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Canberra   ACT
10 May 2002

Dear Madam President
Dear Mr Speaker

The Australian National Audit Office has undertaken a performance audit
in the Department of Transport and Regional Services in accordance with
the authority contained in the Auditor-General Act 1997.  I present this
report of this audit, and the accompanying brochure, to the Parliament. The
report is titled Regional Assistance Programme.

Following its tabling in Parliament, the report will be placed on the
Australian National Audit Office’s Homepage—http://www.anao.gov.au.

Yours sincerely

P. J. Barrett
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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Summary

Background
1. The Regional Assistance Programme (RAP) is designed to generate
employment in regional, rural and metropolitan Australia through locally based
projects. Individual projects are co-funded by the Commonwealth government
through RAP and by partnership funding in cash or in kind. RAP, is available to
not-for-profit organisations, and is intended to encourage local communities to
develop business growth, increase employment opportunities and build the
regional skills base.

2. The 2000–2001 RAP appropriation included funds for Community-based
Projects (the focus of this audit) and Projects of National Significance (covered in
this audit), as well as funds transferred to other agencies for the Regional Solutions
Programme, the Dairy Regional Assistance Programme, Business Incubators and
the Indigenous Small Business Fund. Expenditure on Community-based Projects
and Projects of National Significance for the 2000–2001 financial year was $19.28
million. Of the $53 million made available by the Government for the RAP
appropriation in the 2001–2002 Budget, $12.51 million has been set-aside for
Community-based RAP Projects and Projects of National Significance.

3. The decision to approve RAP funding, for projects other than Projects of
National Significance, is made by a delegate in the department’s national office.
The local Area Consultative Committee (ACC) recommends projects to the
department and the department’s state office undertakes assessment of projects.
After the decision is made, national office advises the Minister, who then
announces the successful projects. Projects of National Significance are approved
on a case-by-case basis in response to situations such as local economic crises,
natural disasters or projects of national significance.

4. Until December 2001, the Department of Employment and Workplace
Relations (DEWR), formerly known as the Department of Employment,
Workplace Relations and Small Business (DEWRSB),1 administered RAP. In
December 2001, responsibility for RAP moved from DEWR to the Department
of Transport and Regional Services (DOTARS). To facilitate readability of this
report, we have referred to the relevant responsible agency simply as ‘the
department’ wherever possible. The recommendations and suggestions
regarding future actions are directed to DOTARS.

1 After the Federal election in November 2001, the Office of Small Business was moved from the
Department of Employment, Workplace Relations and Small Business (DEWRSB) to the Department
of Industry, Tourism and Resources, leaving the Department of Employment and Workplace Relations
(DEWR).
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Audit objective, criteria, scope and focus
5. The objective of the audit was to determine whether:

• funding was being allocated in accordance with the RAP policy guidelines;
and

• the department was managing RAP contracts to ensure that desired
outcomes are achieved.

6. The ANAO examined the administrative processes that the department
has in place to support the administration of RAP.  Particular aspects of RAP
examined were whether:

• funding was being effectively targeted and is aligned with programme
objectives;

• project selection processes were conducted in accordance with programme
objectives and guidelines;

• performance information was timely and relevant for measuring outcomes
against objectives;

• the department had a contract management framework in place that is
underpinned by appropriate guidelines and procedures; and

• the department was monitoring both compliance and performance aspects
of RAP projects against contractual obligations.

Overall Conclusion
7. The ANAO concluded that the department’s administration of RAP was
generally efficient and effective. The department has a sound governance
framework and has made appropriate changes to the management of the
programme during the last three years to promote a higher level of accountability.

8. Funding for RAP Community-based Projects was allocated in accordance
with policy guidelines. There was a balanced distribution of funds to remote,
regional and metropolitan areas.

9. Communication between ACCs, the department’s state offices and national
office is generally effective. Overall, there is a high level of goodwill and
co-operation between the department and the representatives of local
communities.

10. In general, the department assessed Community-based Projects against
the published assessment criteria. However, the ANAO considers that, as RAP
is a competitive submission-based programme, it is better practice to clarify the
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relative importance of any criteria or considerations in assessing applications,
and to communicate this to key stakeholders. Consideration should also be given
to improving the feedback mechanisms to proponents of unsuccessful projects,
to address concerns of some applicants that they were not aware of the reasons
for rejection.

11. The department has a performance information framework in place, and
has developed an evaluation process for RAP Community-based Projects.
However, the ANAO considers that the department would be better able to
assess and report on the effectiveness of the programme as a whole, through
further refinements to performance indicators and the development of a plan to
systematically evaluate the programme.

12. The ANAO concluded that the department has a good contract
management framework that is underpinned by appropriate guidelines and
procedures. Although some state offices have developed monitoring and review
strategies, the ANAO concluded that a national risk based monitoring and review
strategy would ensure that the methods of monitoring and reviewing projects
are consistent between states.
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2 As a general principle, preference is given to projects which show a partnership approach through co-
funding from additional sources.  These sources may include  the private sector, local government or
the local community.

Key Findings

Funding
13. The department allocated funds, available for RAP Community-based
Projects, in 2000–01 between the ACCs on a notional, or indicative, basis using a
funding model approved by the then Minister. The notional allocation allowed
the ACCs to plan and prioritise potential RAP projects, and operated as a guide
for the department to assist in the balanced distribution of RAP funds. The ANAO
considers that, overall, a reasonably balanced outcome was achieved in the actual
distribution of funding for 2000–01 across remote, regional and metropolitan
areas.

14. Three of the fourteen ACCs classified as ‘remote’ did not have any projects
approved during 2000–01. The two main reasons cited by ACCs for this were
the lack of applications because of difficulties in generating co-funding2 in remote
areas, and a lack of community expertise in developing projects and writing
applications. The ANAO found that the department had measures in place to
address these limitations, although further clarification of the flexibility in co-
funding requirements would assist potential project proponents.

Project assessment and approval process
15. The ANAO found that, in general, Community-based Projects were
assessed against the published assessment criteria. However, the ANAO
considers it would be better practice to clarify transparently the relative
importance of criteria and any other considerations taken into account in
deciding the relative worth of applications.

16. There is one component of RAP, Projects of National Significance, where
projects are approved by the Minister or the Cabinet. The ANAO suggests that,
in the interest of consistent decision-making and public accountability, further
attention be given to documenting the reasons for approving particular Projects
of National Significance. The assessment process should be sufficiently rigorous
to provide reasonable assurance that the projects selected are consistent with
the guiding principles of RAP.

17. In the main, communication and relationships between proponents, ACCs
and the department were found to be open and productive, with a high degree
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of goodwill on the part of most participants. ACCs and state/district offices felt
that they shared an understanding of what type of project would be of most
benefit to their regions.

18. The ANAO found that, in some cases, ACCs and project proponents felt
that the reasons provided as to why certain projects were not approved were
not adequate. The ANAO considers that communication with stakeholders
should be improved in further explaining the application of the selection criteria
used for assessing projects, and in providing feedback to unsuccessful
proponents. In particular, the ANAO considers that the department should
communicate to stakeholders any approval considerations that are additional
to those outlined in programme guidelines, and which may influence the way
the assessment criteria are applied.

Performance information and programme evaluation
19. The ANAO found that the specified outputs for RAP did not clearly
identify the means by which the programme objective would be achieved.
Although performance indicators were identified for each outcome, the
department had not determined how these indicators were to be measured.

20. The performance information provided by the department in its reporting
did not relate directly to the quality of the outputs. Where the department
reported its performance, the information was not presented in such a way that
reasonable judgements could be made about the adequacy of programme
performance.

21. The ANAO found that the department does not have a plan for evaluating
RAP. Although there are mechanisms in place for the project approval and
management process to help ensure outcomes are achieved, these are not part
of a strategy for assessing the performance of the programme as a whole.

Contract management
22. The ANAO found that the department has a good contract management
framework that is underpinned by appropriate guidelines and procedures.
Contract management staff in state and district offices generally practise good
record management, and have adequate systems for monitoring events such as
progress reports and contract variations. However, the ANAO found that there
is some variation in the frequency and quality of project monitoring and review
visits undertaken by state offices. The frequency and depth of monitoring and
review visits appear to be contingent on the workloads of contract management
staff, and, in some instances, are regarded as a lower priority.
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23. The ANAO considers that there are risks in some states where visits are
not undertaken at appropriate intervals to check on the progress of projects. In
addition, there is no formal national strategy in place to monitor and review the
progress of projects. A risk based approach to monitoring and review activities
would ensure that those projects with a higher possibility of non-compliance
are more closely monitored and reviewed as necessary.
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Recommendations

Recommendation The ANAO recommends that DOTARS makes clear, in
No. 1 guidelines to potential applicants, the assessment
Para 3.24 criteria and their relative importance as a basis for

evaluating applications.

Response:  Agreed with qualification.

Recommendation The ANAO recommends that DOTARS, in conjunction
No. 2 with ACCs, develops and documents minimum
Para 3.40 standards for providing feedback on projects that are

not approved.

Response:  Agreed.

Recommendation The ANAO recommends that DOTARS, in conjunction
No. 3 with stakeholders, considers:
Para 3.53 • the efficiencies of moving to more frequent

assessment rounds, and/or
• establishing regular known cut-off dates for the

submission of applications.

Response:  Agreed.

Recommendation The ANAO recommends that DOTARS refines the
No. 4 national performance indicators, to ensure that the
Para 4.36 information provided reports adequately on the

objectives and outcomes established for the
programme.

Response:  Agreed.

Recommendation The ANAO recommends that DOTARS develops, in
No. 5 conjunction with relevant stakeholders, a strategy for
Para 4.40 the systematic evaluation of the Regional Assistance

Programme.

Response:  Agreed.

Recommendation The ANAO recommends that DOTARS develops a
No. 6 national monitoring and review strategy for individual
Para 5.21 projects which incorporates a risk based approach.

Response:  Agreed.
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1. Background

This chapter provides background information to the Regional Assistance Programme
and sets out the audit objective, scope, methodology and criteria.

Introduction
1.1 The Regional Assistance Programme (RAP) is a Commonwealth
Government funded programme designed to generate employment by
encouraging local community action to boost business growth and create
sustainable jobs. The largest component of RAP is the Community-based Projects,
which are developed at the local level in metropolitan, regional and remote
Australia. RAP is designed to offer communities the opportunity to address the
varying needs of local regions, and to encourage community initiative and
innovative ideas.

1.2 RAP commenced on 1 July 1997 and was administered by the then
Department of Employment, Education, Training and Youth Affairs (DEETYA),
and consisted of programmes previously reported under Regional and Employer
Assistance, Enterprise Based Measures and Industry Assistance. In 1999,
employment responsibilities were transferred from DEETYA to the Department
of Employment, Workplace Relations and Small Business (DEWRSB).3  In 1999,
RAP was amended to focus on employment generation in the regions. In
December 2001, responsibility for RAP was transferred from DEWR to the
Department of Transport and Regional Services (DOTARS).

1.3 The department administers RAP through Area Consultative Committees
(ACCs). ACCs endorse Community-based Projects, which are then assessed by
the department’s state offices. The decision to approve a project for RAP funding
is made by a delegate in the department’s national office. After the decision is
made, national office advises the Minister, who then announces the successful
projects.

Area Consultative Committees

1.4 There are 56 ACCs across Australia; serving metropolitan, regional, rural
and remote areas of all states and territories. ACCs act as a communication
channel between government, business and the community as well as providing
a vehicle for the government to communicate information on policies and
programmes to business and the community. ACCs also provide a community

3 DEWRSB’s name changed in November 2001 to Department of Employment and Workplace Relations
(DEWR).
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voice to Government and the department, providing advice and feedback on
community needs and service requirements.

