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Abstract

Wollongong City Council is undertaking a major internal project — the Infrastructure Management Framework
(IMF) to deliver a range of asset, operational, and supporting systems management objectives. Part of the
IMF project is the delivery of Asset Management Plans by June 2011. The IMF project supports Councils
parallel Integrated Planning and Reporting (IPR) framework project.

WCC has chosen to use NAMS.PLUS as the base for the asset management plan writing, building on the
success of this approach with other Councils. The NAMS.PLUS templates have been used for guidance,

base plan structure and asset lifecycle analysis.

The IMF project incorporates improvements in project management, asset management, operational
management, and supporting information systems. As a result of the wider corporate focus of the IPR/IMF
projects WCC has extended the NAMS.PLUS service level guidance to consider operational service levels,
and associated service standards in the asset management service level development.

This operational analysis builds on Wollongong City Council strengths in operational service delivery, and
will ultimately lead to Community, Technical and Operational Service Levels being delivered, managed and

reported within a fully integrated framework.

The case study briefly introduces the IMF project, and then examines Councils journey in considering and
documenting strategic, tactical and operational service levels. The methodology used to gather service level
information will be outlined, and the project results to date analysed. The case study will conclude with a
brief examination of the service level improvement items that have been added to the asset management

plans.
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Integrated Management Framework

Introduction

As part of the Wollongong City Council
Infrastructure Management Framework (IMF)
Project asset management plans were
developed using the NAMS.PLUS template
as a base. Asset Management Plans have
also been integrated with Integrated Planning
and Reporting service areas.

Asset Management Service Levels were
documented at a Strategic and Operational
level and then translated to tactical service
levels for the asset management plans. The
processes used for the documentation of the
service levels have been outlined in this case
study, and the results of this process,

. NAMS.PLUS Template Integration.

including asset management improvement
items have been analysed.

Wollongong CC IMF Project

The Wollongong City Council Infrastructure
Management Framework (IMF) project
commenced in July 2010 and is expected to
conclude December 2011.

The objectives of the IMF Project are to
develop a comprehensive, fully integrated
infrastructure management framework that
enables the planning, delivery and resourcing
of Council’s Infrastructure delivery programs,
supporting  processes and information
management systems by July 2011.



To implement the adopted infrastructure
management framework through a
systematic change management process
including delivery of system, process and
structural modifications and comprehensive
training and support programs within agreed
timeframes.

The agreed outcomes of the IMF Project are
the delivery of an Integrated Infrastructure
management framework which will provide
the following outcomes —

1. Asset management policy, strategies
and plans to address Integrated
Planning & Reporting requirements

2. Asset management processes,
systems and resources to support the
developed asset plans

3. Project Management processes and
supporting systems for all Council
projects

4. Governance framework for
management and oversight of all
infrastructure programs

5. System and process improvements
requirements

6. Resource requirements to support the
above; and

7. Related training and development
programs for staff

Asset Management Plans have been
developed during the project as part of good
business practice and to support the
Integrated Planning and Reporting
requirements. A central part of the
development of Asset Management Plans
has been the collation and documentation of
WCC service levels.

IMF Project Governance

The governance of the IMF Project has been
achieved using a Project Control Group
(PCG) which has met monthly, with specific
approval meetings held more frequently as
required. Given the organisation wide scope
of the IMF Project the PCG has included the
Director Infrastructure and Works (Project
Sponsor and Chair); Manager Infrastructure;
Manager Works; Manager Property and

Recreation; Manager Finance; IMF Project
Manager; Manager Infrastructure Systems
and Support; and Business Improvement
Advisors (JRA)

Having effective project governance
arrangements has been extremely useful in
the delivery of the IMF Project, and in
ensuring organisation wide decision making
and adoption.

Using the NAMS.PLUS Templates

Council joined NAMS.PLUS, and Council
staff have been trained in the use of the
NAMS.PLUS template, spread sheets and
associated guidance.

The NAMS.PLUS template and data analysis
spread sheets have been used as the base
documents for the development of the
Wollongong City Council Asset Management
Plans. As a result of the Integrated Planning
and Reporting requirements, and Councils
Service Plan requirements, the NAMS.PLUS
template was adapted, and added to as the
asset management plan writing developed.

The NAMS.PLUS template provided a very
good starting point and guidance, even for a
Council the size of Wollongong City.

The NAMS.PLUS Template Service Level
format and guidance was used to develop the
Strategic and Operational service level data
capture forms (attached) and to inform the
development of the tactical service level
tables inserted into the asset management
plans.

