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The National Energy Management Program (NEMP) is one of the approaches the
Commonwealth Government is taking to achieve its targeted reduction in greenhouse gas
emissions. The diverse range of activities which make up the program are likely, at best,
to bring about a reduction in carbon dioxide emissions equivalent to only ten per cent
of the required target. Although the program consists entirely of 'no-regrets' measures,
it is central to the National Greenhouse Response Strategy. It needs to be pursued with
as much vigour and commitment as the Department of Primary Industries and Energy
can muster.
The administration of the program has been reviewed by the Australian National Audit
Office (ANAO) and its effectiveness has been assessed by independent consultants who
undertook an evaluation of the program at the Department's request in 1993. Both
assessments found that there were serious shortcomings in the program and its
administration. In particular it was found that the Department had failed to respond
with the level of urgency suggested in the Government's announcement of the program.
This led to considerable and unacceptable delays and most elements of the program that
were eventually developed were found to be less than fully effective. The Department
has taken steps to remedy the situation but the program remains grossly under-resourced
compared to the magnitude of the problem and the potential economic and
environmental benefits that could be achieved.
The NEMP should be significantly expanded and there is a need for the Government to
commit more resources to it. However, to establish a more effective program the
Department first needs to implement the recommendations of the auditors and the
consultants.
The Committee has made several recommendations which reinforce the findings of the
auditors and the consultants and which, if implemented along with their
recommendations, ;will provide the basis for the expansion of the program. Resources
need to be committed which allow the program to expand to a level that will do more
towards attaining the Government's greenhouse gas emissions reduction target. The
Committee recommends that:
the Commonwealth Government make a genuine commitment to the National
Energy Management Program and demonstrate its commitment by;
providing substantially increased financial and personnel support for the
program; and
ensuring that the scale of financial and personnel support is commensurate
with the objectives of the program and the Government's greenhouse gas
emission reduction targets. (Paragraph 2.23)
ix

(2)

the Government's commitment to the success of the National Energy Management
Program be matched by the Executive of the Department of Primary Industries
and Energy taking an active leadership role in promoting the program and
ensuring that sufficient staff are made available. (Paragraph 2.24)

(3)

as part of its restructuring of the National Energy Management Program, the
Department of Primary Industries and Energy closely examines and scrutinises the
program activities currently operating and reduces the number of activities to a
level consistent with effective operations and managerial resources. The
Department should identify, for continuation, those activities that are the most
useful in achieving the objectives of the program. (Paragraph 3.33)

(4)

as part of the restructuring of the National Energy Management Program, the
Department of Primary Industries and Energy should develop and initiate new
program activities that will be more effective in achieving targeted reductions in
greenhouse gas emissions. (Paragraph 3.34)

(5)

to facilitate public input to the National Energy Management Program and to
generate greater public awareness and interest, a comprehensive report on all
programs relating to greenhouse gas emissions be presented to the Parliament
annually, shortly after the budget is presented, (Paragraph 3.55)

(6)

before the end of 1996, the Australian National Audit Office completes a follow-up
efficiency audit on the continuing implementation and administration of the
National Energy Management Program. (Paragraph 4.7)

1.1 The greenhouse effect is a natural phenomenon in which some of the solar energy
reflected from the earth's surface is absorbed by the atmosphere rather than being lost
back into space. This phenomenon plays a crucial role in maintaining the temperature
of the earth's surface within the range that can support life. The average temperature
does not remain constant but varies very slowly - scientific evidence suggests that during
the last two million years the earth's surface temperatures have varied by 5 - 7 degrees
centigrade.
1.2 The greenhouse effect is created by the presence of certain gases in the
atmosphere. The concentration of these gases has been increasing since pre-industrial
times after remaining at relatively constant levels for a long period. This rise is thought
to be due to the burning of fossil fuels, deforestation and greatly increased levels of
agricultural activity. The increasing concentration of the natural greenhouse gases has
been augmented by the addition, in increasing amounts, of certain man-made gases, such
as chlorofluorocarbons (CFCs), which are also known to contribute to the greenhouse
effect.
1.3 There is growing concern that the increase of greenhouse gases is enhancing the
natural greenhouse effect. There has been a warming of the earth's surface of a
magnitude consistent with the increase in concentration of greenhouse gases but it
remains to be established that the warming can be attributed to the enhanced greenhouse
effect. However, it is clear that if this change in temperature continues to grow in
magnitude it could have serious implications for the earth's climate.
1.4 The principal greenhouse gases are carbon dioxide, methane, nitrous oxide and the
CFCs. In response to increasing public and scientific concern about the prospect of
climate change, the world community has moved to reduce the production and release
of these gases. A Framework Convention on Climate Change was opened for signature
at the United Nations Conference on Environment and Development at Rio de Janeiro
in June 1992. It came into force, having been ratified by fifty countries (including
Australia), on 21 March 1994.

