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EXECUTIVE SUMMARY 
This investment case documents the justification for planned investment in corporate IT systems. It is 
based on evaluation of current systems and assessment against the IT Asset Lifecycle Management. The 
assessment included estimated costs (development, implementation, ongoing operations and 
maintenance), the business value, and risks.  

It is proposed to invest in corporate applications renewal through the FY22/23 to FY26/27 regulatory 
period (referred to herein as 2023-27). The proposed investment is required to address the following 
drivers: 

• Renewal of aging IT systems for sustainability, supportability and security in line with 
Powerlink’s IT Asset Lifecycle Management 

The systems supporting Powerlink’s document management (20 years) and stakeholder 
management (10 years) business functions are approaching end-of-life. In line with Powerlink’s IT 
Asset Lifecycle Management policy, this renewal investment is required to provide efficient, 
sustainable business capability and processes.  

• Meet the requirements of Queensland State Archives and Document Management Maturity 
level. 

In June 2018, Queensland State Archives (QSA) released the Records Governance Policy. The 
Records Management Improvement Plan provides a plan to improve record keeping maturity level 
from the current level of “developing” through “acceptable” level and finally “managed” by end of 
2026.  QSA require agencies to show continued improvement in recordkeeping through annual 
reviews. All agencies are expected to achieve “acceptable” or above.  

• Replace current document management solutions with solutions to meet emerging needs in 
compliance and mobility 

With COVID-19 and increased need for information in the field, there is a need for a document 
management system with the capabilities to support a mobile workforce working across many types 
of devices. Current gaps in capability for supporting mobility is being met through Powerlink 
developed solutions which are increasingly difficult to maintain. 

There is a need for a contemporary document management system which supports Powerlink’s 
evolving requirements for a mobile workforce with IT systems based both on-premises and cloud 
environment.  

• Opportunity to leverage the renewal for improved stakeholder management  

Through optimised renewal of the aging stakeholder management system, Powerlink can improve 
its ability to capture, maintain and share stakeholder information including agreements, meetings 
and other pertinent information. The improvement supports improved access to information in the 
field and reducing the need for manual processes and data duplication. 

 
The initiative value assessment results reflect a strong alignment, on or near 75% across all four 
assessment parameters. 

 

The risk benefits gained from investment in the recommended option include a reduction in the assessed 
risk profile from Significant to Low for all identified risks. This is as a result of a decreased likelihood of 
operational impact and cybersecurity risk reduction. Ineffective document and stakeholder management 
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can lead to poor business function and incorrect information. The recommended option also makes 
efficient use of cloud and emerging technologies through optimised, modern capability. 

The following three options are considered: 

• Option 1: Base Case (counterfactual) – Retain existing systems and defer replacement 

• Option 2: Cyclic replacement of document management and stakeholder management 
systems (Recommended) 

• Option 3: Best in class replacement of document management and stakeholder management 
systems 

It is recommended that Option 2 be implemented as the least cost solution to meet the identified need. 
Total forecast non-network (IT) expenditure for the recommended option is  capex and  
opex (FY21/22 real terms) with an NPV benefit of $0.26M relative to the base case counterfactual. 
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stakeholder engagements with project proponents as well as communities. As the stakeholder 
management system comes up for major renewal under the asset lifecycle, a contemporary solution is 
required to support stakeholder management and ensure effective communications and compliance with 
agreements with stakeholders. A mobile capability is increasingly required to maintain efficiency. 

 

The following investment drivers have defined Powerlink’s investment need for the period 2023-27: 

• Renewal of aging IT systems for sustainability, supportability and security in line with 
Powerlink’s IT Asset Lifecycle Management 

The systems supporting Powerlink’s document management (20 years) and stakeholder 
management (10 years) business functions are approaching end-of-life. In line with Powerlink’s IT 
Asset Lifecycle Management policy, this renewal investment is required to provide efficient, 
sustainable business capability and processes.  

• Meet the requirements of Queensland State Archives and Document Management Maturity 
level. 

In June 2018, Queensland State Archives (QSA) released the Records Governance Policy. The 
Records Management Improvement Plan provides a plan to improve record keeping maturity level 
from the current level of “developing” through “acceptable” level and finally “managed” by end of 
2026.  QSA require agencies to show continued improvement in recordkeeping through annual 
reviews. All agencies are expected to achieve “acceptable” or above.  

• Replace current document management solutions with solutions to meet emerging needs in 
compliance and mobility 

With COVID-19 and increased need for information in the field, there is a need for a document 
management system with the capabilities to support a mobile workforce working across many types 
of devices. Current gaps in capability for supporting mobility is being met through Powerlink 
developed solutions which are increasingly difficult to maintain. 

There is a need for a contemporary document management system which supports Powerlink’s 
evolving requirements for a mobile workforce with IT systems based both on-premises and cloud 
environment.  

