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This is the second and final report of a wide ranging inquiry into aspects of the
Australian Customs Service. This report focuses on the Program Management
Structure of the Service and the Import/Export Control Sub-program. In so doing
it gives an overview of the allocation of roles or 'duties' within the ACS, and the
operations of the Sub-program whose first objective is 'the collection of the correct
amount of customs duties and other revenue.'
In terms of number of submissions to the inquiry, it was the Import/Export area
which excited most interest. Amendments to the Customs Act which took effect in
July 1989 provided the base for much criticism of attitudes and administration in
Import/Export Control. The administrative penalties which came into force at that
time have clearly caused considerable consternation among importers and their
customs agents, and have been seen as the underlying cause of a perceived
deterioration in relationships between the Customs Service and the trading
community.
In reviewing the concerns expressed to it, the Committee formed the opinion that,
while it was the penalty provisions which had provoked the outcry from the
commercial community, other factors also determined the nature of relationships.
Wider considerations such as ACS recruitment, training, and staff rotation policies
and its consultative processes clearly affect public response to ACS operations.
Effective administration of statutory controls, and the development of appropriately
co-operative relationships with clients, depend on the types of persons entering and
staying in the Service, their relevant knowledge, expertise and breadth of vision and
their ability and willingness to work co-operatively with others in the trading
community. The Committee has therefore addressed these areas in some depth in
this report.
Despite shortcomings highlighted in this report the Committee remains impressed
by overall ACS administration and by the commitment of its personnel to the
achievement of corporate goals. The Committee has enjoyed its interaction with the
ACS and has appreciated the co-operation extended to it in the course of the inquiry.

STEPHEN MARTIN, MP
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The Standing Committee on Finance and Public Administration is empowered to
inquire into the report on any matters referred to it by either the House or a
Minister including any pre-Iegislation proposal, bill, motion, petition, vote or
expenditure, other financial matter, report or paper.

vm

1.

Examine the Program Management Structure of the Australian Customs
Service which has been in operation since 1 September 1987 with particular
reference to
management reporting systems
devolution of authority
control mechanisms
efficiency of administration

2.

Review the Import/Export Control Sub-program, as a major ACS Sub
Program with regard to
techniques for processing entry clearance transactions for both
imports and exports
the relationship with importers, exporters and bodies associated
with the transport, storage and clearance of goods
the scope for electronic initiatives to improve the processing of
clearance transactions to the benefit of the Customs and parties
involved in importing and exporting
the level of staffing necessary for Customs to process the
transaction level, to secure correct payment of duty, and to
minimise tax avoidance and evasion

3.

Report on
Coastwatch
Drug Detector Dog Unit
Drug Interceptions
as major elements of ACS operations.

The Auditor-General's Audit Report No 17 1989/90 on the Australian Customs
Service - Passenger and Crew Processing has also been referred for inquiry and
report.
ix

AAT

Administrative Appeals Tribunal

ACS

Australian Customs Service

CAFA

The Customs Agents Federation of Australia

CAIA

The Customs Agents Institute of Australia

CMC

Corporate Management Committee

EDI

Electronic Data Interchange

FAC

Federal Airports Corporation

FMIP

Financial Management Improvement Program

ISC

Inter-State Commission

PMB

Program Management and Budgeting

PSU

Public Sector Union

RM

Regional Manager

RMD

Release on Minimum Documentation

SES

Senior Executive Service

TAFE

Technical and Further Education

2.