1.5 Despite its relatively small population Australia makes a significant contribution
to net global greenhouse gas emissions. It ranks fifteenth on the world list of
contributors and has the third highest source of emissions on a per capita basis. It has

been estimated that by the year 2005, over two-thirds of Australian major greenhouse gas
emissions will be due to the supply and use of energy. The two largest users of energy
in Australia are the transport and manufacturing sectors, which each account for just over
one third of energy use.
1.6 In signing and then ratifying the Convention on Climate Change, Australia,
together with the 153 other signatory countries, indicated its willingness to take action to
mitigate the enhanced greenhouse effect. In keeping with the objectives of the
Convention, Australia undertook to develop and implement effective responses to meet
the challenge of global climate change.
1-7 In October 1990, the Commonwealth adopted an interim planning target for the
reduction of greenhouse gases, other than CFCs, the use of which is controlled by the
Montreal Protocol on Substances that Deplete the Ozone Layer. The target was to
stabilise the emission of these gases at 1988 levels by the year 2000, and then to reduce
them by 20 per cent in the following five years. This target was endorsed by all
Australian governments.
1.8 At the same time, the need for a nationally coordinated approach to climate
change was recognised by the Commonwealth Government, State and Territory
Governments and local government. With the interim planning target as its main guide,
Australian governments agreed to develop jointly a National Greenhouse Response
Strategy (NGRS).
1.9 As an interim measure pending the development of the strategy, the
Commonwealth Government announced, on 23 October 1990, a range of measures to
reduce greenhouse gas emissions. These were intended to be implemented immediately
and were to be based on available technology and techniques known to reduce energy
demand. The package of measures aimed to reduce the amount of energy related carbon
dioxide released into the air in Australia by about 4 per cent of projected levels. It was
also anticipated that national savings on energy of $1.5 billion annually by 2005 would
result.
1.10 The initiatives were subject to the Commonwealth Government's caveat that
Australia would not proceed with the adoption of response measures which would have
net adverse economic impacts nationally or which would affect Australia's trade
competitiveness, particularly in the absence of similar action by other major greenhouse
gas producing countries. Therefore, measures of a 'no regrets'1 nature were to be
chosen for immediate implementation.
1.11 The Department of Primary Industries and Energy (DPIE) was given responsibility
for implementing the package of measures. During the 1970s and early 1980s, the
Department had been involved in improving energy efficiency and conservation of
Australia's oil supplies. Programs had been initiated in response to energy security

'No-regrets' measures are defined in the National Greenhouse Strategy as measures that
have net benefits (or at least no net costs) in addition to addressing the enhanced
greenhouse effects.

concerns raised by the 1970s oil shock. The focus of these programs was essentially
resource security with particular emphasis on oil. However, by the mid 1980s, oil
programs had declined in significance.
1.12 Following the 23 October 1990 announcement, DPIE received a special
appropriation to accompany the implementation of the range of interim measures,
together with a commitment for a further two years funding. The Department expanded
the existing energy management program to which it added a number of technology
transfer services. In mid 1993, the energy management program was renamed as the
National Energy Management Program (NEMP).

1.13 The National Greenhouse Response Stategy is the vehicle through which Australia
is to meet its international obligations under the United Nations Framework Convention
on Climate Change. The goal of the NGRS is:
to contribute towards effective global action to limit greenhouse gas emissions and enhance
greenhouse gas sinks; to improve knowledge and understanding of the enhanced
greenhouse effect; and to prepare for potential impacts of climate change in Australia.

1.14 The NGRS was endorsed by the Commonwealth, the States and Territories and
the Australian Local Government Association in December 1992. It incorporates
detailed measures to reduce greenhouse gas emissions to the levels proposed by the
interim planning target and it identifies five areas for priority action. These include:
the preparation of a National Greenhouse Gas Inventory to facilitate
monitoring and evaluation of the progress of the strategy;
community involvement;
the establishment of a National Greenhouse Advisory Panel;
measures to address greenhouse gas emissions in the production and use of
energy; and
research and development.
1.15 A phased approach has been taken for the implementation of the strategy. During
the first phase, which is currently under way, particular attention is being given to energy
production, distribution and use. Measures to address greenhouse gas emissions in the
production and use of energy, including the transport sector, will initially emphasise:
an integrated least cost approach to energy planning;
energy pricing adjustments which better reflect economic, social and environmental
costs;
promoting greater use of co-generation schemes;

minimum energy performance standards for appliances and equipment;
fuel efficiency improvement in new motor vehicles;
provision of information for energy users; and
research and development in relation to energy efficiency, energy demand
reduction, renewable energy systems and reduction of adverse environmental
impacts.
1.16 The interim measures announced by the Commonwealth Government in October
1990 were incorporated into the first phase of the NGRS. Response measures in future
phases will be developed to take account of improvements in knowledge, performance
and outcomes of the first phase measured against the goals and objectives of the strategy.