1.5 ACCs have additional functions to generating and endorsing projects
under RAP. ACCs were introduced in 1994 as part of a strategy to improve
the responsiveness of the Commonwealth Employment Service to local
employers, to improve links with regional development and to rationalise
existing consultative processes. In 1998–99, the role of ACCs expanded to support
government training and employment policies, and to complement the new
employment services market (Job Network).

1.6 To guide its local-level activities, each ACC brings community stakeholders
together to identify opportunities, priorities and growth strategies for the region.
This community consultation enables each ACC to develop a three-year strategic
plan for its region.

1.7 Membership of an ACC is voluntary and unpaid. The Secretary of the
department appoints a leading member of the community to act as chair of the
ACC.  The chair and members of an ACC are drawn from the community, local
business and government. The ACC chair oversees the development of the
strategic directions of the ACC and is responsible for the ongoing operations of
the committee.  Often, the chair establishes sub-committees to enable the ACC
to better serve the diverse needs of the region.

1.8 Although ACC members are not paid for their services, each ACC receives
annual operational funding from the Government. These funds are provided
under a contract between the ACC and the Commonwealth.

1.9 The role of ACCs in relation to RAP is to:

• promote RAP;

• encourage and seek suitable proposals from the community for funding
under RAP; and

• provide advice to proponents on submission writing, required
information, programmed processes, departmental requirements and
funding rounds.

1.10 More detailed information on the role and functions of ACCs is at
Appendix 1.
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Structure of RAP
1.11 The RAP appropriation consists of the following elements:

• Community-based Projects. Community-based Projects are projects
developed at the local level to further the RAP objective, and are the largest
component of RAP.

• Business Incubators.4  Business Incubators are designed to assist new and
growing businesses to become established and profitable, by providing
premises, advice, services and other support.

• Indigenous Small Business Fund.5 The objective of the Indigenous Small
Business Fund is to foster the development of businesses owned, operated
and managed by indigenous people, and to promote sustained indigenous
employment opportunities.

• Projects of National Significance. These projects respond to special
situations, such as local economic crises or natural disasters.

1.12 The focus of this audit was on Community-based Projects and Projects of
National Significance.

Dairy RAP

1.13 The Dairy Regional Assistance Programme (Dairy RAP) is a separate
programme that commenced on 1 July 2000. Dairy RAP is part of the Dairy
Industry Adjustment Package, and is intended to assist dairy-dependent
communities following the de-regulation of the dairy industry. As a result, Dairy
RAP was not included within the scope of this audit.

Role of the department in Community-based Projects

State office

1.14 The main role of the department’s state or territory offices is to
make recommendations to the delegate in the national office on whether
Community-based Projects should be approved. State and territory office staff
are responsible for ensuring high quality RAP proposal assessments.

4 Responsibility for managing Business Incubators was transferred to the Departments of Industry,
Tourism and Resources as part of the revised Administrative Arrangements Order of 26 November
2002.

5 The Indigenous Small Business Fund remained with the Department of Employment and Workplace
Relations as part of the revised Administrative Arrangements Order of 26 November 2002.
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1.15 State offices provide the key link between national office, the ACCs and
the community. Their responsibilities include:

• liaison and support of ACCs and project proponents when developing
proposals;

• providing feedback to ACCs identifying issues and/or weaknesses with
proposals;

• providing local intelligence and relevant regional background to national
office as needed;

• liaison with state and Commonwealth agencies at state level to seek
endorsement for the project where appropriate;

• liaison with ACCs and proponents to seek supplementary information
where required; and

• recommending or not recommending projects for approval.

1.16 The strength of relationships with the community and the depth of regional
knowledge based in state and territory offices are the principal reasons that
assessment is undertaken by state and territory office staff. The recommendations
of state/territory offices are crucial to the approval process. State and territory
offices work with national office case managers providing the specialist
knowledge developed prior to submitting the proposal to the delegate for
consideration. Much of the state and territory office development work provides
the basis for accountability of the decisions made by the delegate.

National office

1.17 National office staff conduct a review of state/territory office project
assessments and present them to the delegate for decision. In considering
whether to recommend a project for approval, staff must be mindful of:

• ministerial and delegate expectations in relation to programme policy;

• RAP programme guidelines requirements;

• a national perspective about the spread and mix of projects;

• available funds and allocations to ACCs within the overall budget; and

• ACC expectations.

1.18 To inform the delegate’s deliberations on projects and to minimise any
potential duplication of Commonwealth funding, consultation is undertaken at
the national level with other government agencies. To this end, DEWR had
developed working agreements and arrangements with other agencies,
including: the Department of Education, Science and Training (DEST);
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Department of  Transport and Regional Services (DOTARS); Agriculture,
Fisheries and Forestry Australia (AFFA); Department of Industry, Tourism and
Resources (DITR); Department of Family and Community Services (FaCS);
Department of Communication, Information Technology and the Arts (DOCITA);
Invest Australia and Austrade.

1.19 The ANAO was advised that national office, as a general rule, would not
submit projects to the delegate for approval unless national office, and the
relevant ACC and state/territory office, consider that the projects have been
sufficiently developed and are consistent with the guidelines. Projects submitted
to the delegate will not automatically be approved as, under the Financial
Management Act 1997, the delegate must be satisfied that the recommended
applications meet the guidelines and that Commonwealth funds are spent in
the most efficient and effective manner. In addition, as funds are limited, not all
satisfactory projects are able to be funded.

1.20 After the delegate has made the decision on whether projects should be
approved, national office is responsible for forwarding the details of approved
projects to the Minister for his information and so that he can announce the
projects that have been approved.

Overview of RAP roles for Community-based Projects
Figure 1.1
Community-based Projects stakeholder roles

Source: ANAO Analysis
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RAP guidelines and assessment criteria
1.21 ACCs are encouraged to initiate Community-based Project proposals for
funding under RAP in the following areas:

• sustainable job growth;

• ongoing regional benefits supported by evidence of sustainability through
alternative funding sources; and

• demonstrated commitment from other funding sources, such as local
government or private businesses, to prove community commitment and
increase the chance of long-term success.

1.22 Project proposals must demonstrate:

• a clear path to job outcomes; and/or

• ongoing economic or regional benefit.

1.23 Proposals could include:

• small business support and development projects;

• projects aimed at diversifying the economic base of a region, through
generating new business, industry, investment or tourism activities;

• projects that support infrastructure development in local communities;

• regional skills surveys and industry profiles with clearly stated
employment generation outcomes;

• projects that identify skill gaps and ways to improve links between schools,
training providers and industry; and

• projects specifically addressing the employment needs of and
opportunities for disadvantaged groups.

Funding
1.24 The Government made available $54.7 million for RAP in the 2000–01
budget, and $53 million in 2001–02. Figure 1.2 shows the components of RAP
funding.
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Figure 1.2
RAP Funding

Source: DEWRSB Annual Reports and Portfolio Budget Statements.

Audit objective, criteria, scope and focus
1.25 The objective of the audit was to determine whether:

• funding was being allocated in accordance with policy guidelines, and

• the department was managing RAP contracts to ensure that desired
outcomes are achieved.

1.26 The ANAO examined the administrative processes that the department
has in place to support the administration of RAP. Particular aspects of the
Programme examined were whether:

• RAP funding is being effectively targeted and is aligned with Programme
objectives;

• RAP project selection processes are conducted in accordance with
Programme objectives and guidelines;

6 Includes adjustments from Additional Estimates October 2000.
7 Source: Attachment C of Brief to Minister of 8 October 1999.
8 This figure was later revised to $18.7 million.
9 Business Incubators and the Indigenous Small Business Fund were not included in the scope of this

audit.
10 Source: DEWSRSB Annual Report 2000–2001.
11 Source: Portfolio Budget Statements 2001–2002.
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• RAP performance information is timely and relevant for measuring
outcomes against objectives;

• the department has a contract management framework in place that is
underpinned by appropriate guidelines and procedures;

• communication and liaison arrangements between national office, state
offices, ACCs and other stakeholders are effective; and

• the department is monitoring both compliance and performance aspects
of RAP projects against contractual obligations.

1.27 The following matters were not included within the scope of the audit:

• Dairy RAP;

• the Indigenous Small Business Fund;

• Business Incubators; and

• the administrative operation of individual ACCs.

Audit Methodology
1.28 The audit approach included interviews with staff in DEWRSB and the
examination and analysis of records. The audit team conducted visits to three
DEWRSB state offices (Perth, Sydney and Melbourne) and two district offices
(Brisbane and Bendigo). The audit team:

• interviewed staff responsible for managing and implementing the
Programme including senior executive and administrative staff in the
national office (Canberra) and personnel, such as Programme Managers
in state and national offices;

• analysed relevant documentation such as guidelines; planning documents,
and contracts; and

• examined a representative sample of project applications, including an
assessment of the management and operation of projects against the
guidelines, conditions and procedural requirements established by the
department.

1.29 In order to obtain a broad understanding of the Programme, interstate
fieldwork included visits to ACCs in Western Australia, New South Wales,
Victoria and Queensland. Additionally, telephone interviews were conducted
with ACCs in remote and regional Australia. In total, the ANAO interviewed
personnel from 13 ACCs, including Tasmanian and Northern Territory ACCs.
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2. RAP Funding

This chapter discusses whether RAP funding for Community-based Projects is being
effectively targeted and is aligned with programme objectives.

Budget estimate
2.1 The department’s original budget estimate for 2000–01 expenditure on
RAP Community-based Projects was $22.7 million. The budget was made up of
approximately $11 million for existing projects whose funding had been
committed in previous years but which would not be complete by the start of
2000–2001, with the remainder available for new projects to start in 2000–2001.

2.2 The department advised the ANAO that based on previous experience,
usually only 60 per cent of the funds available will be spent in the year the
project is approved. The department was able to advise ACCs that projects to
the value of $18.7 million could be submitted for funding approval in
2000–2001.

2.3 This $18.7 million was divided between the 56 Area Consultative
Committees (ACCs) to provide notional allocations for each ACC, using a
formula that takes account of whether the ACC is classified as either
metropolitan, regional/rural or remote, and the level of unemployment in the
ACC region. Notional allocations provide ACCs with an indication of a suitable
level of RAP project activity for their region.

Notional allocations for Community-based Projects
2.4 The $18.7 million for RAP Community-based Projects was notionally
allocated to ACCs using a funding model approved by the Minister. The notional
allocation is indicative only, and is intended to be a guide to the distribution of
RAP funds between ACCs. It is possible for an ACC to receive funding for projects
which is greater than the notional allocation.

2.5 The funding model deliberately biases the notional allocation toward
remote and regional/rural ACCs compared with metropolitan ACCs, recognising
that:

• employment growth in metropolitan labour markets is more
self-generating than in regional/rural and remote areas, and

• projects in remote areas incur higher costs because of distance from major
regional/metropolitan centres and (generally) geographic size.
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2.6 The allocation under the funding model also takes account of the disparate
levels of unemployment across ACCs.  The higher the number of unemployed
in the area, the higher the allocation.

2.7 The 2000–01 model operated on a base allocation of $140 000 for
metropolitan ACCs, $180 000 for regional/rural ACCs and $200 000 for remote
ACCs. Due to amalgamations of some metropolitan ACCs, and there being only
one ACC in two states and territories, the following further adjustments to the
base allocations were made:

• Sydney received four times the base metropolitan allocation;

• Brisbane, Adelaide and Perth received twice the base allocation;

• Tasmania received a base allocation for metropolitan, regional/rural and
remote; and

• Northern Territory received a base allocation for regional/rural and
remote.

2.8 Total base allocations amounted to $11.2 million. Supplements were then
added to the base allocation for all ACCs, pro-rated to the number of unemployed
within the region. The supplementation amount was calculated to achieve a
total allocation of $18.7 million (including GST). This model resulted in some
ACCs receiving a higher allocation than that in the previous year and some
receiving a lower allocation.