Program Management Structure of The Australian Customs

Observation of changes made over time in the wording of the ACS Mission
Statement and Corporate Goals provides evidence of an ongoing commitment by the
ACS to re-examine its purpose and objectives. The Committee concludes that the
Service continues to demonstrate a willingness to review its corporate direction and
to alter the parameters of that direction as appropriate. (2.13)
The Committee notes that while the traditional role of the Collector has changed,
many regionally based commentators look to the time when the Collectors were in
direct control of activity in their domains. In conjunction with the evolutionary
process occurring in other areas of ACS administration, the role of the Collector has
undergone significant development in recent years. While some uncertainty clearly
persists about the precise nature of the Collector's tasks, the Committee supports
the view of the ACS that the Collector's position must remain in order to provide
direct linkage to the Comptroller-General, and to insure that national and corporate
objectives retain due prominence in ACS regional operations. (2.40)

in the Program Management Structure of the ACS, to fulfil the necessary role of
maintaining awareness and commitment to corporate as well as Sub-program
objectives in the regions. (2.41)
The Committee recognises the importance that a hierarchical system of committees
plays in providing co-ordination, overview and policy direction across Sub-programs.
The Committee endorses this committee system as an appropriate control device
within the program structure. (2.46)
The Committee acknowledges the progress made by the ACS since 1987 in
developing and refining statements of objectives and performance indicators. It notes
however that there is still room for improvement in devising appropriate
performance indicators which will accurately measure the achievement of desired
outcomes. (2.54)
The Committee recommends that the ACS improve its performance indicators so
that they more accurately measure the achievement of desired outcomes. (2.55)
The Committee notes that for the reporting period 1990-91 the ACS met or exceeded
most of its targets. In a climate of static or decreased resources but increased
workload the Committee considers these results to be indicative of efficiency in
XI

The Committee believes that the ACS continues to deserve its reputation, first noted
in the course of the FMIP inquiry, of being a leader in implementation of FMIP
reforms and in particular Program Management and Budgeting. The program
structure introduced in September 1987 has proved to be a successful one for an
organisation administering a range of programs in a complex and changing
environment. The Committee is impressed by the progress that the ACS has made
in fine-tuning that model, and by its commitment to continued monitoring of
management practices in order to rectify shortcomings. While there are areas
remaining which require further improvement the Committee is confident that the
ACS is committed to, and capable of, taking the necessary steps towards those
improvements. (2.66)

3.

Xmport/Export Control Sub-Program

While it recognises that the 1989 CELA legislation has been in operation only since
July 1990 and that some adjustment period was to be expected among the ACS and
its clients, the Committee considers that in its present form the legislation appears
to be too harsh in its effects on owners and agents. In particular the Committee
believes that the concerns expressed about the lack of provision for minor errors or
'errors' which arise from a difference in opinion as to tariff classification are
justified. (3.30)
The Committee also believes that changes in ACS administration of the legislation
may ameliorate some of the antipathy towards the penalty provisions. (3.31)
The Committee recommends:
that in late 1991 the 1989 CELA legislation be formally reviewed by
an independent body such as the Australian Law Reform Commission;
that the legislation be amended to introduce a sliding scale of
penalties, and to include the recognition that what are now deemed to
be classification "errors" could in some cases be interpreted as
differences in opinion rather than misleading statements; and
that the A(X? conduct a review of its administration of the penalty
provisions with a view to ensuring the exercise of appropriate
discretion in their application. (3.32)
The Committee believes that a viable alternative to the present 'Red/Green' system
and the associated penalty provisions could be provided by an RMD system of cargo
release. Such a system would enable collection of the correct amount of duty in an
unpressured time frame, while continuing to ensure community protection. (3.35)
The Committee recommends that when practicable the ACS move to a Release on
Minimum. Documentation system. (3.36)
xn

The Committee agrees that consistency in tariff classification would be increased by
improving the quality of primary decision making. This in turn is dependent on the
adequacy of training. It is important to be sure that the training packages in place
meet their objectives. (3.47)
The Committee endorses the ACS decision to establish a central dispute settling
body in Canberra. This move, which was sought in many of the submissions to the
inquiry, should increase the confidence of importers and their agents by providing
a degree of certainty in rulings which was lacking in the preceding system. (3.48)
The Committee believes that the allegations of port shopping have been sufficiently
substantiated to warrant further inquiry. If port shopping does occur to a significant
extent it needs to be addressed not only from an equity perspective but also in terms
of a possible loss to revenue. (3.49)
The Committee recommends that:
the training prospectus put in place in 1990 be evaluated in late 1991
with respect to its success in developing adequate classification skills
in Import/Export Control officers.
the ACS conduct an investigation to gain an accurate measure of the
extent of 'port shopping1, in order to remove possible inequities and to
gauge the potential loss to the revenue caused by such practices. (3.50)

4.

