently $30 million
is spent on such arrangements in the department and this model should provide economies of scale
and efficiencies in contracting arrangements.’

2.26 Between 2020 and 2022, DAWE signed formal partnership agreements or a Memorandum
of Understanding with CSIRO, Charles Sturt University, the University of Canberra, and Geoscience
Australia. These organisations are referred to as strategic partners, however they are managed by
different business areas and under different arrangements than the strategic partner under the
partner model.

34  Prior to the formation of DAWE, both departments had formal and informal partnership arrangements with
various organisations. For the Department of Agriculture, this included other federal agencies; state and
territory governments; industry and service providers; and domestic and international trading partners. For
the Department of the Environment and Energy, a partnerships statement published in 2019 identified
researchers and academia; business; governments; not-for-profit organisations; philanthropy; and Indigenous
organisations and communities as key sectors of partnering interest to the department.

35 The ELT is the advisory body responsible for the oversight of the transformation agenda including goals,
priorities, major initiatives, funding allocation and outcomes. Key decisions and actions from the ELT are
reported to and endorsed by the Executive Board as the decision-making body. Governance arrangements are
discussed in more detail in Chapter 3, paragraph 3.7 onwards.

Auditor-General Report No.17 2022-23
Department of Agriculture, Fisheries and Forestry’s cultural reform

26



Planning

2.27 In February 2021, the Secretary of DAWE announced that PricewaterhouseCoopers
Australia (PwC) had been appointed as DAWE's strategic consulting services partner (strategic
partner), and that access to a pool of identified delivery partners was forthcoming. In the
announcement, the Secretary noted DAWE’s other partnerships with CSIRO and Charles Sturt
University as ‘examples of how we can readily access a wide range of skills, perspectives, and tools
to help us deliver for our stakeholders’. The Secretary also noted that ‘All of our partnerships,
including the strategic partner and delivery partners, will give us additional surge capacity and
expertise to tackle key priorities — building a smarter, more flexible organisation’.

2.28 DAWE documentation dated March 2021 states that the partner model ‘facilitates our
selective use of external expertise to supplement our core permanent workforce... the intention is
to provide us with economy of scale in overall cost... rapid access to a range of multi-disciplinary
skills... surge capacity and draw-down advice for internal project delivery teams’.

2.29 There is no evidence that DAWE assessed departmental expertise to identify gaps and
inform the capability uplift expectations that were subsequently highlighted as a key element of the
partner model, including the strategic advisory services provided by the strategic partner directly to
DAWE’s senior executive team (see paragraphs 3.55 to 3.62).

The Future Department Blueprint

2.30 In March 2021, DAWE commenced development of the Blueprint with support from its
strategic partner.3® DAWE introduced the ‘new ways of working’ model — which includes ‘Agile’
approaches3” — for developing the Blueprint with support from the strategic partner. The
development approach agreed was for DAWE staff to work with strategic partner staff in teams to
co-design and draft chapters in staggered ‘sprints’3® for the Blueprint.3?

2.31 Eight such ‘sprint teams’ focussed on an individual theme, broadly the same as the key
improvement areas from the Future Department Review report. From March to September 2021,
these sprint teams drafted chapters for the Blueprint, working in the Collaboration Hub. The
Collaboration Hub concept is discussed in more detail in paragraphs 3.34 to 3.44.

2.32  Aninth team was responsible for the central consolidation and refinement of the chapters,
as well as supporting the sprint teams in new ways of working.

2.33  Each team was assigned a ‘sponsor’ from ELT and a First Assistant Secretary (FAS) lead. The
themes are set out in Table 2.1.

36 This program of work was delivered by the strategic partner as part of a strategic advisory services activity
order.

37 Agileis a project management approach that originated in software development for product design and is
now used across multiple industries including the Australian Public Service. Agile is focussed on concepts
rather than detail and is based on the principles of continuous incremental improvement. Agile is intended to
increase collaboration and consultation and relies on setting goals and outcomes to focus and prioritise work.
The department’s use of Agile methodologies in the development and implementation of their reform
program is discussed further in paragraphs 3.34 to 3.42.

38 Asprintis a short period of time where a team of people from across the organisation with varying skills work
to complete specific tasks, milestones, or deliverables. It is often a repeatable process.

39 Although the final Blueprint did not contain discrete chapters written by the sprint teams, the thematic
concept was retained and published in the Blueprint as ‘streams of focus’. See Chapter 4 for further
explanation of how the department continued to use ‘streams’ in Blueprint monitoring and reporting.
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Table 2.1:
streams?

Future Department Review @ Blueprint Sprint Teams

Key improvement areas

Themes

Future Department key improvement areas, and Blueprint themes and

Blueprint

Strategy, Ways of Working®

Streams of focus

Culture and leadership

Culture, leadership and people

People, leadership and change

Strategic direction Cross-cutting policy Policy
Regulation Regulation Regulation
Technology Digitisation, tech and tools Digital, tools and technology

Data and analytics

Science

Data, analytics and science

Data and analytics

Science

Communication and
stakeholder engagement

Communications and change
management

Partnering and stakeholder

Partnerships and stakeholder
engagement

engagement

Financial discipline

Financial discipline and
sustainability

Financial discipline and
sustainability

Note a: This table demonstrates the slight changes in terminology from the Future Department Review; to the sprint
teams for Blueprint development; to the final published Blueprint.

Note b: As discussed in paragraph 2.32, the Strategic Alignment and Ways of Working team was the ninth team. This
team did not produce a chapter in the Blueprint.

Source: DAWE documentation.

2.34 Concurrent to the sprint process, the ninth team consolidated the drafted chapters
produced by the eight other teams and worked with the Executive to agree and confirm the content
for the final Blueprint.

2.35 This finalisation process included the Executive agreeing to the identification, prioritisation,
and ownership of initiatives. The ninth team continued after the sprint process as the central team
for Blueprint finalisation, communication, and implementation in DAWE.

Are reform activities aligned to the department’s strategic goals and
objectives?

The Blueprint was largely comprised of existing initiatives. DAWE established a new strategic
objective of ‘Being future ready’, the achievement of which was aligned to completion of
Blueprint initiatives and the introduction of new ways of working. It is unclear how the Blueprint
was to increase the trajectory of reform, particularly in preparing DAWE to be ‘future ready’.
DAWE did not review the effectiveness of its communications relating to the Blueprint, and
tailored communications have largely ceased.
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2.36 In the 2021-22 Portfolio Budget Statements, DAWE's Strategic Direction statement was
that:

The Department of Agriculture, Water and the Environment supports the delivery of the Australian
Government’s policy agenda across agriculture, the environment and heritage and water
resources. The department’s diverse roles and functions include policy advice, research, program
administration, provision of client services, regulation and market access negotiation. Our work
touches the lives of all Australians. We support economic prosperity while caring for our country
and protecting the quality of life that Australians enjoy.

2.37 In August 2021, DAWE released its 2021-22 Corporate Plan. This corporate plan included a
new strategic objective of ‘Being future ready’. The objective is defined as ‘[To] Integrate new
capabilities and technology-enabled delivery to meet the demands of an increasingly connected,
changing and complex world.’

2.38 This new objective was developed with the strategic partner as part of the Blueprint
program of work. The Secretary of DAWE noted that the new objective was created ‘in response to
our changing operating context and to reinforce the intended messaging of the Blueprint’.

2.39 DAFF published its first Corporate Plan in March 2023.

Future Department Review report recommendations

2.40 On 9 September 2020, prior to the Future Department Review report being finalised, the
Review team recommended to the ELT that planning for implementation of the Review should
involve:

(a) a prioritisation assessment of the draft recommendations;

(b) an assessment matrix to establish which opportunities from the Review could be
implemented alongside the government’s key reforms and initiatives; and

(c) an assessment that mapped the review’s recommendations to potential internal owners,
and a high-level capacity assessment to understand the resourcing needed.

2.41 On 6 October 2020, the ELT ‘agreed there would be value in Future Department Review
recommendations being mapped to the Departmental capability priorities.” There is no record of
further discussion of mapping Review recommendations to DAWE’s capability priorities in
subsequent ELT meetings.

2.42 The Future Department Review report defined a ‘four-year excellence horizon” which is
supported by a vision for driving the required cultural shift. The vision was specific and clear about
where DAWE could expect to be, and that:

By 2025, the department will be better positioned as a result of the changes it has made, enabling
it to better serve and support the government, its ministers, the parliament and all Australians.

2.43 The Future Department Review report’s ‘vision to drive the critical shift’ crossed multiple
aspects of the DAWE’s policy, regulatory, and organisational operations.

Development of the Blueprint

244 In May 2021, the Secretary of DAWE advised staff that ‘the Blueprint will help us to
consolidate our existing planning documents and strategies together into one to help us get ready
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for the future.” The Blueprint is described on the departmental intranet as providing ‘a roadmap of
actions required to help us all work smarter and in new, more coordinated ways.’*°

2.45 To guide the development of Blueprint chapters, the strategic partner developed key
template and input documents as agreed with DAWE in March 2021. This included a ‘scope of work’
for each chapter that detailed the key elements required.

2.46 The scope of work documents outlined an approach whereby sprint teams were to ‘confirm
actions from the Future Department Review (FDR) recommendations... i.e. agreed, not agreed or
subject to further discussion, and specific actions in relation to the recommendations underway
since the release of the FDR'.

2.47 The sprint teams’ use of the template and input documents was variable. DAFF advised the
ANAO that Future Department Review report recommendations were included in the drafting
documents for general guidance. There was no requirement for the sprint teams to demonstrate
whether or how the drafting documents provided by the strategic partner were used in the
development of Blueprint chapters, including confirming actions from Future Department Review
report recommendations.

2.48 The ANAO compared the recommendations of the Review with the initiatives of the
Blueprint. There are some Future Department Review report recommendations that were not taken
up in the Blueprint, and there are some Blueprint initiatives that were not recommendations or
parts thereof. ANAO analysis shows that there are:

° three recommendations from the Future Department Review report duplicated in two
scope of work documents;

. six recommendations from the Future Department Review report that were not listed in
the scope of work documents;

. two recommendations in one scope of work document that are not from the Future
Department Review report; and

° five recommendations from the Future Department Review report that are not
represented in the Blueprint.

2.49 This analysis is set out in Appendix 4.

2.50 The phrasing of the recommendations of the Review changed slightly in the transfer across
to the scope of work documents provided by the strategic partner, and in the final Blueprint. The
ANAO also compared the Future Department Review report, Blueprint planning and development
documents, and the final Blueprint and found that the key improvement areas identified in each
iteration of Future Department work were substantially the same across the key documents.

2.51 The final Blueprint identified eight streams of focus with 21 initiatives, and a further 45
activities to be delivered in three tranches over four years.*! As part of the introduction to the
Blueprint, the Secretary of DAWE noted that it ‘details the actions we’ll be taking over the next 4
years to maximise the opportunity we’ve been given, empowering our people with new skills and

40 Pages relating to the Blueprint, including the Blueprint snapshots (paragraphs 2.53 to 2.57), remain on the
DAFF intranet as of February 2023.

41 Each tranche corresponds to a financial year. Tranche 1 refers to 2021-22, Tranche 2 refers to 2022-23, and
Tranche 3 refers to 2023-24.
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capabilities along the way’. The Secretary also noted that ‘many of the actions under the blueprint
are already underway’.

2.52 The future state identified in the Blueprint is dependent on the completion of activities in
the Blueprint by 2025. The Blueprint incudes a section that sets out ‘What Being Future Ready will
mean for our people, our department, Government, partners and stakeholders, and Australians’.
The items in this section are general in nature and not specific to DAWE’s portfolio responsibilities.
It is not clear how the initiatives identified contribute to the ‘Being future ready’ objective. Further,
it is not evident how achievement of the initiatives contributes to the expected outcomes for staff,
Government, partners and stakeholders, and Australians.

2.53 The Blueprint was published as a public document in September 2021. The end state for
reform is more clearly defined in the Blueprint ‘snapshots’, which are internal-only documents for
departmental staff reference. The snapshots are discussed in more detail in paragraphs 2.56 and
2.57 below.

Communication and engagement

2.54 DAWE drafted an engagement strategy for the Blueprint in April 2021. This strategy outlined
three phases to the Blueprint engagement approach: pre-launch; launch; and initiatives in action
(also known as the ‘Embed’ phase).

2.55 The strategic partner delivered supporting communication artefacts, including ‘stream
snapshots’, presentation packs, and other design elements to support the launch and
implementation of the Blueprint. The strategic partner also delivered supporting communication
artefacts to introduce and embed the new strategic objective of ‘Being future ready’.

2.56 DAWE originally considered that the work produced by the sprint teams would form full
chapters in the Blueprint. During development of the Blueprint, DAWE determined that full
chapters, including the analysis leading to the conclusions and initiatives, were no longer required
as they did not suit the communication style desired. DAWE and the strategic partner re-designed
the original drafted chapter content into ‘snapshots’ for internal use, and the Blueprint was
published in a streamlined format without full chapters for each stream.

2.57 The snapshots, available on the departmental intranet, contain a more detailed overview of
each stream including current state, rationale for change, individual roadmaps for initiatives,
desired outcomes, and a section on ‘being future ready in action’. The individual roadmaps for
initiatives in these snapshots provide a basis for the progress monitoring and reporting
arrangements discussed in Chapter Four.