1.17 On 29 May 1992, the Australian National Audit Office (ANAO) announced its
intention to undertake an efficiency audit of DPIE's energy management program. The
audit was to consider the potential for improvement in the administration of the program
and in the reporting of program performance. The auditors focussed on the
administration of the interim greenhouse gas response initiatives with a view to
contributing to efficiencies in the implementation of the NGRS.
1.18 On 26 May 1993, the Auditor-General tabled Audit Report No.32 of 1992-93 Efficiency Audit on the Implementation of an Interim Greenhouse Response. The audit
had found that DPIE had not taken sufficient action to implement the package of
initiatives, announced in October 1990, despite the sense of urgent priority intended by
the Government.
1.19 The audit also found that:
by the end of 1992, the complete framework for making energy savings in the
Government's own operation was still being put into place;
the significant use of energy in manufacturing had been relatively neglected and
there was scope to expand greatly the understanding of energy efficiency in other
sectors, and
studies with the States on the energy use of appliances and buildings needed to be
advanced to nationally consistent actions.
1.20 The auditors recommended that the Department could improve efficiency in
running the program by:
setting clearer priorities for its many activities;
making better use of its staff;

scheduling and planning more efficiently;
upgrading marketing techniques, and
reporting progress realistically against program objectives.
1.21 The auditors added that DPIE had the potential to achieve energy savings in
Australia by furthering its intermediary role. This role could involve:
enlisting the assistance of other relevant government agencies;
further strengthening cooperative action with its State counterparts;
encouraging a national influence by energy providers; and
working more closely with key national associations.
1.22 The Australian National Audit Office made a series of recommendations (nineteen
in total) which were designed to contribute more effectively to the longer term
implementation of the National Greenhouse Response Strategy. The ANAO commented
that DPIE had responded positively to almost all of the recommendations made for
improving future administrative effectiveness, expressing disagreement with only two
recommendations.

1.23 After it was tabled in the House of Representatives the audit report was referred
to the House of Representatives Standing Committee on Environment, Recreation and
the Arts to review the Department's implementation of the report's recommendations.
The Committee called for and received submissions from the Australian National Audit
Office, the Department of Primary Industries and Energy and the Department of
Environment, Sport and Territories (DEST). A public hearing was held in Canberra on
30 August 1993, at which representatives from ANAO and DPIE gave evidence to the
1.24 In its evidence, DPIE reported that it had taken remedial action on a number of
the ANAO recommendations; however, it had delayed complete implementation pending
the results of a forthcoming independent consultants' report on the evaluation of the
appropriateness and effectiveness of the National Energy Management Program. It was
intended that the auditors' recommendations would be implemented in the context of the
consultants' findings and recommendations.
1.25 The Committee decided to defer any further inquiry or comment until the
consultants' report was released. The consultants presented their report to DPIE in
November 1993, and copies were made available to the Committee in February 1994.

1.26 The Department was invited to give evidence to the Committee at a second public
hearing on 24 March 1994. The Committee addressed the findings and recommendations
made in the evaluation report by the consultants. It also examined the Department's
progress in reviewing the administration of the program and in implementing the
recommendations made by the auditors and the consultants.

127 The consultants' evaluation, begun in February 1993 during the conduct of the
ANAO audit, was carried out by George Wilkenfeld and Associates and Economic and
Energy Analysis. The consultants were required to address the extent to which the main
elements of the energy management program were able to contribute to the overall
objective of the program, namely to improve the contribution that the energy sector
makes to the well-being of Australians through the more efficient and environmentally
benign use of energy in the building, industry, transport and household sectors.
1.28 The consultants found that there were approximately fifty sub-programs in the
National Energy Management Program. From a detailed evaluation of the 24 major
sub-programs, which together accounted for about three-quarters of all of the resources
allocated to the program, the consultants concluded that:
the overall effectiveness of two of the sub-programs evaluated was relatively high
(the Enterprise Energy Audit Program and the appliance labelling and standards);
the overall effectiveness of nine of the sub-programs evaluated was moderate;
the overall effectiveness of six of the sub-programs evaluated was relatively low;
and
the overall effectiveness of four of the sub-programs evaluated could not be
assessed, since they were still at an early developmental stage.
1.29 The report also concluded that:
none of the existing energy management sub-programs could be considered
inappropriate, though the degree of relevance to the central objectives of the
program varied.
1.30 The consultants found that there was a large number of sub-programs which
differed greatly in nature, scope, operation, funding, time scale and the segments of the
energy market which they targeted. This made it impossible for the consultants to
establish overall measures of impact, effectiveness or efficiency for the energy
management program as a whole, except through evaluation of its elements.
1.31 In relation to the environmental impact of the program the consultants found that
reductions in carbon dioxide emissions could be achieved if both the current real funding
and activities within the scope of the energy management program continued. However,
the reduction in carbon dioxide emissions would be about one tenth of that necessary to

