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Atrtacnment o

Quote from emai] messSage ftrom Graham gees, un, 10 Janvary, 1990

fhe Case for Regional Management

Vi |

St;@ﬁg regional management 18 paramount tO the 10ng terM Success of
AARIiet., This paper explains why,

feved
The mal; arglments for Strong regional management aré}

i, It wil] encourage participation,

It is 0f the utmost importance that the network is 'usey' by the
inGle acagemic gng research community to ensuUre its Success., The
mresent netwopks are mainly used uY a few compuier/network

fit

rate groups, It wWil)] require an enCrmous promotional andg

ational effort t0 achieve a mMuUCh higher pernetratiom, The way to
sye tpis 18 tarough cocoperative efforts on g reglional hasis, It
airmiy wont e achieyey by tne few Sta¥f propnsed for the Central
gement Grous trying to coorginate Sucn an efforr Australia

ek

wide. It also wWont e achieve ¥y Many ingivigual inStitutions = simply
because most o't Laye tre pesoudpces, Lt owill e achieven 1y a
cooperarive effort within the redions. fhe very ides of the rcaions is

tna8L there 18 CoMmOn interesSt wpicr promdtes a Strocd Sernse Of

H
)

nG acd cofepation, This 1s ceprtainly true witnin Queensland
Strate, LY tne Gripey geveloumentS, which were initiated ltona
‘he attiyities summarisey in thne AVCC cocument., The
yoment funi0g procosen vy the Queenslang region {and

1y approved by the AVED) was included naptly fop this

1

-,

2, It wil] encourade ¢Coneration between institutions within the
??QiOnS,

¢re hal heen an empnasis pecently On eNCOUrading (0int projects

i riturions and petween institutions ang commercial
rrong reglonal managemenrmt any COOperatiom will
th ventureS, The Technotlogy Quaprangle im South
tand 15 an inftiative 0f four Universitie$S tO fOcuUS theip
search expertise to attract (0int fUnging ang orovide
ransfer to government and 1ndusStey, Such cooperation
ve to poteptial commercial partners, wWhich has presulted in
commercial ov@&niSﬂtfﬁnS mowing To Uueernstand,
reflect the hierarchY OF manY Of the poténtial partners
ment pOdies wWith whicn the institutions have pusiness
Stote GovernMents are more 1ikely to provide funcging and
activities which henefit the whole State.

AARier management ,

a mucgh €asier ang hottrerp
Lo region tO nationa
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To cappry OUt the operational mandgement responsibility on hehalf of
these nodies the following nropO8als have peen maries '

i (1) The opepational resmon$1bw}1ty 0f the Mational Backphone Networ
is the ma?mr@naﬁﬂe of intepconnection *ac!11t1es hetween each Heqﬁona} netwonr
as a yational network Service, ond alSO intercomnection of this national
netwof# Wwith peer acagemic and reSeagrch metworks overSeas, Thi®  ared also
covers the maintenance of the operation ©f netwo rk mopnitoring equioment and
application QateWa¥Ys.

{ii) The operationa) reSponSihility of each of the the regional
networks is to maintain the neceSSary links to ipterconnect every meémper St
within the region and 8ls80 the 1inks to the interface petween the national ay
Regional netWork. §

Each RegiOnai Hetwork ¢oﬂf1qupdt1nn ingludes the DPOviSiQn ot a
negional .etwork {entre, sited in eacnh State capital, This centre hOUSeS (he
eauipment Wwhich interfaces the pegional Metwork into the Mational packrone,
and aitso peovides tnpe termination equipment tor the links from the centre to
each memper site, tach Reaiopnal Centre 18 tO be nosted by a higher education
institugion witeip each State Capital.