Actual allocations compared to notional allocations
2.9 Appendix 2 provides a detailed summary of notional allocations for each
ACC and the actual value of projects approved during 2000–01.

2.10 In the past three years there has been some degree of variation between
the allocation and distribution of RAP funding as follows:

• In 1998–99, not all the funding earmarked for Community-based Projects
was distributed. The department advised that the primary reason for this
was that not enough applications of a sufficient quality were received.

• In 1999–2000, amounts approved for Community-based Projects exceeded
the allocated funding.

• In 2000–01, amounts approved were slightly less than the allocation.

2.11 There was also a degree of variation between the notional allocation for an
ACC and the approval of funding for projects. In 1998–99 some individual ACCs
generated projects of a value in excess of their notional allocation. These ACCs
had their 1999–00 notional allocation maintained at the 1998–99 level. For the
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year 2000–01, approximately 46 per cent of ACCs received actual project funding
above their notional allocations and 54 per cent below (see Appendix 2).

2.12 Community-based Projects are individually assessed using the RAP
selection criteria without consideration of the sponsoring ACC’s notional
allocation.  As the notional allocation is intended as a guide only, exceeding a
notional allocation is not viewed by the department as a reason for not approving
a project.  Because of the provisional nature of notional allocations, the ANAO
accepts that there will inevitably be a degree of variation between notional
allocations and actual project funding.

2.13 The ANAO considers that, overall, a reasonably balanced outcome was
achieved in the actual distribution of funds in 2000–01 to remote, regional and
metropolitan areas (see Figure 2.1).

Figure 2.1
Approved Projects and Funding Totals 2000–01

Source:  Data provided by the then DEWRSB.

Difficulties in obtaining project approval
2.14 Of the 14 ACCs classified as remote, three did not have any projects approved
during 2000–01, as few or no applications for project funding were received.

2.15 The reasons for the lack of project applications vary from region to region,
and although there is no single significant explanation, several themes emerged,
with the two main ones cited by some ACCs as being:

• difficulties in generating co-funding; and

• lack of skills for developing suitable projects and writing applications in
some communities.
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Co-funding

2.16 The Guide for ACCs and Project Proponents states, as a general principle, that

... preference will be given to project proposals demonstrating a partnership
approach involving financial and other support particularly from the private
sector but also from state/territory or local government, the local community or
other sources.  Industry focused projects should include partnership
contributions from the relevant industry;

and

... proposals of $30 000 or more should have significant contributions from other
sources.

2.17 Co-funding is considered to be an important indicator of on-going
community support and commitment to a project. Co-funding also provides
evidence of a link between the project and the community, which can indicate a
greater chance of long-term success and sustainability for the project.

2.18 However, large geographical areas, remoteness, and small population
bases can inhibit the development of synergies and partnerships, and can act as
a deterrent to project proponents. To compensate for this, the department is
flexible in relation to co-funding requirements, and considers a range of factors,
including geographic locations and the relative capacities of communities to
provide contributory funding, when assessing project applications.

2.19 During 2000–01, at least eight projects were approved with no cash co-
funding. Four of these projects were classified as in remote ACCs, two in
regional/rural and two in metropolitan regions. Seven of the projects had in-
kind co-funding, where local government or businesses provided non-cash
contributions. The project which had neither cash nor in-kind co-funding was
geographically remote, had difficulties in obtaining co-funding, and was
relatively low-cost.

2.20 In addition, state offices provide an analysis as part of their assessment to
national office when communities have had difficulty in satisfying the co-funding
requirements. State office staff also develop networks with relevant organisations
within the State to source co-funding contributions where possible.

2.21 The ANAO suggests that DOTARS provides further clarification in the
Guide for ACCs and Project Proponents in relation to the co-funding requirements.
In particular, it is suggested that there be a statement that regional circumstances
and economic factors will be taken into consideration when assessing co-funding
for projects over $30 000, so that potential applicants are not deterred from
applying if they anticipate difficulties in generating co-funding. Clarification of
what constitutes ‘significant contributions’ may also assist applicants.
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Lack of skills

2.22 In some regions, there is a lack of people with the necessary skills for
developing suitable projects and writing applications. The ANAO found that
the department has some measures in place to address skills deficiencies where
necessary.

2.23 ACCs can assist proponents with developing applications and in
supplying relevant regional information and context. For example, they may
provide details of particular disadvantage where proponents are not sufficiently
skilled in grant submission writing. In addition, departmental staff assist
proponents in developing projects where required. The department’s approach
is generally not to reject projects but to work with proponents to get proposals
to an appropriate standard so they can be resubmitted and potentially approved.

Conclusion
2.24 The department allocated funds, available for RAP Community-based
Projects, in 2000–01 between ACCs on a notional, or indicative, basis using a
funding model approved by the then Minister. The notional allocations allowed
the ACCs to plan and prioritise potential RAP projects and operated as a guide
for the department to assist in the balanced distribution of RAP funds. The ANAO
considers that, overall, a reasonably balanced outcome was achieved in the actual
distribution of funding for 2000–01 across remote, regional and metropolitan
areas.

2.25 Three of the fourteen ACCs classified as ‘remote’ did not have any projects
approved during 2000–01. The two main reasons cited by ACCs for this were
the lack of applications because of difficulties in generating co-funding12 in
remote areas, and a lack of community expertise in developing projects and
writing applications.  The ANAO found that the department had measures in
place to address these limitations, although further clarification of the flexibility
in co-funding requirements would assist potential project proponents.

12 As a general principle, preference is given to projects which show a partnership approach through co-
funding from additional sources.  These sources may include  the private sector, local government or
the local community.
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3. Project Assessment and Approval
Process

This chapter comments on whether the assessment and approval process for RAP Com-
munity-based Projects is conducted in accordance with programme objectives and guide-
lines. It also includes comments on the Projects of National Significance component of
RAP.

Introduction
3.1 A transparent and systematic assessment process against pre-determined
objectives and criteria assists in informing decisions and enhances confidence
in the process and programme outcomes for both programme stakeholders and
the public.

3.2 The fundamental purpose of the RAP is to generate employment in
metropolitan, regional and remote Australia by encouraging local community
action to boost business growth and create sustainable jobs. It provides seed
funding for innovative, quality projects of value to the community.

3.3 Prior to April 1999, projects submitted for funding were assessed and
approved at state office level. This was a continuous process and projects could
be submitted at any time. From April 1999, the delegation for approval of projects
was transferred to national office. The new process meant that applications were
assessed at the state office level and recommendations were forwarded to
national office for consideration for funding by the delegate. At the same time,
continuous assessment was replaced with regular assessment rounds.

3.4 The transfer of the delegation to national office, and regular assessment
rounds, were introduced for a variety of reasons. Continuous assessment of
projects by state offices had resulted in entrenched problems with:

• under-expenditure across the programme;

• persistent end of financial year peaks;

• lack of objectivity due to the triple role of states with project development,
assessment and approval;

• blurring of roles between ACCs and state offices;

• low profile of RAP;

• continual project assessment detracting from contract management
functions; and

• lack of centralised programme reporting and record-keeping.



35

Project Assessment and Approval Process

3.5 Final approval by national office and regular assessment rounds were
introduced to address these issues, and to increase certainty for the department
and ACCs in programme planning, expenditure and promotion.

Assessment and approval process for
Community-based Projects
3.6 A flow chart of the assessment and approval process is shown at Figure
3.1. The roles of key players in the assessment and approval process are:

• ACCs:

– network within their local communities, encouraging citizens to
develop and submit project applications;

– provide the proponent with the assistance needed to develop their
project in accordance with RAP guidelines and ACC strategic
regional plan; and

– prioritise project applications and forward with a written
endorsement to state office for funding.

• State offices:

– assess the project for compliance with RAP guidelines and selection
criteria;

– take into account local issues and needs;
– if necessary, meet with the proponent and ACC to discuss further

development of the project application, prior to submitting to
national office; and

– provide a written recommendation to approve or not approve, to
national office.

• National office:

– considers any Ministerial or Government priorities for regional
development and employment generation;

– consults with other government agencies to minimise any potential
duplication of Commonwealth funding;

– assesses the projects viability and suitability for funding under RAP;
and

– enables the delegate to approve the project for funding or return it
to the proponent for further improvement.

3.7 Once funding has been approved, the delegate provides a list of approved
projects to the Minister. The department advised that the Minister is not involved
in the decisions involving project approval, but is subsequently briefed on the
approved projects.
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3.8 Successful projects are announced by the Minister, in conjunction with
other relevant Ministers where appropriate. The Minister advises ACCs of
successful projects in their region. Local Members are also notified through the
Minister’s office.

3.9 The department’s state office then contacts the successful proponent and
begins to develop a contract relevant to the needs of that project, having regard
to assessed risks, programme and departmental policy. State offices are also
responsible for contract management. State offices also notify unsuccessful
proponents and provide feedback on the reasons for non-approval of projects.

Types of projects approved

3.10 RAP has funded a wide range of projects over the last two years. Some
common themes in the types of projects funded include agribusiness, tourism,
indigenous, business plans and business research, feasibility studies and skills
audits, industry diversification and infrastructure.
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Figure 3.1
Assessment and approval process

Source: DEWR

Communication
3.11 Communication between state and district offices and national office flows
quite freely, and is generally open and effective. There are regular teleconferences
and meetings involving senior staff to discuss issues and matters relevant to the
programme.
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3.12 In the main, relationships between proponents, ACCs and the department
were also found to be open and productive. ACCs and state/district offices felt
that they shared an understanding of what type of project would be of most
benefit to their regions. In a number of states, prior to a project being submitted
to national office for approval, round table discussions were conducted to ensure
that all those involved in developing the proposal had a common understanding.
There is a high degree of goodwill on the part of most participants and the
department states that it has made a concerted effort to be open and responsive
in its dealings with programme stakeholders.

3.13 However, the ANAO considers that communication with stakeholders
could be improved in relation to the:

• application of the selection criteria; and

• feedback to unsuccessful proponents.

Application of the selection criteria

Guidance available to ACCs and Project Proponents

3.14 The Guide for Area Consultative Committees and Project Proponents states, in
its section on guidelines for ACCs that project proposals must demonstrate a
clear path to job outcomes, and/or an ongoing economic or regional benefit.
The Guide also states that all project proposals will be assessed against the RAP
general principles and the following assessment criteria:

1. Significance and benefit to the local community.
Projects must be able to demonstrate how they will make a positive
difference to the local community. Preference will be given to projects
that demonstrate a capacity to provide on going employment, economic
or regional benefits.

2. Sustainable outcomes.
Support is principally available for projects with practical outcomes that
generate sustainable jobs and growth in regions.

3. The project must demonstrate a clear path to job outcomes and/or an ongoing
economic or regional benefit.
Outcomes must be clearly articulated and supported with a statement of
evidence as to how this will be achieved, including relevant stages and
any links to other initiatives.

4. Pathways for the ongoing responsibility or carriage of project outcomes beyond
the RAP funding must be established up front and articulated as part of the
proposal.
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5. Good management.

6. Partnerships in funding.
Preference will be given to proposals that contain financial and other
support from State/Territory or local government, the private sector, the
local community or other sources.

3.15 The Guide does not specify which of the criteria are considered to be the
most important, although criteria 1, 3 and 4 are expressed as mandatory
requirements which the project ‘must’ have. However, the department has
advised that it considers the two component parts of the third criterion to be the
most important elements in assessing a project proposal.

3.16 The ANAO considers that it is better practice for the department to not
only set out the appraisal criteria to be used, but also to make clear the relative
importance of the criteria. As discussed in paragraph 3.23, determining the
relative importance of the criteria is important where applications exceed
available funding, and the department is required to assess the relative worth
of project applications.

