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MINOR NEW WORKS CSIR INCLUDING SPONSOR FUNDED ESTATE WORKS 
Purpose

1. The Estate Maintenance Risk Managed Works program is designed for estate upkeep, however it includes the ability to fund new capability works proposals as Minor New Works projects up to $500,000.  Projects with a Minor New Works component >$500,000 are to be bid for in the Major Capital Facilities Program (MCFP) using a CSIR Part 1.
2. A Minor New Works CSIR is raised by a sponsor group for example Army, Navy, Air  Force or DSG to identify a requirement for changes to existing estate capability on an element of the Defence Estate.
3. Sponsor Funded Estate (Devolved) Works. Funding for Minor New Works is normally sought from within the Estate Maintenance Risk Managed Works program.   A sponsor group may also have funding available, in which case the Minor New Work CSIR is prepared and submitted in accordance with this guidance, but funding is identified as Sponsor Funded Estate Works and managed in accordance with DSG Business Rule 72.  These types of projects were formerly known as Devolved works.
4. Sustainment of current capability through a maintenance requirement is to be separately identified in the Infrastructure Appraisal process for the site and recorded in the site’s IA Maintenance Plan and estate maintenance program bid.  Guidance on this process is provided on the Estate Maintenance Lifecycle page on the Infrastructure Management (IM) DRN website at IM > Estate Maintenance > Infrastructure Appraisal section.

Background

5. The Minor New Works CSIR is essentially a business case to support a decision made by the Defence Estate Committee (DEC) as to whether the project will be funded and thus implemented.  The CSIR is to contain details of the problem, the proposed solution and what the expected measurable outcomes of the solution would be.  Schedule and funding information is to also be included.

6. The Estate Maintenance Risk Managed Works program uses a risk assessment to assist in the prioritisation of projects.  As a result the CSIR is to include a detailed risk assessment, based on specific guidance in the Estate Risk Assessment Guidance document on the Estate Maintenance Lifecycle page on the IM.  Inaccurate and/or unsubstantiated risk assessments are the most common reason for rejection of CSIR’s in this process. It requires a disciplined approach in order to ensure the overall assessment is accurate.

7. Preparation of the CSIR and the risk assessment is a consultative process between Unit and DS staff and if necessary specific subject matter experts such as environment, safety, finance and legal specialists, prior to authorisation, in order to appropriately represent the requirement.

Prioritisation of Minor New Works Projects
8. The national budget allocated to Minor New Works has historically been in the vicinity of $12 M.  The total cost of all bids is normally in excess of this so the temptation is to inflate the risk assessment in order to be near the top of the queue.  To address this, there is detailed scrutiny of all bids rated in the High and Very High risk bands at the Base and Regional Facilities Conferences, and at National and DEC levels.  If the word picture and supporting documentation do not accurately reflect the risk scores, the bid is removed from the process.

9. It is still important to submit bids that are of a medium or low risk category.  This is to ensure that any changes to the risk over time are recorded and to ensure that a true picture of the condition of the Defence estate is maintained to enable DSG to lobby for additional funds.

10. Units are strongly encouraged to engage DSG staff in the development of the CSIR.  DSG are the experts in the process and can advise on the facilities solution or alternative options, cost and the specifics of the CSIR. DSG has experts in the OH&S, environment and heritage fields and can provide valuable advice in how to address these areas of the risk assessment.  It is essential that the DSG facilities staff gain a detailed understanding and appreciation of the problem and the solution, so that they can support it through the subsequent review process, where it will be under scrutiny.
11. Prioritisation of Minor New Works is considered at the Regional Facilities Conference to allow for adjustments to the priority list outside the risk assessed order. Changes to the regional priority may be made to cater for strategic or local operational reasons not adequately represented by the assessed risk.
Structure of the Minor New Works CSIR Document

12. The Minor New Works CSIR has 3 main sections as follows:
a. Definition, Sponsorship and Authorisation

b. Problem, Solution and Outcomes

c. Financial Estimate and the Risk Assessment

Guidance for each element of the CSIR is provided in the following paragraphs.
Project Name

13. The Project Name is be formatted to include the Location or Establishment where the works are to take place using a three letter acronym or shortened name for the location, a Location identifier for the building or precinct and a brief description of the actual activity to be undertaken.  This format will facilitate later sorting of the project list for the base and/or region. Some examples of Project Names are:
a. WLM – TFG(2OCU) – Flight Line Power Upgrade;

b. ADC – Australian Command & Staff College – Provision of New Cabling Network; and

c. TFT – 11Bde – Provision of Support Services for Annual Brigade Exercise.