meet the interim greenhouse gas reduction targets adopted by the Government in
October 1990. In making these observations the consultants recognised that bringing
about the full targeted reduction is not a stated objective of the NEMP.
1.32 The consultants' report also stated that the total carbon dioxide savings associated
with the energy savings will fall short of expectations. Energy savings were based on the
Australian Bureau of Agricultural and Resource Economies' (ABARE) 'business as
usual'2 projections. To realise ABARE's projected energy and carbon dioxide savings
on a current budget of $5.5 million per annum, the energy management program would
need to demonstrate greater effectiveness in existing programs than has been
demonstrated to date.
1.33 The consultants suggested that staff resources had been a major constraint on the
rate of progress in a number of the energy management programs. The large number
of sub-programs meant that few were allocated adequate staff time resources, even where
budgetary resources were available. It was proposed that a reduction in the number of
sub-programs being funded at any given time would increase efficiency of the program.
Given the fixed administrative costs, the fewer the sub-programs the greater the share
of staff time resources that could be allocated to advancing, rather than just maintaining,
sub-programs. Prior to introducing new sub-programs, old sub-programs need to be
wound up to maintain the efficiency of the program.
1.34 The consultants recommended that forward planning of the National. Energy
Management Program should be undertaken on the basis that:
the number of activities requiring staff resources in a year be fewer than at
present;
where possible, year long activities that do not need to be run every year be
alternated with other such sub-programs;
once the target number of annual activities is reached, any additional sub-programs
should be matched by the cessation of existing sub-programs or functions, unless
there is a commensurate addition of staff resources; and
sub-programs suitable for contracting out be identified and, where appropriate,
contract personnel be employed for the purpose of dealing with business and
government enterprises.

Under the "business-as-usual' scenario the pattern of energy production is projected to change
only marginally in response to current and predicted changes in population, energy demand,
GDP and other factors.

2.1
The measures in the National Greenhouse Response Strategy have been described
in an independent review1 by non-government organisations as Vague and non-specific'
and it has been predicted that the strategy will 'not go nearly far enough to meet the 20%
reduction target or even the stabilisation target'. The review also noted that the NGRS
does not involve a fundamental shift in priorities away from fossil fuels and that 'the
overwhelming majority of Government energy R&D money still goes towards fossil fuels,
particularly coal'. This criticism of the lack of either decisive action or a change of
direction is entirely commensurate with the findings of the ANAO which suggested that
after the announcement of the intention to pursue reductions in greenhouse gas
emissions, the programs that could achieve such reductions were neglected.
2.2
The expanded National Energy Program was put together in a 'climate of
considerable urgency'2 and concentrated on measures that could be implemented quickly
using existing techniques and technologies. It was foreshadowed that a more complete
program would follow, but the National Greenhouse Response Strategy, although much
more detailed and comprehensive, effectively went little further than the interim program
because of its reliance on 'no-regrets' measures. This was a very cautious and limited
approach and it is unlikely that it would have convinced officers of the Department of
Primary Industries and Energy of the need to bring any urgency or priority to their
administration of the NEMP.
2.3 The 'no-regrets' measures will not necessarily result in a reduction in greenhouse
gas emissions.3 A stronger commitment would be required, achievable by introducing
measures such as taxes on emissions or direct regulation, which have been described as
the only assured way to reduce greenhouse gas emissions.4
2.4
This lack of commitment is reflected in the expenditure of funds under the NEMP.
Total expenditures from the program for the past six years were:
1989/90
1990/91
1991/92
1992/93

2
3

4

$ 397,000
$ 953,000
$4,248,000
$4,475,000
$6,786,000
$6,389,000 (estimated)

US Climate Action Netvmrkjndependent NGO Evaluation of National Plans for Climate
Change Mitigation. First review, February 1994, Washington DC, USA, p 1.
The Auditor-General, Audit Report No. 32 of 1992-93, AGPS, Canberra, 1993, p 17.
Treadwell, R, Will 'no regrets' energy policy options reduce greenhouse gas emissions?,
Agricultural and Resource Quarterly 5(1) March 1993, p 92.
ibid p 92.