Relationships Between the ACS Import/Export Sub-Program And
The Commercial Community

On the evidence presented to it the Committee was unable to establish the existence
or extent of alleged abuses of power by investigation and audit officers. The
Committee noted that an inquiry into the ACS conduct of the Midford case, and
associated issues, was referred in December 1990 to the Public Accounts Committee.
The 'practice, propriety and method of the ACS of gathering evidence for
prosecutions and dealing with the public in the course of... investigations' is one of
the matters referred to that inquiry. As the evidence the Committee received
regarding alleged abuses of power was inconclusive, judgement in these areas is best
left to the more specific Public Accounts Committee Inquiry. (4.19)
The Committee considers that the views expressed to it by various agencies, and the
findings of the AGB:McNair survey, are indicative of shortcomings in relationships
between the ACS and the trading community. This is in contrast to the Committee's
findings for other aspects of the ACS which it has examined. The cause of these
difficulties has not clearly emerged but would appear to be due to in part to the
tendency, in the commercial area of Import/Export Control, to adopt a law
enforcement approach to the collection of customs duty. Resentment by the agents
industry of the penalty provisions of the CELA legislation would also appear to be
a contributory factor. (4.31)
xiii

in policy. Membership of the committee could be drawn from Customs agents'
associi
(4.32)

The Committee considers that there is a need for importers to become more aware
of the policy and practice of the ACS and its operations. To facilitate this the
establishment of a representative importers' organisation is desirable. (5.21)
The electronic initiatives implemented, and planned, in the processing of imports
and exports have the potential to achieve significant reform both in the trading
community and on the waterfront, and real monetary savings of considerable
magnitude. The integral role of the ACS in initiating and pursuing these
developments to date is commendable. The Committee considers that the ACS
should continue to provide leadership in the community based electronic initiative
area. (5.24)

in view of the important role played by electronic initiatives in
achieving waterfront reform, and the integral role of the played by the
should be allocated in the Budget process to ensure that the overall
in advance of the advent of paperless trading, appropriate legislation
be drafted to overcome the current legal difficulties inherent in
electronic exchange of documentation. (5.25)

The Committee has sympathy with the position of the CAIA that it is unreasonable,
on redline and amberline entries where declarations on classification, valuation and
concessions are considered by the ACS at the time of importation, for the ACS to
retain the power to enter premises and inspect documents. The provision of Section
39 (IB), in the Committee's view, raises the expectation that circumstances will exist
in which goods may be released unconditionally. It is reasonable to assume that
prior examination by the ACS would provide sufficient grounds for this to occur. If
this were not the intention of the legislation the Committee sees no reason for its
existence. Further the Committee sees no reason to treat 'one-off importations of
private citizens differently from commercial shipments, and considers that this is
an insufficient reason for the inclusion of Section 39 (IB) in the legislation. (6.7)
xiv

The Committee recommends that the ACS review Section 39 (1A) and (IB) of the
Customs Act. The review should take account of the original intention of the
legislation, and the circumstances in which Section 39 (IB) may apply. If it is
repealed, in order to remove a source of expectation, and subsequent confusion
among importers and agents, that unconditional release is possible. (6.8)
The Committee considers that the present priorities accorded to control of imports
and exports ensure an appropriate allocation of ACS resources. In a climate of
resource restraint it is unwarranted to base control over exports on other than
assessment of risk. (6.11)
The Committee considers that the issue of uniformity in State legislation on
importation of offensive weapons, is one which should be resolved in the first
instance at the level of the Police Ministers Council and then formalised in federal
legislation. It would then be possible for Customs Officers to decide on a consistent
basis whether to grant or refuse permission to import specific goods. (6.14)

7.