Witnin each redion the network infraStructure will vary AR R
Statre, while still adgnepring to the bhaSiC apprOacn taken for the implementat
0f the wackpOne network, Jhis aporoach nominates the formation of regional
Network mamagement ,Odies wnose brief is to provige this infraStructural
Support Within €acn pregion and 3180 to til)] the operational managemént role
for tne resultant Regional iHetwork,

A comparaple pariomal Brrucrure is reguired +t0 Mmanayge the Mational
Rackbone network. fnis management structure 18 proposSed to incluge a hotiona
Management Commitree as the oyepall policy Hetermination hody. Reporting to
9;«»3 commi ttee 18 a Network MagnaQement aroup, whif-‘ Wwill includes a numper o
?u!i timeé Sta ¥ poSitions t@ provide exeCutijve functions, tebhwxcal managemen
ﬁ@tmhrk oparations and engl ineepring sSunpOrt and network 1nf0rm&t10n Sseryices,
It is intenged 0 gstan]ish this body under the aegis of the AVCC, although
its reSponsibilities will he to the funaing partners through the AARY
Management Commitree,
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At tachment A

Quoted from A Progress RenOrt on the AARNLY, posted to HEWS by Geoft
Huston, dated Sentember, 1989,

[.003
4, AARN Bouies

There a&ee & npuUMper ot commitrees ang Structures which khave peen Set Up
to perform much Of the planning activity to gate. There aresd

(i) The AARy Steering Commi tee, chalred by Professor K, McKinnon,
Vice=Chancellor, The University of Wollongong, The committee comprisSes
representatives of nigher egucational institutions and CSIRD, The prief of ¥
this committee 1% to provige overal] girection and policy determination during
this estaplisnment phaBe of the oroject,

(112 Ine AAR., Technical wopkinyg pParty, Crnaired by Dr R, Erskine,
Director, Compuping Services, 7The Australian vational University, this
commigtee inCluses network managers fpom nigher educational institutions and o
C81Ir0C peppesentative, Thne or1ef af th is committee is to provige addyice on the
appropriate tecenglpgies to use within the sesign of tre regwork,

(i11) Pegional .etwork Grouns$ witnin each State, TheSe grouus inCune
retwOrk mManaders drawn from  all higher eolUcational institutions ang CSIRO )
divisions Wwitnin the State, These gpouns are tO0 nrovidge specific definition of
the deSign of Regional networks, and alsSo® to provige the framewopk for the
SuhseqQuent overgtiopnal any management infrastrlcture of the Regiona)l netwWork,

los.l
B, HMARN Implementation Program

The Opjective ©f the netwWork implementation program is (o rapidgly 3
estakhlish a higr performance national computer network which proviges a se¢ of
common communications$ Seryices tO0 ScholarsS ang resSeadarchersS throughoUt the
nation,

rpis nigh perfOprmance network Will comprise a common hackpnOne netwdrk
hale gnht State Regionad} netwopks, The hackhone network 18 designeg to Carpy
deta trafffc petween each Regional network ang also providge the interface
uetweﬁn_AuStralia and peer tntermat10udl networks, The eight Regicnal hetWorks
are configured with interfaces from each State Capital city (Brisvane, Svdney,
Canperra, Melbourne, Agelaide, Perth, iOpart, Darwin) into the hackbone
netwopk,

{...]

As well as physicael network desi@n, the major aspect of the netwopk
mpiementation orogram I8 the reQUired nNetwork management Structure, Tne
proposed AAKW ManaQement Structure uSes a similar oiuiSiOh into National and
pregional areas of responsipility (0 that Of the physical network StruUCture,
The folilowing paragraphs wprovide more details of this oroncsSed Structure,

The recommeénpdations heind made t© the AYCC, ACPP  and CSIRO are that
the network S$nouly ne jointrly oWwned nY tnese three hodies, ana that thesSe
nocies are t0 he the uUltimate point 0F network policy determination ang
resolution and meanagement PESHOn3inilitye
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witp all ui=plus memhers, rathep tnan a small numper Of reQl10nal

-« networks.,

4) plexibtiltity ana responsiveness to (0cal conditions

.w—~“‘mw-““”~.‘“Qmﬂ*—“ﬂ—\“h“w‘*mvu’w“-"‘nﬁw‘-’"““’.“‘ﬂa”-h-

The big disaster of 2 centralised management structure is 1¢8

- inflexipility and lack ot responSiveneSs. The differences petwgen the
regions are VaSt and verY {mportant, Contrast Gueensland With 118
pre=existing network and management structures, Tasmanis wWith 1S

. single member, victorid witn jtg contusion, South Austpralia with 1tS

coneiguity advantages, etc,

negions have needs that will mean local alterations to netional
priorities, In GueenSland again, the technology Quadrangle cogcev;
orOpanply places mUCh more emphasis on high speed 1ocal communication.