2.5
In addition to the NEMP, there are a number of other measures administered by
DPIE as part of the Government's approach to ecologically sustainable development and
climate change. These include a demonstration and promotion program of renewable
energy technologies, a program to encourage the use of solar water heaters and the
establishment of a solar energy centre. The Department also administers the ethanol
bounty scheme and associated research and development activities announced subsequent
to the 1993/94 Budget.
2.6
The appropriation for the NEMP for 1994/95 is $5,559 million and forward
estimates for each of the three succeeding years are $5,559 million. In the past this
funding has been allocated across a range of sectors and used for up to fifty subprograms. The amount of funds available to any particular program have therefore been
insignificant. Representatives of DPIE told the Committee that:
We had a $2 million cut in savings imposed upon the program, and that brings us down
to a base this year of $5,559 million.5
Mr John Wicks, the First Assistant Secretary of the Department's Energy Division,
explained that informal attempts to get agreement to a higher level of funding were
rejected by other areas of the Commonwealth bureaucracy:
And when we initially went for the program ... we didfilterviews around Canberra and
network and so on, and we did look at S10 million, but it was not on the cards.6
2.7
The Committee notes that for the next four years commencing 1994/95, funding
of some $5.6 million annually has been allocated to the NEMP. This represents a
substantial real decline in budgetary allocations and has the potential to undermine the
strategies designed to educate the community on greenhouse gas abatement and energy
efficiency. The consultants were limited in their evaluation to considering the program
within the confines of the existing funding level. They noted that the expected reductions
in carbon dioxide levels that the program could potentially achieve would not be realised
at the current funding level unless the most significant sub-programs achieved and
maintained a significantly higher level of effectiveness.7
2.8
Insufficient funds have been allocated to the program and the Department has not
made adequate use of those provided. However, it is not just the inadequate program
funds that have limited the NEMP. The consultants found that staff time, even more
than program funds, was the limiting resource for many of the sub-programs. The
consultants estimated that the total staff time and costs spent on the NEMP were:
1991/92
1992/93

7.9 person years
13.9 person years

$660 000

Evidence - Peter Webb - Canberra, 30 August 1993, p 35.
Evidence - John Wicks - Canberra, 30 August 1993, p 35.
George Wilkenfeld and Associates and Economic and Energy Analysis, Evaluation of the
National Energy Management Program, Report to the Department of Primary Industries and
Energy, November 1993, Part 1: Overview, p xiv.
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The Department has subsequently estimated that in 1993/94 total staff time spent on the
NEMP will be 16 person-years and staffing costs will be about $900,000.
2.9 The ANAO found that human resource constraints played a significant role in
delaying the implementation of the NEMP and that DPIE did not adequately recognise
the impact human resource constraints had on program effectiveness. The auditors
pointed out that it took two years after the announcement of the expanded program in
1990 for the NEMP to attain the staffing level anticipated at the outset of the program.
The ANAO also observed that there was a heavy involvement of staff in tasks peripheral
to the implementation of the NEMP. Priority was directed towards tasks such as policy
development and advising which were involved only indirectly in the actual
implementation of the program. The ANAO estimated that more than half of the
productive time of the middle-managers was devoted to policy advice and corporate
overhead tasks.8
2.10 When questioned by the Committee on the number of staff employed principally
to implement the NEMP, the Department responded:
In a perfect world of auditors we would have had all the staff necessary from day one to
work on the program. Unfortunately, we did not. Initially it was Denis Hally-Burton,
myself and five people, and the rest of them were working on other priorities. The
department was reorganised. Two R & D corporations were being established. We were
running those and could not release staff from them to work on energy efficiency.9

2.11

Mr Wicks went on to explain that:
...until those corporations were set up, ERDC 10 was located in the division and it used
division staff for a whole year. So we just were not able to shift those people from there
to the energy efficiency program. When we did, a lot of people had to be trained.11

2.12 The Energy Research and Development Corporation (ERDC) funding was
between $11.5 million and $11.75 million per annum, involving forty people in the
division. The Department's appropriate commitment to the ERDC contrasts sharply with
its commitment to and support for funding and staffing to the NEMP, but can be
explained partially by the low level of funding allocated to the program by the
Government. The DPIE commented to the Committee that initially there was funding
of only $1 million for the NEMP for twelve months, with no indication that an increase
in funding would be forthcoming. Therefore, according to Mr Wicks:
when you have only got $1 million and organisationally, it looked as though this area was
going to be abolished, why would you spend a lot of resources planning for an expansion
when there was no indication we were going to get it? 12

This suggests that, from the outset, the Department doubted the Government's
commitment.