3.17 In addition, some ACCs expressed concern that the relative importance
attached to the two elements of the third criterion (clear path to job outcomes
and/or ongoing economic or regional benefit) is unclear to stakeholders.

3.18 The department advised that it has purposely not weighted these two
fundamental requirements, in keeping with the flexible nature of the programme,
to avoid inhibiting innovative projects and to discourage unrealistic estimates
of job outcomes and regional benefits.

Role of ACC in developing projects

3.19 In selecting and endorsing projects for funding under RAP, ACCs are
expected to have advised and guided proponents on the development of their
applications to ensure consistency with the programme objectives. This includes
providing relevant regional background, realistic estimates of job outcomes,
sufficient rationale for the project, a partnership approach as required and a
clear path to sustainability.

Assessment of projects

3.20 In assessing projects, the department’s national office uses an assessment
proforma to appraise a project and, if warranted, to submit a project to the delegate
for approval. The proforma provides a mechanism to ensure that applications
are assessed against the same key criteria across Australia. It also provides a
facility for recording the information necessary for the delegate to make a decision
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based on the selection criteria and guidelines. It allows for consistent information
to be collected on each proposal which can then be entered into the department’s
Regional Assistance Management Information System.

3.21 The proforma used by the department reflects the six programme
assessment criteria set out in the Guide to ACCs and Project Proponents.  However
the proforma does not explicitly assign a greater weight to the third criterion,
although as indicated earlier the department considers that this criterion is the
most important.

3.22 The ANAO examined 164 selected project applications and found that
the projects were assessed against the published assessment criteria. Although
one criterion was given more weight in the assessment than the others, the
assessment was in accordance with the programme objective, namely to generate
employment by encouraging local community action to boost business growth
and promote sustainable jobs.

3.23 The ANAO considers it would be better practice to clarify the relative
importance of criteria or considerations taken into account in deciding the relative
worth of applications. The department has advised that RAP is a competitive,
submission-based programme, which has limited funding, and as a result there
is no guarantee that all projects that are deemed suitable against programme
guidelines will be funded.  Clarifying the relative importance of criteria would
address the risk which exists when the department receives more applications
than the funding available, and therefore relative merits have to be determined
for project approval. These should be advised to applicants to ensure
transparency of process and to ensure greater efficiency by avoiding the
submission of incomplete or unsuitable applications.

Recommendation No.1
3.24 The ANAO recommends that DOTARS makes clear, in guidelines to
potential applicants, the assessment criteria and their relative importance as a
basis for evaluating applications.

Agency response

3.25 Agreed with qualification.

3.26 The guide for RAP applicants clearly spells out the criteria against which
all applications will be assessed.

3.27 One size does not fit all and care needs to be taken in indicating the relative
importance of the assessment criteria as this could lead to a distorted outcome.
It is important that there is sufficient flexibility to allow the program to take
account of the needs and circumstances in regional and remote locations.
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3.28 However, consideration will be given to the order of the assessment
criteria when the RAP guidelines are reissued. The department will continue
to advise unsuccessful applicants in writing of the reasons for the decision,
detailed against the assessment criteria.

Perceptions of policy changes

3.29 Programme guidelines identify the types of projects that can be funded,
and the department advised that the guidelines are deliberately flexible to enable
innovative projects to be funded. On occasions, the department has provided
additional advice to stakeholders in relation to the types of projects that can be
funded. For example there have been papers developed by the department to
cover issues such as infrastructure projects, which was a new inclusion under
RAP in 1999. The Guide was amended to reflect this policy change.

3.30 However, some stakeholders have stated that ‘the goal posts keep
changing’ and ‘we never know the flavour of the month.’ These comments may
be due to a lack of awareness on the part of stakeholders of some of the
considerations made at the national level.

3.31 At a national level, as well as ranking projects according to how well they
meet the selection criteria, approval considerations take account of specific issues
not focussed on at a state office level. These include national priorities, national
coordination comments, the spread and mix of projects nationally and the balance
of project funding across regions. The department advised that the role of the
delegate is to take all relevant factors into account in making a decision on
expenditure of Commonwealth funds, including national policy issues.

3.32 These considerations may result in a state office recommendation being
overturned by the delegate at national office. In 2000–01, only 15 of the 297
cases recommended by a state office were not approved by the delegate in
national office.

3.33 The ANAO considers that the department should communicate to
stakeholders any approval considerations which are additional to those outlined
in programme guidelines, and which may influence the way the assessment
criteria are applied.

Feedback mechanisms to unsuccessful proponents
3.34 In addition to a lack of visibility of national considerations to project
proponents, the feedback given to unsuccessful proponents is not always
sufficiently detailed to convey the level of assessment given to the project.
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3.35 The department has the following mechanisms in place to advise
proponents that their applications have not been successful:

• national office provides state offices with feedback on projects that are
not approved by the delegate;

• the department liaises with ACCs and project proponents to provide
feedback and discuss possible redevelopment of proposals; and

• state offices write to proponents and may provide further advice and
encourage re-working of a project proposal if appropriate.

3.36 At a local level, state offices and ACCs have agreed to share this role in
different ways.

3.37 The ANAO found that on some occasions, feedback on why projects were
not approved was not satisfactory. Although the assessment process involved
consideration of the project against the full range of criteria, this level of
consideration was not always reflected in the feedback given to project
proponents. There were numerous instances where the reason provided by the
department for why a project was rejected was that the project ‘did not meet the
criteria’ or was ‘not value for money’. Applicants invest significant time and
effort in project applications and should receive meaningful feedback against
the assessment criteria.

3.38 The department has advised the ANAO that it has put measures in place
which have improved the quality of the feedback provided to proponents,
including:

• state offices holding discussions with the delegate to gain a greater
understanding of the reasons for not approving projects; and

• national office drafting reasons for non-approved projects in consultation
with state offices.

3.39 However, the ANAO considers that the procedure for providing feedback
to project proponents should be formalised and that minimum standards for
feedback be documented in the Guide for Area Consultative Committees and Project
Proponents. This would ensure that stakeholders have a better understanding of
the standards of feedback that can be expected in relation to those projects not
approved.

Recommendation No.2
3.40 The ANAO recommends that DOTARS, in conjunction with ACCs,
develops and documents minimum standards for providing feedback on projects
that are not approved.
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Agency response

3.41 Agreed.

3.42 This has been in place for some time. Since the last approval round in
2000–2001, the department has introduced new standards for providing
feedback on projects that are not approved.  Proponents of the projects that are
not approved in writing receive advice in writing of the reasons that their
proposal did not succeed.  Advice is provided against each of the assessment
criteria that the application did not satisfy.

3.43 When the RAP guidelines are reissued, consideration will be given to
including a statement to the effect that unsuccessful applicants will be advised
in writing of the reasons for the decision, detailed against the assessment criteria.

Delegation for Community-based Projects
3.44 Within DEWR, the Secretary, the Group Manager Community Business
Support, and the Assistant Secretary Regional Programmes Branch held the
delegation for approving Community-based Projects. These delegates approved
all Community-based Projects. As outlined earlier, the assessment process is
intensive, normally involving two different layers of assessment within the
department.

3.45 Currently, all projects are subject to the same formal assessment process
regardless of the size of the project. However, there are differences in approach
to certain aspects of projects depending on the size; for example the assessment
of financial viability, the requirement for co-funding and the level of analysis of
the project. Although applications for a $10 000 project or a $300 000 project are
assessed against the RAP assessment guidelines, the department advised that a
risk based approach is used so that the intensity of assessment and the degree of
scrutiny of applications for applications seeking a low level of funding is nowhere
near that used for applications for major projects.

3.46 The issue of delegations has been considered in the past by the department
and relevant Ministers. The department has identified potential disadvantages
in state offices holding delegations. These include possible inconsistency of
approach to project approvals across the department; increased administrative
workload in maintaining two separate approval processes, and possible funding
duplication.

3.47 The ANAO suggests that DOTARS considers reviewing the level of
delegation, to determine whether the current delegations are still appropriate
in light of the maturity of the programme.
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Frequency of rounds
3.48 Currently projects are assessed in rounds, with dates set by national office.
There were three rounds during 2000–01 and four rounds in the previous year.
Prior to July 1999, there was a continuous approval process.

3.49 RAP also offers out-of-round approval to accommodate urgent regional
requirements and ACC priorities. More than 35 projects have been approved
out of round. Generally these projects meet a specific strategic need in a region
or provide a quick response to an issue. Out-of-round approvals are often projects
that have been resubmitted from previous rounds where they have not met the
assessment criteria and have had to be reworked.

3.50 A significant effect of moving to three or four rounds per year is that it
creates large peaks and troughs in workloads. There is a risk that day-to-day
contract management tasks and monitoring of projects is neglected during
assessment periods, because of intensive demands on the department staff time.
The ANAO found that state offices varied in their ability to manage workloads.

3.51 Other issues associated with the number of rounds include:

• changing the round dates and/or delays in the notification of round dates
can cause significant planning and administrative problems for
stakeholders, particularly ACCs;

• in some regions in Australia, round dates across the summer months may
be impractical as, during this time, community activities slow down
substantially; and

• the turnaround time for assessing and approving projects may be
significantly reduced if projects were assessed on a more regular basis
than they are at present.  This would also reduce the need to submit
proposals out of round.

Recommendation No.3
3.52 The ANAO recommends that DOTARS, in conjunction with stakeholders,
considers:

• the efficiencies of moving to more frequent assessment rounds; and/or

• establishing regular known cut-off dates for the submission of applications.

Agency response

3.53 Agreed. The department has considered these issues in the past, and is
doing so again now.
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Projects of National Significance
3.54 The Projects of National Significance component of RAP commenced in
1998–99. It was formerly known as the National Initiatives and Emergencies
component of RAP. Projects of National Significance have a separate notional
allocation of approximately $5 million per year.

3.55 Projects are approved on a case-by-case basis, depending on the project
either by the Minister or the Cabinet, in response to situations such as local
economic crises, natural disasters or projects which are of national significance.
The department provides advice to the government in relation to such events
and issues.

3.56 There are no specific guidelines or assessment criteria for Projects of
National Significance. Projects of National Significance are not covered by the
same objectives or guidelines as the community-based element of RAP. The
department’s Administrative Handbook for RAP states that the guiding
principles of RAP will apply to Projects of National Significance. However, these
projects do not go through the same layers of assessment used in relation to
Community-based Projects, with decisions made by either the Minister or the
Cabinet.

Projects approved

3.57 Four projects have been approved under the Projects of National
Significance category since its inception.  Some details are provided in Table 3.1.

Table 3.1
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Assessment process

3.58 The Projects of National Significance component of the programme is
intended to assist with a diverse range of situations (local economic crises, natural
disasters or projects which are of national significance), making it difficult to
define assessment criteria tightly.

3.59 In each of the projects funded under the programme, the Minister or
Cabinet set out supporting reasons. The strength of the linkage between the
reasons given and the guiding principles of RAP, which are intended to guide
decisions, varies among the projects. For instance, the Visy proposal was
supported by cost-benefit studies which linked directly to programme purposes;
on the other hand, the support for National Textiles, largely in the form of
payments for employee entitlements, which in the view of the ANAO, did not
link as closely.

3.60 The variation in projects and linkage to the programme objectives may be
explained by the nature of this component of the programme. However, the greater
the rigour that can be applied to project assessments, and the closer the link between
projects and the purpose of the programme, the more confidence Government,
Parliament and the general community are likely to have that the greatest benefit
will be obtained from the expenditure of the public funds involved. The ANAO
has reported13 previously on the tensions that can sometimes arise in government
decision-making and the importance of transparent and systematic approach to
the delivery of sound and equitable outcomes.

Conclusion
3.61 The ANAO found that, in general, Community-based Projects were
assessed against the published assessment criteria. However, the ANAO
considers it would be better practice to clarify transparently the relative
importance of any criteria and any other considerations taken into account in
deciding the relative worth of applications.

