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61 (0)3 6251 2300
www.portarthur.org.au

PoORT ARTHUR HISTORIC SITE MANAGEMENT AUTHORITY

Your ref:
Our ref: A17586

7 April 2025

By email: governmentbusinesses@treasury.tas.gov.au / _

Dear Minister Ogilvie

Government Business Governance Reform — Secondary Submission - Port Arthur Historic Site
Management Authority

The Port Arthur Historic Site Management Authority (PAHSMA) has been asked to provide supplementary
feedback or an updated submission to the Tasmanian Government's Government Business Reform process.

On behalf of PAHSMA and in conjunction with its board's acting Chair, Ric DeSanti, I would like to inform you
that we have no further update on the original submission.

Thank you for the opportunity to be a part of this process.

Regards

/e

Will Flamsteed
Chief Executive Officer
Port Arthur Historic Site Management Authority

Attachment 1: Government Business Governance Reform — Draft Plan — Submitted 12 December 2024
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Tasmania, Australia 7182
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www.portarthur.org.au

PoORT ARTHUR HISTORIC SITE MANAGEMENT AUTHORITY

Your ref:
Ourref:  A17521

12 December 2024

By email: governmentbusinesses@treasury.tas.gov.au

Dear Jenny
Government Business Governance Reform — Draft Plan

Thank you for the invitation to make a submission on the Government Business
Governance Reform — Draft Plan (the Draft Plan).

Please find outlined below, the submission of the Port Arthur Historic Site
Management Authority (PAHSMA).

“The Government firmly believes that the establishment of the Port Arthur
Management Authority will ensure that the future management of the Port Arthur
Historic Site not only recognises the historical integrity of the site, but also the extreme
importance of Port Arthur to the State’s tourism industry.” 1

EXECUTIVE SUMMARY

In November 2024, the Government Business Governance Reform Draft Plan was released.
It raised a number of areas for reform to improve transparency, accountability, and
efficiency of Tasmanian Government business portfolios.

PAHSMA, as an iconic Government Business Enterprise (GBE) entrusted to conserve
and present three World Heritage Sites, is potentially impacted by any changes that may
arise from this review. Therefore, the following feedback is provided.

The unique and specialised nature and obligations required by PAHSMA operations,
works well under the existing GBE model. It provides PAHSMA with a high degree of
operational independence and commercial flexibility with a demonstrated low level of
risk for the Government. PAHSMA’s robust governance frameworks ensure
accountability, transparency and alignment with public policy objectives.

PAHSMA'’s independent and highly skilled Board’s governance is supported by its Audit
Risk and Governance Committee (ARGC) and other specialised committees, such as its
Conservation Advisory Committee which comprises national and international experts.
This business structure delivers strong governance and oversight of PAHSMA’s
business operations, performance and direction.
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Whilst no formal dividend to Government is required, the social and economic dividends that
PAHSMA quietly delivers, particularly in regional Tasmania, are clear and measurable, as
demonstrated in its annual report and to Treasury. It is also demonstrated by meeting its
international and national World Heritage obligations and the regulations.

As PAHSMA more than adequately meets its GBE obligations, any changes could put at risk
everything it has established and achieved since it was formed 37 years ago. The risk of
reputational damage and public backlash to the State is significant. This could include PAHSMA
losing its World Heritage status and/or key commercial elements. The loss of World Heritage status
could have national and international reputational ramifications for both the State and Federal
Government as a signatory to the World Heritage Convention 1972.

PAHSMA supports most of the proposed reforms which appear designed to improve governance,
transparency and support community, which it is already a leader in. Therefore, PAHSMA
advocates that it should remain a GBE, with only its legacy water and sewerage infrastructure and
services being divested to the appropriate government body.

The PAHSMA 2024 Ministerial Charter considers the important contribution (and impact) that it
and its operations have to the Tasmanian economy and broader community, meeting not only its
local but international obligations.

PROPOSED REFORMS
1. Accountability for Placing Tasmania First

Community Focus

PAHSMA, by its very nature in conserving, managing and presenting its three World Heritage
sites, is already Tasmania-centric. Being largely regionally based, PAHSMA has a track record of
prioritising its operations for the Tasmanian community and acting in their long-term
interests. Indeed, it has been providing water and sewage services to businesses and some
residents of Port Arthur and its environs, which sits well outside of its legislated objectives.

Through long established community advisory groups for each site, PAHSMA has developed a
well-established identity for advocacy and community within its operational regions and
environments.

The divestment or restructuring of PAHSMA from a standalone highly recognised GBE into a
government department or other structure, would likely elicit significant community concern and
political backlash due to the perceived loss of local voice and influence.

Physical entity separation of commercial from non-commercial operations would have major
ramifications for the conservation and interpretation of the World Heritage sites. Recurrent
funding is not at a level to meet the increasing obligations of non-commercial activities which are
the conservation, maintenance and interpretation of the sites.



PAHSMA currently generates 80% of its revenue from commercial operations, which is reinvested
into the sites in support of conservation and interpretation projects and programs, as well as its
substantial infrastructure. Generation of commercial revenue is primary to the organisations
ability to meet its World Heritage and national obligations and regulations, employing 120 plus
staff, and being the key driver to the economic sustainability of the Tasman Peninsula.