Authorisation

14. The Minor New Works CSIR is to be authorised by an appropriate level sponsor prior to submission to DS staff. Note that although the authorisation is presented on the front page of the CSIR, it is not generally signed until after the inclusion of all the other information in the document. The CSIR is to be authorised in accordance with the following list:  

a. DSG - 
EL1 (or equivalent),
b. Other Defence Groups - Unit Commanding Officer or equivalent.  This may include consideration and/or authorisation at formation level, depending on unit/formation requirements.
15. Minor New Works bids are limited to $500,000 and do not require DEC member signoff.  
16. Minor New Works projects that are being resubmitted (after being excluded from a previous program) DO NOT require a re-write of the CSIR or a re-authorisation, unless the project scope is changing.  However, a re-assessment of the risk IS REQUIRED for prioritisation in the upcoming program.  The new risk assessment is to be recorded in DEMS.

Site Manager Acknowledgement

17. DSG Site Manager acknowledgement of the CSIR is to be obtained so that they are aware of the proposed project.  They may also provide comment if they deem it necessary.

Product Type

18. Product type is where the funding source is defined as either:

a. Estate Maintenance Funded which means that funding is sought form within the Estate Maintenance Risk Managed Works program; or 

b. Sponsor Funded which means that the sponsor group is providing the funding as a Sponsor Funded Estate (or Devolved) Works project (See paragraph 3 above).  

Project Id and DS Manager

19. The shading on the form indicates that these details are to be entered by DS staff once they are known (and not necessarily required for sponsor authorisation).  The Project Id is determined when the project is entered into DEMS and is the DEMS Project Id.  The DS Manager is the local DS staff member responsible for the project.

Contact Details

20. A specific person within the sponsor group is to be identified as the contact for any issues surrounding the project.  This person would typically be the on site point of contact for the unit/group.

Requirement Description

21. The Requirement Description is where the most information about the proposed project should be provided.  It should describe the problem to be addressed.  It should include the circumstances under which the problem has arisen and the detailed elements of the problem.  It should also articulate the effect of the problem in a way that can be substantiated.  References to contravention of policy should include references and the specific clauses and link these to the problem being experienced.  A common issue is to claim that the problem places the unit in contravention of the Occupational Health and Safety Act ‘obligation to provide a safe workplace’.  No such obligation exists because it is not possible to guarantee.  The obligation is on supervisors to identify hazards and make the workplace as safe as reasonably practical within the available technical and resource constraints.  This may require risk mitigation strategies to be put in place.

22. Authors are encouraged to use photographs and specific examples to enhance the description of the problem.  This will assist the many readers and reviewers who do not have detailed knowledge of the issues to better understand the nature of the problem and the proposed solution.

Expected Outcomes

23. The expected outcome section is to describe the measurable outcome if the problem were solved.  That is, state what is to be achieved by solving the problem in terms of a business outcome.  For example, which element of Defence capability will be met or improved, the efficiencies that will be realised, and the exercise commitments that will be satisfied etc.

24. This is a key element of the CSIR as it will be used to determine the success of the project upon completion.  Accordingly it needs to contain measurable outcomes such as “The expected outcome is an ordnance storage capability for “x” units of type “y” that complies with Australian Standards for storage of explosive ordnance” rather than “Outcome is replacement of the old locker with a new one.”
Potential Solution

25. A potential solution to the problem should be described and include details of how the solution is to be implemented.  Whilst the apparent solution may be obvious, there may be more appropriate alternatives that are not immediately apparent.  The solution may have wider ranging impacts on the base as a whole.  Therefore, the potential solution should be developed in consultation with DSG staff.
Justification

26. A description of reasons for requesting the potential solution is to be provided.  It is important that it is detailed so that those who are reviewing the CSIR get a good understanding of the current issues. It should contain information about the extent of the problem, how and for how long it has effected operations, and what workarounds have been employed to maintain capability.

Year/Timing of Completion

27. Identify the year or specific timeframe within a financial year in which a solution is required.  Availability constraints such as any time criticality or operational/exercise needs for the works should be identified where known.  If the project has identifiable time lines or phase completion dates, especially over multiple years, these should also be identified.  Things to consider would include notice required to make the facility available for works or exercise periods when access would be unimpeded.
Break Point Message
28. In order to ensure that DS is involved in the development of the CSIR, the following “break point” message appears in the Minor New Works CSIR template.  Depending on the scale and other strategic factors that may influence the resolution of the problem, it may be determined that a MCFP funded solution may be more appropriate.  Additionally the development of the technical resolution of the problem and the risk assessment is to involve DS personnel.  

“It is recommended that appropriate DS Base or Regional Staff be consulted before continuing the development of this CSIR.  This consultation will assist in determining the appropriate course of action for completing the development of this requirement.  In some instances this may involve switching to the CSIR Part 1 for a Major Capital Facilities Program funded solution using the information provided in this document so far.”