| - T think in Soutny Austpralia, We wWOUlg 1ike to ¢onnect Flingers at £

{ Mpp$ rather SooOner thanh the national prioprities might indicate,

? @ Regions may also need extra protocols, Again, Queenstand could wel)

i benefit from using the x,25 capabiliries of tne cisco routers to

i implement GTIpet over AARmwet, And ipn SOuth Australia tpere are

. arouments for running X;S over the regional netwoprk (to allow a remote

| ICom network hejonging to SAIT put situated at Flingers to use SATY
resources), Uueenslang agaein may well wisSh t¢ charge for negwork
- craffic in a way quite agiffeprent from the models proposed nationally.
‘Many of tnese reduirements mean that regiomal management Of AARNet
: modes s required; national integrity is assured by national
'» mansgement of eitnepr the reglional hup node, Or preferably by national
management of the regional interface,

- 5) Steering Committee position

O B By U o B ok T 4 S A WS QR U w WY RID TR 4 O G W g W R W A S es

& 1 have not vet seen the minutes Of the 14 pecemper, 1989 Steering
Committee meeting, A Jot will depeng on the precise wWording 0f thOSe
minuteS, I think it was a very difficult meeting to minute, With tew

. preciselyY worde RpOIintS Of reSO}UtiOn {and no© forms reSO}utiOns).

My memopry i8 that the Steering COmmittee recommengec a position

- somewnat Letween the original regional mouel (Suoported hered) anrd The
whotly mational model in the gecretoriat's Mapagement Paper, This
WOUld he (0 Starf witpr a Cehtraliseq mo.iel givern the argument that

. essentially PO StrOng regional management existed, (The argument is
valid ajmoSt everywnere, excént in Queenslani,) There would then Le a
move tOwardd MoOre regitnal Management as the ygroups developed and

- became capaple of taking over reSponsibilities,

, I suggest that we Syroul. develon along these lines, but that

o o ¢ Ay 1S R *y i f i

i W Queenslang's exist i 9 S rong reglonal Management sholld he recogniSed,
& and regicral mansucient should he -jevolvey in Queenslong immediately,

" for a tria)l perion of one vear., The reSuUlts Of this exveriment will
help the AApletr foapd determine the future of regional versus
centraliSed Manggement .

L

Chris rRushridge

Academic Computing Sepvice Manager, SA Institute ot Technology

ACSnet: Chris.Rus. ridgeslevels,sdit.oz [,aul
InfoP81; Chris Rusbridgedsait,edu,au (DTE S0B2s2622004)
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I+ therefore camé 38 & majOr ShOCK 0 MODT DEODIE WHSH YeUr [ Gl Wit
@ had to stanmg Up at the Adelaige Shop, ang LronO8e the CUrrent

-

mogel, | Saw absolutely npo sign © pport for the idea at the
netwoprkshop, (see agtaChments 8 to BEl. [ quuath‘”e with Geoff and

& ropin in naving to nropoSe something Wwith wWhich they may well not have
been hapbyY?: the reSult, however, Came acroSsS tO mMOSY pgom‘e there as
rigigity and inflexipility, This Seriously gamageg thetr “remltillty

5% ar a quitge crucia} rime. Tne qualities of rigiditY ang inflexibiligy
are the classic fears that people have of centralised buveaUCnaC1€S
and it i a Serious pproplem that theSe QUalities were myg anifest at the

& moment ©Ff announcement.,

e

S o

-
-ty
-
-

g to pe di%fﬁcuir TOr the centraliSed momel tO precov
st poUS Start, Geoff's credipility, in particular, i8S :
crucial to the SuccesS Of the network, particularly in e

e Mmodel,
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nent and Sense of ownerShip of participants
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rakam Kees apd well for the Sense Of ﬁmmitmEnt that a sense
(see attachment B)., The centrajist mode] bring
of alienation, ang the expectation that "they” will solye
emS,s The regional mogel brings the realisation that we he
3 rhis was very apoarént at the MetworkShopi Hans
hérd to peprsuage US that "theY" coulg not o
it was clear that moSt peonle Saw nroOplems with i
mapagement to glve focus to the co=operative effort that is

13

The resSult 0f trese expectations are that eltner the Contral resource

o neess to e hbuilt Up (o m@@t themM, opr the€y are not met, and Aquality
amd use d0 n0t grow a8 expected.