• Opportunity to leverage the renewal for improved stakeholder management  

Through optimised renewal of the aging stakeholder management system, Powerlink can improve 
its ability to capture, maintain and share stakeholder information including agreements, meetings 
and other pertinent information. The improvement supports improved access to information in the 
field and reducing the need for manual processes and data duplication. 
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1.2. Investment Objectives 

This investment in document management renewal will deliver on the following objectives: 

• Ensure the ongoing supportability and sustainability of the core systems enabling Powerlink’s 
document and records management business processes. 

• Support process improvements and effectiveness and information accuracy / integrity through: 

o Improved capability for staff in the field and working away from the office through suitable mobile 
applications including the ability to work off-line where mobile coverage is an issue 

o Support for document management with on-line collaboration tools such as Microsoft 365 and 
OneDrive. 

o Secure access to Document Management for on-site and off-site contractors and other partners. 

• Achieve Document Management maturity level “Acceptable” in line with requirements from 
Queensland State Archives 

 

This investment in stakeholder management renewal will deliver on the following objectives: 

• Ensure the ongoing supportability and sustainability of the core systems enabling Powerlink’s 
stakeholder management business processes. 

• Support process effectiveness, and information accuracy, timeliness and integrity through: 

o Improved capability for staff in the field and working away from the office through suitable mobile 
applications. 

o Ability to work with stakeholders while outside of mobile coverage, e.g. rural landholders 

o Improved integration with other systems such as incident and emergency management systems 
as well as field delivery systems. 

• Align with privacy and information security standards. 

 

1.3. Alignment with IT Application Management Guidelines 

Powerlink’s applications are maintained for supportability, sustainability and security consistent with 
application asset lifecycle management (ALM) principles aligned with the “PACE” model developed by 
global research and advisory firm Gartner. 

Under the Gartner PACE model, applications are classified as either Systems of Record, Systems of 
Differentiation or Systems of Innovation with considerations of: 

• The nature of business processes supported by the application; 

• The pace of change in both the business areas and technology domain; 

• The strategic focus for the business area; 

• The nature of stakeholder ownership; and 

• Risk and funding models. 
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1.5. Investment Overview 

Powerlink’s corporate systems and processes are core to the general business operations of all business 
areas and functions. The proposed investment in renewal of document management and stakeholder 
management capability is essential for ongoing efficient and sustainable business operations.  

1.5.1. Current State (2020) 

Document Management  
Powerlink’s document management system enables the recording and control of all documents across 
Powerlink. The system supports core document management functions including: 

• Permanent retention of documents 
• Security and access framework 
• Approval and Publishing 

Powerlink has a number of external service providers providing core business services such as 
maintenance, design and legal, all requiring access to the document management system for access to 
documents and lodging of documents. 

The core platform for document management is Objective. A range of in-house developed ancillary tools 
and products are also used to support document management process. The current systems are shown 
in the diagram below. 

Stakeholder Management 
Stakeholder management provides the capability to manage and distribute stakeholder related 
information. This includes all aspects of stakeholder engagement including personal details such as 
names, phone numbers, addresses, job titles as well as agreements, meeting notes and action plans. 

Stakeholder management includes the integration of information with other corporate information to 
provide field staff with a complete view of assets and properties such as environmental work plans. This 
capability is critical to support ongoing network projects, maintenance and operations. 

 

1.5.2. Target State (end of proposed investment) 

Through this asset lifecycle renewal investment, Powerlink will seek to renew its document management 
and stakeholder management systems with contemporary capability for long term efficiency, sustainability 
and supportability.  

The renewal of systems across document management and stakeholder management functions will 
support the simplification of processes and enhance the sharing of information across systems through 
improved business capabilities. 

This renewed capability will be integrated with the refreshed ERP Asset Management and GIS solutions 
to support end-to-end process effectiveness and quality efficiencies e.g. integrated views of stakeholder 
and corporate information). The existing field mobility solution will leverage the renewed capability to 
provide in-field viewing and maintenance of stakeholder information including support for off-line viewing. 
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2.2. OPTION 2: Optimised replacement of both document management and stakeholder 
management systems (recommended) 

The existing document management and stakeholder management systems will be renewed consistent 
with Powerlink’s application asset lifecycle management guidelines for ongoing sustainability, 
supportability and security. 

Powerlink will leverage this opportunity to revisit processes to support planned productivity improvements 
in the document management and stakeholder management processes consistent with contemporary 
practices across the enterprise. 

2.2.1. Option 2 Assumptions 

This recommended option has been estimated based on the following assumptions.  

Construction Cost and Scope Assumptions  

• The project costs are based on a build-up of forecast resourcing, vendor & specialist services, as 
well as software licensing costs as detailed in the table below. 

 

 
Table 7: Option 2 Cost Build-Up ($real 2021/22) 

This estimate is based on standard unit rates with estimates based on previous projects of similar size 
and complexity.  

Replacement projects for both Stakeholder management and Document Management are planned over 
a 24 month timeframe.  

