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empowered and supported by the executive branch of government to address the
ability, motivation and opportunity elements; and their independence must be free
from the taint of self-interest or political affiliation.

3. There are two contradictory trends attached to the increasing amount and scope of
legislation: The first is the greater demand for accountability and transparency in
decision making whilst at the same time transferring the risk to the private sector; the
second is the greater need for auditors and inspectors. These two trends suggest a
greater emphasis being placed on the generation of policy and ‘policing’ meaning a
change in the skills balance of the APS.

4. Policy decisions will increasingly rely on appropriately disaggregated, real-time and
reliable data. This will require systems to obtain, input and maintain the information..
Policy makers will need to integrate beyond the silos of Government departments to
arrive at aligned decisions.

Australian Public Sector’s management of its property asset base
In terms of the Australian Public Sector’s management of its property asset base, our
research contains the following broad findings:

The Australian public sector lags behind the governments of a number of developed nations,
particularly the USA and UK, in the development and adoption of best practice property
asset management. The financial significance alone of Australia’s real property assets is
characterised by the following points.

e The total value of real property assets in the Non-Financial Public Sector of the
Commonwealth and State governments is estimated to be nearly $280 billion. This
represents over 26.6% of the value of this sector’s total asset base.

e The annual maintenance expenditure for the year 2009-10 in respect of these assets is
estimated at nearly $8 billion.

e The proportion of the value of real property assets to total assets of frontline
government agencies, such as Health, Education, and Social and Community
Services typically exceeds 90%.

e The Commonwealth and State governments occupy over 4 million square metres of
commercial office accommodation alone; have an annual rental bill of some $1
billion; and have all the major landlords in common.

e The Australian Public Sector does not generally employ strong overarching policies for
the governance and implementation of asset management policies and strategies,
which results in a lack of control, accountability and transparency in the management
of approximately one quarter of the nation’s total NFPS asset value and some 90% of
the property assets applied to the health, education and social wellbeing of
Australians.

20f5 © David Leifer 20/11/2009




Faculty of Architecture page 3

e There is strong evidence to show that the Commonwealth and State governments have
not only largely ignored the developing international trends and practices, but have
also evolved their property asset management policies and methodologies in the
isolation of their own jurisdictions and experiences. There has been little or no
meaningful collaboration or communication between the State governments despite
their common political complexions,

e Both central government departments and front-line agencies have been reluctant to
seek the advice of consultants or learning institutions regarding the formulation and
implementation of property asset management policy, relevant organisational
structures, or property strategies. To-date, the use of private sector consultants has
been limited to operational management issues, i.e. out-tasking. There are few
examples to show that professional advice has been sought by the public sector in the
development of best practice in policy, strategy or organisational capacity. Where
that advice has been sought, there has been little in the way of implementation or
change.

e Research undertaken by DEGW in association with CoreNet Global has shown that it is
the public sector that has the lowest level of engagement with management and the

highest level of ad hoc planning. (CoreNet Global Australia and DEGW Asia
Pacific (2004). Corporate Real Estate Research. Key CRE Issues in
Australia. CoreNet Global and DEGW, 4, 13-14).

e The management of Australia’s public sector real property assets is of critical
economic, social and environmental importance, and has a significant impact and
influence on, and contribution to the efficient and effective delivery of public
services.

Commonwealth government and the APS
With particular reference to the Commonwealth government and the APS, our research
points to the following:

e The government's stated policy is that the ownership of property is not part of its core
business unless particular circumstances apply. Property is viewed as an input to the
government's core business.

e There is a notion within the APS that, since the disposal of much of its property asset
base in the 1990s, there is little need for property asset management strategies. This
ignores the replacement of these assets by leased assets.

e Commonwealth government agencies generally have a free hand in the management of
their property requirements. There are no best practice whole-of-government policies,
procedures, standards or measures for the strategic management of property assets
with which agencies are required to follow and comply. (There is a four year
programme for this to be reviewed internally by the Commonwealth Property Review
Branch of the Department of Finance and Deregulation at a budgeted cost of some
$10 million.)
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e The Australian National Audit Office has conducted a number of investigations into
asset management by the Commonwealth Government since 1995. Over this period it
has noted the following:

- Alack of a strategic approach to managing assets;

- No formalisation and analysis of whole life costs in decision making;

- No baseline cost and performance standards, nor monitoring outcomes;
- Inadequate financial management and asset management systems;

- Minimal reporting;

- Poor documentation on asset acquisitions and disposals;

- Inaccurate asset registers;

- Asset registers not reconciled to financial systems.

The ANAO has also commented on the affects of the property divestment and
outsourcing programme of the mid — late 1990s, and the decentralisation of asset
management control, which have reduced direction over the strategic management of
assets.

APS performance
The root of our response is the necessity for change. The formulation below indicates that
APS performance is a function of ability, motivation and opportunity.

performance = ability X motivation X opportunity

(Peters, L. H., & O'Connor, E. J. (1980). Situational Constraints and Work
Outcomes: The Influence of a Frequently Overlooked Construct.
Academy of Management Review, 5(3), 391-397).

Ability is an outcome of education and training; motivation is a result of the employees
personality tempered by the working environment and culture of the organization; and
opportunity afforded by having the time, information and tools to do the job at the right
time and place.

The fundamental requirement for the APS to achieve its goals and to improve the
performance side of the equation is for a supply of experienced policy makers and strategic
managers; well-educated in the sciences, social sciences and economics; and renowned
experts in their respective technical and professional fields. They must be empowered and
supported by the executive branch of government to address the ability, motivation and
opportunity elements; and their independence must be free from the taint of self-interest or
political affiliation.

Specific Responses to Questions
Chapter 5
12 How can internal and external collaboration be strengthened to improve policy
development and implementation?

Further alignment of policy across levels of government through COAG would be an
obvious aid.
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There is clearly a need to make the best use of know-how from wherever it may be
found. This would suggest that the government should establish think-tanks using the best
brains from industry, academia, and where appropriate abroad.

13 What should be done to continuously improve the capability of the APS workforce in
policy formulation and implementation?

Continuing Education of appropriate skills to appropriate staff, delivered over a 5 to 10
year programme, along with comprehensive induction for newcomers to the APS.

14 What can be done to bring the workforce development approach to the APS up to the
level of the best organizations globally?
To overcome ‘resistance’ to change it will be necessary to adopt a ‘no-blame culture’ in
the short term.
Make use of international experts to transfer World’s best practice.

15 How do you think a stronger culture of innovation can be fostered?
The APS mindset of risk aversion will need to be diluted by private sector input.

16 What approaches to engaging with risk are the most appropriate for the APS to
provide high quality forward looking and creative policy advice?

Extend the timebase for APS decisions: immediate, mid-term (ten years) and
generational (30yrs). This should be rolled forward on three yearly cycle.
17 How can agency performance management processes be amended to maximize the
focus on the attainment of outcomes?

Benchmarking, management by exception, and continuous improvement.

Yours sincerely,

David Leifer
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