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Canberra ACT 
10 June 2025 

Dear President 
Dear Mr Speaker 

In accordance with the authority contained in the Auditor-General Act 1997, I have 
undertaken an independent performance audit in the National Disability Insurance 
Agency. The report is titled Effectiveness of the Board of the National Disability Insurance 
Agency. Pursuant to Senate Standing Order 166 relating to the presentation of documents 
when the Senate is not sitting, I present the report of this audit to the Parliament. 

Following its presentation and receipt, the report will be placed on the Australian National 
Audit Office’s website — http://www.anao.gov.au. 

Yours sincerely 

Dr Caralee McLiesh PSM 
Auditor-General 

The Honourable the President of the Senate 
The Honourable the Speaker of the House of Representatives 
Parliament House 
Canberra  ACT 
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 Boards play a key role in the effective 
corporate governance of an entity, by 
maintaining a focus on organisational 
performance and conformance with relevant 
requirements such as the Commonwealth 
finance law and enabling legislation.  

 The National Disability Insurance Agency 
(NDIA) is a corporate Commonwealth entity, 
and the Board of the NDIA (the Board) is its 
accountable authority with duties under the 
Public Governance, Performance and 
Accountability Act 2013.  

 This audit was conducted to give assurance to 
the Parliament that the Board has effective 
governance and oversight practices. 

 

 The governance of the Board of the NDIA 
was largely effective. 

 The Board’s governance arrangements 
are largely consistent with relevant 
legislative requirements. 

 The Board has established partly 
fit-for-purpose arrangements to oversee 
the entity’s operations. 

 

 There were three recommendations to 
the NDIA, relating to managing conflicts 
of interest, the frequency of NDIA Risk 
Management Framework reviews, and 
strengthening Board oversight of NDIA 
performance by more consistently 
seeking further information or assurance 
from management where relevant.  

 The NDIA agreed to all three 
recommendations. 

 

 The Board may include a chair and up to 11 
other members under the National Disability 
Insurance Scheme Act 2013. 

 The Board Chair and eight members have 
lived experience with disability.  

$41.85 bn 
NDIS participant plan expenses 

in 2023–24; a 46% increase from 
$28.63 billion in 2021–22 

46 
Number of Board meetings 

held between 1 July 2021 and 
30 June 2024 

29 
Number of appointments to the 

Board from 1 July 2021 to 
1 January 2025, including 18 

reappointments 
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Summary and recommendations 
Background 
1. Corporate organisations, including in the public sector, often have a board responsible for 
their governance. The Australian Institute of Company Directors (AICD) refers to governance as 
the systems that direct and control — or govern — an organisation1: 

Governance enables authority to be exercised appropriately and for the people who exercise it to 
be held to account. Good governance is about the effective way decisions are made and power is 
exercised within an organisation. 

2. In March 2025, 74 Australian Government organisations have a body corporate status — 
known as corporate Commonwealth entities (CCEs). The governing board of a CCE is often the 
entity’s accountable authority with specific responsibility for ‘leading, governing and setting the 
strategic direction’ for the entity under the Public Governance, Performance and Accountability 
Act 2013 (PGPA Act).  

3. Boards of Australian Government entities must govern in a way that complies with the 
requirements of any enabling legislation, the Commonwealth finance law (which includes the 
PGPA Act and the Public Governance, Performance and Accountability Rule 2014 (PGPA Rule)), 
and other applicable laws and requirements. 

4. Organisations, including CCEs, with governance boards vary significantly by function, and 
governance boards may also vary in their composition, operating arrangements, independence 
and subject-matter focus, depending on the specific requirements of their enabling legislation 
and other applicable laws. 

5. The National Disability Insurance Scheme (NDIS), established in 2013 under the National 
Disability Insurance Scheme Act 2013 (NDIS Act), provides funding for planned supports for NDIS 
participants — people with permanent and significant disability. Commonwealth, state, and 
territory governments jointly fund the NDIS under bilateral arrangements.  

6. The National Disability Insurance Agency (NDIA) is responsible for delivering the NDIS 
under the NDIS Act and is a CCE. The Board of the NDIA (the Board) is the accountable authority 
of the NDIA.  

Rationale for undertaking the audit 
7. The NDIS is a demand-driven program. In 2023–24, the NDIA’s participant plan expenses 
were $41.85 billion, 19 per cent higher than in 2022–23, making this the largest area of Australian 
Government expenditure managed by the board of a CCE and also the fastest growing Australian 
Government payment. In May 2024, Budget Paper No. 1 for the 2024–25 Budget stated, ‘NDIS 
Commonwealth funded participant payments growth is expected to average 9.2 per cent per year 

 
1 Australian Institute of Company Directors (AICD), Good Governance, AICD, n.d., available from 

https://www.aicd.com.au/good-governance.html [accessed December 2024]. 

https://www.aicd.com.au/good-governance.html
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over the projections period’ (to 2034–35).23 With over 692,000 Australians registered as NDIS 
participants as at 31 December 2024, the NDIA is also an organisation with a direct impact on the 
lives of a major cohort of vulnerable Australians.  

8. This audit topic provides independent assurance to Parliament on the effectiveness of the 
Board of the NDIA’s governance. 

Audit objective and criteria 
9. The objective of the audit was to assess the effectiveness of the governance of the Board 
of the NDIA. 

10. To form a conclusion against the objective, the ANAO examined:  

• Are the Board’s arrangements consistent with relevant legislative requirements for 
effective governance? 

• Does the Board have fit-for-purpose arrangements to support sufficient oversight of the 
entity’s operations? 