2.58 DAWE drafted several other planning documents to support the release of the Blueprint.
These included a production timeline, a post-release engagement activity and product schedule,
and a briefing pack for Senior Executive staff. Although these documents were not finalised, DAFF
informed the ANAO that these were used in the Blueprint pre- and post-release stages. It is unclear
whether all activities and communications planned in these documents were completed. These
documents do not refer to any review or analysis of the impact of planned activities and
communications used in the release of the Blueprint.

2.59 As part of a communications ‘toolkit’ that was to be used to introduce and embed the new
strategic objective of ‘Being future ready’, the strategic partner developed the Being Future Ready
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Compass (the Compass). The strategic partner developed several other items in the toolkit which
included the Compass as part of their design. The Compass was intended to demonstrate the link
between the new strategic objective of ‘Being future ready’ and the Blueprint. The departmental
intranet describes the Compass as explaining the components of the objective ‘Being future ready’
and outlining the attributes that staff as individuals and as teams can adopt ‘that help [DAWE]
navigate towards the future’. The Compass is replicated in Figure 2.2 below.

Figure 2.2: The DAWE Being Future Ready Compass

Seek new ways

Our world requires us to challenge old assurnptions and norms.
Data, science and new digital tools will be critical to enable dynamic
risk management, ensure regulation is always fit-for-purpose and
deliver on substantial reform agendas.

Start small, think big

The future will require something different from all of
us. We each need to identify new behaviours, tools and
| ways of working that will help us reach our personal
| potential, as well as contribute o a culture of ongoing
innovation and wellbeing.

Empower to lead

; % Leadership is not about a title. We need
B e I n g Futu re - . '\ to equip and celebrate emerging leaders
/ and early adopters at every level of the
R d o | departrment to play an active role in shaping
E a y '\ / our future vision, delivering on our purpose
and evolving our mindsets and practices.
Integrate new capabilities
and technology-enabled
delivery to meet the demands - (reate more together
of an increasingly connected, y .. % Different views need to be heard and

changing and L‘Dmplex world considered to solve complex problems.
Our future success relies on authentic and

connected whole-of-government approaches
to collaboration and engagement with
communities, businesses, other governments
and stakeholders.

Prioritise for progress

People and funds are not infinite resources. We need to
mmake decisions today that are coordinated and strategic
to ensure we get the most out of what we have - delivering
government priorities in a way that adds value, builds new
capability and simplifies processes for the future.

Align to adapt
Agility is about being open to change and achieving

meaningful outcomes in an evolving context. While our
work is diverse, an aligned and sustained focus on the
things we need to adapt is essential to strengthen our
collective impact and continue delivering our purpose.

Source: DAWE'’s Future Department Blueprint.

2.60 The Being Future Ready Engagement Manual (Engagement Manual), developed by the
strategic partner, proposed separate SES and Team leader overview sessions to introduce the
Blueprint and concept of ‘Being future ready’. The SES session was intended to ‘enable the SES to
understand the Future Department Blueprint, why we need it and what Being Future Ready
personally means for them’, and to ‘help shape the way our teams connect and put Being Future
Ready into action’. Team leader sessions were to provide DAWE leaders the opportunity to ‘gain an
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understanding of the Future Department Blueprint and what it takes to be future ready’.*? Session
attendance statistics were presented in the November 2021 Executive Leadership Team Plus (ELT+)
meeting.*?

2.61  Although DAWE created documents to support introductory engagement with the Blueprint
and collected basic attendance data on the sessions held, results of sessions were not reviewed and
acted upon to establish staff preparedness to be and to communicate ‘Being future ready’. DAFF
informed the ANAO that feedback collected from the sessions was used to inform planning for the
next stage of ‘Being future ready’.

2.62 The next stage, embedding ‘Being future ready’, was intended to be part of a fourth activity
order for strategic advisory services with the strategic partner, however this activity order was not
executed due to the strategic advisory services arrangement being put on hold in March 2022.

2.63  As part of the ‘Embed’ phase in the April 2021 draft engagement strategy, DAWE intended
to ‘share progress (internally and externally), celebrating achievements and success’. A specific
‘tactic’ under this phase referred to communications to be published on the departmental intranet,
described as ‘ongoing team and individual stories (video and copy) that demonstrate the desired
behaviours, the visionary thinking, and the Blueprint progress’.

2.64 Thedraft engagement strategy originally planned for the Embed phase to start in September
2021. The set of linked intranet pages for ‘Being future ready’, including the Future Department
Review, the Blueprint, new ways of working, and the partner model have not been substantially
updated since the release of the Blueprint in August 2021.4

2.65 DAWE had originally planned to update intranet pages by updating text, links, and images;
integrating Policy Office and Collaboration Hub service offerings; adding case studies; and providing
the outcomes of ELT+ meetings and some progress reporting. DAFF informed the ANAO that
although updates to the intranet were planned, staff responsible for carrying out the changes were
redirected to other priorities in March 2022.

Opportunity for improvement

2.66 There is an opportunity for improvement for DAFF to review the effectiveness of
communications and maintain regular and ongoing communication activities over the remainder
of the reform program or any future reform program, such that stakeholder engagement and
commitment to reform is maintained over the entire program.

42 Team leaders were defined in the Engagement Manual as Executive Level 2 staff or regional leaders.
43  The ELT+ is outlined in paragraph 3.9.
44  These intranet pages remain on the DAFF intranet as of February 2023.
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3. Implementation

Areas examined

This chapter examines whether the Department of Agriculture, Water and the Environment
(DAWE) established effective arrangements to support the implementation of its reform
program. This chapter also examines the Department of Agriculture, Fisheries and Forestry’s
(DAFF) consideration of the reform program following the July 2022 Machinery of Government
changes.

Conclusion

Arrangements to support the implementation of the reform program were partially effective.
While governance arrangements were established, not all risk assessment activities were
completed, and some identified risks were not actively managed. Roles and responsibilities for
the implementation of reform initiatives under eight streams were assigned to senior staff leads
across the department. The strategic and delivery partner model was intended to deliver
increased capacity as well as capability uplift. Arrangements to consistently drive the capability
uplift objective through the use of the strategic and delivery partner model were not established.
DAFF has not yet made decisions relating to the ongoing direction of its reform program.

Areas for improvement
The ANAO made one recommendation for DAFF to establish the direction of its reform program
by 30 June 2023.

The ANAO also identified three opportunities for improvement for DAFF to: improve risk
management processes by implementing arrangements to review and continuously improve the
management of risk; ensure guidance for new ways of working supports teams to select
fit-for-purpose methodologies for achieving intended outcomes; and collect more complete
information on the activities occurring in the Collaboration Hub.

3.1 In 2021, DAWE introduced the new strategic objective of ‘Being future ready’. This objective
involved integrating new capabilities and technology-enabled delivery. A key aspect of this included
increased department-wide adaptability to ‘new ways of working’.

3.2 DAWE implemented a strategic and delivery partner model (partner model) to support the
reform program. The development of long-term skills, techniques and tools employed by
departmental staff was identified as a key objective of the partner model.

33 Successful implementation of the reform program required DAWE to:

establish governance arrangements to provide appropriate oversight and drive
accountability;

establish appropriate arrangements to support the ongoing delivery of reform activities;

undertake appropriate planning and design of the strategic and delivery partner model
arrangement; and

develop appropriate arrangements to engage and utilise strategic and delivery partners.
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Has the department established fit-for-purpose governance
arrangements for the implementation of its reform program?

DAWE established governance arrangements to oversee the reform program. DAWE did not
finalise risk assessment activities for either the reform program or the strategic and delivery
partner model.

Executive Board

3.4 The Executive Board oversaw the governance structure and business operations for DAWE.
The Executive Board has responsibility for building capability and promoting collaboration among
business areas, other agencies, and stakeholders.*> The Terms of Reference state that the Executive
Board ‘provides leadership and ensures delivery of outcomes consistent with government policy
objectives, to an appropriate level of performance and in a manner conforming to legislative
requirements.”*® The Executive Board continues to provide oversight of DAFF’s governance
structure and business operations.

3.5 Templates for reporting to the DAWE Executive Board required business areas to identify
linkages between proposed topics and the reform program. In 2021, templates included linkages to
relevant Future Department Review report recommendations (categorised as ‘Future Department
Review link’). Submissions were also required to identify linkages with Departmental Capability. In
2022, templates were updated so that the Future Department Review link became ‘Being future
ready’. Linkages with ‘Departmental Capability’ remained.

3.6 Following the Machinery of Government changes executed on 1 July 2022, the DAFF
Executive Board reporting templates no longer require business areas to identify linkages between
proposed topics and the Future Department Review or departmental capability.

Executive Leadership Team

3.7 The Executive Leadership Team (ELT) was the advisory body that was responsible for the
oversight of DAWE’s transformation agenda including goals, priorities, major initiatives, funding
allocation and outcomes.*” Key decisions and actions from the ELT were reported to and endorsed
by the Executive Board as the decision-making body. The ELT continued to provide this function in
DAFF until February 2023.

3.8 DAFF advised the ANAO that Terms of Reference were not established for the ELT. Rather,
the ELT was guided by a set of operating principles. The purpose of the ELT was to ‘create space for
strategic discussion, shape strategy, scope or commission activities or advise on early stages of
design.’

45 The members of the Executive Board are the Secretary and deputy secretaries. Internal advisers attend
Executive Board meetings. The internal advisers are the Chief of Staff, Deputy Chief of Staff, two Senior
Executive Service (SES) Band 1 officers on 12-month rotation, the Chief Finance Officer, Chief People Officer,
Chief Counsel, and a communications and media officer.

46 This statement is consistent throughout the three iterations of the Executive Board Terms of Reference for
2020, 2021, and 2022.

47 The ELT membership comprises the Secretary and Deputy Secretaries. Attendees may also include guest
speakers and presenters associated with respective discussion items.
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3.9 In August 2021, DAWE established the Executive Leadership Team Plus (ELT+). The ELT+ was
responsible forimplementing the Future Department Blueprint (Blueprint). Membership of the ELT+
comprised the ELT as well as First Assistant Secretary (FAS) Portfolio Strategy Division and FAS
Strategic Policy Advice (Indigenous Leader).*®

3.10 DAFF advised the ANAO that the ELT+ meetings were run under the ‘new ways of working
model’, including use of the Collaboration Hub and Agile approaches (discussed further in
paragraphs 3.34 to 3.44). These meetings could be run remotely or physically in the Collaboration
Hub and were facilitated by an external adviser to the Secretary.*°

3.11 There were no formal agenda papers or templates, and ‘placemats’® were preferred at
DAWE’s ELT and ELT+ meetings. Discussion summaries from DAWE’s ELT and ELT+ meetings were
provided to the following Executive Board meeting for noting. Final decisions for matters
considered by the ELT and ELT+ were made by the Executive Board.

Strategic and delivery partner model governance arrangements

3.12 The governance structure for each element of the partner model is set out in Figure 3.1.

48 The Assistant Secretary Communications and Engagement Branch and Blueprint stream leads attended ELT+
meetings as required.

49 The adviser to the Secretary is the principal of Damala St Consulting, engaged to provide advice and services
of a strategic policy nature, including supporting the implementation of the Blueprint.

50 A placemat is a single A3 visual communication aid presenting text and visual elements together. A placemat
may be a standalone item or supported by a more detailed traditional document such as a brief, report, or
proposal.
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Figure 3.1:  Strategic and delivery partner model governance structure
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Strategic partnership governance arrangements

3.13 The strategic partnership with PricewaterhouseCoopers Australia (PwC) was formalised by
both parties signing a Complex Work Order in February 2021. The Complex Work Order functions
as the head agreement between parties, and individual activity orders were issued to the strategic
partner for specific programs of work or projects.

3.14 Although the strategic partnership was an arrangement with a single partner, DAWE had
two methods of managing services within a single governance structure. This depended on whether
the strategic partner was providing strategic advisory services or strategic project services, as
illustrated in Figure 3.1. There were three instances in which the strategic partner provided strategic
advisory services and activities as discrete programs of work under single activity orders.>?

3.15 The Strategic Partnership Board (the Board) provided oversight over the strategic advisory
services with PwC under the strategic partnership arrangements. The Board was comprised of SES
Band 1 and SES Band 2 officers from Portfolio Strategy Division and Corporate Business Services
Division, the Chief Financial Officer, and the Chief of Staff.

3.16  Prior to Terms of Reference being agreed, Board meetings were held between March 2021
and December 2021. The ANAO identified records of five such meetings, despite the meetings being
consistently referred to as weekly meetings. There is no evidence of a structured, regular agenda
for these meetings.

3.17 Inresponse to an internal audit conducted in August 2021, the Board formalised the Terms
of Reference and agenda format in December 2021. This was 10.5 months after the commencement
of the first activity order under the strategic partnership, and four months before the strategic
advisory element of the strategic partnership was put on hold in March 2022.

3.18 Regular themes were identified in the Terms of Reference for discussion by the Board. These
include relationship management, departmental transformation, accelerated delivery and
capability uplift, and contract management and governance. Meeting minutes from the six
meetings held between December 2021 and July 2022 indicate that these themes were not
discussed at all meetings, or were replaced by other agenda items. As such, it is not clear whether
the Board was effectively delivering against its purpose for the short period it was operating.