9
ts
11

The Auditor-General, pp 44, 46.
Evidence - John Wicks - Canberra, 30 August 1993, p 34.
ERDC is the abbreviation for the Energy Research and Development Corporation.
Evidence - John Wicks - Canberra, 30 August 1993 p 34.
Evidence - John Wicks - Canberra, 30 August 1993, p 33.
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2.13 The ANAO is not isolated in its criticisms of the staff shortage for program
administration and delivery. The consultants found that:
staff resources had been a major constraint on the rate of progress in a number of NEMP
sub-programs; and
that the large number of sub-programs has meant thai few get adequate staff time
resources, even where budgetary resources are available.13
2.14 T h e D e p a r t m e n t informed the Committee that staffing for t h e N E M P was a
difficult issue to resolve:
In a general sense, one of the most difficult things in the public area at the moment is
to get additional staff resources. They are just not available.14
2.15
W h e n asked if this m e a n t h e could not get approval for additional staff, M r Wicks
answered:
Yes. Quite honestly, if I put up a submission tomorrow saving we need another 10 staff,
it would not get past first base. The problem is that you have to distinguish between
financial resources and staff resources. If you gave us another $50 million tomorrow, we
could not guarantee you very much more effort because, I think, Wilkenfcld points out
that energy efficiency efforts are staff intensive: developing programs, calling people,
getting this going and so on. When you go to the government for new programs or
expansions, there are two sides to what you go for: one you go for money for a program;
then you have to argue quite separately for staff to support the program. Frequently,
even when you are given the money, you are not necessarily given staff resources to cope
with the expenditure of that money.
2.16 The Department told the Committee that it had sought approval for funding levels
for the program and attendant staffing needs from the Department of Finance:
It is discussed closely with Finance and then goes to cabinet. But if Finance are very
strongly opposed to it, then you have got a strong message that it may not succeed.16
Z17 Competition from other government departments for limited funds had a bearing
on the final staffing levels. Limited support from a number of government departments
impacted on the final funding received by DPIE to staff its NEMP. The Department
advised that:
We went to Finance; we went to other departments; we asked them ' What about if we
went to SlOm, that is double the program, and more staff resources?'. I will be honest
about it. I think we got support from DES'H I do not think we got support from any
other department because they are all in the budget process fighting for their own, and
the more one program gets the less chance they have got. I do not think we got support
from any other departments other than DEST, and I think we got very strong opposition
from a couple of departments which said they would oppose it very strongly.

1%

14
15
16

Wilkenfeld, et al, Part 1: Overview, p xx.
Evidence - John Wicks - Canberra, 24 February 1994, p 69.
Evidence - John Wicks - Canberra, 24 February 1994, p 69.
Evidence - John Wicks - Canberra, 24 March 1994, p 70.
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Evidence - John Wicks - Canberra, 24 March 1994, p 70.
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2.1.8 The Departmental corporate planning process is another factor that affects
staffing levels and staff allocations. Mr Wicks told the Committee that it was difficult to
obtain bigger portions of the administration budget for staff increases. He commented
I do not allocate staff across the department; that is a matter for the secretary in
consultation with the minister and so on ... I meet very regularly every day with other
division heads and basically, if you had them in front of you now, they are in exactly the
same position we are. It is service-wide, the drive for efficiency, to do more with resources
and so on. The department is presently undergoing a 20 per cent reduction in running
costs over a three year period ... if you look at our own area and the areas I am close to,
they are all undergoing a reduction, all of them, without question.18

2.19 The Committee strongly believes that from the outset the then Executive of DPIE
failed to take NEMP seriously and did not accord it the degree of priority and
significance envisaged by the Commonwealth Government when it approved the program
in October 1990. A much stronger level of commitment and leadership was needed
within the Department. The Committee concurs with the observation made by the
ANAO that the Department was aware of what its role was but that:
They probably approached it in more a bureaucratic way. I do not think there was the
administrative will behind the political statement for the announcement. If the full
amount of staff had been made available at the beginning, there may well have been a
greater drive provided in the early stages.19

2.20 It is also clear that it was not only DPIE that lacked commitment to the NEMP.
DPIE failed to get support from the Department of Finance and from other departments
which apparently saw the program as inimical to their own interests. This is a completely
unacceptable, but perhaps not unusual, response to an important and significant
government program that offered enormous potential benefits to society and should have
been supported by all areas of the administration. The Government failed to give
direction to the bureaucracy or to allocate sufficient funds and staff to the program. For
its part, the bureaucracy, led by the Department of Finance, failed to take the steps that
were necessary to develop and implement a program that would work effectively towards
the achievement of the targets that had been clearly established and endorsed by the
Government.
2.21 Despite the findings of the ANAO and given Australia's continuing commitment
to the now binding Convention on Climate Change, the staffing resources available to the
NEMP appear to be a continuing concern for the Energy Programs Branch of DPIE.
The NEMP has been adversely affected by bureaucratic inertia and the lack of adequate
staffing resources to implement the diverse range of energy management programs.
Staffing resources must be committed now to enable NEMP to function adequately in the
short to medium term as well as to allow it to meet the longer term policy objective of
the National Greenhouse Response Strategy.