3.62 There is one component of RAP, Projects of National Significance, where
projects are approved by the Minister or the Cabinet. The ANAO suggests that
in the interest of consistent decision-making and public accountability, further
attention be given to documenting the reasons for decisions in approving
particular Projects of National Significance. The assessment process should be
sufficiently rigorous to provide reasonable assurance that the projects selected
are consistent with the guiding principles of RAP.

13 Auditor-General Report No.11, Administration of the Federation Fund Programme, (2001–2002).
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3.63 In the main, communication and relationships between proponents, ACCs
and the department were found to be open and productive, with a high degree
of goodwill on the part of most participants. ACCs and state/district offices felt
that they shared an understanding of what type of project would be of most
benefit to their regions.

3.64 However, the ANAO found that in some cases ACCs and project
proponents felt that the reasons provided as to why certain projects were not
approved were not adequate. The ANAO considers that communication with
stakeholders should be improved in further explaining the application of the
selection criteria used for assessing projects, and in providing feedback to
unsuccessful proponents. In particular, the ANAO considers that the department
should fully communicate to stakeholders any approval considerations that are
additional to those outlined in programme guidelines, and which may influence
the way the assessment criteria are applied.
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4. Performance Information and
Programme Evaluation

This chapter examines the performance information framework that the department has
established to monitor Programme performance. This includes longer term evaluations
that are necessary to make an overall assessment of the effectiveness of the Programme.

Introduction
4.1 Performance information provides the basis for internal management and
reporting and decision-making, and the means by which external accountability
is achieved.  This includes longer term evaluations, which allow the department
to make an overall assessment of the effectiveness of RAP.

4.2 The ANAO examined the RAP’s performance information to date to
determine whether in related to the objectives and strategies of the Programme,
and whether performance indicators were measurable and appropriately reported.

Programme evaluation14

4.3 Programme evaluation is a systematic, objective assessment of the
appropriateness, effectiveness and efficiency of a programme.  Evaluations and
on-going performance monitoring and review are complementary tools for
managing programme performance.

4.4 Agency management of performance information, measurement,
evaluation and reporting is guided by a set of good practice principles. A
consolidated form of these Performance Management Principles can be found
in Appendix 3.

4.5 RAP has been subject to two reviews recently, and a two-phase evaluation
process for RAP projects is being proposed. The department has advised that
RAP is scheduled for program evaluation in 2002–03.

A review of Area Consultative Committees and the Regional
Assistance Programme

4.6 In November 1997, the Minister asked the Parliamentary Advisory
Committee on Area Consultative Committees to review ACCs and RAP. The
Committee was asked to consider how these two initiatives could be refocussed
to better support government policy, particularly in regional Australia, and to

14 Doing Evaluations, A practical guide, Department of Finance, Commonwealth of Australia, 1994.
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ensure ACC activities and RAP projects lead to improved job and training
opportunities.15

4.7 The Committee made its report in January 1998. The report focussed on
the role of the ACCs, but also made recommendations relating to the role of the
department. Since the report the RAP and the role of the ACCs have undergone
significant changes.

A study of Regional Assistance Programme projects

4.8 In 2000, the Taverner Research Company prepared a report for the
department.  The report analysed a representative sample of RAP projects that
were carried out prior to 1999.16  The study assessed projects in terms of:

• job outcomes;

• business growth; and

• regional and economic benefits.

4.9 The Taverner report was qualitative in nature, relying on telephone
interviews with departmental staff, ACCs and proponents of the sampled
projects. The report stated that it was difficult to make an objective assessment
of the projects, and recommended establishing measurable objectives.

A proposed two- phase evaluation process for RAP projects

4.10 In addition to these two reviews, a two-stage evaluation process for RAP
projects has been developed. Stage one is an evaluation of projects four weeks
after completion, and stage two is an evaluation of projects six to 12 months
after completion.

4.11 Stage one of the evaluation is intended to measure:17

• the job outcomes achieved by RAP projects—a comparison between actual
and expected number of jobs created by the project and, where possible,
the sustainability of employment;

• the economic and regional impact of projects—based on an examination
of the expected impact of the project on the local region and drawing on
the ACC’s perception of the actual impact of the project;

15 A Partnership for Regional Prosperity: Strengthening Area Consultative Committees, A Report to the
Hon David Kemp MP, Minister for Employment, Education, Training and Youth Affairs.

16 A Study of Regional Assistance Programme Projects, A report on interviews with the key stakeholders
of 83 RAP funded projects.

17 Strategy for the Evaluation of the Regional Assistance Programme.
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• the effect of RAP on business growth;

• for relevant projects, training and skills development of RAP participants
and links to job outcomes; and

• funding of RAP projects, focussing on the extent to which projects access
non-RAP funds, for example from community organisations, local or state
government or the private sector, for their operation.

4.12 Stage two of the evaluation is intended to measure:

• the community benefits of RAP projects, as evidenced by increased
community awareness of RAP, and its functions, the significance of the
project in the local community and the project’s impact on local business;

• the role of the ACCs in the operation of RAP; and

• the sustainability of both the employment and economic outcomes of RAP
projects.

4.13 The department, in conjunction with ACCs, piloted stage one in the States
in October 2000. The pilot used a sample of projects funded and completed after
1 July 1999.

Evaluation findings

Evaluation planning

4.14 The ANAO found that, although the department has a plan to evaluate
individual projects, it has not developed an evaluation plan for evaluating the
performance of RAP as a whole. The department is aware that more work needs
to be undertaken in relation to this area of programme administration and, prior
to the transfer of responsibility for RAP to DOTARS, was in the process of
establishing a Regional Improvements Business Working Party and a Monitoring
and Evaluation Working Group. The Working Group was to comprise state and
national office representatives, and map out an evaluation plan for the
programme to be implemented next financial year.

Proposed evaluation process

The proposed two-stage evaluation process does not have clear links from the
evaluation of the individual projects to the overall objective of the RAP.  The
criteria to measure the indicators have not been defined. Although the indicators
are ostensibly quantitative in nature, there is considerable difficulty in precisely
measuring the indicators, and in particular the level to which any changes can
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be attributed to the project. These difficulties have been recognised by the
department, and the tiered nature of the process is intended to measure both
the immediate outcomes and the sustainability of the project.

Performance Information18

4.16 Evaluations and ongoing monitoring of program performance rely on
accurate and reliable performance information.

4.17 Performance information is evidence about programme performance. Its
purpose is to assist stakeholders to draw well-informed conclusions about
programme performance and to allow programme managers to determine
whether resources are being directed towards the achievement of the programme
objectives in the most efficient and effective manner.

4.18 Good performance information is based on both qualitative and
quantitative data, and is targeted specifically towards the achievement of the
objective.19  On-going collection, monitoring and review of information is
necessary to accurately report on a programme’s performance.

Performance information for RAP
4.19 In order to form an opinion on the adequacy of the RAP performance
information, the ANAO:

• assessed the performance information for RAP, as set out in the
department’s 1999–2000 and 2000–2001 Annual Reports and Portfolio
Budget Statements 2001–2002,20 against better practice principles;

• interviewed staff at national office;

• interviewed state office staff from Sydney, Brisbane, Melbourne and Perth;
and

• examined a selection of files at National, state and district offices.

4.20 The stated objective of RAP is to generate employment in metropolitan,
regional and remote Australia by encouraging local community action to boost
business growth and create sustainable jobs. In assessing the performance
information which measures this objective, it is necessary to look at both the

18 ANAO BPG, 1996, Performance Information Principles.
19 There are a number of sources of information on better practice in performance information.  These

include publications by the Department of Finance and Administration, the Management Advisory
Board and the ANAO.

20 Portfolio Budget Statements 2001-02, Department of Employment, Workplace Relations and Small
Business, Commonwealth of Australia, 2001, Performance information for departmental outputs, p. 49.
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type of indicators used to collect information, and the reporting of that
information.

Indicators

4.21 The indicators which are to be used in measuring RAP and ACC outputs
are provided in the Portfolio Budget Statements (PBS).

4.22 For the ACCs (Output 1.2.6) and the RAP (Output 1.2.7), performance is
measured against two sets of indicators, grouped under ‘Quality’ and ‘Quantity’
(see table 4.1):

Table 4.1
Indicators

Source: DEWRSB Portfolio Budget Statements 2001–2002.

4.23 These indicators do not clearly identify the means by which RAP’s
objective will be achieved. The programme objective has not been broken down
into specific outputs which can be easily measured. It is not clear from the
indicators how levels of satisfaction will be measured.

Reporting

4.24 RAP reports on its performance in the Annual Report. The 1999–2000 and
2000–2001 Annual Reports Outputs tables provide information about actual
performance against planned performance for DEWR’s outputs as specified in
the PBS. The 2000–2001 Outputs tables are at tables 4.2 and 4.3.
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Table 4.2
Key performance indicators and actual performance for Output 1.2.6

Source: DEWRSB’s 2000–01 Annual Report.
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Table 4.3
Key performance indicators and actual performance for Output 1.2.7

Source: DEWRSB’s 2000–01 Annual Report.

4.25 The performance information contained in DEWRSB’s 2000–01 Annual
Report was assessed against better practice guidelines, including the ANAO/
Department of Finance Performance Information Principles Better Practice Guide21

and MAB MIAC’s Performance Information and the Management Cycle.22

4.26 In relation to RAP, the ANAO examined whether the performance
information currently collected:

• provides an effective mechanism for assessing and reporting on the extent
to which the programme’s objective is being achieved;

• covers both quantitative and qualitative measurement and assessment;

• measures quality of services provided and stakeholder satisfaction;

• provides performance information consistent with Commonwealth access
and equity strategies;23 and

 

 

 

 

 

 

 

 

 

 

 

21 Better Practice Guide 1996, Performance Information Principles, Australian National Audit Office and
Department of Finance, Commonwealth of Australia, 1996.

22 Management Advisory Board and Management Improvement Advisory Committee 1993, Performance
Information and the Management Cycle.

23 See Appendix 4.
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• provides valid, reliable and accurate data for measuring performance
against performance indicators.

Performance Information Findings
4.27 The ANAO found that the performance information obtained by the
department did not directly relate to the quality of the programme’s outputs,
nor whether the stakeholders considered they were receiving a satisfactory level
of service.

4.28 Once the required performance information has been defined, the raw
data required to measure that aspect of performance can be collected and
analysed. The ANAO found that it was not apparent how the performance
indicators identified in the report for each outcome were to be measured. It was
not apparent whether targets, standards or benchmarks had been identified,
and if so, what they were.

4.29 The collected data should be of sufficient quality and nature to make a
definitive measurement of performance. The ANAO found that to accurately
assess ‘quality’ requires an assessment of the level of satisfaction of Ministers
and other stakeholders with the administration of RAP. The Minister’s level of
satisfaction was used as an indicator, but no other stakeholders were identified,
nor were indicators given which related to service provision to stakeholders.
There was subsequently no assessment in the Annual Report of the satisfaction
of other stakeholders.  There were also no indicators that were consistent with
Commonwealth access and equity strategies.

4.30 To be useful, performance information must be regularly collated and
reported. The ANAO found that, in its reporting, the department provided text
under both qualitative and quantitative headings. However, much of this
information was not presented in such a way that reasonable judgements could
be made about the adequacy of programme performance. For example, the data
used to draw conclusions against ‘planned performance’ and ‘targets’ were not
included in the information.

The department’s proposed strategies for measuring
performance
4.31 Prior to the transfer of responsibility for RAP to DOTARS, the department
had been developing strategies to improve its collection and assessment of
performance information. The establishment of a Regional Improvements
Business Working Party was agreed in March 2001. It was proposed that the
working party consist of members from national office and every state/territory.
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This working party was to provide strategic directions for:

• providing performance indicators and measurements;

• monitoring procedures; and

• programme evaluation.