3.19 The Board did not provide oversight of the strategic project work delivered by the strategic
partner. Strategic projects were commissioned by the Secretary and ELT and undertaken in business
areas around the department but operated ‘with their own governance and activity orders
arrangements, as managed by the relevant business areas’.

Delivery partner governance arrangements

3.20 The delivery partner element of the partner model consisted of a panel of 19 firms, each
with their own Complex Work Orders or head agreements.>? Delivery partners could be engaged by
business areas to complete specific projects with approval from the FAS of the relevant division.
The business area that engaged the delivery partner was responsible for contract management,

51 See paragraph 2.22.

52  One firm did not sign a separate Complex Work Order. Services with this delivery partner were to be procured
under the firm’s existing Whole of Australian Government Head Agreement. This firm did not provide any
services under the delivery partner model. See Appendix 3.
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initially supported by DAWE’s Enterprise Program Management Office (EPMO) and in line with
established departmental procurement processes.>3

Implementation risk

3.21 DAWE’s Enterprise Risk Management Framework (the risk framework) stated that
departmental project and program plans must include a risk assessment. The risk framework further
states that risks are to be reviewed as part of the project reporting cycle.

3.22 There was limited consideration of risk to the implementation of the Blueprint other than
its application to the strategic partnership arrangement. Risk assessment activities and risk
management plans were not finalised prior to the establishment of the reform program.

3.23  Prior to the release of the Blueprint in September 2021, the Policy and Portfolio Strategy
Branch identified risk themes and potential risks to Blueprint implementation. The major risk
themes identified were:

° missed opportunities to deliver greater impact;
° changed department priorities;

. governance effectiveness;

° resourcing constraints;

o scope change/creep; and

° buy in and engagement to drive change.

3.24 Potential specific risks identified within these themes included: future machinery of
government changes; that capability and capacity objectives would not be achieved; a lack of staff
engagement and buy-in; and a lack of resourcing and finances to deliver Blueprint initiatives.
Assessment of these risks was not finalised, and risk owners were not assigned. There is no evidence
of whether the draft risk assessment informed other finalised documents.

3.25 An internal audit report dated August 2021 identified several gaps in DAWE’s risk
management approach to the strategic partner arrangement. Following the internal audit, the
Policy and Portfolio Strategy Branch drafted and circulated a draft risk register and risk plan for
comment. DAFF advised the ANAO that risk owners external to the Policy and Portfolio Strategy
Branch did not respond and no follow-up action was taken. The risk plan and register were not
finalised or implemented.

3.26 Risk may have been discussed in DAWE’s governance meetings, however these were not
clearly documented or supported by a formal review process of all risks involving consideration of
ownership, tolerance, and controls. The lack of formal risk management arrangements limits
management’s ability to make informed decisions relating to the management of risks.>*

53 The EPMO was responsible for managing the delivery partner model in DAWE. See paragraphs 3.79 to 3.83 for
further detail on EPMO’s role in the delivery partner model.

54 The Commonwealth Risk Management Policy recognises that a shared understanding of risk leads to well
informed decision-making.

Commonwealth of Australia, Commonwealth Risk Management Policy — Public Governance, Performance and
Accountability, Department of Finance, Canberra, 2014, p. 9.
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Opportunity for improvement

3.27 There is an opportunity for DAFF to improve its risk management processes including
implementing arrangements to review and continuously improve the management of risk as
required by the Commonwealth Risk Management Policy.

Has the department established appropriate arrangements to support
the delivery of reform activities?

Roles and responsibilities relating to the implementation of reform activities were assigned
however it is not clear that tensions between contingent initiatives were appropriately
managed. DAFF has not yet embedded arrangements to ensure the implementation of new
ways of working appropriately support achievement of outcomes and transparency principles.

Roles and responsibilities

3.28 Asdiscussed in paragraph 2.32, an SES Band 3 level officer was assigned as a sponsor against
each stream in the Blueprint. Sponsors were the accountable owners for the delivery of initiatives
within each stream in accordance with the reform agenda, including the partner model. An initiative
lead (typically SES Band 2 level) was assigned for individual initiatives within the Blueprint. Leads
were responsible for implementing specific initiatives.

3.29 The Blueprint included initiatives that were contingent on progress and outcomes from
initiatives within other streams. DAWE documentation indicates some tensions and potential delays
between these initiatives. For example, documentation indicated the Regulation stream considered
role design, workforce planning, capability, and training efforts within the People stream as key
supporting activities required to progress initiatives within the Regulation stream.

3.30 Theseissues were raised in January 2022 and flagged for further discussion at ELT+ meetings
in March or April 2022. These issues were not discussed at ELT+ as the focus of these meetings
shifted away from the Blueprint to other strategic planning during the caretaker period. The ELT+
did not consider the Blueprint in detail after March 2022.

3.31 Asat November 2022, DAFF has not made a decision on the applicability or direction of the
reform program. There is a risk that the reform program, including the DAWE Blueprint, may
devolve into disparate activities, therefore losing the focussed, sustained, and collective effort the
Blueprint was intended to provide.>®

55 ‘The importance of the blueprint is providing focus in the midst of this environment. Focus on the aspects
where we need a sustained and collective effort to continue delivering meaningful and relevant outcomes
across our portfolio and for the nation.’

Department of Agriculture, Water and the Environment, Being Future Ready: Our Future Department
Blueprint 2021-2025, DAWE, Canberra, 2021, p. 4.

Auditor-General Report No.17 2022-23
Department of Agriculture, Fisheries and Forestry’s cultural reform

40



Implementation

Recommendation no. 1

3.32 The Department of Agriculture, Fisheries and Forestry establish the direction of its reform
program by 30 June 2023.

Department of Agriculture, Fisheries and Forestry response: Agreed.

3.33 The department expects to establish the direction of its capability building program within
a refreshed DAFF Blueprint 2023-25 (the Blueprint) by 30 June 2023. This is being undertaken by
the Designing DAFF Taskforce that was commissioned following the establishment of the
department on 1 July 2022.

Collaboration Hub and introducing Agile methodologies

3.34 The Collaboration Hub is an approach intended to host workshops and collaborative
sessions, including Agile sprints to support the delivery of high-priority strategic programs and
projects. Operation of the Collaboration Hub is led by the Policy Office which provides design and
facilitation support, and advice on the use of online collaborative tools.

3.35 The Collaboration Hub comprises both a physical and virtual component. The physical
component was a dedicated room in DAWE’s central Canberra building.”® The virtual component is
facilitated by the Policy Office and allows sessions to be held online. The introduction of ‘new ways
of working’ including an emphasis on Agile methodologies was a significant element of the reform
program. The Collaboration Hub and Agile methodologies are complementary components of the
new ways of working.

3.36  Establishment of the Collaboration Hub to support the work of the partnership and reform
program was identified as a key deliverable under the strategic advisory services activity orders with
the strategic partner. The strategic partner and staff from the department co-designed, developed,
and established the Collaboration Hub in DAWE’s central Canberra building.

3.37 The strategic partner provided oversight and direction of the Collaboration Hub scope,
design, and build along with departmental staff. The strategic partner also supplied specific initial
outputs including visual design elements, and advice on the physical design and metrics to track and
monitor capability uplift. These capability uplift metrics were trialled in early sprints however were
not continued.

3.38 After the Blueprint was released, the strategic partner provided support for activities in the
Collaboration Hub until late March 2022, when full administration and management of the
Collaboration Hub transferred to DAWE. The Collaboration Hub arrangement has continued into
DAFF.

3.39 Aninitial delivery model was originally developed by the strategic partner. DAFF continues
to refine its delivery model for the Collaboration Hub which is intended to define the role of the
Policy Office and the Collaboration Hub across the department.

3.40 The Policy Office service offer describes the following regular tasks:

° deliver strategic policy insights;

56 The physical Collaboration Hub is now located in DAFF’s central Canberra building.
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. support problem solving projects;

. lead policy capability uplift;

. coach modern ways of working;

° share engagement approaches and best practice; and
. broker connections between stakeholders.

3.41 As part of the service offer and associated delivery model, the Policy Office provides support
for Agile methodologies, including Agile coaching and providing access to supporting resource
material.

3.42 The application of Agile methodologies may result in poor resource planning, limited
documentation (for both approvals and design documentation), and disjointed outputs. Without
appropriate support for the application of Agile methodologies, there is a risk that teams may not
meet accountability and transparency principles consistent with the expectations of the Australian
Public Service.

Opportunity for improvement

3.43 There is an opportunity for DAFF to ensure guidance for the application of new ways of
working supports teams to select fit-for-purpose methodologies for achieving intended outcomes
and ensures ongoing accountability and transparency principles are met.

3.44 DAWE did not maintain complete records of events conducted in the Collaboration Hub.
DAFF is implementing processes to capture complete records. Poor records reduce DAFF’s ability to
determine the role of the Collaboration Hub in driving uptake of new ways of working and
effectively supporting reform as DAFF is unable to examine the impact of the Collaboration Hub on
final outputs. Poor records also reduce the ability of the Policy Office to effectively broker
connections between stakeholders and share engagement approaches and best practice between
business areas.

3.45 During the audit, the ANAO observed further shortcomings in departmental record keeping.
These shortcomings and DAFF's intended actions are outlined in Appendix 5.

Opportunity for improvement

3.46 There is an opportunity for DAFF to collect information on the activities occurring in the
Collaboration Hub to enable the Policy Office to better assess the impact of the Collaboration
Hub in line with the reform program and to identify opportunities to increase collaboration and
cohesiveness across the department.

Does the strategic and delivery partner model appropriately support
the delivery of the reform program?

Capability uplift and the development of long-term skills, techniques and tools were identified
as key objectives of the strategic and delivery partner model. In delivering the reform program,
DAWE did not establish arrangements to ensure these expectations were consistently pursued.
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3.47 DAWE commenced development of its partner model in October 2020. The partner model
was pitched as a ‘close relationship’ with a strategic partner to support the development of an
overarching blueprint and enterprise-wide reform program, as well as multiple firms to be delivery
partners intended to support individual programs or projects, particular elements of reform and
change, and capability improvement.

3.48 To establish the partner model, DAWE approached the market via a competitive process
using the Digital Marketplace panel in October 2020.%” The approach to market was open to all
panel categories under the Digital Marketplace panel.>®

3.49 As part of the market briefing, interested parties were advised that the 2020-21 Budget
included $1.2 billion in new funding to the DAWE over four years, aligned to reform activities.>® The
briefing did not provide information related to the expected expenditure by DAWE for either the
strategic or delivery partner arrangements.

3.50 Twenty-nine firms applied for the role of strategic partner. PwC was selected as the strategic
partner. The strategic partnership formally commenced on 3 February 2021 for an initial term of
two years. One hundred and thirty-two firms applied for the role of a delivery partner. Nineteen
firms were successful in becoming delivery partners.®°

3.51 Partners could provide services across 15 categories.®* Partners could provide services
across multiple categories but only within the categories that they nominated as part of the
application process.®? To date, products and services delivered by delivery partners include mobile
applications; workshops; plans, strategies, and narratives; Agile coaching; team members; and
other mapping, review, and evaluation projects.

57 The Digital Marketplace was an online procurement platform intended to make it easier for all levels of
government and digital businesses to work together. The platform was being delivered by the Digital
Transformation Agency (DTA) as part of the National Innovation and Science Agenda. Sellers approved to
apply for opportunities through the Digital Marketplace were all members of the Digital Marketplace panel.
In May 2022, DTA integrated the Digital Marketplace into the BuyICT platform. See: Australian Government,
BuyICT — About Us [Internet], Digital Transformation Agency, available from:
https://www.buyict.gov.au/sp?id=about us [accessed 24 March 2023].

58 To be a seller on the Digital Marketplace, suppliers could apply to be assessed for a particular category or
multiple categories.

59 The briefing referred to new funding reforms to the export system; waste and recycling industry initiatives;
water reform activities; National Parks investment; and environmental protection reform.

60 Eighteen partners were appointed from March to April 2021, with one further partner appointed in
September 2021. The initial term for all delivery partners was two years from the commencement date of the
executed Complex Work Order or head agreement. PwC was both the strategic partner as well as one of the
19 delivery partners. PwC had one executed Complex Work Order covering both strategic partner and delivery
partner roles. Delivery partners are set out in Appendix 3.

61 The scope of service categories was pre-established by the Digital Marketplace. There were 18 service
categories available on the Digital Marketplace. Of these 18 categories, DAWE’s model did not include the
categories of Platforms integration; Service integration and management; or ICT Labour Hire.

See: AusTender, Standing Offer Notice View — SON3413842 Digital Marketplace Panel [Internet], Digital
Transformation Agency, available from https://www.tenders.gov.au/Son/Show/4E10C3C3-99F9-34E1-61CD-
E299C229AAEF [accessed 24 March 2023].

62 Thatis, if a firm applied for Cyber Security and Data Science, they were not permitted to provide work in
Content and Publishing. Service categories were agreed in the complex work orders for each partner.
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Planning and intent

3.52 Capability uplift®® and the development of long-term skills, techniques and tools employed
by departmental staff was identified as a key objective of the partner model. DAWE noted that, in
establishing the partner model, firms committed to working ‘side-by-side’ with departmental staff
‘often in joint teams, with a view to achieving capability uplift.”