Evidence - John Wicks - Canberra, 24 March 1994, p 71.
Evidence - John Bowden • Canberra, 30 August 1993, p 46.
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2.22 At a time when domestic and international economic growth is taking place, there
is a greater need to heighten community, industry and government understanding of the
greenhouse effect. To decrease funding and staffing levels is irresponsible and will
undermine attempts to attain the planning target for stabilising greenhouse gas emissions.
It demonstrates a lack of seriousness in Australia's commitment to the Climate Change
Convention.
The Committee strongly recommends that:
(1)

the Commonwealth Government make a genuine
commitment to the National Energy Management Program

ensuring that the scale of financial and personnel
support is commensurate with the objectives of the
program and the Government's greenhouse gas
emission reduction targets.
U2A The Committee also recommends that:
(2)

the Government's commitment to the success of the National
Energy Management Program be matchedfrythe Executive
of the Department of Primary Industries and Energy taking
an active leadership role in promoting ihe prc
ensuring that sufficient staff are made available.
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3.1 The efficiency audit report carried out by the Auditor-General and the evaluation
report prepared for the Department of Primary Industries and Energy by the consultants
focussed on different issues. As highlighted by the consultants, the ANAO report was:
essentially an efficiency audit, which places little emphasis on program effectiveness or
appropriateness, which are, by contrast, the main focus of the current evaluation.
3.2

The Department commissioned the consultants to conduct the evaluation of the

National Energy Management Program, as part of a standard requirement for
government departments to ensure that programs are systematically evaluated on a
regular basis.
3.3 The evaluation was not specifically in response to the audit. As the NEMP had
been in operation for more than two years at its enhanced level, the Department
considered it appropriate to investigate the progress and achievements of the program.
At the time that the evaluation report was commissioned in February 1993, the ANAO
was in its final stage of deliberations with the Department prior to the release of the
efficiency audit report in May 3993.
3.4 The ANAO was aware that the consultants' evaluation was being carried out.
Recognising the important role to be played by the evaluation, the ANAO recommended
in its report that DPIE ensure that in relation to the evaluation of the energy
management programs in 1993, a broad spectrum of stakeholders interests are included
on the steering committee and reflected in the course of consultation.2
3.5 This recommendation was one of the two audit recommendations that the
Department disagreed with. The Department considered that:
expansion of the steering panel to include these interests wouid make the panel unwieidy.
Panel membership includes independent persons and meets Departmental guidelines.3

Wilkenfeld, et al, Part 1: Overview, p 2.
2
3

The Auditor-General, Recommendation 13.
The Auditor-General, p xxv.
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3.6 This view was reinforced by Mr Peter Webb, the Assistant Secretary of DPIE,
Energy Programs Branch, in evidence to the Committee. The Committee was advised
...we were within the departmental requirements in terms of the composition of the
committee. ... one has to watch the numbers on these committees because they tend to
become somewhat unwieldy ... it is not necessarily easy to get people from the private
sector to sit on these committees, particularly in a case like this where we are looking at
the whole regime of energy use in so far as the program is concerned. ... There are very
few people who have the broad perspective across the whole program and who are
therefore able to contribute in the context of the steering committee. In those
circumstances, a judgment was made that we really did not see a great deal of purpose in
expanding the committee beyond what it was.4

3.7 The Department established a steering committee to manage the consultants
review of the NEMP but the composition of the steering committee was narrowly
focussed. The panel included a representative from each of:
the Department of Primary Industries and Energy (Chair);
the Australian Institute of Energy (who was also an officer of DPIE);
the Australian Bureau of Agriculture and Resource Economics; and
the Department of Finance.
3.8 The Committee agrees with the Auditor-General's recommendation that a broad
spectrum of stakeholders should have been included in the steering committee. An
evaluation is an important management tool used by the public sector to facilitate
improvements in program delivery and performance. By drawing on the knowledge and
expertise of academics, government departments, industry and community groups, the
Department and the consultants would have gained a wide perspective on the
effectiveness and appropriateness of the program while demonstrating to the community
the independence of the report and the steering committee.
3.9 The Committee is of the opinion that the composition of the steering committee
was inadequate and reflected DPIE's narrow outlook and an unwillingness to allow a
cross-section of people to contribute to the evaluation and to scrutinise the activities of
the NEMP. The Department's attitude to external input contributed to an insular
approach to an inquiry that had local, national and international significance. It tends
to reaffirm the auditors' opinion that the Department was not adequately demonstrating
its commitment to providing the 'type of steering' which the government expected when
it chose the Department for the implementation and management of the NEMP in
1990.5