Significant business structural changes could also put at risk the ongoing World Heritage status of
the 11 sites together referred to as the Australian Convict Sites World Heritage Property. To also
note:

. A review of PAHSMA annual reports clearly demonstrates a community focus and proven
track record for placing Tasmania first. More recently from the Annual Report 2023-24, the
Port Arthur Historic Site is the fourth most visited attraction in Tasmania and has won
multiple State and National tourism awards.

. 87% of purchases were from Tasmanian businesses or national businesses with offices and
staff in Tasmania.

. $12.745M was expended in employee costs for mainly Tasmanian employees with 199
employees at 30 June 2024.

. $6.382M in gross wages and $0.735M in superannuation was paid to 150 PAHSMA
employees who live on the Tasman Peninsula south of Murdunna.

PAHSMA recently sought independent expert review of the significant contribution it makes to
the Tasmanian economy as the fourth most visited attraction in the State. For every 100 direct jobs
on the Tasman Peninsula, 40 indirect jobs are created.

PAHSMA is only just starting to return to a degree of normality post COVID-19, and any decision
to move away from the GBE model has the potential to significantly destabilise the business and
cause significant anxiety and disruption for staff who are mainly Tasmanian. This would be less
than ideal for a regional-based GBE.

The Role of PAHSMA and capacity to meet expectations

As per our 2024 Ministerial Charter, PAHSMA’s principal purpose is to ensure the conservation,
maintenance and interpretation of its three World Heritage sites. PAHSMA specialises in
providing world class interpretive experiences at its sites that meet visitor and World Heritage
expectations. Capacity to generate a satisfactory level of revenue to meet its obligations,
determines the requirement to prioritise output. Other factors such as the requirement to manage
primary services such as water and sewerage, reduce its ability to focus on its primary
responsibilities. PAHSMA recognises that GBE’s provide unique and specialised services. It
therefore recommends that the provision of water and sewerage services by PAHMSA would more
logically sit with a government entity such as TasWater, whose specialist skillset would better
manage such a service.

Reporting KPI's, Legislative Consistency and Templates
The proposed changes around Statements of Corporate Intent (SCI) (the summary of the Corporate
Plan (CP)) being maintained as an annual agreement between Shareholding Ministers and the



Board on its strategic direction and key performance indicators, which will be publicly available,
generally align with PAHSMA'’s current practices. It has:

. Worked collaboratively with Treasury and Finance to ensure it complies with the legislated
deadlines for presentation of draft CP and SCI.
. Consistently and transparently reported on a quarterly basis to Treasury and Finance,

performance against the CP and SCI which form an integral part of the governance
framework and which are more than adequately focused on meeting PAHSMA's priorities
and objectives set out in the Ministerial Charter.

. Clearly separated commercial performance from non-commercial or community service
obligations performance with reporting systems clearly separating these areas for audit or
other governance review purposes.

The proposal to enhance expectations around the contribution to the Tasmanian economy and
broader community in 2025-26 Corporate Plans is supported by PAHSMA.

Tasmanians at the Apex
The proposal that all organisational charts will have Tasmanians at the apex needs further
consideration and clarification.

More consideration needs to be given to the desire to introduce limits on GBE board membership
(50% Tasmanian) and length of tenure.

Over the years PAHSMA has had many esteemed and highly respected Chairs, such as:

o Honorary Doctor Barry Jones AC FAA FAHA FTSE FASSA FACE FRSA
o Professor Sharon Sullivan AO FAHA.

PAHSMA operates in state, national and international theatres, particularly in the World Heritage
conservation and interpretation space. Limiting the organisational leaders to being Tasmanian
based, risks maximising business performance outcomes and may result in reputational damage
and not align with business requirements.

The current PAHSMA Chair, Grant O’Brien, is Tasmanian born but no longer resides in the
State. Grant’s experience and business acumen was instrumental in leading PAHSMA through
the challenges of COVID-19.

Expertise, either as a Chair or Board member, always needs to be based on their skills and
contribution to PAHSMA priorities and objectives, not their place of origin or

residence. Tasmania may be the first place to look for these skills but to deny talent on the basis
of state of origin, lacks merit.



2.Improving Governance

Currently 67% of PAHSMA’s Board composition is Tasmanian based. The Chair is also Tasmanian
born, but resides on the mainland.

PAHSMA supports regular Board renewal. However, it notes that, in highly specialised fields,
where replacements may be difficult to appoint, the ability to extend Board terms needs to
exist. As an example:

. PASHMA Director, Kristal Buckley AM, who is based in Victoria, is internationally
recognised as an experienced heritage specialist with qualifications in the disciplines of
anthropology, archaeology and public policy. Kristal has served on the juries for the
UNESCO-Greece Melina Mercouri International Prize for the Safeguarding and
Management of Cultural Landscapes, and the UNESCO Asia-Pacific Awards for Heritage
Conservation. This experience, when combined with her knowledge of the Port Arthur
Historic Site, where she was employed in the 1980’s, has been of significant benefit to
PAHSMA.