3.53 As part of the evaluation for the strategic partner procurement, DAWE identified several
desirable attributes in the successful firm’s proposal, including:

. previous experience in delivering similar transformation programs, organisational-wide
culture change and capability uplift, for both government and public sector organisations;

. a strong core team and suitable lead-partners that can advise senior executives and drive
change;

° referees supporting their capabilities as a strategic partner on enterprise-wide

transformation projects;

° possession of extensive global reach and ability to supply local Australian experts as well
as a global panel of experts to provide insights and advice;

° strong focus on collaboration, working in embedded teams, and offering access to global
culture experts, including a commitment to develop a culture work plan; and

. possession of broad and multidisciplinary expertise across a broad range of capabilities
listed within our scope of works.

3.54 DAWE also identified aspects of the proposal as providing additional value above other
proposals. These included ‘mobilisation activities’®* over the first three weeks to be provided ‘free
of charge’; progressive volume discounts; and secondment opportunities.

Enabling capability uplift and transfer

3.55 Under the partner model, the strategic partner provided strategic advisory services and
strategic project services. The deliverables defined under the strategic advisory services activity
orders largely took the form of thought leadership and advice provided in meetings. This advice was
provided to the Secretary and the ELT to support delivery of the reform program. Deliverables under
strategic project services activity orders were managed by the business area for which the projects
were commissioned.

3.56 As noted in paragraph 2.29, there is no evidence that DAWE assessed departmental
expertise to identify gaps and inform the capability uplift objective.

3.57 Delivery of strategic advice was primarily through small group or individual meetings and
attendance at ELT+ meetings. Meeting minutes do not enable clear alignment of thought leadership
and advice to the strategic partner.

3.58 Some deliverables under the strategic advisory services activity orders presented
opportunities for DAWE to ensure advice was clearly recorded and maintained to support ongoing

63 Capability uplift involves development of competencies to address identified capability gaps.

64  Mobilisation activities included initial meetings with the Secretary and ELT to understand existing plans,
strategies, and operations; investigation of suitable spaces for the physical Collaboration Hub; and completing
onboarding processes. Mobilisation activities were included in the first strategic advisory activity order.
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capability development. This included the delivery of presentations and newsletters on relevant
topics from the strategic partner. Departmental records indicate that these forms of advice
provided by the strategic partner were not clearly documented.

3.59 DAWE considered the ‘ability to tap into a broad range of external capabilities and
international perspectives, including thought leadership on cross-cutting issues relevant to our
department’s work program’ as a key aspect of the strategic partnership arrangement. This is
consistent with one of the highlighted attributes outlined in paragraph 3.53 related to access to the
strategic partner’s global panel of experts.

3.60 One element of this included planned monthly virtual lunch-time sessions for SES staff to
engage with guest speakers from the strategic partner’s global network. These sessions were set to
commence in May 2021. DAFF advised the ANAO that seven sessions occurred between May and
October 2021. The ANAO identified evidence of two virtual sessions being delivered, one in May
and one in August 2021. DAFF was not able to provide evidence that the remaining five sessions
were delivered or that resources were maintained for future use or ongoing capability
development.

3.61 Based on the intended monthly schedule, 13 virtual SES sessions should have occurred
between May 2021 and March 2022. It is unclear whether the remaining six sessions were planned
or occurred.

3.62 Inaddition to the virtual SES sessions, the strategic partner was to provide a fortnightly email
to Executive officers. Five emails were circulated between October and December 2021. Three
emails were circulated across February, March, and April 2022. Two instances of sharing of specific
thought leadership pieces occurred in August and October 2021.

3.63 DAFF advised the ANAO there was no central coordination point for capturing and storing
these emails for later reference. The activity orders did not specify the number of presentations and
newsletters to be delivered, and DAWE assessed these items as delivered.

Case study 1. Thought leadership deliverables

The two virtual sessions delivered in May and August 2021 covered ‘The Budget’ and ‘Future of
work and implications for APS leaders’. Following the ‘Future of work and implications for APS
leaders’ session, the strategic partner shared additional resources with DAWE. These included
three reports by PwC: ‘Millennials at work’ based on a survey conducted in 2011; ‘Where next
for skills” dated August 2020; and ‘The Future of Work’ discussing hybrid working dated 2021.

‘Fortnightly Feed’ emails were sent from the strategic partner to the Secretary, Deputy
Secretaries and approximately 10 other Senior Executive Service officers in DAWE. Sharing of
these emails to other staff was at the discretion of individual recipients. Fortnightly Feed emails
included three to four topics with links to a variety of websites including TED Talks and global
PwC brands. These emails covered topics such as:

. ‘getting ready for COP26’ (the 2021 United Nations climate change conference);
. ‘innovative approaches to investment management’;

° ‘Russian invasion of Ukraine — impact on global food supply chains’; and

° ‘the four tiers of digital transformation’.
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3.64 The strategic partnership was also intended to deliver capability uplift to departmental staff.
Staff from the strategic partner firm worked in ‘joint teams’ with DAWE staff. Joint teams worked
on the Blueprint, the Collaboration Hub, and other strategic projects as agreed by ELT. The strategic
partner also provided formal and on-the-job training to DAWE staff.

3.65 Due to the absence of a gap assessment and the informal nature of deliverables provided
under the strategic advisory services element of the strategic partnership, it is unclear whether
DAWE maximised value from this arrangement including achieving the intended capability uplift.

3.66 The Complex Work Orders signed with each delivery partner included provisions relating to
knowledge transfer and capability uplift. Specifically, this required delivery partners to assist DAWE
to uplift and mature capabilities by ensuring knowledge transfer is embedded in the delivery of all
services. Business areas are responsible for managing contracts with delivery partners including
assessing deliverables (see paragraphs 3.79 to 3.81).

3.67 While capability uplift is highlighted in procurement documentation to be completed by
business areas, DAWE did not establish arrangements to ensure that knowledge transfer and
capability uplift expectations were consistently pursued under the delivery partner element of the
partner model. Monitoring and reporting against capability uplift is discussed further in paragraphs
4.44 to0 4.59.

Are there appropriate arrangements for engaging and utilising
partners under the strategic and delivery partner model?

DAWE utilised existing contract management procedures and arrangements to engage and
manage partners under the partner model. For the strategic advisory services delivered under
the strategic partner contract, DAWE did not have a dedicated contract manager until 13
months after the contract commenced. Existing contract management arrangements for
monitoring and measuring deliverables were not sufficient to manage the scale and complexity
of strategic advisory services. DAWE did not optimise the use of the model for capability uplift.
The partner model emphasised addressing capacity concerns rather than capability uplift.

Procurement and contract management arrangements

3.68 A panel arrangement is a way to procure goods or services regularly acquired by entities.®®
DAWE’s partner model was procured from a whole of government panel arrangement and is in
effect a ‘mini-panel’.® Although the partner model can be recognised as part of a standing

65 Department of Finance, Procuring from a Panel — Panels 101 [Internet], Finance, available from
https://www.finance.gov.au/government/procurement/buying-australian-government/procuring-panel-
panels-101 [accessed 24 March 2023].

66 Procurements from existing panels are not subject to the rules in Division 2 of the Commonwealth
Procurement Rules (CPRs), however they must still comply with the rules in Division 1.
Division 1 rules of the CPRs relate to value for money; encouraging competition; efficient, effective,
economical and ethical procurement; accountability and transparency; procurement risk; and the
procurement method.

Division 2 rules of the CPRs relate to procurements at or above the relevant procurement threshold and
include conditions or requirements around limited tenders; documentation; specification; modification of
evaluation criteria or specifications; conditions for participation; minimum time limits; submissions; and
awarding contracts.
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arrangement, appropriate procurement and contract management arrangements for each contract
executed under the model should still be established.

3.69 Requirements for DAWE’s contractual arrangements were set out in the Contract
Management Framework 2016.57 An internal audit report from December 2021 notes that ‘given
the size and complexity of the reform and transformation agendas that is [sic] being supported
through the strategic partnership, it is important to ensure appropriate accountability processes
and structures are in place with respect to contract management’.

3.70 The partner model is operationalised through a Complex Work Order with each partner that
functions as the head agreement between the parties.®® Individual activity orders are issued to
partners underneath the Complex Work Order for specific projects or programs of work.

Contract management

3.71 Under the partner model, the strategic partner provided strategic advisory services and
strategic project services. The strategic partner was tasked with strategic advisory work by the
Secretary, as advised by the Executive Board. Between the commencement of the strategic
partnership in February 2021 and March 2022, the Policy and Portfolio Strategy Branch undertook
contract management tasks relating to three strategic advisory activity orders.

3.72 Strategic projects were commissioned by the Secretary and ELT but operated ‘with their
own governance and activity orders arrangements, as managed by the relevant business areas’.
Strategic project contract management tasks were undertaken by the relevant business area.

3.73 A dedicated contract manager for the strategic partner was appointed in March 2022,
13 months after the commencement of the strategic partner arrangements. This appointment
coincided with the strategic advisory services element of the strategic partnership being put on hold
in March 2022.%°

3.74 The Policy and Portfolio Strategy Branch developed several checklist documents to establish
whether items in the three strategic advisory services activity orders with the strategic partner were
delivered. The ANAO reviewed the checklists and found issues with accuracy and completeness.

3.75 The checklists provided to the decision-maker for the first and second activity orders contain
comments noting that further documentation should be obtained. There are some items in the
checklists that are ‘Agreed’ but have further commentary suggesting that the item is not complete.
DAFF has not provided evidence that further documentation was obtained or that incomplete items
were followed up.

67 In April 2022, DAWE published an updated Contract Management Framework, which refers to the Australian
Government’s Contract Management Guidelines.

68 The Complex Work Orders set out the service categories and service pricing (hourly and daily rates); volume
discounts; and value-added services. The Complex Work Orders are based on the template from the DTA’s
Digital Marketplace panel. Specific services to be delivered are set out in the activity orders executed with the
strategic partner under the Complex Work Order. There is one Complex Work Order signed with PwC for both
their strategic partner and delivery partner role.

69 Since the strategic advisory services element of the strategic partnership was put on hold, the contract
manager has continued to undertake other work relating to the strategic partner. Activity orders with the
strategic partner that have continued after March 2022 were managed by EPMO until November 2022, when
EPMO was moved to the central procurement branch within DAFF. Activity orders from November 2022
onwards are being managed by DAFF’s central procurement branch.
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3.76 The checklists provided to the decision-maker for the second activity order link to a
SharePoint folder containing evidence. It is not clear which document relates to which item noted
as ‘Agreed’.

3.77 The Policy and Portfolio Strategy Branch did not retain versions of the auditing checklist as
they were provided at each approval point. It is unclear what specific information was presented in
the auditing checklist to the decision-maker at the three different approval points for the first
activity order.

3.78 This indicates that the decision-maker was not provided with complete and accurate
information to make an assessment as to whether all required activities were completed and
delivered. DAFF advised the ANAO that these documents changed with each iteration to reflect
lessons learned. There is no evidence to demonstrate what these lessons were.

Enterprise Program Management Office (EPMO)

3.79 EPMO was responsible for managing the delivery partner element of the model. EPMO
provided business areas with advice on selecting potential delivery partners; advice on draft activity
orders; support for onboarding partners; and broad contract management advice.

3.80 EPMO’s responsibility for delivery partners was limited to administrative arrangements,
including ensuring activity orders were in accordance with the Complex Work Order; quantitative
reporting on the model; and monitoring and reporting on emerging issues with the operation of the
partner model. Business areas were responsible for contract management activities relating to
activity orders with delivery partners.

3.81 EPMO identified high levels of direct sourcing and concerns around the strategic partner
using confidential information to make unsolicited proposals. In November 2021, EPMO identified
an instance where the strategic partner offered an Information Technology solution to DAWE as a
result of insights gained by the strategic partner firm from attending ELT meetings.

3.82 EPMO implemented processes to reduce direct sourcing and continued monitoring against
direct sourcing levels as part of its reporting. Senior representatives of DAWE met with and wrote
to the strategic partner in relation to contractual confidentiality requirements in response to the
concerns around unsolicited proposals.

3.83 As of November 2022, EPMO has been moved to the central procurement branch within
DAFF. The central procurement branch will be managing the administration of all new and ongoing
contracts executed under the partner model as well as DAFF’s use of the Department of Finance
mandatory Management Advisory Services Panel (see paragraphs 3.101 to 3.107).

Expenditure overview for the strategic and delivery partner model

3.84 Under the partner model, strategic partner work included advisory services and project
services. Strategic partner work included reform work that pre-dated the Future Department
Review as well as initiatives that were developed as part of the Review and the Blueprint. Strategic
partner work was funded from multiple sources, including the Secretary’s Reserve and at the
Executive-level cost centre of the relevant Group or Division.”®

70 At least one strategic partner engagement was co-funded from the Secretary’s Reserve and an Executive level
cost centre.
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3.85 The Secretary’s Reserve — also known as the Priority Funding Reserve — is established at
the start of each financial year as part of the department’s internal budget allocation process. DAFF
stated that its purpose is to ‘fund known key departmental priorities, meet emerging priorities, and
provide for urgent unforeseen priorities as they materialise during the course of the year.’