4.32 DEWR had also established an Evaluation and Monitoring Working Group
within national office.

Draft performance report

4.33 The ANAO found that the department had in place a draft performance
report (2001). The draft report contains effectiveness measures and key
achievements for DEWR’s Outcome 1, and a performance report for each sub-
outcome. The effectiveness indicator for the outcome of regional employment
programmes is:

Regional employment programmes are targeted to areas of need and structures
to maximise local community involvement in generating employment growth.

4.34 This effectiveness indicator focuses on the targeting and structuring of
the projects, rather than the results of the projects.

4.35 There is also a report against each specific output. The actual performance
of the RAP is measured against performance indicators. These indicators are
the same as those in the Annual Report listed above.

Recommendation No. 4
4.36 The ANAO recommends that DOTARS refines the national performance
indicators, to ensure that the information provided reports adequately on the
objectives and outcomes established for the programme.

4.37 In implementing this recommendation, the ANAO suggests that DOTARS
be guided by current better practice guidelines and frameworks, and ensures
data is collected to report against these indicators.

Agency response

4.38 Agreed

4.39 The department recognises that further work on the national performance
indicators is required to ensure that more meaningful information on the
outcomes of the programme can be reported.
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Recommendation No. 5
4.40 The ANAO recommends that DOTARS develops, in conjunction with
relevant stakeholders, a strategy for the systematic evaluation of the Regional
Assistance Programme.

4.41 In implementing this recommendation, the ANAO suggests that the
strategy includes processes for evaluating the performance of departmental
activities and specific aspects of RAP against the programme objective and:

• clearly and concisely addresses the priority issues and accountability
requirements of DOTARS and Government;

• identifies what data needs to be collected at the start of each project;

• provides timely and accurate performance information;

• contains conclusions and recommendations that can be understood and
used by decision makers and other stakeholders; and

• includes implementation plans for all recommendations.

Agency response

4.42 Agreed.

4.43 This is a key priority for next financial year.

Conclusion
4.44 The ANAO found that the specified outputs for RAP did not clearly
identify the means by which the programme objective would be achieved.
Although performance indicators were identified for each outcome, the
department had not determined how these indicators were to be measured.

4.45 The performance information provided by the department in its reporting
did not relate directly to the quality of the outputs. Where the department
reported its performance, the information was not presented in such a way that
reasonable judgements could be made about the adequacy of programme
performance.

4.46 The ANAO found that the department does not have a plan for evaluating
RAP. Although there are mechanisms in place for the project approval and
management process to help ensure outcomes are achieved, these are not part
of a strategy for assessing the performance of the programme as a whole.
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5. Contract Management

This chapter describes the contract management framework including guidance mate-
rial, the roles and responsibilities of state and district office staff, and the monitoring
and review of project proponent compliance with the contract.

Introduction
5.1 The ANAO examined the contract management framework and whether
it is underpinned by appropriate contract management guidelines and
procedures. The ANAO also examined the efficiency and effectiveness of the
arrangements for monitoring and review of projects approved in the years
1998–1999, 1999–2000 and 2000–2001. This included a brief assessment of the
conduct of visits and associated monitoring and review reports.

5.2 The ANAO visited five DEWR state and district offices. Together, these
offices are responsible for the management of approximately 81 per cent of
projects approved under RAP for the three financial years 1998–2001. The ANAO
examined a sample of approximately 30 per cent of these projects.

Contractual framework
5.3 The Commonwealth provides funds for projects under contract. Once
projects are approved by national office, responsibility for drawing up contracts,
and the management of those contracts, rests with DEWR staff in the state and
district offices. The project application forms an attachment to the contract.
Funding does not commence until the contract is signed by both parties. The
timing and amount of project payments is included in the project contract.

5.4 The standard form RAP Funding Contract is currently being revised by
the department. In its present form, the contract protects the Commonwealth’s
confidential information by prohibiting disclosure of confidential information
by the contractor without prior Commonwealth approval. The contract allows
the Commonwealth to disclose the contractor’s confidential information in
certain circumstances, for example when requested by the Parliament. The
contract also obliges the contractor to provide the Privacy Commissioner and
the Auditor-General with access to contractors’ premises and records.

5.5 The contract has a reasonably broad definition of ‘confidential
information’, including information which is ‘by its nature confidential’. The
ANAO suggests that the department should, during the contract negotiation
stage, determine what contractual information, if any, should be treated as
confidential, and ensure that the contract explicitly identifies the information
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that both parties have agreed as being confidential. Contractors should also be
made aware that the claim of confidentiality does not prevent parliamentary
committees having access to the information.24

Guidelines
5.6 The main document, other than the contract itself, that provides guidance
to departmental staff on the roles, rights, responsibilities and obligations of the
various parties involved in delivering RAP projects is the Administrative Handbook
(January 2000). The Handbook provides guidance on the development and
assessment of project proposals, project management, payments and contractual
obligations, and the monitoring and evaluation process for projects.

5.7 The department has also produced a Guide for Area Consultative Committees
and Project Proponents (August 2000). The Guide sets out the basis on which
project proposals will be considered, assessed and evaluated. It includes an
outline of the general principles that will apply to proposals for RAP funding,
the application process and assessment criteria.

5.8 In addition, the department releases information from time to time on
specific issues, such as the GST.

Project acquittal and evaluation

5.9 The available guidance specifies expected outcomes, and applications must
demonstrate how the proposal will achieve those outcomes. The guidance also
requires proponents to build appropriate evaluation mechanisms into the project.
A detailed evaluation process, demonstrating how the agreed project outcomes
will be met is part of this mechanism.

5.10 Project proponents are required to acquit projects by submitting a
completed evaluation form, including audited financial statements, in a form
determined by the department, at the conclusion of the project or at the
conclusion of each stage of the project.

5.11 The evaluation form asks proponents to report against the outcomes for
the project, in particular against the general assessment criteria (see Appendix
5). The department, in consultation with the relevant ACC, will also evaluate
the project in accordance with these criteria. Evidence that the project was
completed in the specified manner must also be provided.

24 ANAO Auditor-General Report No.38 2000–01, The Use of Confidentiality Provisions in Commonwealth
Contracts, Chapter 5.
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Monitoring and review
5.12 The purpose of monitoring and reviewing the progress of projects is to
ensure that:

• projects are proceeding in accordance with the terms and conditions of
the contract and with the programme objectives and guidelines; and

• financial management, audit and accountability requirements are being
met. The department’s state offices undertake the monitoring and review
of contracted projects.  Project proponents are required to submit progress
reports at regular intervals, and the department’s program managers use
these reports to monitor and review the progress of a project against stated
milestones in the project plan (part of the contractual agreement).

5.13 In addition to desk-based monitoring and review, contract managers
conduct visits depending on the nature of the project. Some projects can be
effectively monitored and reviewed without a site visit, particularly where the
output of a project is, for example, a feasibility study, business plan or skills
audit.

5.14 The ANAO found that desk based monitoring and review in most state
and district offices visited was of a high standard. However, the ANAO considers
that there is some variation in the frequency and quality of project visits
undertaken by state offices. The frequency and depth of monitoring and review
visits appears to be contingent on the workloads of contract management staff,
and, in some instances is regarded as a lower priority.

Monitoring and review strategy

5.15 The ANAO considers that there are risks in some states where monitoring
and review visits are not undertaken at appropriate intervals to check on the
progress of projects. In addition, there is no formal strategy in place to monitor
and review the progress of projects.

5.16 As resources are limited, a risk based approach to monitoring and review
activities would ensure that those projects with a higher possibility of
non-compliance are more closely monitored and reviewed.

5.17 Some of the factors that could be used to prioritise project monitoring
and review visits are:

• whether the project proponent is a new participant in RAP;

• the size (dollar value) of the project;

• the level of confidence that state office has in the ACC that endorsed/
monitors the project;
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• quality of progress reports; and

• the project’s history, including the number and types of issues arising
from progress reports and previous visits.

5.18 The ANAO found that the record keeping in relation to monitoring and
review varied in quality and completeness from state to state. Clear records
should be kept of when visits are conducted, to whom and why (for example a
standard visit, a response to ACC recommending a visit or a response to an
inadequate progress report).

5.19 Prior to the transfer of responsibility for RAP to DOTARS, the Evaluation
and Monitoring Working Group was identifying a set of national principles and
examples of best practice to assist the department develop monitoring and
evaluation capacity.25  The department was seeking to incorporate an articulated
nationally consistent risk management approach into national practice.

5.20 Some states, such as Western Australia, have adopted a risk based
approach to monitoring and review which works well given the limited resources
available to undertake this work.

Recommendation No. 6
5.21 The ANAO recommends that DOTARS develops a national monitoring and
review strategy for individual projects, which incorporates a risk based approach.

Agency response

5.22 Agreed.

5.23 The department has already adopted a risk-based approach for
monitoring and reviewing projects.

5.24 A risk assessment of each project, and the project proponent, is
undertaken as part of the assessment of an application for funding under
RAP.  Credentials checks are undertaken if the project proponent is unknown
to the department of is there are any doubts about the proponent organisation.

5.25 The results of the risk assessment and credentials checks are taken into
account by the delegate when considering whether a project application should
be approved, and whether any caveats should be included in the contract, for
example, to include risk treatments.

5.26 The monitoring and review strategy adopted for each project draws on
the risk assessments of the project and of the proponent.  If medium or

25 DEWR response to Emerging Issues 26 September 2001.
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high-level risks are identified, appropriate treatment strategies are discussed
with the proponent and are often included in the contract for the project.  The
contracts for each project are managed through the regional office network,
enabling close monitoring of any risky projects and allowing staff to use their
local knowledge to deal with potential project problems before they escalate.

Regional Assistance Management Information System
5.27 The absence of consistent and accurate programme records was a major
issue with RAP in its early stages. Regional Assistance Management Information
System (RAMIS) was developed to address this deficiency and improve
accountability of the programme. The system was developed using a working
group comprising staff from state and national offices and has evolved to cater
for all regional programmes administered by the Branch.

5.28 From Round One 2000–2001, RAMIS became the unified mechanism for
recording and reporting project information. This has streamlined processes and
offers an automated reporting process for programme stakeholders. It has also
added value to the decision-making processes.

5.29 The department inputs relevant assessment information about a project
on RAMIS including approval date for all projects. National and state office
assessment comments are included in each project assessment on RAMIS.

5.30 RAMIS provides the facility for a complete project record for each project.
This includes assessment information, reporting facility, monitoring and contract
management data. The system also has the facility to attach any document to a
project record for future reference—this includes applications, related emails,
comments from other agencies, media articles and photographs.

5.31 Project information from 1999 is stored in RAMIS and a process is currently
in hand to download data into RAMIS for all RAP projects since the
commencement of the programme in 1997.

5.32 Viewing access to approved projects on RAMIS was provided to ACCs in
April 2001. This provides ACCs with information on the range of projects funded
across the country.

5.33 User manuals were developed and provided on-line to all programme
staff. A guide was developed for ACC users. Draft guidance on RAMIS entry
for assessment of projects has been provided to state staff and this will shortly
be finalised.
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Conclusion
5.34 The ANAO found that the department has a good contract management
framework that is underpinned by appropriate guidelines and procedures.
Contract management staff in state and district offices generally practise good
record management, and have adequate systems for monitoring events such as
progress reports and contract variations. However, the ANAO found that there
is some variation in the frequency and quality of project monitoring and review
visits undertaken by state offices. The frequency and depth of monitoring and
review visits appear to be contingent on the workloads of contract management
staff, and, in some instances, are regarded as a lower priority.