Councils Journey in considering
Strategic, Tactical and Operational
Service Levels

Councils have been delivering services at
broadly agreed community levels since they
were first started. Over time community
requirements for services, and willingness to
pay have changed — and again this has been
reflected in the services Council delivers.

As Wollongong City Council embarked on the
IMF Project, and the writing of Asset
Management Plans, it was known that a



range of service levels were being delivered
in each asset / service area — with the
rationale for these service levels documented
in strategic planning documents; individual
asset service plans; leases and community
agreements; legislative requirements; work
cover agreements and a range of other
documents and plans.

Regular IRIS Research Community Surveys
have demonstrated that apart from a few
specific minor areas, Council has been
broadly delivering the services required by
the community.

The task for the asset management plan
writers was to capture these service levels at
a strategic, tactical and operational level —
using the NAMS.PLUS template for guidance
and then document them.

Given Wollongong City Council’s strengths in
the City Works division in the actual delivery
of service levels the decision was taken to
involve key City Works supervisors in
discussing and documenting the service
levels currently being delivered.

Thirroul Community Centre, Wollongong
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Methodology used to gather service
level information

Asset Management Plan writers conducted a
literature search in Councils document
management system to ensure that all
strategic and planning documents that
contained or set service levels were
referenced. Subject Matter Experts were
used for asset management plan writing, and
this allowed for the capture (from experience
and referencing) of legislative and regulatory

service level requirements. Checks to ensure
all relevant strategies and plans had been
considered were also completed with service
delivery managers, and planning staff.

The capture of operational service levels was
commenced using the attached data capture
form, and by interviewing operational
supervisors, community centre managers,
and facility managers to ensure that relevant
and up to date information was captured.

Service Level Discussions with City Works
staff

Operational service delivery is a strength of
Wollongong City Council. It was found that
there was a range of documentation,
schedules, and operational planning
documents — but that there were also some
gaps in documentation. Further updating of
operational service level documentation will
be attempted as part of the asset
management improvement plan.

The Operational Service Delivery data
capture was considered a success involving
staff across City Works in the service level
discussion.

Developing Tactical Levels of Service
for Asset Management Planning

Having collated the strategic service levels —
(from legislation, regulations and a range of
planning documents), and also developed the
operational service levels delivered by
collecting information from City Works the
asset management plan writers set about
developing tactical service levels using the
NAMS.PLUS template for guidance. Tactical
service levels act to translate strategic



statements to operational actions and service
delivery as shown in the diagram below.
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For each asset service area, service levels
were documented as Community Levels of
Service and as Technical Levels of Service.

The asset service areas have been aligned
with the Integrated Planning and Reporting
requirements.

The translation of strategic and operational
service levels into tactical service levels took
some time and provoked much discussion
between IMF Project team members, PCG
members and other key stakeholders.

There is a real temptation to develop service
levels that are higher level covering words.
The IMF Project was determined to apply
more robust processes to service level
documentation and development to ensure
that Wollongong City Council has a strong
platform for service delivery, measurement
and future adjustment of service levels as
required.

Project Results

The IMF Project delivered first draft Asset
Management Plans at the end of June 2011.

These plans are currently being consulted on
internally, and then will be integrated into the
Asset Strategy and Integrated Planning and
Reporting outputs.

Service level documentation and
development has been an integral part of this
project.

The adoption and delivery of service levels is
part of an on-going organisational discussion
that is occurring within the IMF and IPR
Project frameworks.

To date the IMF Project has been successful
in delivering the required outputs, and it is
expected the development of asset
management maturity and practice will
continue for some years to come.

Asset Management Improvement Items
— Service Levels

As is typical with asset management plan
development, the IMF Project team identified
a number of asset management improvement
items that will be incorporated into work
programmes in the coming years as asset
management maturity, practice and planning
is improved. Examples of the Asset
Management Improvement Items that relate
to Service Levels are:

Review IRIS survey categories and identify refinements necessary
to allow current performance against identified service standards
without necessarily loosing the value of historical results

Establish and implement performance measures to report against
service standards and performance targets

Review the current service standards to determine cost implications
and current performance against these standards

Develop activity based service standards at an operational level for
maintenance and asset operations and allocate budgets accordingly
to ensure these standards can be met

Further develop performance measures to allow current
performance against identified service levels to be consistently
measured

Review business processes for leases/licences to ensure
maintenance and renewal requirements are being met — consistent
with service standards currently being developed

These service level improvements will be
considered by Wollongong City Council
management and Councillors, and have yet
to be approved. They are offered as
examples only.