3.86 In 2020-21, the Secretary’s Reserve had a budget of $1.6 million available for priority
activities. DAFF informed the ANAO that in 2020-21, strategic partner work was funded from the
relevant divisional budget and not from the Secretary’s Reserve. In 2021-22, the Secretary’s
Reserve had a total budget of $46.7 million, with $37.7 million available for allocation to priority
activities including the strategic partner work. DAFF informed the ANAO that in 2021-22,
$10 million was provided from the Secretary’s Reserve to fund strategic partner work.

3.87 Delivery partner work is funded largely at the program level from the business area that
engages the partner, which may be existing departmental funding that pre-dates the Future
Department program of reform work.

3.88 In the financial years 2020-21 and 2021-22, DAWE signed contracts totalling
$115.56 million and made payments totalling $90.38 million under the partner model. The
$90.38 million in payments on strategic and delivery partner work comprised approximately:

. $22.82 million to PwC as the strategic partner, comprising:
o $11.08 for the provision of strategic advisory services;
o) $11.74 million for strategic project services; and
. $67.56 million on delivery partner projects, of which $17.41 million was to PwC as a

delivery partner.
Strategic partner expenditure

3.89 Strategic partner work and delivery partner work was considered and managed separately
in terms of contract management, however the department viewed its expenditure with PwC as
one arrangement. This was to enable calculation of the volume discount agreed with PwC in the
Complex Work Order.

3.90 The PwC Complex Work Order established that volume discounts would apply to work
performed under activity orders once a set threshold had been reached. There were three tiers of
discount at 2.5 per cent, 5 per cent, and 7.5 per cent depending on the total charges. The discount
was applied on a calendar year basis.”*

3.91 DAWE expensed over S40 million on PwC as a strategic and delivery partner. Since
1 July 2022, DAFF and the Department of Climate Change, Energy, the Environment and Water
(DCCEEW) have expensed a further $0.57 million on PwC for strategic project services. Figure 3.2
shows the breakdown of strategic and delivery activity orders executed with the strategic partner
by value and type of work (strategic or delivery).

71 InJune 2021, the threshold was reached and a 2.5 per cent discount was applied until July 2021. A five per
cent discount was applied in July 2021 and August 2021. From September 2021 to January 2022, a 7.5 per
cent discount was applied. The threshold was reset in February 2022.
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Figure 3.2: Total expenditure on PwC as a strategic and delivery partner
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Source: ANAO based on DAFF documentation.

3.92 More than 50 activity orders were executed with PwC under the partner model, with 15 of
these being for strategic partner work. These 15 activity orders included three for the provision of
strategic advisory services to DAWE and six for strategic projects delivered with business areas in
DAWE.’? Strategic projects related to the development of the biosecurity roadmap; development
of a National Climate Resilience Narrative; delivery of a sprint activity to support DAWE’s Water
Division; and several projects with Parks Australia.”®> The remaining six strategic partner activity

orders for strategic project services were executed after the 1 July 2022 Machinery of Government
changes.

3.93 A summary of the three activity orders relating to strategic advisory services provided to
DAWE, including the total cost, is outlined in Table 3.1.

Table 3.1: Summary of strategic advisory services activity orders provided under the
strategic partnership

Title and Summary of services requested Total expensed
commencement date amount
Strategic portfolio Facilitate a strategic portfolio workshop including pre, $104,500
workshop — February during and post workshop activities.

2021.

72  For some of these projects, multiple activity orders and variations were executed with the strategic partner.

73  Parks Australia was a division of the former DAWE that supports the Director of National Parks to fulfil the

Director’s functions established under the Environment Protection and Biodiversity Conservation Act 1999.
Parks Australia is now a division within DCCEEW.
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Title and Summary of services requested Total expensed
commencement date amount
Strategic Advisory and Work with the Secretary, DAWE senior leaders and $5,308,629
Blueprint (100 days) — the Portfolio Strategy team to shape and accelerate

March 2021. the strategic direction and transformation of the

portfolio. This includes:

e provide strategic leadership and direction by
working with senior leadership including thought
leadership, ‘tiger team’ support and facilitating
access to experts from across the strategic
partner network

e design and develop a blueprint

e design, build and operationalise a Collaboration
Hub

e support discovery and scoping of new projects

¢ provide strategic reporting and delivery against
blueprint and associated capability uplift plans,
including upskilling and transferring knowledge to
project teams.

Strategic Advice and Work with the Secretary, DAWE senior leaders and $5,667,615
Hub — September 2021. | the Portfolio Strategy team to shape and accelerate
the strategic direction and transformation of the
portfolio. This includes:

e provide strategic advice to the Secretary and
department’s senior leadership

e operationalise a Collaboration Hub

e provide surge support for Collaboration Hub
activities

e support the implementation and oversight of the
Future Department Blueprint

Total $11,080,744

Source: ANAO analysis of departmental documentation.
Delivery partner expenditure

3.94 Delivery partners were intended to support delivery of enterprise transformation by
identifying opportunities for blended teams, joint delivery, knowledge transfer and developing
additional capability. From March 2021, DAWE executed more than 170 activity orders with delivery
partners under the partner model, excluding activity orders executed with the strategic partner as
delivery partner. Delivery partner total expenditure and number of activity orders per partner are
set out in Appendix 3.

Reporting on expenditure

3.95 EPMO provided reporting on expenditure for the partner model to the DAWE Executive on
a fortnightly basis. DAFF informed the ANAO that since business areas could select multiple service
categories when progressing an activity order with a delivery partner, for reporting purposes EPMO
equally divided the total contract value of the activity order per the number of service categories
selected. DAFF is unable to provide more precise reporting on expenditure per service category.
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3.96 As part of this fortnightly reporting, EPMO also visually represented the distribution of
activity orders amongst partners. Although reporting provided the gross figures and numbers of
activity orders and values per partner, DAFF is unable to provide more precise reporting on
expenditure per delivery partner within each service category.

3.97 More precise reporting would enable DAFF to understand whether partners provided high
quality and value for money deliverables within each category or across multiple categories of
service. There were no arrangements in place for review and oversight of delivery partner work to
inform future tasking of delivery partners.

Alignment to the reform program

3.98 DAWE did not establish arrangements to ensure optimal use of the partner model. In
April 2021, EPMO identified five risks.

o Transformation objectives are not achieved due to a lack of clarity around roles and
responsibilities.

. Capital investment is not directed to supporting the department’s achievement of its
purpose/objectives/priorities.

° Enterprise level monitoring and reporting does not support effective executive oversight
of the transformation program.

° The partner model does not contribute to strengthened delivery performance or an uplift
in capability across the department.

° Immature program, project and change management capability across the department
compromises delivery performance.

3.99 The finalised risk log includes activities that were not complete at the time of finalisation.
The ANAO has assessed that DAWE implemented controls that address most risks identified in the
risk log. For the risk ‘The partner model does not contribute to strengthened delivery performance
or an uplift in capability across the department’, the identified controls do not appropriately address
the risk or were not fully implemented as identified in the risk assessment (see Table 3.2).

Table 3.2:

Source

Summary of risks identified where control does not address risk

Consequence Control ANAO assessment

Capability uplift is not
prioritised by business
areas or partners

The department does
not achieve a capability
uplift for staff and its
delivery performance is
compromised moving
forward

Monitoring by EPMO of
blended team
establishment

Monitoring of blended
team establishment
does not occur

Establishing metrics to
determine the extent of
capability uplift

EPMO has developed a
survey to examine the
extent of capability uplift
however this has
limitations in value (see
paragraphs 4.50 to
4.59)
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Source Consequence Control ANAO assessment
Partner tasking is Limited departmental EPMO monitoring of The department
duplicative funding is not used tasking to identify informed the ANAO that
efficiently potential duplication there is no formal
and the provision of process in place nor is
advice to business EPMO required to
areas in relation to collectively consider the
potential alignment of activity orders executed
tasking under the model to find
more structural
improvements or
efficiencies

Source: ANAO analysis of departmental documentation.

3.100 EPMO conducted a subsequent operational risk assessment in November 2021. DAFF
advised the ANAO that the operational risk assessment supersedes the risk assessment from April
2021. This operational risk assessment focuses on risks within scope for management by EPMO.
Risks identified in the April 2021 assessment were determined to be out of scope for management
by EPMO and were not referenced in the September 2021 assessment.

Management Advisory Services panel

3.101 The Department of Finance has established the Management Advisory Service Panel (the
MAS panel) for the procurement of management advisory services — commonly known as
consultancies — by Commonwealth entities. The MAS panel is mandatory for non-corporate
Commonwealth entities that are subject to the Public Governance, Performance and Accountability
Act 2013.74

3.102 The MAS panel is being established in three phases:

° financial management advisory services commencing in July 2021;
° corporate management advisory services commencing in February 2022; and
° commercial management advisory services commencing in quarter four of 2022.

3.103 Once management advisory services relevant to each phase of the establishment are
available through the MAS panel, it will be mandatory for non-corporate Commonwealth entities
to use the MAS panel for procurements.”

74  Department of Finance, Management Advisory Service Panel [Internet], available from
https://www.finance.gov.au/government/procurement/whole-australian-government-
procurement/management-advisory-services-panel [accessed 23 March 2023].

75 The panel replaces all Commonwealth management advisory services related panels; management advisory
services related categories on current panels; and non-panel approaches to procuring management advisory
services.

The panel allows agencies to purchase up to five per cent of their total expenditure per financial year on
management advisory services from service providers not under the panel.

Department of Finance, Management Advisory Service Panel — About the panel [Internet], available from
https://www.finance.gov.au/government/procurement/whole-australian-government-
procurement/management-advisory-services-panel/about-panel [accessed 23 March 2023].
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3.104 The Department of Finance granted DAWE an extension to the transition period to allow
continued use of the partner model until April 2023. DAWE developed a transition plan to support
the department in commencing its use of the MAS panel.

3.105 In line with the transition plan, DAWE was developing processes to finalise procurements
from the partner model and begin use of the MAS panel, including reporting to document and
monitor the changes. After 1 July 2022, changes included the separation and allocation of partner
model procurements from DAWE to DAFF and to DCCEEW, and then the use of the MAS panel by
each entity.

3.106 Since the establishment of the second phase of the MAS panel on 14 February 2022, DAWE,
DAFF and DCCEEW contracted 60 delivery partner engagements under the partner model for a total
committed value of $23.33 million. These engagements have start dates between 21 February 2022
and 30 September 2022. As of November 2022, DAFF signed four contracts under the MAS panel.

3.107 Asnoted in paragraph 1.20, the strategic advisory element of the strategic partnership was
put on hold in March 2022, A formal decision to end the strategic partner arrangement ahead of
the planned end date of February 2023 was proposed. DAFF informed the ANAO that no formal
decision was made to end the arrangement, and no strategic advisory services were contracted
after 25 March 2022.
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4. Monitoring and reporting

Areas examined

This chapter examines whether the Department of Agriculture, Water and the Environment
(DAWE) established effective arrangements to monitor and report on the implementation of
its reform program.

Conclusion

Monitoring and reporting arrangements for the reform program were ineffective. Progress
reporting for specific initiatives did not provide accurate and complete information.
Performance measures primarily focussed on staff sentiment. Due to limitations with the
completeness of the data, the performance measures were largely ineffective for measuring
impact. DAWE did not undertake a planned evaluation of its reform program and did not
establish appropriate assurance over capability transfer and uplift. DAWE did not complete cost
mapping activities prior to commencing its reform program and subsequent funding gaps for
implementation of the forward program emerged. These issues were not resolved.

Areas for improvement

The ANAO made three recommendations for the Department of Agriculture, Fisheries and
Forestry (DAFF) to: establish a set of fit-for-purpose performance criteria to support evaluation
and assessing the performance of the reform program; ensure that monitoring of activities
within the reform program continues until activities are fully implemented; and establish a
framework for regular review to ensure the reform program remains relevant over time.

4.1 Effective monitoring and reporting of program implementation supports transparency and
accountability, enables early identification of risks and issues, and helps ensure the program is on
track to achieve its objectives. Evaluation of programs and policies against clearly articulated
objectives allows for successes and failures to be identified. Effective arrangements include:

° collection of timely and relevant information that allows progress to be tracked towards
outcomes and adjustments made as necessary;

. an evaluation framework that contributes to continuous improvement and ensures that
the reform program remains fit for purpose; and

. processes to review and manage costs and benefits of the overall program that
demonstrate proper use and management of public resources.

Is a framework in place to monitor and measure reform progress?

The framework for monitoring and measuring reform progress did not provide sufficient
information over the entire reform program. Progress reporting did not provide appropriate
assurance over the status of projects. Performance measures primarily focussed on staff
sentiment which provided some indication of the impact of the reform program. However,
these indicators did not provide a complete measure of the impact of the reform program,
clearly align to intended outcomes, or enable identification of significant trends in impact.
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4.2 Initiative leads were responsible for implementing Blueprint initiatives. This included
progressing initiatives and liaising with sponsors on progress and risks to implementation.’® The
Executive Leadership Team Plus (ELT+) provided oversight for the implementation of the
Blueprint.”’

4.3 The Policy and Portfolio Strategy Branch was responsible for ‘successfully transition[ing]
Being Future Ready and implementation of the Future Department Blueprint into the
department’s business as usual, and support[ing] the Secretary and ELT on key strategic policy
priorities’. This included providing visibility over implementation progress and sharing the impact
of the Blueprint and the Being Future Ready objective.