Recruitment, Training and Rotation

The Committee notes that the ACS has in place an extensive training program, but
it is also mindful of the criticisms of internal training and the suggested emphasis
on a commercial perspective received in evidence. An early external evaluation of the
program is desirable. (7.8)
The Committee recommends that an external evaluation be conducted in July 1992
of the Import/Export training program adopted in July 1990. The adequacy of the
internal training components should receive particulariy close scrutiny. (7.9)
The Committee recommends that the "Staff Mobility Policy1, implemented in 1991,
be promoted not only among staff but also among clients. The changes outlined in
December 1990 should overcome many of the shortcomings of the previous Rotation
Policy, and ensure the emergence of a more flexible and sensitively applied policy,
which will be more readily accepted by both staff and clients. (7.16)
The adequacy or otherwise of recruitment, training and rotation procedures in the
ACS, and particularly the Import/Export Control Sub-program can be seen to
underlie all of the contentious issues arising in this phase of the Inquiry. These
issues included the administration of the CELA penalties, the accuracy and
consistency of tariff and valuation decisions, the development of appropriately cooperative relationships with commercial contacts and the adequacy and success of
consultative mechanisms. All of these depend on the types of persons entering and
staving in the Service, their relevant knowledge, expertise and breadth of vision and
their ability and willingness to work co-operatively with others in the trading
community. (7.26)

xv

While the ACS has some programs, in place or planned, to effect improvements in
training and staff rotation practices, the Committee considers that it is also
desirable to increase the mix of educational qualifications and employment
background in the Service. (7.27)
The Committee recommends that:
to increase the mis: of educational qualifications within the service;
the involvement of ACS senior staff in programs such as the Executive
Development Scheme, and exchange programs to broaden employment
experiences, be actively promoted within the Service. (7.28)

8.

Matters Arising from the First Report on the Inquiry

While it regrets that the information contained in the review of Sydney Airport
security conducted for the FAC was not made available to it during the first phase
of this inquiry, the Committee concludes that its results and recommendations are
consistent with the findings of this Committee. (8.8)
The Committee is persuaded by the arguments of those seeking the development of
international airports in the Whitsunday area that the ability to fly passengers
directly to their destinations may enhance the competitiveness and attractiveness
of their holiday packages. The Committee believes that with innovation and a
requirement of 'user pays', the necessary ACS facilities could be established in the
area. Passenger processing could be provided by staff drawn from Cairns and
Brisbane, supplemented by ACS personnel already in Mackay and possibly by
appropriately trained local part-time staff. However, the Committee remains
concerned about the implications a proliferation of such gateways could have for
deployment of ACS resources. In particular it is concerned that any thinning of
already stretched resources to cover the necessary passenger processing operations
may detract from the ability to adequately protect the barrier. (8.25)
The Committee recommends that any future decisions to approve the establishment
of a new international airport take account of:

the cost to the public purse;
the effect on ACS resource deployment; and
the feasibility of part-time ACS3 employment. (8.25)

XVI

1.1
On 7 September 1989 the House of Representatives referred to the
Committee the Auditor-General's Report No 17 of 1989-90, Australian Customs
Service - passenger and crew processing. Subsequently a wider inquiry into the
Australian Customs Service (ACS) was discussed with the Minister of the time.
1.2
No progress was made on that inquiry due to the dissolution of the
House prior to a general election.
1.3
The audit report and terms of reference for the present inquiry were
re-referred to the Committee by the Minister for Small Business and Customs on
17 May 1990.

1.4
The inquiry was advertised on 26 May 1990 in the major daily
newspapers and submissions were sought directly from relevant Commonwealth
Government Ministers, State Governments and interested organisations.
1.5
At a meeting on 1 June 1990 the Committee resolved to appoint a
subcommittee to conduct the inquiry. The inquiry commenced on 21 June 1990 with
an informal briefing by senior ACS managers. This was a useful forerunner to a
wide ranging program of inspections and briefings to familiarise the Committee with
the workings of those elements of the Customs Service with which the inquiry was
concerned. The inspections were conducted between 22 June 1990 and
29 November 1990 and took members as far afield as Melbourne, Broome and
Cairns. A list of the inspections and informal discussions undertaken is at
Appendix A.
1.6
Submissions were received from Ministers, Commonwealth, State and
local government agencies, industry and other associations and individuals. A list of
all submissions authorised for publication is at Appendix B.
1.7
Evidence was taken at eight public hearings between 26 July 1990 and
18 February 1991 from a total of fifty-six witnesses. A list of witnesses is at
Appendix C.