Business cases will be prepared for each solution to clarify requirements, scope, cost and risks. The 
procurement is expect to be an open tender process. A business readiness assessment will be 
undertaken before the commencement of the project. 

Ongoing IT Operating costs are expected to be similar to current costs, therefore current costs have been 
used in estimating future costs. 

Available solutions will be available to meet Powerlink’s document management and stakeholder 
management scope. Particularly document management solutions are available to fully support maturity 
level “Acceptable” are available. 

Along with replacing the existing document management system, significant change management is 
required to achieve maturity level “Acceptable” as required by Queensland State Archives. 
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Figure 5 below summarises the risk position of adopting option 2 (pre- and post-mitigation assessment 
of each risk tabled above).   

 
Figure 3  Option 2 - Risk Assessment 
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2.3. OPTION 3 Best in Class replacement of corporate systems 

This option will seek to best in class solutions for document management and stakeholder management. 
The best systems available in the market would be identified and implemented to provide Powerlink with 
strong capability over the next asset lifecycle period for these applications, typically ten to fifteen years. 
This will provide significant capability uplift compared to a like for like system replacement approach. 

 

2.3.1. Option 3 Assumptions 

This option has been estimated on the basis of the following assumptions.  

Construction Cost and Scope Assumptions  

• The project costs are based on the Option 2 build-up of forecast resourcing, vendor & specialist 
services, as well as software licensing costs (page 13), but with increased planning and design to 
reflect the additional effort associated with planning and implementing a new system that needs to 
be highly integrated. 

• Best in class solutions will be substantially more expensive than like for like solutions, It is estimated 
this will lead to a 40% increase in licence costs and support costs; 

• This preliminary estimate has been uses current standard unit rates for Powerlink internal and 
external resourcing. Effort estimates are based on previous projects for vendor software and 
implementation cost estimates.  

• At project commencement, ta business case will be developed to refine costs and impacts for this 
investment. Standard procurement activities will be undertaken to further inform costs and solution 
options. 

Operating Cost Assumptions  

• IT operating costs are forecast to increase as a consequence of the continued volume of independent 
systems. This is likely to be further impacted by a return to full licence maintenance (L&M) charges 
in comparison with previous support-only arrangements. 

Other Assumptions (Non-Financial) 

• Commercially available solutions will be able to meet Powerlink’s corporate systems requirements. 

• While this investment is replacing existing capability, the implementation of more contemporary 
capability will require business change management. It is possible that business areas are impacted 
multiple times through the progressive delivery of replacement capability.  

2.3.2. Option Benefits 

The following benefits may be achieved with selection of this option. Financial benefits are identified as 
“per annum” ongoing savings where relevant and will begin accruing following implementation of the 
option.  

The potential range of benefits matches those of Option 2, along with benefits from the extra initiatives 
and system replacements. There is a risk to the delivery of the benefits due to the large business change 
across the enterprise limiting the ability to capitalise on all new capabilities in the short term. 
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3. RECOMMENDATION  

3.1. Recommended Solution 

It is recommended to endorse “Option 2 Cyclic replacement of document management and 
stakeholder management systems”. This option represents the prudent replacement of core systems 
capability, ensuring ongoing sustainability and support for broader business improvement, consistent with 
contemporary workplace.  

Delivery of the recommended option will begin in FY24/25. 

Total forecast non-network (IT) expenditure for the recommended option within the 2023-27 regulatory 
control period is  capex and  (FY21/22 real terms) with a 10 year NPV benefit of $0.26 
million relative to the base case counterfactual. 

3.2. High Level Timeline 

Figure 7 (below) depicts the planned timeframe for implementation of the recommended option.  

 
Figure 5: High Level Investment Timeline 
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3.3. Initiative Value Assessment 

Figure 8 (below) summarises the planned initiative value across parameters of:  

A: Strategic Alignment and Value 
B: Ease of Business Change 
C: Architecture Alignment 
D: Ease of Delivery and Operation 

As indicated in the figure, the planned investment is at or approaching the 75th percentile in assessment 
against parameters A, C and D. The investment scores lower against parameter B, which is reflective of 
the potential business impact associated with the renewal of contemporary document management and 
stakeholder management IT systems capability.   

 
 

 
Figure 6: Initiative Value Assessment 
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Appendix A: Glossary of Terms  
The following terms or abbreviations are used within this document. 

Term Definition 
AEMC The Australian Energy Market Commission 

AEMO Australian Energy Market Operator 

ALM Asset Lifecycle Management 

Capex Capital Expenditure 

CIC Critical Infrastructure Centre 

COAG Council of Australian Governments 

ECDT Executive Committee for Digital Technology 

GIS Geographic Information System 

IT Information Technology 

NPV Net Present Value 

Opex Operating Expenditure 

OT Operational Technology 

PQ Powerlink Queensland 

TNSP Transmission Network Service Provider 
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