4.4 Between September 2021 and March 2022, progress updates against the Blueprint were
gathered by the Policy and Portfolio Strategy Branch from initiative leads. The Branch reported
progress to the ELT+ verbally, with supplementary presentations documenting initiative progress.

4.5 In November 2021, DAWE commenced development of performance measures for
inclusion in a monitoring dashboard (the dashboard) for the ELT+. Development of performance
measures involved consultation between the Blueprint initiative leads and their staff as relevant
to the stream, and the Policy and Portfolio Strategy Branch with support from the strategic
partner.

4.6 Potential measures were initially drawn from the work produced by the eight sprint teams
that drafted the Blueprint theme content (see paragraphs 2.30 to 2.35).

4.7 The dashboard consisted of three types of monitoring.

. Progress monitoring — these indicators reported on whether initiatives were meeting
milestones. Where events or situations are noted as blocking initiative progress (blockers),
they were reported here.

. Engagement monitoring — these indicators examined participation in events such as
Being Future Ready engagement sessions.

° Impact monitoring — these indicators are a mixture of departmental, aggregated and
stream-level indicators intended to demonstrate impact, both internally and externally,
from the work undertaken.

4.8 The dashboard was presented to the ELT+ in March 2022. ELT+ agreed in principle to
publish the dashboard on DAWE’s intranet. The ELT+ also directed the Policy and Portfolio
Strategy Branch to continue to gather, refine, and clear the content of the dashboard with
initiative leads and DAWE’s communication team. The dashboard was not published.

76 Initiative leads were Senior Executive Service Band 2 level officers. Sponsors were Senior Executive Service
Band 3 level officers. These governance arrangements are discussed in more detail in paragraph 3.28.

77 The composition and roles of the Executive Leadership Team (ELT) and ELT+ are covered in more detail in
paragraphs 3.7 to 3.10.
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Progress monitoring

4.9 Progress was monitored through consideration of active initiative milestones.’® There are
five status categories that could be applied to each milestone.

o Complete — the initiative has been successfully completed.

. On track — the initiative is underway and has no reported problems that may delay its
implementation.

° At risk — the initiative has a problem that requires remediation by initiative leads.

o At major risk — a problem has arisen that requires escalation to the ELT+.

. Not started — the initiative has not yet commenced.

4.10 Initiative leads provided comments about progress, such as potential delays to
implementation. These comments could be escalated to the ELT+ as ‘blockers to progress’. ‘Deep
dives’ provided the ELT+ an opportunity to provide feedback or advice on how to progress an
initiative if blockers were present.”®

4,11 Following the development of the dashboard, progress reporting was intended to be
updated on a quarterly basis. However, this did not occur as implementation monitoring for the
Blueprint has not been discussed in ELT+ since March 2022.

Defining milestones

4.12 The timing and activities required to achieve implementation and completion of several
milestones were unclear. One-third of the milestones required the department to ‘commence’,
‘pilot’, or ‘launch’. For the milestones that were framed around commencement of activities,
there were no additional milestones included in the Blueprint to monitor for the completion of
the projects.

4.13 The lack of clarity relating to the wording of milestones was raised during consultation
with initiative leads as part of the Blueprint development process. Feedback from this
consultation resulted in several proposed actions, including:

. reviewing the wording of initiatives (avoid develop, design, engage, plan) to focus on the
outcome; and

. reviewing milestones to make these clearer, more action-oriented regarding the
initiative’s end state.

4.14 This feedback was partially addressed in the final initiatives included in the Blueprint, with
the wording of some initiatives revised to better articulate the outcome. For example, the
partnerships and stakeholder engagement initiative to ‘increase shared value of Aboriginal and
Torres Strait Islander perspectives’ was changed to ‘deliver Aboriginal and Torres Strait Islander
outcomes through government priorities and implement the Reconciliation Action Plan’ in the
final version of the Blueprint.

78 Active milestones typically aligned to the first tranche of activities. Reporting against milestones with a
completion date in subsequent tranches could also be included by advice from initiative leads. Progress
monitoring was aligned to the stream snapshots discussed in paragraphs 2.53 to 2.57.

79 A ‘deep-dive’ is a stream specific component of an ELT+ meeting intended to either seek feedback ahead of a
future Executive Board decision or support from ELT+ to manage an implementation risk or issue.
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4.15 In the most recent update, presented in the dashboard in March 2022, 32 of the 37
initiative milestones in Tranche 1 were reported as being on track or completed. Twenty-three of
the 37 initiative milestones in Tranche 1 were framed around commencement of activities. These
milestones began with words such as ‘commence’, ‘rollout’, and ‘establish’, which limited the
ability of the ELT to effectively monitor the progress of individual milestones.

4.16 Overall, the milestones within the Blueprint did not provide oversight to the ELT+ over the
lifetime of the relevant projects. Milestones with unclear wording or timing did not provide clear
information to the ELT+ about the status of the projects and limited the ability to effectively
monitor the progress of individual milestones.

4.17 Framing milestones with a short-term focus does not support clear communication to
decision-makers and limits the department’s ability to intervene to address implementation
issues that may impact full achievement of intended outcomes. Ensuring visibility is maintained
over the entirety of the project by monitoring for full completion will better support the
achievement of the overall reform program outcomes.

Recommendation no. 2

4.18 The Department of Agriculture, Fisheries and Forestry ensure that monitoring of
activities under its reform program or any future reform program continue until activities are
fully implemented.

Department of Agriculture, Fisheries and Forestry response: Agreed.

4.19 The department will include monitoring of reform activities within the Blueprint as part
of implementing its enterprise performance and reporting framework.

Engagement monitoring

4.20 Engagement monitoring was intended to assess staff engagement levels with the reform
program and identify knowledge or behavioural shifts. Engagement monitoring was intended to
include both short-term activity or output indicators, and longer-term cultural shift indicators.

4.21 Engagement was monitored on the dashboard through Team Leader Engagement Session
Highlights and through an APS Census question. The APS Census question measured how many
departmental staff responded positively to the statement ‘My agency inspires me to come up
with new or better ways of doing things’. In 2021-22, this was 39 per cent.

4.22 DAFF advised the ANAO that it intended to shift the focus from engagement monitoring
to progress and impact monitoring as engagement monitoring was primarily aligned to the
release phase of the Blueprint.

Impact monitoring

4.23 Impact monitoring included longer term measures intended to be updated annually or
twice a year to demonstrate whether actions under the Blueprint were having the expected
impact. During the development of the Blueprint, the strategic partner provided templates to
stream and initiative leads that served as summaries of each stream, including:

° the current situation of DAWE for the capability area;
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° where DAWE hoped to be by 2025 for the capability area;

° how DAWE intended to achieve capability uplift; and

° ways that DAWE could measure the success of the program (described as measures of
success).

424 The templates were intended to guide the ‘sprint’ teams to develop proposed
performance indicators to measure the impact of the Blueprint. Teams undertook an iterative
approach, including developing draft stream chapters (see paragraphs 2.30 to 2.35), streamlining
the proposed initiatives, timelines, capabilities to be developed, and measures of success.

4.25 Asaresult of the sprints, each team drafted a number of performance measures. The level
of detail varied between each stream, from 17 performance measures in the Digital, Tools and
Technology stream to four performance indicators in the Financial Discipline and Sustainability
and People, Leadership and Change streams. The measures of success included a mix of
guantitative and qualitative measure types, and included outputs, effectiveness, and efficiency
measures.

4.26 Following the launch of the Blueprint, the Policy and Portfolio Strategy Branch consulted
with Blueprint stream and initiative leads to develop impact indicators for use in the dashboard.
As part of this process, one or two performance measures were presented to the stream and
initiative leads. Some performance measures were taken from draft Blueprint chapters while
others were created through a separate process. Performance measures were developed in
consultation with initiative leads.

4.27 DAFF informed the ANAO that the remaining measures of success identified during the
Blueprint development phase were not pursued due to issues such as data availability and the
intention to avoid adding to reporting requirements. DAFF advised the ANAO that emphasis was
placed on leveraging existing reporting and data sources.

4.28 In February 2022, DAWE agreed to a set of indicators for each Blueprint stream. Each
impact indicator was assigned to a specific stream and was to be updated or refreshed at a
specified frequency depending on the availability of data, as outlined in Table 4.1.

Table 4.1: Impact indicators and the frequency of updates
Blueprint stream Impact Indicator Refresh Rate
Regulation Number of Participants at Building Legal Organisation Capability | Quarterly

(BLOC) training to date.

Policy Percentage of Policy and Program Officers who believed their Annual
SES manager ensures that work effort contributes to the
strategic direction of the agency and the APS.

Partnering and Percentage of department staff that responded positively to the Annual
stakeholder question ‘I have the skills and experience | need to develop
engagement effective engagement plans’ in the stakeholder and partnerships

survey.

Data and analytics | Percentage of department staff that responded positively to the Annual
statement ‘My team uses data to make evidence based
decisions’ in the APS Census.
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Blueprint stream Impact Indicator ‘ Refresh Rate

Science Percentage of department staff that responded positively to the Annual
question ‘Do you feel science is effectively translated into policy
and regulation’ in the science survey.

Digital, tools and Percentage of DAWE staff that believed their workgroup have Annual
technology the tools and resources needed to perform well.

People, leadership | Percentage of DAWE staff that responded positively to ‘change Annual
and change is well managed in my agency’ in the APS Census.

Financial discipline | Variance of forecast and budget from actuals by month and 6 months
and sustainability level.

Source: ANAO analysis of DAWE documentation.

4.29 Using a single impact indicator as the measure for each stream did not provide meaningful
information on DAWE’s ability to achieve the Blueprint objectives.

430 Theimpact monitoring framework also included supplementary indicators for two streams:
the Science and Partnering stream; and the Stakeholder Engagement stream. Supplementary
indicators did not require a commitment to track and update over the lifetime of the Blueprint.
Supplementary indicators are also defined as consisting of measures such as attendance at
trainings, insights from surveys, or qualitative feedback.

431 Development of supplementary indicators was not completed before March 2022. The
supplementary indicators were not assessed by the ANAO.

4.32 The approved suite of impact indicators did not provide appropriate information for DAWE
to measure the impact of the Blueprint initiatives on any of the eight capability streams, or
departmental capability overall.

Recommendation no. 3

4.33 The Department of Agriculture, Fisheries and Forestry establish fit-for-purpose
performance criteria to support evaluation and provide a basis for assessing the performance of
its current or any future reform program.

Department of Agriculture, Fisheries and Forestry response: Agreed.

4.34 The department will develop fit-for-purpose performance criteria to evaluate and assess
the performance of its new capability building program. These criteria will be embedded in the
department’s enterprise performance and reporting framework.

Has the department evaluated the extent to which desired reform
outcomes are being achieved?

A planned review of the Blueprint has not yet occurred. Program level performance measures
are not integrated with initiative level reporting and do not currently enable the department to
fully evaluate the achievement of desired outcomes. DAWE did not establish appropriate
assurance over the achievement of the capability transfer and uplift under the strategic and
delivery partner model.
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‘Being Future Ready’ outcomes

4.35 Outcomes are the results, impacts or consequences of a purpose or activity. The outcomes
of the Blueprint were outlined in DAWE’s Corporate Plan 2021-22 as the strategic objective ‘Being
future ready’.®°

436 DAWE defined ‘Being future ready’ as ‘[to] integrate new capabilities and
technology-enabled delivery to meet the demands of an increasingly connected, changing and
complex world.”®* DAWE initially proposed measuring the ‘Being future ready’ objective with three
performance measures.

o Employee engagement.
° Our people are agile, responsive, and open to new ways of working.
o Our technology infrastructure, architecture and business processes support modern

service delivery and enable stakeholders to more easily interact with us.

4.37 DAWE included the results for two of the three performance measures as ‘informal’
measures within the ‘building our capability’ section of the 2021-22 Annual Report.®?

° DAWE reported its employee engagement score for 2021-22 increased from 72 per cent
to 73 per cent against a target of stability or increase.

° DAWE reported the results for the agile and open to new ways of working measure for
2021-22 increased from 64 per cent to 66 per cent against a target of stability or increase.

4.38 DAWE did not report against its technology measure in its Annual Report.

4.39 None of these performance measures were included in the monitoring dashboard. Rather,
‘Being Future Ready and New Ways of Working’ was included in the dashboard presented to the
ELT+ in March 2022. This included a result of 39 per cent of respondents who indicated they
believed DAWE ‘inspires them to come up with new or better ways of doing things’ in 2021.

4.40 It is not clear how the ‘Being future ready’ performance measures were aligned to, or
influenced by, the initiatives identified in the Future Department Blueprint.

Planned review of the reform program

441 DAWE initially intended to review the Blueprint around March 2022, six months after its
release. In December 2021, DAWE developed a proposed approach to support this review. This
approach outlined that the objective of the review was to:

ensure the objective of Being Future Ready is met through identifying any changes required to
initiatives, milestones and their ownership and funding, as well as integrating the Indigenous
Platform into the Blueprint and its governance.