1.8
The transcripts of the public hearings and other evidence authorised
for publication have been incorporated in separate volumes and copies are available
for inspection in the Committee secretariat and the Parliamentary Library.
References to evidence in the text of this report relate to page numbers in these
volumes.
1.9
At a meeting held on 23 August 1990 the Committee resolved to divide
the inquiry into two parts, and to prepare two reports. The first was to cover issues
relating to Passenger Processing and Barrier Control, while the second was to
concentrate on Program Management Structure and the Import/Export Control
Sub-program.

1.10
The first report on the inquiry, Risky Business - the 37 000 Kilometre
Challenge was tabled on 15 November 1990. The report dealt with:
Audit Report No 17 1989-90, Australian Customs Service passenger and crew processing
Coastwatch
Drug Detector Dog Unit
Drug Interceptions.
1.11
These aspects were grouped together for the first report, as they are
all concerned with the protection of the Customs Barrier - the metaphorical
description of operations designed to protect the Australian community from
unlawful importation and exportation of prohibited and restricted goods, particularly
illegal drugs.
1.12
The first report also contained comment on specific program
management issues which related to the aspects under discussion.

1.13
This report concentrates on the remaining terms of reference
covering the Program Management Structure and the Import/Export Control
Subprogram. It also covers matters relevant to the first report which have arisen
since its tabling.

2.1
During the 1980's a number of budgetary and financial management
reforms were introduced in the public sector. These reforms were directed at
achieving greater value for money from government expenditure by improving
efficiency and making programs more effective.
2.2
A major element of the reform strategy was the Financial Management
Improvement Program (FMIP) introduced into the Australian Public Service in
1984. The FMIP approach encourages value for money management through
changes which:
streamline the budget allocation and appropriation process;
improve the systems by which departments and agencies make
decisions, manage and evaluate achievements; and
enhance public accountability and scrutiny.
2.3
Program Management and Budgeting (PMB) is one of the main
instruments for achieving the FMIP aims of more efficient and effective programs
with an emphasis on the outcomes achieved by programs ('results oriented
management1). It was expected that through PMB departments and agencies would
be able to improve both corporate management and accountability to Parliament for
results.
2.4
Program structures were developed for all agencies with management
to take place by program. Each program has its own objectives which flow from
overall departmental goals and objectives. Thus program structures provide the
framework which links corporate objectives and strategic decision-making with the
operational objectives and practices of program areas. Program areas manage their
own resources to achieve the programs' objectives.
2.5
Within program management, organisational structure can be closely
aligned to the program structure.
2.6
To achieve this alignment most departments and agencies undertook
significant organisational adjustments. For others more substantial changes were
necessary.

2.7
The Australian Customs Service was among those departments which
undertook major reorganisation. It was recognised as being one of the leaders in
adoption of PMB principles and an enthusiastic participant in FMIP reforms.
2.8
ACS management, while being well satisfied with progress so far in
implementing reforms, continues to acknowledge that reform is still in an
evolutionary phase and that progress depends on continuing to develop and learn.1

2.9

The mission of the ACS, as detailed in the 1990-91 Corporate Plan, is:
to achieve through the Customs Program, and within an overall
framework of risk management, the most effective and efficient
delivery of Government policy on:
revenue collection in regard to imported goods and certain
locally produced goods;
encouragement of the development of local industry through the
application of tariffs, quotas, bounties and subsidies;
control of the importation or exportation of certain goods or
classes of goods;
civil coastal surveillance; and
co-operation between agencies in the achievement of their
respective missions and goals.2