Cost Estimate
29. Provide broad order of cost estimates of the potential solutions and the basis for these costs, eg from ABC Contractor based on unit rate, from discussions with ID or DS staff who have provided similar facilities recently, or from consultants report or from CMC/CMS contractor etc.  Bids for amounts approaching the $500,000 limit will attract a greater degree of scrutiny on the cost estimates.
30. The basis of the cost should cover the scope of works proposed including project management costs and contingency, and the source of these costs. Cost estimates MUST include GST.

31. The estimated cost should provide an amount with a +- (plus minus) 50% cost margin.  If the funding is not to be sourced from the Estate Maintenance Risk Managed Works budget, ie. it is a sponsor funded (devolved) project, then the Sponsor is to identify the source of the funding.

Capital and/or Expense Split (DS Staff Only)

32. The Estate Maintenance program is required to report the funding allocations to Capital and Expense type activities.  A project must therefore define the allocations to these categories.  This will be done by DS staff using the information in the following paragraphs.
33. The Estate Maintenance definition of Capital and Expense has been based on the Defence Reference Book (DRB) 48 - Accounting Policy Manual, Part 3 Non Financial Assets, Chapter 2 Asset Management, Section Asset Repairs, Maintenance, Upgrades and Enhancements, which is available on the CFO Web Site.

34. The definitions are:
a. CAPITAL: Where the expenditure is against an existing asset and it enhances the capability or service potential of the asset, the expenditure is to be Capitalised as an enhancement to the asset.
b. CAPITAL: Where the expenditure is against an existing asset and it results in an increase in the useful life of the asset beyond that already recorded against the asset, the expenditure is also to be Capitalised as an enhancement to the asset.
c. EXPENSE: The expenditure should be defined as Expense if the works are to maintain the current capability of an asset.

35. A project can have both Capital and Expense elements.  DS Staff are to provide the Capital/Expense split.  This information is not mandatory prior to sponsor authorisation.  It is recorded on separate lines in the DEMS Project record.
Recurrent Costs

36. For projects that are likely to result in changes to the ongoing Net Personnel and Operating Cost (NPOC) once the project is complete, a word picture of the nature and extent of the change is to be provided in operational areas where DS is the primary service provider.  Examples of where these may occur include:

a. Military Personnel (DS staff);

b. Civilian Personnel (DS staff);

c. Garrison;

d. Estate Maintenance;

e. Information and Communication Technology;

f. Utilities (Electricity, gas and water); and

g. Other.
37. The project proposal should also include potential sources for savings if the potential solution will generate efficiencies to Defence.  
38. In cases where additional recurrent costs are predicted, the source for funds is also to be identified.  DS resource and governance staff will quantify the costs if the project is subsequently approved by the DEC.  

39. An indicator will be set in the DEMS database to enable the reporting of projects that have an NPOC Impact to serve as a reminder of which projects are to be further analysed for the costing and bidding of NPOC, once the project is completed.

Stakeholder Consultation

40. The sponsor is to indicate the level of stakeholder consultation undertaken in the development of the Minor New Works CSIR and any issues that need to be considered for the implementation of the project.

Impact of Strategic Estate Planning Guidance

41. Provide details of how the Strategic Estate Planning Guidance has influenced this requirement.  There may be a specific reference in the Strategic Estate Planning Guidance to this requirement.  However it is also possible that the problem identified is not specifically referenced in any strategic estate planning guidance.  In this case it is quite valid to record “Not Applicable” in this section. 

42. Strategic Guidance should be sourced from appropriate DS staff and may include the following:

	Information provided for each key base
	Potential Source

	Occupancy and other information
	FACT Book, SPDE

	Group strategic estate guidance
	Army, Navy Air Force, DSTO, DMO, others

	Technical authorities strategic guidance (hot issues and other technical regulation issues)
	Estate Planning and EPE Branches in ID, GEBS Branch in DSO, DEMP, DGS, DOTAM, DPS, DLES, DOHS

	Capability development (Pink Book implications)
	Capability Development 

	Capital Works project approved
	MCF Program

	Capital Works project proposed
	MCF Program

	Master Plans (where they exist)
	SPED

	FDR issues
	SPED

	Disposals program
	SPED


Risk Assessment

43. The Estate Maintenance Risk Managed Works program uses a risk assessment to assist in the prioritisation of projects.  This risk assessment is based on assessing the impact on seven different risk dimensions of NOT funding the project in the next Estate Maintenance program.  The risk dimensions are Capability, OH&S, Legislative Compliance, Environment & Heritage, Financial Efficiency, Personnel and Reputation.

44. The consequence of NOT funding the project is defined in the risk model which is described in the Estate Risk Assessment Guidance document in the Estate Maintenance Lifecycle page on the IM. It covers the 5 levels of Consequence (from Severe to Negligible) and 5 levels of Likelihood (from Almost Certain to Rare).  These are matched together using a risk matrix to determine the Risk Level (from Very High to Low) and Risk Score.  The risk level and risk score combine together to determine the Risk Priority.  The reason for choosing each consequence and likelihood level is also to be provided.