The issue of conflicts of interest arising from Board members being on multiple Government
business boards is logical and minimising these is supported. That said, PAHSMA already has
sound conflict of interest reporting structures.

At this point in time, PAHSMA has no subsidiaries or joint ventures. However, PAHSMA supports
appropriate governance and reporting frameworks for such entities should they ever be required.
PAHSMA also supports standardising the legislative requirements in relation to the tabling of
annual reports, but notes that some consideration needs to be given to the size of the organisation
and compliance cost and other resourcing impacts.

3.Expanding performance monitoring
In relation to the proposed expanded performance monitoring, PAHSMA supports:

. The introduction of periodic independent Board performance reviews of its Board and CEO
reporting directly to Shareholding Ministers.

. The ability for Shareholding Ministers to request the Auditor-General to undertake a
performance review that is paid for by the Government business subject to prior agreement
and negotiation on cost.

. An ability for Shareholding Ministers to require that a government business has assurance
reviews for infrastructure projects, organisational capability, or of workplace culture, risk
management frameworks or work health and safety undertaken by an independent expert,
with the report provided to Shareholding Ministers.

However, PASHMA is concerned that the proposed enhancements in reporting obligations and
monitoring may create additional and an unnecessary burden on its operations and resources.



PAHSMA is a small unique GBE and, adding further complexity to reporting, will increase
overhead costs to the detriment of commercial and non-commercial outcomes, as well as impacts
on staffing. PAHSMA does not have the resources of a large GBE, and the cost and other impacts
of additional compliance always need to be measured against the value and risk.

It is also unlikely that PAHSMA would have projects over $200M and that Gateway Reviews would
therefore not be necessary or apply.

BACKGROUND

“The Government considers that the future management of the historic site can best be undertaken by an
authority.”

On 18 August 1987, Royal Assent was granted to the Port Arthur Historic Site Management Authority
Act 1987, thereby creating the Port Arthur Historic Site Management Authority (PAHSMA). The
creation of PAHSMA was to conserve and maintain the Port Arthur Historic Site, a major
Australian tourism destination and one of the country’s most important heritage sites.

In 2004, PAHSMA became responsible for the Coal Mines Historic Site. In 2011, the Cascades
Female Factory Historic Site also came under the control and responsibility of PAHSMA. All three
sites, known collectively as the Port Arthur Historic Sites, are included on the UNESCO World
Heritage List as part of the eleven sites comprising the Australian Convict Sites World Heritage
Property, which was inscribed in 2010.

Government Business Enterprise
PAHSMA has been subsequently classified under the Government Business Enterprises Act 1995
(GBE Act) as being a Government Business Enterprise (GBE).

Section 7 of the GBE Act outlines the principal objectives of Government Business Enterprise as
being:
(a) to perform its functions and exercise its powers so as to be a
successful business by —
(i) operating in accordance with sound commercial
practice and as efficiently as possible; and
(ii) achieving a sustainable commercial rate of return that
maximises value for the State in accordance with its
corporate plan and having regard to the economic and
social objectives of the State; and
(b) to perform on behalf of the State its community service
obligations in an efficient and effective manner; and
(c) to perform any other objectives specified in the Portfolio Act.

The PAHSMA Ministerial Charter 2024, which is a requirement of the GBE Act, notes the following.



The principal purpose of PAHSMA is to:

e ensure the conservation, maintenance, and interpretation of the Port Arthur, Coal
Mines and Cascades Female Factory historic sites in Tasmania, and as part of the
Australian Convict Sites World Heritage Property; and

¢ to promote these sites as tourist destinations.

The core business of PAHSMA is:

¢ the conservation and heritage management of the historic sites;

¢ interpreting and presenting PAHSMA's conservation, heritage, and historic
narratives to deliver engaging experiences; and

e operating and marketing the historic sites as premier tourist destinations in
Tasmania.

PAHSMA's non-commercial activities are:

e any activity that has been declared a community service obligation by the Treasurer;
and

e any activity that the Shareholding Ministers advise in writing is a non-commercial

activity.

Under the current Ministerial Charter, the non-commercial activities of PAHSMA are
the conservation, maintenance and interpretation of the historic sites known as the:

e Port Arthur Historic Site;
e (Coal Mines Historic Site; and
¢ Cascades Female Factory Historic Site.

Thank you again for the invitation to make a submission on the Draft Plan.

Yours sincerely

A

Will Flamsteed
Chief Executive Officer
Port Arthur Historic Site Management Authority



! Mr BENNETT (Denison - Minister for Lands, Parks and Wildlife) in reading the PORT ARTHUR
HISTORIC SITE MANAGEMENT AUTHORITY BILL 1987, State of Tasmania 28 July 1987, House of
Assembly: official Hansard, pp. 2714

2 Mr BENNETT (Denison - Minister for Lands, Parks and Wildlife) in reading the PORT ARTHUR
HISTORIC SITE MANAGEMENT AUTHORITY BILL 1987, State of Tasmania, 28 July 1987, House of
Assembly: official Hansard, pp. 2712