F* Imn tre ftgiCha3 casSe, On the Gti€r nand, Many SUCh suUpnort ing
Structures Will grOw natuUrally oUt 0Ff InCreasSing co=0peration, anmd
will rena to re=inforce that co~Operation,

&

1) Lesources ang, timejiness
G D e AT s WS g W G S Ng WA gp S e TR me S0 wis TN am W R M

&P
There are many j8sUeS that Can he gevolved t0 an effective regional
Structdre, WithoUut this Structure,; as mentioned antbve, these 1s5sues

o must e carrled out centrally, or Omitted. There 18 an increasing list

Of things that people

t k are very impOrtant that are not helng done
heCause there ape vusuf

-
cient central re$o0urces available

I believe this network pequipres at least 3 times the puggetted effoprt
to make it wopk, If this effort 18 central, it will cost directly on

L

& the budget. 8nd I don't believe We will get it until we can
emmmg§r5{¥ that the negwoprk i8 a dis 05%9; without it (management hy
crisig) Th other way to0 Qet thiﬁ eff t is through volunteer effoOprt,
sner@ are relatively few whw are Iirg t0 put expensive resources
Inta terms National m:eatp while co=operative regional
Cro rapialy gacmi\g in importance, and it's much easier to

time op even Jocal money into things that

~3
Suade peopie to put
it tnelir region.

ide eftfect of lack 0f resources is the proplem of timejiness, It's
- jusy Going tO take mucgh longer t® do if the central Staff have to deal
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Froms UGVAX: 3 COREES “Granam REEST 1R-JAN=1990 15:2R:15,79
o | To: AQUEST
‘ CCs CCREES
Subi: Chris Rusnridqe Comments on AARWG
@
From: PSI%SALT EDU AUz IN%YChpis kusbridgedsait , equ,au’ 18=JAKN=199D ;aﬁ
To: g)hQOQdLSC.AmU.tUU,AJ, pxequ»ﬁcoC.AuU.LuU.Au, cereesgUQVAX UR, ELU
i CC: ‘
' Supi: Text Of fax going to Jopm Mullarvey re Regionagl manageMent
@ Dates Thu, 18 Jan 90 14:26 +083¢

Feroms Chris Rus radgemSavt edu,auy .
, . Supiject: Text Of fayx @oing to John Mullarvey re 99910nal management
@ Sengepr: Chris Rusbridye <CCCARasait, egu,au»
‘ To: gih900aC8C,ANULEDUAY, rxequvwﬁbf AU EDU AU, ccreesalayAx, ug. Epu, AU
X=VMSwTos
INE oiR90gacse, anu egu,au’, In%"rxe90gacsc,anu,eduau’ , IMNirccreesguaguax, u!

sent i the AARNet
Ei-d oot P ot B
ne aple to be preSent at tpe meeting on 24 January, 1990 at
P when tne oecisions on AApaet management Strlctrlure
3 "n% are finalised, I thought 1 shouly Spernd Some time
putting f¢ tae argumentsS for more regional marmagement o35 I
<% Upgerstanag t .
I summarise the arguments in 4 groups as fo)llows:
@
al expectations and ¢resililicy
& bl commitment and Sense o0f owpeprShiy of rarticipants
£) resources ang timeliness, anq
‘ e
d) flexibility any responSiveness to Jocal conditionS,
- To summariSe the arguUments even more ori€fly, I and Others pelieve

that it will rot e impossinle t0 huila @ network with the currently

planned centralist approach. Ut the result wil) pe less effective.
@ tess useful, less useq, ang Will generate more it1=will then the

regional moge|., Thne coMmeariSons are the SUCCESS Of the US Internet,

and tne thinly gisguiseq contempt in which the UK's JMT is held hy
o many uSers, ‘

At the end I nhave 8 ppoposSal f0r & mMoOye toward$S more regional

w management in 1991, Starting with immediate devolution of regioan]
management in Queenslang f0r a trial pepriod, :