5.35 The ANAO considers that there are risks in some states where visits are
not undertaken at appropriate intervals to check on the progress of projects. In
addition, there is no formal national strategy in place to monitor and review the
progress of projects. A risk based approach to monitoring and review activities
would ensure that those projects with a higher possibility of non-compliance
are more closely monitored and reviewed as necessary.

Canberra   ACT P. J. Barrett
10 May 2002 Auditor-General
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Appendix 1

Area Consultative Committees

History

Area Consultative Committees (ACCs) were originally introduced in 1994 as
part of a strategy to improve the responsiveness of the Commonwealth
Employment Service to local employers, to improve links with regional
development and to rationalise existing consultative processes.

In 1998–1999 the role of ACCs expanded to refocus their activities to support
government training and employment policies and to complement the new
employment services market (Job Network).

Membership

The Secretary to the Department of Employment and Workplace Relations
appoints a leading member of the community to act as chair of the ACC. The
chair and every member of an ACC are drawn from the community, local business
and government.  Membership is voluntary and unpaid. The ACC chair oversees
the development of the strategic directions of the ACC and is responsible for
the ongoing operations of the committee. The chair often establishes sub-
committees to enable the ACC to better serve the diverse needs of the region.

Role

ACCs form a key regional network for the Commonwealth and act as a vital
link between the community and the Commonwealth. There are 56 ACCs across
Australia; serving metropolitan, regional, rural and remote areas of all states
and Territories. ACCs act as a communication channel between government,
business and the community as well as providing a vehicle for the government
to communicate information on policies and programmes to business and the
community. ACCs are also a community voice to Government, and relevant
departments, providing advice and feedback on community needs and service
requirements.

Operation

Each ACC works within the priority areas identified in the charter for the
National Network of ACCs26 and in accordance with a Statement of Priorities

26 <www.acc.gov.au>
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issued on behalf of the Government by the Minister for Employment and
Workplace Relations.

Ministerial Statement of Priorities

The Minister has issued a statement of priorities to provide a nationally consistent
direction to ACC strategies and activities.  The priority given by an ACC to its
local activities must reflect this statement.

The Minister’s Statement identified the following four key areas of priority for
ACCs in 2001–2002:

• the identification and ongoing monitoring of suitable projects under RAP;

• a readiness to respond flexibly to specific Government priorities;

• promoting the Government’s policies and programmes to small business;
and

• marketing the Indigenous Employment Policy and establishing better links
with local indigenous organisations.

To guide its local-level activities, each ACC brings community stakeholders
together to identify opportunities, priorities and growth strategies for the region.
This community consultation enables each ACC to develop a three-year Strategic
Plan for its region.

ACCs endorse Community-based Projects under RAP, prior to approval by the
department, as being consistent with the ACCs strategic regional and business
plans.

Funding

Although ACC members are not paid for their services, each ACC receives annual
operational funding from the Government. These funds are provided under a
contract between the ACC and the Commonwealth. In the 2000–2001 financial
year the Government provided $13 million for ACC operational activity. The
ACC uses this funding to employ appropriately qualified staff to undertake
administrative operations and assist the ACC in implementing both the National
Charter and its Strategic Regional Plan.

ACC Charter

The Commonwealth defines the role and functions of ACCs through its Charter
for the National Network of ACCs. The Charter, together with the Statement of
Ministerial Priorities, forms the basis for the Annual Operational Funding
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contract between the ACC and the Commonwealth.  ACCs are required to use
their funds to achieve the stated outcomes and perform the defined functions. It
is against these outcomes and performance of the functions that the success of
ACCs is measured.

The ACC Charter comprises five priority areas. Every activity, which an ACC
undertakes in its region, is directed towards the achievement of one or more
priority area. The five priority areas are:

1. Working together in partnerships
• Work to maintain constructive alliances with government, business

and the community.

2. Local solutions to local problems
• Provide community leadership and work to assist in building

community capacity.
• Foster an environment for communities to identify their needs and

find new ways to address these needs.
• Assist/guide project proponents seeking funding to complete

administrative requirements associated with programmes.

3. Economic growth through jobs creation and small business success
• Contribute to regional economic growth by identifying current and

future trends and using this information to work with the region
and government to harness opportunities for jobs creation, skills
development and small business success.

• Focus on projects which will improve the job prospects of
Indigenous Australians, particularly in private sector jobs.

4. Informing the community, business and Government
• Establish and maintain an effective communication channel between

the Commonwealth Government, business and the community.
• Promote and disseminate information on Government policies and

programmes for the benefit of business and the communities.  In
particular, business and employment initiatives.

• Inform Government of the impact of policies and programmes on
business and the community and provide constructive advice on
community needs and service requirements.

5. Professional Behaviour
• Act with honesty, integrity and in accord with relevant legal

obligations.  ACCs will practice sound corporate governance,
recognising the need to be accountable for their actions and the use
of Commonwealth Government monies.
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Appendix 2

RAP Project Funding by ACC 2000–01
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Appendix 3

Performance Management Principles27

Purpose

These performance management principles are intended as a guide to
Commonwealth departments and agencies on performance reporting and its
uses for both external and internal purposes.

• External reporting focuses on foreshadowing performance for a particular
year through Portfolio Budget Statements, and within eighteen months,
reporting of actual performance for that year through annual reports.

• Internal reporting is more frequent for management purposes, including
monitoring performance of outputs and administered items within a year.
Where an agency’s measures are aligned with employees’ performance
agreements, the performance measures can be used to provide feedback
to staff on their contribution to the management of outputs and
administered items.

Performance information must be structured in ways which show how an
agency’s outputs and administered items contribute to the achievement of the
outcomes sought by the government.

• Its purpose is to assist stakeholders and management to draw
well-informed conclusions about performance in published and internal
documentation, and to contribute to sound decision-making. Candour in
disclosure and action on performance information will add to credibility.

Balance and clarity

Performance information will be useful where it is pitched to provide a
comprehensive and balanced coverage of a particular outcome, output or
administered item through a concise basket of performance indicators which
can be understood, are well-defined, and are cost-effective to collect, store and
manage.

• Performance information is most effective and meaningful where it is
integrated with internal management processes and accountabilities
within an agency, and can be utilised to meet external requirements.

27 Consolidated Performance Management Principles, Department of Finance and Administration, 1997
(Attachment A to Program Performance Reporting and Evaluation in Australia, Presentation to the
International Seminar on Program Evaluation, Brasilia, 15-19 October 2001, Mark Nizette DOFA).
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Strategic focus of published information

Published performance information provides a top-level strategic overview. It
is a core set of information which meets external accountability needs but also
acts as an early warning to management of areas requiring attention.

• Published performance information should be supported by more detailed
internal management information enabling diagnosis and continuous
improvement.

Targets

Performance information is most effective if current performance can be
compared qualitatively or quantitatively against specific benchmarks, targets
or activity levels, where appropriate.

• In a context of continuous improvement, it is desirable that targets be of a
stretching nature where possible, with the extent of ‘stretch’ identified
explicitly. Activity levels should be realistic.

Outcomes

Outcomes performance information relates to the specific impact that an agency’s
outputs and administered items have had on the community relative to those
planned by the government. Outcomes are often long-term in nature, and
performance information in this area must focus on effectiveness.

• Outcomes performance information needs to achieve a balance between
addressing progress against milestones and ultimate long-term impacts.

• Outcomes performance information may be enhanced by inclusion of the
results of performance audits, reviews or evaluations.

Outputs

In addition to reporting on effectiveness in achieving outcomes, output
performance information relates to the quality, quantity and price of agency
outputs (i.e. goods and services produced by an agency).

• The aim is to demonstrate that an agency has addressed the government’s
purchase requirements in an efficient way, demonstrating overall value
for the community.
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Administered items

In addition to reporting on effectiveness in achieving outcomes, administered
items performance information addresses the quality, quantity and price
associated with third party outputs (such as from states, Territories and
non-government organisations) and transfer payments.

• Administered items performance information will derive from legislation,
inter-governmental agreements, other contractual arrangements, or other
expressions of government policy which establish the third party outputs
and transfer payments.

Continuous improvement of performance information

Performance reporting is most effective where trends can be compared over
time.

• However, the reporting of agency outcomes and outputs, and performance
information structures, can be expected to evolve with experience,
changing needs, and the availability of more relevant or more reliable
information.

• Performance information should be regularly assessed for
appropriateness, including through systematic review and evaluation of
agency outputs and administered items and, where necessary, of the
Government outcomes they support.
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Appendix 4

Access and Equity
The Commonwealth’s Access and Equity strategy is designed to remove barriers
which people from different language and cultural backgrounds can face in
accessing government services and getting results from them. The strategy
primarily targets barriers faced by people from diverse cultural and linguistic
backgrounds, Aboriginal, Torres Strait Islander and Australian South Sea Islander
backgrounds. It also requires agencies to be aware of a possible double
disadvantage that may be faced by women, older persons and disabled people
from these groups when seeking access to government services.

By promoting measures such as interpreting services and multilingual
information, it seeks to ensure that programme design and delivery
arrangements adequately reflect their diverse client base. The strategy extends
to policy development as well as programme and service delivery, and covers
Commonwealth funded programmes managed by state, territory or local
Governments and non-Government organisations.

The following checklist, prepared by the then Department of Immigration and
Multicultural Affairs, is intended to assist Australian Public Service audit and
evaluation staff in considering Access and Equity issues while conducting audits
and providing advice to programme areas planning or undertaking evaluations.
It is equally relevant to performance information. It is based on the Charter of
Government Service in a Culturally Diverse Society. The Charter summarises seven
principles which provide a framework for the design, delivery, monitoring,
evaluation and reporting of quality government services in a culturally diverse
society: these are access, equity, communication, responsiveness, effectiveness,
efficiency, and accountability.

Access

Government services should be available to everyone who is entitled to them
and should be free of any form of discrimination on the basis of a person’s country
of birth, language, culture, race or religion.

• Is accurate data available to establish whether the ethnicity/language/gender/age
composition of the client group broadly reflects the ethnicity/language/gender/
age composition of the general eligible community at national, regional and/or
local level?

• Has a profile of potential and existing clients and their needs been established to
assist in designing programs?
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Equity

Government services should be delivered on the basis of fair treatment of
different individuals or groups of people who are eligible to receive them.

• Are measures in place such as decision-support desks to ensure consistency in
decision making across offices?

• Are statistics collected on client groups with unsuccessful outcomes and the
reasons for the decisions, to help determine whether equitable decisions are being
made?

Communication

Government service providers should use information strategies that make the
full range of existing and potential clients aware of services and their entitlements
and how they can obtain them. Providers should also consult with the
community regularly about the adequacy, design and standard of government
services.

• Are profiles of existing and potential clients used in formulating information
strategies to ensure that all client groups are reached?

• Is the effectiveness of information strategies measured? (for example, increase in
awareness of programs following introduction of strategies)

• Have relevant groups been consulted in formulating information strategies?

• Are key groups represented on decision-making/advisory bodies?

• Is the provision of information continually monitored to keep up with changes in
client populations as well as legislative changes?

• Is information on this particular programme/service consistent with information
on related services?

Responsiveness

Government services should be sensitive to the needs and requirements of
different communities, and responsive to the particular circumstances of
individuals.

• Are measures in place to ensure staff are able to deal effectively with clients from
different cultural or linguistic backgrounds? (for example, cross cultural training,
maintenance of staff language skills)

• Do services cater for different client needs, especially those from priority groups?

• Are the services of appropriately trained interpreters offered and available when
needed?
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Effectiveness

Government service providers should be ‘results oriented’, focussed on meeting
the needs of clients from all backgrounds.

• Is feedback obtained from clients on the quality and timeliness of services?

• Is this data from client in Access and Equity priority groups compared with the
data for the general population outside these groups?

• Are measures in place to best utilise staff with linguistic skills, cultural knowledge
and community contacts?

• Have findings from previous evaluations/reviews been incorporated into the
programme?