2.10
Re-examination of the wording of the mission statement by the ACS
over a period of three years is indicative of the evolutionary process which has been
characteristic of its approach to FMIP reform. The most recent version of the
statement focuses on the specific areas of Government policy the ACS is required to
deliver, rather than on the means of delivery described in earlier statements. Thus
it has become more oriented towards outcomes and less focused on the processes of
program delivery.
2.11
The 1990-91 mission statement is also distinguished by its
incorporation of the application of risk management. Risk management, an
important principle underlying the FMIP process, has been adopted by the ACS as
a means of balancing its control responsibilities against its responsibilities to
facilitate international trade and travel.
1
2

ACS Corporate Plan 1990-91, p. 5
ibid, p. 13

2.12
Ongoing change is also evident in the Corporate Goals of the ACS. The
list of five Corporate Goals in the 1988-89 Annual Report had grown to eight by the
time of presentation of the 1990-91 Corporate Plan. Moreover, the wording of some
goals had altered to contain implicit measures of performance. For example the
1988-89 goal of Interception was delineated as 'to improve interception of prohibited
goods, including narcotics'.3 Its counterpart in 1990-91 is termed Drugs Interdiction
and in expanded form is defined as 'to significantly reduce the availability of
imported illicit drugs within the community.'4

2.13
Observation of changes made over time in the wording of the ACS
Mission Statement and Corporate Goals provides evidence of an ongoing
commitment by the ACS to re-examine its purpose and objectives. The Committee
concludes that the Service continues to demonstrate a willingness to review its
corporate direction and to alter the parameters of that direction as appropriate.

2.14
One of the first Commonwealth Departments established after
Federation was the Department of Trade and Customs. Since that time, Customs
has had a number of different titles and has been located in a variety of portfolios.
Since 1982, Customs has been part of what is now the Department of Industry,
Technology and Commerce.
2.15
In 1985 the Australian Customs Service was established as an
independent statutory body, under the control of the Comptroller-General of
Customs, who is directly responsible to the Minister for Small Business and
Customs. Overall responsibility for the portfolio rests with the Minister for Industry,
Science and Technology.
2.16
Implementation of Program Budgeting by the ACS occurred in 1985.
At that time it was simply a financially based program and had little impact on
overall management.
2.17
The structure of the organisation remained as it had been for many
years, with Central Office in Canberra having hierarchical lines of control to
Collectors of Customs in the seven Customs regions. The seven regions, which were

3
4

ACS Annual Report 1988-89, p. 18
ACS Corporate Plan, 1990-91, pp 14-17

also constructed on hierarchical lines, had considerable autonomy in day to day
operations related to broad national objectives. In consequence it was possible that
Collectorates could at times stray from operating in a cohesive manner consistent
with national intent.

2.18
On 1 September 1987 the organisation underwent a major restructure.
ACS responsibilities were distributed between six operational and three servicing
Sub-programs. In mid 1988 The Coastwatch Sub-program was added, raising the
number of operational Sub-programs to seven. The operational Sub-programs are
Industry Assistance, Import/Export Control, Inland Revenue, Barrier Control,
Coastwatch, Passenger Processing and Investigation, while the support
Sub-programs are Inspectorate, Co-ordination and Services, and Systems.
2.19
As indicated in figure 2.1 the operational Sub-programs report to the
Deputy Comptroller-General while the corporate support Sub-programs are directly
responsible to the Comptroller-General.
2.20
Each Sub-program is headed by a National Manager located in Central
Office in Canberra. The program structure is reflected in the regions, which
generally align with State/Territory boundaries. Regional Sub-program managers
report directly to their respective National Manager. Figure 2.2 illustrates the
linkage between Sub-programs and Corporate Goals.
2.21
The Committee understands that the organisational structure will
undergo minor modification from 1 July 1991. At that time the Inspectorate
Sub-program will be merged with elements of the Co-ordination and Services
Sub-program. The resulting sub-programs will be titled Corporate Services and
Executive Services. As a result of this change the Collectors of Customs in the
various regions will report directly to the Comptroller-General.