& 1) Expectations and credipitity

& Right from the start of the curpeént AARI.€t MOgeis, at the 1988
Netwoprkshop in Sygney, the regacna} model wWas Seen a8 tne only

B practical so¥ur10n, Time opd agaip in progress reports, Geoff

P re=stated and re=inforced this idea, which was accepted by the
Steering Committee ang by _the Ay=CC, I nave Quotes Jater from the
Progress report Which Geoff nubi‘bhed a8 recently as Septemper, 1989,

@& rewstating this ¢mmm%¢mgnt {see attacnment A),

w

S . e AR DR . S S, e s+ iy iy e g S eSSt B A
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Attacnmeng £

QUote from JOhn LOCKWOOy, SACAL in emoil messoge jateu 9 January, 199§

!

1 suggest that intially '2' (ie mixeg Services) in the firSt 12montns
[ -

With a move toWwarygs$ '3'. I 4o mrot think that the use of the word ‘owned’
is impOprtant = managemént is crucial, I would preter that Canberra (ie ARRNet
suppoprt) COnCentrate on planning ang Strategic i8sues and as impjementation

OcCuUrS the management Of that which 18 in place pe left to the reqions,
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Quotey from Rrian Glaet,er, HoSeworthy in email message datcd 11 iec,
1989

> SO’ ?lCN St?‘()x‘ﬂﬂ‘y’ (_‘J‘o We Wish the 0!‘"‘9&”"55«3'(30{. to Pef‘@ct‘ t‘}'\e Or-i(;inas
> regional nlans, and how S00n?

I woujg out for Strongly regional as S0on as i 0ssinle,

UnqerStang that AARL will have a regional guy Unger c¢Ontract tO0 Manage the
soal nubh. 1 sugQest that this perSon he responsible for the interface

pur region gny the nationmal hub, and petween Qup cegion and the mempers
region, Onvious)y, these regional hub managers sShoulg lisise at the

L8] Jevei rO exchange views ang Se€t Standard$ juUst as the -Joca] managers
1iaise with theipr regional hun Manager, el i e
the regional hUn mapagens Should take priority over local level wirectives from
regional Steering committee,

I see raL} ems ancd Standards heing resolved at a local, then regional, then
vat'OnaE jeve] 80 that no one individual ©r group of ingiviguals carries the
whole pburuen of tne AARY,

{)

tnink that theY Spnould pe aple LO comment Op any proposSed Changes SO g
ey maintain an overview of the situation,

Ajthough 1 ¢0 not think that mansgement trom the national level is appropriate,
A
th
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Attacnment C

Quotey from email meSsage from [erny [8nning, Agyelaide 11 pec 199
{*..}

From my point Of view tne oroposal, as ] unaerstand it, that AAp:
should have jupisdiction Up to the nodes in indivigUal organisations is not
ON, Their Original wroposal to funn and mManage uUp to the regiomal hupls was
sensihle but that$ whepe it Should end. What the regions g0 on their sige
of the hup 168 theip pUsiness and i+ theY Screw it up that is their proplem,

o)

I think we nee; t0 s
stop immediately, what app€ars to heé an implicit acceptance by AARN

management, that tney know all the anSwers, that as |ong as we foljow
their advice We will be ok and that infajlivility resides in Conperra as
well as the vatican,

T ety B e e R AR e
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8sily arpranide ¢, is
0O0neratrive Spirit
1 institut10n

is regional covweration nas$ reSultey inm henefits
rthe region ang tre AVCC should 1aug and

tY by recoanising the impOrtance of regions,

uSsion ard decisions are made in g (lively) .u,
i8]
8

4 3

-

5C

I
: i
CouUraye Such actiyi

Each institution (or memher) will have petter representation ‘at the
nagtional level through the regional mansgement group thanm in the
present AVCC propoSed management StrUcture,

4, Specia| Regional Consjderations,

o3

central control ©f a network, which proviges services to mempers

¢
Spread over an area tne Size of AUstralia, will teng to 'normalise' the

network, The regions 40 have yiffering research interests and =
requirements which may require, from time to time, special network
configurations or seryices, The regions must have e e e

proyige facilities which are in their own interest, 0f course Such :
facilities couly pe proviged sevarately, nut this is not within the Spipit

0f the cooperative Alidet ventupre,

{...]d