80 The ‘Being future ready’ objective was not identified in the DAWE’s Portfolio Budget Statements and includes
discussion of capability (people and IT infrastructure). Discussion of this objective was subsequently moved to
the capabilities section of the Department of Agriculture, Water and the Environment Annual Report 2021—
22.

81 Department of Agriculture, Water and the Environment, Corporate Plan 2021-22, DAWE, Canberra, 2021, p.
41.

82 Department of Agriculture, Water and the Environment, Annual Report 2021-22, [Internet], DAWE, available
from https://www.transparency.gov.au/annual-reports/department-agriculture-water-and-
environment/reporting-year/2021-22-6 [accessed 23 March 2023].
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4.42 The planned outputs of the review were:

. a revised Blueprint including updated milestones with rationale and integrated Indigenous
initiatives;

. a transformation assessment and maturity plan;

. options for Blueprint funding with a preferred option proposed?3; and

° options for a support model to continue momentum on the Blueprint, with a preferred

model proposed.

4.43 Thereview did not occur at six months as originally proposed. DAWE advised the ANAO that
the review was postponed and expected to occur after the May 2022 federal election. As at
November 2022, a review of the Blueprint has not occurred.

4.44 On 1 August 2022, DAFF announced the establishment of the ‘Designing DAFF’ taskforce.
One of the objectives of the Designing DAFF taskforce is to ‘evolve the Future Department
Blueprint’. As at November 2022, the Designing DAFF taskforce has not yet completed its objectives.

Assurance over capability transfer

4.45 Capability uplift through transfer of skills from the strategic and delivery partners was
identified as a key component of the strategic and delivery partner model.

Strategic partnership

446 In June 2021, DAWE drafted an approach to measuring capability uplift across the
department. This approach focussed on the adoption of new ways of working and Agile
methodologies. Most of this uplift was to occur through joint teams with the strategic partner,
which would transfer through to the rest of the department.

4.47 One measure proposed was to identify growth in the number of teams who had adopted
Agile techniques and tools such as Kanban boards.®* This measure was not implemented.

4.48 The strategic partner also conducted a survey in April 2021 examining familiarity with Agile
techniques and collaborative workshops among participants in the first Blueprint development
sprints. Approximately 19 staff were surveyed. DAFF advised the ANAO that these surveys were not
continued as they did not provide suitable information. DAWE did not replace these surveys and
instead asked about staff familiarity with Agile techniques during the subsequent Blueprint sprints,
and incorporated feedback as ‘lessons learned’ in later sprints.

4.49 The strategic partner included output-based metrics in its regular dashboard reporting that
measured efforts to engage DAWE staff with the Being Future Ready program. The strategic partner
provided the number of projects or programs and the number of capability uplift activities to the
date of the dashboard report. This included the number of engagement hours, number of people
engaged, and number of events or meetings held.

83 Funding for the Blueprint is discussed further in paragraphs 4.60 to 4.65.

84 A Kanban board is an Agile project management tool designed to help visualise work including establishing
daily work priorities.
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450 As discussed in paragraph 3.55, the strategic partner was contracted to provide strategic
advisory services and consultation deliverables to the Executive. DAWE did not establish metrics to
assess the outcomes of the ‘strategic advisory services’ element of the strategic partnership.

Delivery partners

451 Post-procurement surveys of business areas coordinated by DAWE’s Enterprise Program
Management Office (EPMO) included opportunities for business areas to provide ratings on a scale
of one or zero to 10 against different categories or questions. There were accompanying free-text
fields for comments. These surveys were intended to gauge the effectiveness of engagements with
delivery partners and included a specific question relating to capability uplift.8>

452 The ANAO reviewed the fortnightly dashboard reports produced by EPMO to report on the
strategic and delivery partner model and found discrepancies in the survey response rates and
results. This indicates issues with the quality of reporting.

453 Ratings provided from business areas and partners were aggregated within the fortnightly
dashboard reporting to the ELT+. Quantitative data from these ratings were framed as ‘engagement
feedback’. Reporting against the ‘Quality of Deliverables’ and ‘Capability Uplift’ were included as
percentage values.®® Written comments were not included in the reporting dashboard.

454  Capability uplift results were subject to large variations. On 25 August 2022, a figure of
70 per cent capability uplift was reported based on 18 business area survey responses. This figure
increased to 80 per cent with the addition of one survey response, a total of 19. In September 2022,
capability uplift was reported at 80 per cent.

455 EPMO provided more detailed reporting to the ELT+ on the surveys shortly after they were
first launched in August 2021. This reporting drew conclusions about engagement with the delivery
partners based on four survey responses from 72 executed activity orders. This reporting included
the conclusion that ‘knowledge transfer has occurred’. No further survey feedback-focused
reporting or presentations to the ELT+ occurred after August 2021.

4.56 Limitations with the survey that assessed capability uplift are evident. This includes business
area respondents not providing a response to the question and including comments such as:

Hard to put a rating on this one. There was an improvement in insights, but the skills and
knowledge won’t improve until the findings are put in place, which hasn’t happened yet.

4.57 In one instance, a business area respondent left the answer blank and provided the
comment:

Unable to respond at this point in time. The report has been received with 5 recommendations
and the branch is currently assessing how these will be implemented. Improvements would need
to be assessed after implementation is undertaken.

85 Therating scale is linear, where one or zero is the worst or least significant while 10 is the best or most
significant. The text accompanying the rating scale varied slightly according to the category or question. For
example, one question is ‘How clear were the instructions for the Request for Quote process?’ and another is
‘Was there an improvement in your business unit’s capability as a result of this engagement?’.

86 Partner performance was categorised as quality of deliverables; capability uplift; partner engagement
effectiveness; and engagement process effectiveness.
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458 EPMO generated a value of eight out of a possible 10 for this blank response, noting that
‘the survey respondent did not included [sic] a rating - we have interpreted his explanation as being
an eight’.

459 The response rate from business areas in June 2022 was approximately nine per cent. The
department should be cautious with quantitative reporting or reaching conclusions based on survey
results with a relatively low response rate, as results are unlikely to reflect the broader population.?”

460 While survey results were used to make process improvements such as improving
onboarding timeframes for contractors, there is no evidence that results were used by DAWE to
improve capability transfer mechanisms between delivery partners and the department.

Has the department established arrangements to review and manage
costs and benefits of its reform program?

DAWE did not establish arrangements to effectively review and manage costs and benefits
across the reform program.

Costs related to the reform program

4.61 InJuly 2021, DAWE noted that $1.2 billion of funding to deliver Blueprint initiatives across
all tranches was already secured, mostly through New Policy Proposals (NPPs) finalised before the
development of the Blueprint. $16.5 million was noted as being funded through existing
Business as Usual (BAU) budget measures.

4.62 DAWE also noted that projects worth approximately $81 million were going through the
business case process. An additional approximately $29 million across all tranches required a
funding decision, sourced either from existing BAU budget measures, redeployed resources, or new
pools of funding.

4,63 As discussed in paragraph 2.44, DAWE prioritised existing projects in establishing the
Blueprint, most of which were already funded and subject to the department’s project management
framework. As such, funding for initiatives and associated resources was coordinated through
existing departmental processes rather than a separate process aligned to the Blueprint.

4.64  Funding gaps of up to $10 million for activities scheduled for 2021-22 were identified and
flagged for reporting to the ELT+. The meeting minutes from the ELT meeting on 13 August 2021
noted an agreement to fund the 2021-22 financial year initiatives through ‘anticipated
underspends’ with the Chief Financial Officer (CFO) to consider a more comprehensive approach to
funding initiatives in outyears’. In December 2021, initiative leads were advised that they would
have an opportunity to discuss the possibility of creating a ‘Blueprint reserve’ for 2022—-23 with the
CFO in March 2022.

4.65 ‘Deep dives’ into specific streams were conducted during six ELT+ meetings from
September 2021 to March 2022. During these deep dives, initiative leads discussed how the

87 June 2022 reporting was based on responses from 19 business areas from a total of 214 surveys issued. For a
population of this size, 138 responses would be needed for the results to reflect the target population with an
appropriate level of confidence. This calculation is based on a confidence level of 95 per cent and a
confidence interval of five which are the most common parameters applied to determining survey sample
sizes.
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projects were tracking along their allocated budgets. Despite the funding gaps discussed in
paragraph 4.64, funding was not raised as a specific impediment to progress after the launch of the
Blueprint during these deep dives and has not been mentioned as a blocker to any projects within
the monitoring dashboard.

4,66 DAFF advised the ANAO that costs and funding were expected to be examined further in the
planned six-month review of the Blueprint. As outlined in paragraphs 4.41 to 4.44, this review has
not occurred and as such, program level cost and funding review activities have not occurred.

4.67 DAFF further advised the ANAO in November 2022 that funding for forward years and the
creation of a ‘Blueprint reserve’ has not progressed due to the federal election and subsequent
Machinery of Government changes enacted on 1 July 2022. Priorities requiring additional funding
for 2022-23 will be addressed through existing mechanisms such as the Secretary’s Reserve (see
paragraphs 3.84 to 3.86).

Costs related to the strategic and delivery partner model

4,68 DAWE’s October 2020 procurement plan estimated the maximum costs associated with the
strategic partner arrangements to be up to $10 million over the life of the arrangement. The
estimated breakdown of costs at the time of the procurement plan is outlined in Table 4.2.

Table 4.2: Estimated costs over the life of the strategic partner arrangement as at
October 2020
Current year (2020-21) $3 million
Outgoing Financial Estimate Year 1 (2021-22) $3 million
Outgoing Financial Estimate Year 2 (2022-23) $2 million
Outgoing Financial Estimate Year 3 (2023-24) $2 million

Source: Strategic Partner procurement plan October 2020.

469 DAWE engaged the strategic partner for two key types of activities: strategic advisory
services; and strategic project activities. As discussed in paragraph 3.88, as at the end of June 2022,
DAWE had spent $22.82 million combined on both types of strategic partner activities. DAWE’s
October 2020 procurement plan did not distinguish between these types of activities.

4,70 Reporting to the Executive Board provided an overview of expenditure for specific activities,
however DAWE did not undertake a process to review actual expenditure against estimated
expenditure for the life of the strategic partnership.

4.71 Delivery partner work was funded by the business area requesting the work. EPMO advised
the ANAO that the delivery partner component was intended to drive efficiencies in existing
arrangements to engage consultants. There is no evidence that DAWE assessed the expected scale
of these efficiencies or developed estimations for expenditure over the life of the arrangement for
delivery partner work. As at the end of June 2022, DAWE had spent $67.56 million on delivery
partner projects.

4.72  Fortnightly activity reporting on the administration and cost of the strategic and delivery
partner model included proportion-based reporting, such as the number of activity orders per
service category or partner firm. This reporting did not include information such as total
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expenditure on the model since commencement. DAFF does not have a single source of truth for
total expenditure relating to the strategic and delivery partner model.

Benefits management

4.73 Internal audit activities identified a need for benefits reporting, including a recommendation
to develop a benefits realisation plan to measure capability uplift benefits derived from the
Collaboration Hub.2 This included that benefits should be tracked, monitored, and reported to the
Executive Board on a quarterly or regular basis.

4,74 DAWE advised the ANAO that consideration of benefits was captured in the Hub Transition
Plan. The Hub Transition Plan provided the framework for transitioning the Collaboration Hub from
joint management with the strategic partner to sole management by departmental staff.

4,75 The Hub Transition Plan outlined the foundational skills of collaborative design the
Collaboration Hub is intended to foster, and details the competencies and abilities that
departmental staff will need to develop to manage the Collaboration Hub. DAWE did not conduct
an assessment against the competencies and abilities to enable effective tracking of capability
development against the Hub Transition Plan.

4,76 The Hub Transition Plan did not specifically identify benefits. Outcomes included focusing
on developing collaborative design skills or outputs such as delivery of resources to support ongoing
management of the Collaboration Hub, rather than the impact of the Collaboration Hub on the
department’s performance and delivery of core business.

Recommendation no. 4

4.77 The Department of Agriculture, Fisheries and Forestry put in place a framework for
regular review to ensure its reform program or any future reform program remains relevant over
time. Reviews should include a comprehensive cost and benefit assessment and active
monitoring.

Department of Agriculture, Fisheries and Forestry response: Agreed.

4,78 The department will include reviewing the reform activities identified in the Blueprint,
within its enterprise performance and reporting framework.

s

Grant Hehir Canberra ACT
Auditor-General 3 April 2023

88 A benefit is described as a measurable improvement resulting from an outcome which is perceived as an
advantage by one or more organisational objectives. Benefits realisation allows entities to track and maximise
the achievement of benefits from investments.
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Appendix 1 Entity response

B Australian Government

Department of Agriculture,
Fisheries and Forestry

ANDREW METCALFE AO
SECRETARY

16 February 2022

Mr Grant Hehir
Auditor-General for Australia
GPO Box 707

Canberra ACT 2601

Dear Mr Hehir

Thank you for your email of 19 January 2023 regarding the Australian National Audit
Office’s proposed audit report ‘The Department of Agriculture, Fisheries and Forestry’s
Cultural Reform’ and for the opportunity to respond to the report.

Pursuant to section 19 of the Auditor-General Act 1997, the Department of Agriculture,
Fisheries and Forestry (the department) prepared a response to the report.