45. Preparation of the risk assessment will require consultation between unit and DS staff and if necessary specific subject matter experts prior to signature, in an attempt to include credible assessments.

46. The entry ‘NOT ASSESSED’ is a valid assessment to enter to ensure that the submission of the CSIR is not unduly delayed.  This is because some areas of risk assessment may require consultations that take some time to obtain.  Therefore a risk assessment dimension can be left unassessed, and the CSIR authorised to enable the project to be included in DEMS.  Within DEMS, the default for each risk assessment is NOT ASSESSED which is the lowest priority (Negligible Consequence and Rare Likelihood).

47. DEMS has the functionality to export the details of a Risk Assessment recorded in DEMS into a one page Word document that can be copied into the CSIR .  In this way, the risk assessment can be recorded in DEMS first (and can be done prior to completion of the CSIR) and then copied from DEMS to the CSIR as required. 

Risk Assessment Do’s and Don’t’s

48. There is no weighting assigned to the different risk dimensions. Whilst capability might be typically perceived as more important, in the context of the risk assessment process it is the same as all the others. This explains why for example a Minor New Works proposal to upgrade a Cadet Depot kitchen which is sensitive to the Reputation criteria, may get a higher risk score than a proposal to construct a shelter to protect communications equipment.  
49. The highest risk level (Low, Medium, High or Very High) for any one of the seven risk dimensions derives the overall risk band for the assessment. For example, a high for Financial Efficiency but low for all the other criteria will result in an overall assessment is the High risk band.  Therefore, priority should be directed towards substantiating the true high risks.  Massaging of all the other criteria into the high category merely discredits the overall bid and risks it being not supported in the review process.
50. Extensive guidance is provided against each criterion as to what constitutes a particular consequence and its likelihood. This guidance is complex but must be used to justify the consequence and likelihood score given by linking it to the circumstances of the problem to be solved.  Details of the Risk Assessment Guidance are provided on the IM website and should be used at all times when preparing the risk assessment.  Authors must be satisfied that the word picture clearly supports the ratings given and does not merely repeat the rating descriptor as stated in the guidance.

Risk Mitigation

51. This section of the CSIR is to identify the current action being applied to address the problem (actions to mitigate the risk), other options that have been considered in determining the preferred solution and the medium to long term strategy to mitigate the risk if the project is not approved.  This is essentially where the hurt statement should be provided if the project does not get approved.

DEMS Guidance (for DS Staff)

52. For those who are entering CSIR information into DEMS the following guidance is provided. Firstly, copy the Minor New Works CSIR Word document to an appropriate computer drive so that the relevant parts can be ‘cut and pasted’ into the relevant DEMS fields.

53. The following data is to be entered into DEMS from the CSIR:

a. Project Name: Can be copied directly from the CSIR.

b. Product Type: Select “Risk Managed Works” from the Product Type drop down box.  

c. Project Type = Minor New Works (or Devolved Works)
d. DS Manager: Selected from the DS Manager field

e. Sponsor Group: Selected from the Sponsor drop down box.  This is to identify the primary beneficiary or occupant for the works, not the signatory for the CSIR.

f. Sponsor Name: Entered into the Client Contact field

g. Requirement Description, Expected Outcomes and Preferred Solution: These fields should be copied into the Project Summary field.  Noting the limited field length this could be just the first couple of sentences from the Requirement Description.

h. Justification: Entered into the Justification field on the Justification Tab

i. Cost Estimate and Capital/Expense Split: Cost Estimates should be entered into the Financial Allocations area of the details screen.  The split between Expense amount (enter cost element code in Cost Element, usually 21544) and Capital (select CAPITAL in Cost Element) amount is to be entered.

j. NPOC Impact: Check the NPOC Impact checkbox if the CSIR contains NPOC details.

k. Risk Assessment:
(1) Risk Assessment details are to be entered on the “Estate Risk” Tab.

(2) Functionality to export a Risk Assessment to a word document for inclusion in the CSIR is to be activated, using the “Export To Word” button.

54. The Minor New Works CSIR Word document is to also be attached to the project in DEMS via the Attached Documents Tab.  The remaining information on the CSIR does not need to be copied into DEMS at this time.

55. The associated Work Request must be attached to the Project in DEMS, to enable the link to the Base Location.  The Base Location is required to allocate the Base Priority in the Base Facilities Conference.

Further Information

56. Further information in preparing a Minor New Works  CSIR is available from:

a. the Estate Maintenance Lifecycle page on the IM;

b. your DS Regional Office, Regional Estate Development Manager or equivalent; or 

c. the Estate & Facilities Programs Office.
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