Conclusion

Wollongong City Councils IMF Project has
successfully delivered asset management
plans within the required timeframes.



The IMF Project has involved staff from
across Council to document and develop
service levels in each asset service area.

The use of the service level data capture
forms, developed from the NAMS.PLUS
template guidance, allowed asset
management plan writers and key operational
supervisors to document the operational and
tactical service levels being delivered.

The involvement of planning, service delivery
and operational staff in documenting service
levels has started a service level discussion
that continues within Council.

Service Level improvement items have been
identified as part of the asset management
planning process, and once agreed and
adopted, will be implemented in the coming
years.
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Appendix — Service Level Capture
Forms

The capture of service levels was based on
an adaptation of the NAMS.PLUS template.
The partially completed data capture form for
Plant and Equipment is included below for

reference as to how this data capture
developed during the project.
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Service: Plant and Equipment Activity: Code:

Area: Input Area: Date:

SERVICE LEVEL DETAILS

Activity Definition

Provision of Plant and Equipment Assets to Council (Major & Minor Plant/Equipment and Motor Vehicle Fleet Assets).

Excludes Rural Fire Service and SES Assets

Performance Distress & Defects

Performance Criteria




Performance Standards

Legislative and Technical Constraints




Performance

Key Performance Level of Service Measure Performance Current Service | Acceptable Level of | Star Rating Aiming
Measure Target Level Response Service Response for
Process

Community Levels of Service

Provision of a modern | Community Positive

safe well maintained | perception of Community Survey

and visually | Plant & results in service :

presentable plant & | Equipment delivery quality Examples of quality

equipment asset fleet

Assets in service

and perception of

response — Quality
of ground care of

that effectively | delivery. plant. sporting and olavin
Quality (Service | supports councll figlds %Ieanlir?es)é Og]!
Delivery) service delivery | Community Performance street's after sweeper
programs. Survey. against scheduled cleaning, Life gugr d
replacement L .
Replacement programs 6 -12 ?:Srvgre]zg etgb'“ty 0
program months of P '
maintained. scheduled
replacement.
Plant  acquired
Ensure the ggslcri]fsiéation
functionality of the P : Percentage of
. determined by )
. , plant & equipment : plant that is
Function (Service . service level . .
. meets the operational . acquired using
Delivery) : requirements :
demands required to and specific developed service
support service _SP level specification.
: : operational
delivery of council
needs and
performance.
Apply risk Incident / Risk Management Service and
management accident reports | principles applied Inspection & testing

Risk and Safety

principles in the
acquisition and
operational use of

relating to plant.

Scheduled

to every purchase.

Number of

regimes specified in
Hansen




Key Performance
Measure

Level of Service

Performance
Measure
Process

Performance
Target

Current Service
Level Response

Acceptable Level of
Service Response

Star Rating Aiming
for

council’'s plant assets

maintenance and

injuries/Incidents

to reduce hazards inspections reported relating to
and increase safety performed plant.
standards.
Maintenance and
Plant & Equipment is inspections
maintained and completed as
inspected on regular scheduled
basis and complies
with all relevant
legislation.
Technical Levels of Service
Renewals
program is Replacement of
maintained. scheduled
Provision of a modern renewals
Lifecycle safe well mamtalned Within 6 — 12
Management Plant & Equipment
months of end of
Assets.

life




Performance

Key Performance Level of Service Measure Performance Current Service | Acceptable Level of | Star Rating Aiming
Measure Target Level Response Service Response for
Process
Annual
. Operational Performance
I Ensure that plant is Op«_arat!onal Utilisation target of Statistics
Utilisation . Utilisation
; available and meets 70% measurement
(Operational Use the operational monthl through
and Availability) P . Availability of y oug
demands of council Maior olant Hansen statistics
jorp report
90% availability
Apply Acquisition
Develop procedure for all
.. | specifications for | Procurement
Ensure functionality trlloe acquisition actions.
of plant and :
: : rocess ensurin
equipment assets in Eunctionality forg
the acquisition Plant &
process effectively Equibment is
Acquisition support  operational quip

(Functionality)

demands specified by
service level delivery
programs.
Emphasising
efficiency gains and
increase safety levels

specified through
services levels
agreements,
consultation &
agreement with
end users.