Evidence - Peter Webb - Canberra, 24 March 1994, p 63.
Evidence - Gregory Williams - Canberra, 30 August 1993, p 43.
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3.10 The Committee acknowledges that the consultants commissioned to undertake the
evaluation are highly regarded within their respective fields of expertise and that they
prepared an independent assessment of the NEMP. The consultants evaluated 24
sub-programs and made broad ranging recommendations in relation to the effectiveness
and appropriateness of these sub-programs. The Committee believe the consultants
report is a valuable resource for the Department in its current review of the NEMP and
will assist it in its decision-making process.

3.11 The ANAO noted that Department of Primary Industries and Energy failed to
implement the range of measures outlined in the Commonwealth Government's
announcement of October 1990 with the due urgency and priority envisaged by the
Government at the time.
3.12 In its report tabled in May 1993, the ANAO highlighted a number of shortfalls in
achievement as well as sub-optimal implementation of the measures announced in.
October 1990. The ANAO found that there were clear indications that pressure in the
implementation stage led to compromise and only partial implementation in a number
of programs. The ANAO concluded that the Department should not have taken more
than two and a half years for effective implementation of measures that were essentially
measures that could have been implemented immediately using known technology and
techniques.6 Following the announcement of the efficiency audit, the Department
exhibited a noticeable change in attitude and approach.
3.13 From the time the ANAO began the audit in mid 1992, the auditors believed that
the Department acted more responsiveiy towards implementation of the NEMP due to
the presence of the auditors and the publication of their criticisms of the program
administration and management. One of the auditors, Mr Gregory Williams, informed
the Committee that:
...there was a fair amount of activity in recent times, and I think that is largely due to our
audit activity, as indeed there was a fair amount of activity during the audit process.7
3.14

M r Williams went on to comment that:
I have had a brief look through the department's submission this morning. It was only
available after being publicly released. Again there is quite a lot of activity shown in one
of the tables there. I would say it is instructive to note that a lot of that activity has taken
place this year. I think our audit has tended to drive things by the fact that we were
reviewing the department independently.8

3.15 It would appear that the ANAO inquiry acted as an important catalyst for change
and was instrumental in getting DPIE to act more responsiveiy to the implementation of
the October 1990 measures.
The Auditor-General, pp 17,19.
Evidence - Gregory Williams - Canberra, 30 August 1993, pp 44, 45.
Evidence - Gregory Williams - Canberra, 30 August 1993, p 45.
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3.16 Tne initial lack of action in implementation was also a concern to the Department
of Environment, Sport and Territories. In a submission to the Committee, DEST advised
that it:
... was concerned that the Auditor-General concluded that DPIE had not taken sufficient
action to implement the October 1990 energy efficiency initiatives. Accordingly DEST
supports action being taken to improve the delivery of the Energy Management Program
so that it can effectively and efficiently implement its responsibilities, bearing in mind not
only the initial urgency required but the compounding urgency resulting from the delays
reported. Implementation of the October 1990 energy efficiency initiatives has important
implications for the progress of the NGRS.9

3.17 The Committee concludes that the Department did not take appropriate and
responsive action to implement the interim greenhouse measures as detailed in the
Commonwealth Government's statement released on 23 October 1990. The Committee
considers it unacceptable for a department to respond to such a direction from the
Government by taking over two years to implement measures and by simply re-naming
existing measures as new initiatives. As indicated by the ANAO in its report, the
package implemented by DPIE had:
much in common with the programs which preceded it in 1989 and 1990, and also to some
extent the earlier programs. The DPIE National Energy Management booklet of 4 October
1990 and the Minerals and Energy Council Energy and the Greenhouse Effect of June 1990
outlines the extent of existing initiatives prior to the announcement of the expanded

3.18 The ANAO noted that the October 1990 expansion utilised an incremental
approach in loading on a significant number of additional measures to the existing
programs of DPIE. The ANAO suggested that the package signalled improvement, and
expansion to the funding and scope of existing and earlier activities.11
3.19 The audit report estimated that over the first two years of the program, the
Department had fallen about twelve months behind schedule.12 In evidence from DPIE
at the first public hearing, the Committee was informed that the implementation schedule
was on target a