2.22
A central principle underlying the FMIP was the concept of devolution.
The aim was to give individual managers greater scope to achieve the policy
outcomes sought by each organisation and the government overall while retaining
cohesion, consistency and a corporate focus.5

House of Representatives Standing Committee on Finance and Public Administration, Not
Dollars Alone, September 1990, AGPS Canberra, p. 60
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2.23
In April 1989 the Deputy Comptroller-General defined devolution in
simple terms as 'the placement of real authority as close to the work face as is
consistent with informal decision making.'6 He also categorised devolution in the
public sector in 3 ways:
devolution of function;
devolution of corporate services and control; and
devolution of financial autonomy.
2.24
The result of the 1987 ACS reorganisation was to transfer to the
national Sub-programs the functional autonomy previously found in the regions. By
June 1989, in a submission to this Committee's FMIP inquiry, the Deputy
Comptroller-General could report the following devolution as having occurred:
resource management devolved through national Sub-program
management to regional managements;
powers to create, abolish and reclassify positions devolved to
national Sub-program managers;
powers to direct officers to temporarily perform duties of a
higher position devolved to national Sub-program managers;
and
expenditure approval and the delegation for the certification of
accounts devolved to national and regional Sub-program
managements.7
2.25
The ACS submission to this inquiry stated that devolution of
administrative responsibilities and authority to Sub-programs had been extensive.
Categories of devolution were listed as travel; vehicle management; running costs
(salaries/administrative expenses); certification of expenditure in regard to travel,
purchasing, credit card transactions; powers to create and reclassify positions; and
recruitment.8 In essence the Sub-programs had been provided with the
responsibility to implement their policies and the financial independence to
undertake that implementation on a day to day basis.

Management Perspectives on Devolution. Department of Finance Discussion Paper,
August 1989, p. 5
FMIP Inquiry Submissions, p. S55
Evidence, p. S41

2.26
The implementation of Program Management and its associated
devolution of power is considered by the ACS as having been a successful venture
which has produced great benefits. However it has not been without its problems.
2.27
An early difficulty, as described by the Deputy Comptroller-General in
evidence to the FMIP inquiry, was to keep program managers corporate minded as
well as program minded. A contributing factor to this problem was the
implementation of the program restructure before the production of a Corporate
Plan. The effect in the intervening six months was that some managers 'got away
from the corporate direction.'9
2.28
The Comptroller-General also noted, in evidence to this inquiry, that
in the early stages of the new structure, the independence of National Managers was
encouraged, in order to allow them to establish themselves and their functional
roles.10
2.29
Similar criticisms of the situation as it was after the restructure were
made in submissions to the current inquiry. One noted that from 1 September 1987
'Regional Managers ... began to take little or no concern for other programs apart
from their own.'11
2.30
A retired customs officer, reflecting on the introduction of program
management from a regional perspective, described the restructure process as
dividing the ACS workforce into separate 'tribes' which then had to fight for the
'meagre resources available,' The long term result of devolution according to this
submission was that the shedding of responsibility from Central office led to
ignorance in the states of what constituted national policy. The alleged result was
that state policy was then devised and different rules transpired in different
states. 12
2.31
Such alleged differences in rulings between states was an issue often
raised in evidence relevant to the Import/Export Control Sub-program. They will
be treated in greater depth in Chapter 3.
2.32
The development of the initial and subsequent Corporate Plans, and
associated Corporate Goals and Strategies assisted efforts to ensure that ACS
managers developed and maintain a corporate outlook. Responsibility for
achievement of individual Corporate Goals is shared by several Sub-programs.
Figure 2.2 indicates the overlap which occurs. This shared responsibility leads to
cooperation between Sub-programs and an assumption by staff of corporate as well
as Sub-program accountability.
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FMIP Inquiry Transcripts, p. 96
Evidence, p. 377
Evidence, p. S141A
Evidence, p. S220
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