Performance

Key Performance Level of Service Measure Performance Current Service | Acceptable Level of | Star Rating Aiming
Measure Target Level Response Service Response for
Process
Sustainable
Financial
Management
Finance One reports
Compliance with
financial capital
budget.
Disposal of expired
Disposal and surplus plant & | Income Finance One reports
equipment assets generated from
sale of assets Meet projected

income budget for
plant & equipment

Maintenance/Service

Servicing and
corrective
maintenance
schedules performed
in accordance with
Manufacturers

Maintain
schedules
forecasted are
maintained

Number of Monthly
completion rate

90% completion on
time.

Performance
Statistics
measurement
monthly through
Hansen statistics
report




Key Performance
Measure

Level of Service

Performance
Measure
Process

Performance
Target

Current Service
Level Response

Acceptable Level of
Service Response

Star Rating Aiming
for

recommendations.

Plant & Equipment
are maintained to an

appropriate standard. Number of monthly
breakdowns
Requests for Number of Monthly
unscheduled Plant & Equipment
repairs breakdowns
Condition
Monitor condition of . . Statistics
: equipment recorded condition
Condition plant & equipment recorded in asset | assessment 70% measurement
thro_ugh In_spectlon & management results for plant & monthly thr_ou_gh
testing regimes system equipment Hansen statistics
' report
Ensure plant & | Use Plant . Plant Inspected Reports are
; Completion of all
equipment for safe to | Assessor to [eDOrtS as every 2 years and 100% completion b managed through
operate and | complete  static Fr)] duled | is currently d (;) i P Y | external service
Safety minimises  risk  of | risk assessment |S_|C eduied in complete for all ue date provider “Online
injury to council | report - as ansen major plant Assessor”
employees and | scheduled

public.

through Hansen




Performance

Key Performance Level of Service Measure Performance Current Service | Acceptable Level of | Star Rating Aiming
Measure Target Level Response Service Response for
Process
WorkCover non
conformance
notices for unsafe
plant & equipment
Any non

Ensure plant &
equipment complies
with all relevant

compliances or
infringement

Federal, State and hotices
Compliance local Iavv_s including Number of
Occupational Health : :
& Safety Acts and Inspections
) RTA safety | completed by due
regulations
9 : inspection date Hansen schedule for
completed by RTA inspections
scheduled date completed
Optimise the cost | Compliance with Operatin &
Cost  Efficiency /| efficiencies through | budget & volume bS g
: . . Maintenance costs
Operating costs effective maintenance | of work within budaet
and service levels completed get.

Operational Levels of Service

Customer Service

Provision of
mechanical support
service operation for
repair & maintenance

Ability to respond
to the scheduled
and unscheduled
maintenance

requirements of
council's plant &

Number of
completed
maintenance
activities
performed  each




Performance

Key Performance Level of Service Measure Performance Current Service | Acceptable Level of | Star Rating Aiming
Measure Target Level Response Service Response for
Process
of council’s plant & equipment month
equipment assets. assets
Provide Ability to provide
. manufacturers
Operating, . manuals for all | Number of plant
) operational & ,
maintenance and . procured plant & | procured  without
. maintenance :
cleaning equipment manuals
manuals for newly
assets.
procured assets.
Provision of initial
induction training for
glarnrg &tﬁgwpment All relevant staff
a(L:l I %'t'on/'nstallat'on inducted and
Training quisitioni : trained on new
process plant and
recorded

Environmental

Ensure environmental
compliance of plant &
maintenance
activities.

Environmental
risks for plant &
equipment
identified
controlled

and

Implementation of
control measures
recommended by
risk management
plan for plant &
equipment.

Environmental Risk
assessments for
plant and Council

sustainability policy.




Key Performance
Measure

Level of Service

Performance
Measure
Process

Performance
Target

Current Service
Level Response

Acceptable Level of
Service Response

Star Rating Aiming
for




ACTIVITY SPECIFICATION
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Service: Activity:

Code:

Area: Input Area:

Date:

Work Method Requirements

Checklist

Item Description

Yes

No




Comments

Work Locations




Area Name

Sector
Number

Output Reporting Units

Job ID

Date

Performance Requ irements




Classification

Distress/Need
Level

Recording

Response Time

Compulsory
Level

Intervention




Existing Services

Description

Community
Expectation

Performance
Measure Process

Performance
Target

Current
Service
Response

Level

Acceptable Level
of Service
Response
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