Efficiency

Government service providers should optimise the use of public resources
through a user-responsive approach to service delivery which meets client needs.

• Are performance indicators in place to measure programme efficiency?
(for example timeliness of service)

• Have possibilities been explored for greater efficiencies such as inter-service co-
operation?

Accountability

Government service providers should have a reporting mechanism in place
which ensures they are accountable for implementing access and equity
objectives for clients (for example, by reporting on this in annual reports or
other types of report).

• Do annual reports and other reporting mechanisms include information on
programme outcomes for access and equity priority groups, and on grievance
mechanisms?

• Do funding guidelines and conditions (including where programs/services have
been delivered via an intermediary) include access and equity accountabilities?
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Appendix 5

Summary of RAP Guidelines
Area Consultative Committees (ACCs) are encouraged to initiate
Community-based Project proposals for funding under RAP in the following
areas:
• sustainable jobs growth as demonstrated by clear paths to jobs;
• ongoing regional benefits supported by evidence of sustainability through

alternative funding sources; and
• demonstrated commitment from other sources to prove community

commitment and increase the chance of long-term success.

Project proposals must demonstrate:
• a clear path to job outcomes; and/or
• ongoing economic or regional benefit.

Proposals could include:
• small business support and development projects;
• projects aimed at diversifying the economic base of a region, through

generating new business, industry, investment or tourism activities;
• projects that support infrastructure development in local communities;
• regional skills surveys and industry profiles with clearly stated

employment generation outcomes;
• projects that identify skill gaps and ways to improve links between schools,

training providers and industry; and
• projects specifically addressing the employment needs of and

opportunities for disadvantaged groups

Proposals should not include:
• projects aimed at developing submission writing or grant application

skills;
• projects seeking funding to develop an application for further funding;
• funding for capital assets including computers and other electrical/office

equipment or vehicles;
• projects seeking funding that will result in a competitive advantage to an

individual organisation or an association without majority coverage within
an industry;

• one-off consultancies for feasibility studies that have little chance of
implementation or would exclusively depend on further Commonwealth
Government funding; and

• funding for one-off conferences, seminars, competitions, expos or festivals
that do not have a clear path to employment, economic or regional benefit.
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Restrictions on items funded under RAP include:
• overseas travel;
• venture capital; and
• assets—any asset purchased wholly or partly with RAP funding will

remain the property of the department unless the Commonwealth
determines otherwise.  Contractual conditions will apply in relation to
assets purchased with RAP funding.

General Principles and Project Assessment
All project proposals are assessed against RAP general principles and assessment
criteria.

General Principles

• Proposals must demonstrate clear paths to the next stage of development
and longer term, to sustainable job outcomes in the local community.

• Proposals must include an evaluation process to ensure they meet their
agreed project outcomes.

• RAP is generally sought for seed funding (up to 12 months) but can be
sought for periods up to three years.

• RAP will not provide funding for the same project year after year.

• Project proposals will not be approved where RAP funding could be
perceived as substituting or duplicating funding from the responsible
Commonwealth, state/territory or local government agency.

• Projects must demonstrate value for money.

• RAP projects must not advantage any individual Job Network member
of New Apprenticeship Centres or Work for the Dole sponsor.

• Project proponents will usually be not-for-profit organisations.

• RAP funding is not available to cover enterprise/business costs or to
support operational, overheads or administrative costs not directly and
specifically related to the project.

• No double funding should occur under RAP.  Proponents must declare
any grants or payments for similar activities received from any source
including Commonwealth, state and local governments.

• RAP is not a general source of funds.  Where a Commonwealth, state or
local government programme exists to meet a specific need, funding
should be accessed through that programme.
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• Projects aimed at small business should be considered for funding under
RAP, the Small Business Enterprise Culture programme (SBECP) or the
Indigenous Small Business Fund (ISBF) through the department as
appropriate.

• Projects should not establish positions, which involve one to one vacancy
canvassing, or one to one promotion of government programs to
employers which duplicate roles funded under other Commonwealth
mechanisms.

General assessment criteria

• significance and benefit to the local community;

• sustainable outcomes;

• demonstrated clear path to job outcomes and/or an ongoing economic or
regional benefit;

• clear pathways for the ongoing responsibility or carriage of project
outcomes beyond RAP funding;

• applicants should provide evidence of:
– realistic budgeting for the project;
– the financial and project management capacity of the proponent;
– achievable outcomes;
– project completion within a three year (maximum) period; and
– where relevant, evidence that arrangements are in place, or there is

a reasonable expectation that they will be in place, to ensure the
continuation of the project and/or ongoing viability of the project
outcome;

• preference is given to proposals that contain financial and other support
from state/territory or local government, the private sector, the local
community or other sources.
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Series Titles
Audit Report No.47 Performance Audit
Administration of the 30 Per Cent Private Health Insurance Rebate
Department of Health and Ageing, Health Insurance Commission, Australian Taxation
Office, Department of Finance and Administration, Department of the Treasury

Audit Report No.46 Performance Audit
Management of an IT Outsourcing Contract
Department of Veterans’ Affairs

Audit Report No.45 Assurance and Control Assessment Audit
Recordkeeping

Audit Report No.44 Performance Audit
Australian Defence Force Fuel Management
Department of Defence

Audit Report No.43 Performance Audit
Indigenous Education Strategies
Department of Education, Science and Training

Audit Report No.42 Performance Audit
Integrity of the Electoral Roll
Australian Electoral Commission

Audit Report No.41 Performance Audit
Transactional Banking Practices in Selected Agencies

Audit Report No.40 Performance Audit
Corporate Governance in the Australian Broadcasting Corporation
Australian Broadcasting Corporation

Audit Report No.39 Performance Audit
Management of the Provision of Information to Job Seekers
Department of Employment and Workplace Relations

Audit Report No.38 Performance Audit
Management of Australian Defence Force Deployments to East Timor
Department of Defence

Audit Report No.37 Performance Audit
Purchase of Hospital Services from State Governments—Follow Up Audit
Department of Veterans’ Affairs

Audit Report No.36 Benchmarking Study
Benchmarking Implementation and Production Costs of Financial Management
Information Systems

Audit Report No.35  Performance Audit
ATO Progress in Addressing the Cash Economy
Australian Taxation Office
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Audit Report No.34 Assurance and Control Assessment Audit
Management of Travel—Use of Taxis

Audit Report No.33 Assurance and Control Assessment Audit
Senate Order of 20 June 2001 (February 2002)

Audit Report No.32 Performance Audit
Home and Community Care Follow-up Audit
Department of Health and Ageing

Audit Report No.31 Performance Audit
Audit Activity Report: July to December 2001
Summary of Outcomes

Audit Report No. 30 Performance Audit
Test and Evaluation of Major Defence Equipment Acquisitions
Department of Defence

Audit Report No.29 Financial Statement Audit
Audits of the Financial Statements of Commonwealth Entities for the Period Ended
30 June 2001

Audit Report No.28 Information Support Services
An Analysis of the Chief Financial Officer Function in Commonwealth Organisations
Benchmark Study

Audit Report No.27 Assurance and Control Assessment Audit
Agency Management of Software Licensing

Audit Report No.26 Performance Audit
Management of Fraud and Incorrect Payment in Centrelink

Audit Report No.25 Assurance and Control Assessment Audit
Accounts Receivable

Audit Report No.24 Performance Audit
Status Reporting of Major Defence Acquisition Projects
Department of Defence

Audit Report No.23 Performance Audit
Broadcasting Planning and Licensing
The Australian Broadcasting Authority

Audit Report No.22 Protective Security Audit
Personnel Security—Management of Security Clearances

Audit Report No.21 Performance Audit
Developing Policy Advice
Department of Education, Training and Youth Affairs, Department of Employment,
Workplace Relations and Small Business, Department of Family and Community Services
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Audit Report No.20 Performance Audit
Fraud Control Arrangements in the Department of Agriculture, Fisheries and Forestry—
Australia (AFFA)
Department of Agriculture, Fisheries and Forestry—Australia

Audit Report No.19 Assurance and Control Assessment Audit
Payroll Management

Audit Report No.18 Performance Audit
Performance Information in Portfolio Budget Statements

Audit Report No.17 Performance Audit
Administration of Petroleum Excise Collections
Australian Taxation Office

Audit Report No.16 Performance Audit
Defence Reform Program Management and Outcomes
Department of Defence

Audit Report No.15 Performance Audit
Agencies’ Oversight of Works Australia Client Advances

Audit Report No.14 Performance Audit
Client Service Initiatives Follow-up Audit
Australian Trade Commission (Austrade)

Audit Report No.13 Performance Audit
Internet Security within Commonwealth Government Agencies

Audit Report No.12 Financial Control and Administration Audit
Selection, Implementation and Management of Financial Management Information
Systems in Commonwealth Agencies

Audit Report No.11 Performance Audit
Administration of the Federation Fund Programme

Audit Report No.10 Assurance and Control Assessment Audit
Management of Bank Accounts by Agencies

Audit Report No.9 Performance Audit
Learning for Skills and Knowledge—Customer Service Officers
Centrelink

Audit Report No.8 Assurance and Control Assessment Audit
Disposal of Infrastructure, Plant and Equipment

Audit Report No.7 Audit Activity Report
Audit Activity Report: January to June 2001
Summary of Outcomes

Audit Report No.6 Performance Audit
Commonwealth Fisheries Management: Follow-up Audit
Australian Fisheries Management Authority
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Audit Report No.5 Performance Audit
Parliamentarians’ Entitlements: 1999–2000

Audit Report No.4 Performance Audit
Commonwealth Estate Property Sales
Department of Finance and Administration

Audit Report No.3 Performance Audit
The Australian Taxation Office’s Administration of Taxation Rulings
Australian Taxation Office

Audit Report No.2 Performance Audit
Examination of Allegations Relating to Sales Tax Fraud
Australian Taxation Office

Audit Report No.1 Financial Statement Audit
Control Structures as part of the Audits of the Financial Statements of Major
Commonwealth Entities for the Year Ended 30 June 2001
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Better Practice Guides
Life-Cycle Costing Dec 2001

Some Better Practice Principles for Developing
Policy Advice Nov 2001

Rehabilitation: Managing Return to Work Jun 2001

Internet Delivery Decisions Apr 2001

Planning for the Workforce of the Future Mar 2001

Contract Management Feb 2001

AMODEL Illustrative Financial Statements 2001 May 2001

Business Continuity Management Jan 2000

Building a Better Financial Management Framework Nov 1999

Building Better Financial Management Support Nov 1999

Managing APS Staff Reductions
(in Audit Report No.49 1998–99) Jun 1999

Commonwealth Agency Energy Management Jun 1999

Corporate Governance in Commonwealth Authorities
and Companies–Principles and Better Practices Jun 1999

Managing Parliamentary Workflow Jun 1999

Cash Management Mar 1999

Management of Occupational Stress in
Commonwealth Agencies Dec 1998

Security and Control for SAP R/3 Oct 1998

Selecting Suppliers: Managing the Risk Oct 1998

New Directions in Internal Audit Jul 1998

Controlling Performance and Outcomes Dec 1997

Management of Accounts Receivable Dec 1997

Protective Security Principles
(in Audit Report No.21 1997–98) Dec 1997

Public Sector Travel Dec 1997
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Audit Committees Jul 1997

Core Public Sector Corporate Governance
(includes Applying Principles and Practice of Corporate
Governance in Budget Funded Agencies) Jun 1997

Administration of Grants May 1997

Management of Corporate Sponsorship Apr 1997

Telephone Call Centres Dec 1996

Telephone Call Centres Handbook Dec 1996

Paying Accounts Nov 1996

Performance Information Principles Nov 1996

Asset Management Jun 1996

Asset Management Handbook Jun 1996

Managing APS Staff Reductions Jun 1996