The report recognises that the former Department of Agriculture, Water and the
Environment undertook a significant capability building program during a challenging
and dynamic period of change for the department and the Australian Public Service. A
particular challenge that emerged during the audit for both the ANAO and the
department was the Machinery of Government change mid-audit, that resulted in the
functions of the Environment and Water portfolios moving to the new Department of
Climate Change, Energy, the Environment and Water and the remaining functions
transitioning to the Department of Agriculture, Fisheries and Forestry that was
established on 1 July 2022. The new department had not finalised its new structure,
purpose, objectives and priorities before the audit fieldwork concluded in November
2022,

The department is committed to continuing to improve its work practices and
performance to deliver the government’s objectives and respond to our constantly
changing operating environment. The department will draw from the recommendations
contained in this report, as we continue on our journey to uplift capability to become a
world class organisation through the work of our Designing DAFF Taskforce.

The response sets out the actions that will be taken to improve the implementation of
our capability building program as we continue to establish the new department.

T+612 62723933 70 Northbourne Ave GPO Box 858 agriculture.gov.au
F+612 62725161 Canberra ACT 2600 Canberra ACT 2601 ABN 34 190 894 983
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Please find enclosed with this letter the department’s summarised response to the
report and a response to the recommendations.

Best wishes

[ LA N X
ljon Lk ot
/

Andrew Metcalfe AQ
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"%‘ Australian Government
i

" Department of Agriculture,
Fisheries and Forestry

ANDREW METCALFE AO
SECRETARY

=] February 2022

Mr Grant Hehir
Auditor-General for Australia
GPO Box 707

Canberra ACT 2601

- Ova
Dear Mr Hgﬂr d

Thank you for your email of 19 January 2023 regarding the Australian National Audit
Office’s proposed audit report ‘The Department of Agriculture, Fisheries and Forestry’s
Cultural Reform’. In addition to the department's response to the proposed audit report
1 provided on 17 February, | am writing to raise a number of concerns relating to the
framing of the report and the ANAQ’s approach to the engagement.

In my view this audit is a review of a capability uplift program (not cultural reform)
implemented by the former Department of Agriculture, Water and the Environment
(DAWE). While it is correct to recognise DAFF was one of the departments created from
DAWE as part of the 2022 machinery of government changes, it was far more complex
than a rebranding exercise and involved multiple agencies, thousands of staff and
acutely impacted our policy, regulatory and operational functions. There were
significant and far-reaching changes to the business extending to our operating model,
fiscal position, workforce, scope of portfolio responsibilities, and ministerial priorities.

"The audit appears to focus on the Future Department Blueprint implementation and the
strategic partnership arrangement with PriceWaterhouse Coopers, rather than the
holistic changes envisaged by ‘Being Future Ready’ agenda. This was all about capability,
not culture.

This agenda was the centrepiece of the former department’s capability uplift program
and the catalyst for engaging with staff in modern ways of working. This was not limited
to the initiatives and milestones of the Blueprint and its roadmap or the strategic
partnership.

Separately, the cultural reform program of the former Department of Agriculture, Water
and the Environment was focused on working with staff on its CORE 4 values and
continuous improvement related to APS census results, including key cultural traits such
as values and behaviours. These aspects were not considered by the ANAO and
underline why I view this as a capability audit rather than a cultural reform audit.
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Appendix 1

Further, in my view, the scale and pace of change in our operating environment and the
expectations of government and stakeholders and the subsequent impact of these on the
former department, has not been adequately captured by the ANAO.

DAWE was created following a major machinery of government change in 2020, charged
with delivering on substantial cumulative investments of $3.3 billion by Government
through successive Budget and MYEFO outcomes. This former department delivered for
Government and the community though the unprecedented impacts of the COVID-19
pandemic. To ensure the department was able to meet these demands and deliver on
expectations, DAWE sought to be innovative, looking beyond traditional APS models
including an innovative strategic and delivery partner approach to empower teams to
deliver on their work programs and the expectations of government and stakeholders.

Being Future Ready is a clear demonstration of the former department progressing the
APS reform agenda and adapting to ensure it was a world-class organisation and
employer, consistent with broader delivery and operational improvement initiatives
across the APS. For example:

e APS Thodey Review 2019 - calls for an innovative and agile APS driving both policy
and implementation through coheijent, collaborative approaches.

e APS Workforce Strategy 2025 - highlights the need for agile, collaborative, responsive
and able to navigate complexity and embracing flexible and responsive workforce
models

e APS Hierarchy & Classification Review - builds the case for adopting more agile ways
for government employees to wark

e APS In-House Capability (Minister Gallagher) - describes an in-house consulting
model will give public servants the opportunity to develop expertise further, build
relationships, collaborate with colleagues, and challenge themselves in new ways.

Despite the concerns raised above, 1 acknowledge that ANAO identified opportunities to
improve DAWE’s implementation of the capability reform program, particularly in the
areas of reporting, record keeping and risk management. DAFF is progressing significant
change to mature our risk management and performance and reporting frameworks,
learning from the observations about DAWE's capability uplift program. DAFF is
committed to implementing the recommendations of the audit, while continuing to
improve the department’s capability and delivering on the Government’s APS reform
agenda.

The experience and investment by the former department in new ways of working will
be leveraged by DAFF and continues to serve as a down-payment on the significant
reform agenda that confronts the APS today.

est wishes

Sk

' Andrew Metcalfe AO
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ANAO Comment on supplementary correspondence from the Secretary of the
Department of Agriculture, Fisheries and Forestry

1. The ANAO considers that ‘cultural’ is an appropriate characterisation for the overall
program of reform activities undertaken by DAWE. DAWE’s planning documentation includes
cultural references which are referenced in the report (see paragraph 1.13 and paragraph 2.14).
As highlighted in the audit snapshot and Rationale, ‘Culture is essential to an organisation’s
sustained performance and in bringing about transformational change’ (see paragraphs 6 and
1.25). The Blueprint was described on the departmental intranet as providing ‘a roadmap of
actions required to help us all work smarter and in new, more coordinated ways’ (see paragraph
2.44).

2. The audit assessed whether reform activities including the strategic and delivery partner
model and the program of work set out in the Blueprint were aligned to DAWE’s strategic goals
and objectives (see paragraph 2.37). DAWE used three specific questions to monitor staff
engagement with the reform program and to identify knowledge or behavioural shifts
(paragraphs 4.20 and 4.21, and Table 4.1). The focus on staff engagement and behaviour aligns
with the ANAQ’s assessment that the reform program was ‘cultural’ in nature. The ‘scale and pace
of change in [DAWE’s] operating environment and the expectations of government and
stakeholders’ is reflected in paragraphs 1.3, 1.6, and 1.26 of the audit report.
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Appendix 2 Improvements observed by the ANAO

1. The existence of independent external audit, and the accompanying potential for scrutiny
improves performance. Improvements in administrative and management practices usually occur
in anticipation of ANAO audit activity; during an audit engagement; as interim findings are made;
and/or after the audit has been completed and formal findings are communicated.

2. The Joint Committee of Public Accounts and Audit (JCPAA) has encouraged the ANAO to
consider ways in which the ANAO could capture and describe some of these impacts. The ANAQO’s
2021-22 Corporate Plan states that the ANAQ’s annual performance statements will provide a
narrative that will consider, amongst other matters, analysis of key improvements made by
entities during a performance audit process based on information included in tabled performance
audit reports.

3. Performance audits involve close engagement between the ANAO and the audited entity
as well as other stakeholders involved in the program or activity being audited. Throughout the
audit engagement, the ANAO outlines to the entity the preliminary audit findings, conclusions,
and potential audit recommendations. This ensures that final recommendations are appropriately
targeted and encourages entities to take early remedial action on any identified matters during
an audit. Remedial actions entities may take during the audit include:

. strengthening governance arrangements;

° introducing or revising policies, strategies, guidelines, or administrative processes; and

° initiating reviews or investigations.

4. In this context, the below actions were observed by the ANAO during the audit. It is not

clear whether these actions and/or the timing of these actions were planned in response to
proposed or actual audit activity. The ANAO has not sought to obtain assurance over the source
of these actions or whether they have been appropriately implemented.

Report paragraph no. ‘ Improvements observed during the audit ‘

N/A The Policy and Portfolio Strategy Branch has commenced a process to define
records and develop associated record keeping practices to comply with the
department’s record keeping policy.

3.44 The Policy Office is developing processes to collect information on activities
occurring in the Collaboration Hub.
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Appendix 3  Delivery partners

List of delivery partners (in alphabetical order)
. 1 and One

. Agora Consulting

° Altis Consulting

. Artemis Partners

° ConceptSix

. Deloitte Touche Tohmatsu

° Faster Horses

° Fyshh

. GoSource

° Hadron Group

. IBM Australia®

° Iceni Group

° McKinsey & Company Australia and New Zealand?
o Noetic

° Nous Group

° PricewaterhouseCoopers Australia

. Publicis Sapient Australia

. RXP Services®

. ThinkPlace Australia

Note a: IBM Australia, McKinsey & Company Australia and New Zealand, and RXP Services did not execute any
delivery partner activity orders with DAWE under the strategic and delivery partner model.
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Appendix 3

Figure A.1: Delivery partners by value and number of contracts
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Appendix4  Future Department Review recommendations and
Future Department Blueprint initiatives

1. The ANAO compared the recommendations of the Review with the initiatives of the
Blueprint. There are some Future Department Review report recommendations that were not
taken up in the Blueprint, and there are some Blueprint initiatives that were not Review
recommendations. This is set out in the table below.

Future Department Review Scope of work Future Department Blueprint

(Blueprint development)

Recommendation 1a

Recommendation 1b

Recommendation 1c

Recommendation 1d(i)

Recommendation 1d(ii)

Recommendation 1e

Recommendation 1f

Recommendation 1f(i)

Recommendation 1f(ii)

Recommendation 1g

Recommendation 1h

Recommendation 1i

Recommendation 1j

Recommendation 1k

Recommendation 11

Recommendation 1m

Recommendation 2a

Recommendation 2a(i)

Recommendation 2a(ii)

Recommendation 2b

Recommendation 2¢

ANEANIANEE SR S INEENENE VAN N N N NN N NI N NI NI
ANERNIR SR NI NI NINIENEANE VY N S N NN NI NI N NI NI

Recommendation 2d
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Future Department Review

Appendix 4

Scope of work Future Department Blueprint

(Blueprint development)

Recommendation 2e

v

Recommendation 2f

Recommendation 2g

Recommendation 3a

Recommendation 3b

Recommendation 4a

Recommendation 4b

Recommendation 4c¢

Recommendation 4d

Recommendation 4e

Recommendation 4f

Recommendation 4g

Recommendation 5a

Recommendation 5a(i)

Recommendation 5b

Recommendation 5¢

Recommendation 6a

Recommendation 6b

ANERNENEANIR I NI NI NI N NI N NI NI NN R

Recommendation 6¢

S
AN

Recommendation 6¢(i)

x

Recommendation 6d

S
AN

Recommendation 6e

S
AN

Recommendation 6f

Recommendation 6g

Recommendation 7a

Recommendation 7b

ANEANE NI NI NI NI NI NI NI NN YN N NN NI NI I NI NI N N NI NN

+ SN NS
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Future Department Review Scope of work Future Department Blueprint

(Blueprint development)

Key:

Note a:

Source:

v’ indicates that the Future Department Review recommendation was carried across to the Blueprint
document/s.

X indicates that the Future Department Review recommendation did not appear in the Blueprint document/s.
v’V indicates that the individual Future Department Review recommendation was used twice in separate
Blueprint documents.

+ indicates recommendations that did not appear in the Future Department Review or the Blueprint.

The Future Department Review report set out seven recommendations, each with multiple components or
sub-recommendations. The Review report considered that there were 41 sub-recommendations but did not
number them. The recommendations in this table are numbered according to ANAO judgement that there are
48 recommendations and sub-recommendations in total. This is based on the ANAQO’s assessment that each
of the 48 items have a component that can be tested qualitatively, quantitatively, or for existence.

ANAO analysis of the Future Department Review report and the Future Department Blueprint.
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Appendix 5 Record keeping

1. The department’s record keeping policy was first published on 11 August 2014 and was
due for review in July 2017. As at November 2022, the policy has not been reviewed or updated.

2. The policy defines records management as the process of ‘managing records to meet
operational business needs, accountability requirements and community expectations.” The
policy defines a record as ‘all information, in any format, created, sent and received in the course
of carrying out the business of the department.” Under the policy, all records ‘must be stored in
systems that have approved record keeping functionality’.

3. Information available on the departmental intranet states that all OFFICIAL business
documents should be uploaded to an approved record keeping system. The intranet page further
states that ‘shared collaboration spaces such as MS Teams, Office 365, network drives and
Outlook folders are not record keeping systems’.

4, During the audit, the ANAO identified non-compliance with the department’s record
keeping system as business areas within the scope of this audit rely primarily on shared network
drives (shared drives), Outlook folders, and SharePoint-based storage including Microsoft Teams
platforms, with limited use of approved record keeping systems.

5. DAFF advised the ANAO that a review of the policy has commenced and is planned for
completion by the end of March 2023. DAFF advised the ANAO that it intends to update its record
keeping policy to both reflect the changes in the record keeping platform since the 1 July 2022
Machinery of Government changes, and to align with the suite of collaboration tools available to
staff.
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