11. The ANAO analysed the Board’s governance for the period 1 July 2021 to 30 June 2024.  

Conclusion 
12. The Board’s governance was largely effective. The Board could strengthen its overall 
governance of the NDIA and the NDIS by setting clear requirements for additional strategic 
reporting to it on the progress of the implementation of financial sustainability initiatives. The 
Board’s practice of seeking further information and assurance from management where results 
are below targets, or other issues or risks are reported, was maturing but not consistent across 
the Board’s and its committees’ meetings. 

13. The Board’s governance and administrative arrangements are largely consistent with 
relevant legislative requirements for effective governance. Board appointments are in accordance 
with legislative requirements and Board meetings are properly constituted. Management plans 
are not consistently developed for Board members’ declared real or apparent conflicts of interest.  

14. The Board has a largely fit-for-purpose charter and has established committees that 
support it though reviewing relevant management reports and products before these are 
submitted to the full Board. A Sustainability Committee provides support for the oversight of 
actuarial reporting and NDIS financial sustainability. The Strategic Directions and Participant 
Outcomes Committee did not provide the Board sufficient advice against its broad charter 
functions, including advice on NDIA priorities.  

15. Prior to March 2024, the Audit Committee structure limited its ability to provide the 
required range of independent advice and assurance to the Board, with risk oversight managed 

 
2 Australian Government, Budget Paper No. 1: Budget Strategy and Outlook 2024-25, Commonwealth of 

Australia, Canberra, 2024, p. 90, available from https://archive.budget.gov.au/2024-25/ [accessed May 2025]. 
3 In May 2023, Budget Paper No.1 for the 2023–24 Budget stated that Commonwealth-funded participant 

payments growth was expected to average 10.4 per cent over the projections period, compared to 13.8 per 
cent in the October Budget (2022–23 to 2032–33). Australian Government, Budget Paper No. 1: Budget 
Strategy and Outlook 2023-24, Commonwealth of Australia, Canberra, 2023, p. 98, available from 
https://archive.budget.gov.au/2023-24/bp1/download/bp1_2023-24.pdf [accessed January 2024]. 

https://archive.budget.gov.au/2024-25/
https://archive.budget.gov.au/2023-24/bp1/download/bp1_2023-24.pdf
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by a separate Risk Committee and reliance placed on the committees and Board informally 
sharing information. A combined Audit and Risk Committee (ARC), in place since March 2024, 
supports the Board by reviewing all required areas of reporting on NDIA finance, performance, 
risk and internal control. None of the committees provide written advice to the Board. 

16. The Board has established partly fit-for-purpose arrangements to oversee NDIA 
operations. The Board had regard to advice and reports from the Scheme Actuary, the 
Independent Advisory Council and the ARC. Decision records did not always show the Board’s 
consideration of relevant legislative criteria. As reporting on regulatory compliance was 
aggregated, it lacked detail, and the Board did not always respond to indicators of 
non-compliance. Requirements of the National Disability Insurance Scheme—Risk Management 
Rules 2013 were not all met. The Board monitored and received reporting from the NDIA on NDIS 
sustainability and fraud risk. The Board has not directed strategic reporting on reforms to assure 
itself that the NDIA will fulfil the Australian Government’s commitments to moderate growth in 
NDIS expenses.  

17. The Board has arrangements to meet PGPA Act requirements relating to governing the 
NDIA, systems of risk control, cooperation with others and reporting to the Minister for the NDIS. 
When reports on areas of poor performance or other issues are provided, the Board and its 
supporting committees could improve its governance by consistently seeking further information 
or assurance from management. Consistently seeking additional information would support the 
Board to mature further into a strategic role. 

Supporting findings 

Board governance and structure 
18. Board member appointments between July 2021 and June 2024 complied with relevant 
NDIS Act requirements. The Department of Social Services (DSS) maintained records of 
appointments and advised the minister on current and upcoming vacancies. (See paragraphs 2.2 
to 2.22) 

19. Board meetings were properly constituted, and sufficiently frequent, with records 
maintained. The Board had not set guidance for the use and records of ‘in camera’ sessions. 
Inaccurate remuneration payments were made to Board members in 2022–23 and  
2023–24. (See paragraphs 2.23 to 2.39) 

20. A register of Board member interests was updated regularly. Of the seven declared 
interests identified by members as potential or actual conflicts, one had a documented 
management strategy. Conflict of interest procedures were largely followed for scheduled Board 
meetings; they were not consistently followed for out of session meetings or decisions without 
meetings. (See paragraphs 2.40 to 2.57) 

21.  The Board has established committees to support the governance of the NDIA. The 
charters for committees could be improved to set out voting requirements, the extent of 
delegated authority, and specify requirements for making decisions without meetings. The ARC 
charter could be improved by specifying who cannot be a member of the committee. The Board 
has not documented which NDIA policies require its approval. (See paragraphs 2.58 to 2.84) 



 

 
Auditor-General Report No. 41 2024–25 
Effectiveness of the Board of the National Disability Insurance Agency 
 
10 

22. The role of the committees is to provide advice to the Board on: the financial sustainability 
of the NDIS (Sustainability Committee); and the objectives, strategies, and policies to be followed 
by the NDIA, with a dedicated focus on participant outcomes (Strategic Direction and Participant 
Outcomes Committee). In March 2024, the Audit Committee and Risk Committee were merged 
into the ARC — its role is to review and advise on the appropriateness of the NDIA’s financial and 
performance reporting, systems of risk oversight and management, and systems of internal 
control. Committee membership was largely consistent with charter requirements. (See 
paragraphs 2.85 to 2.121) 

23. Each committee receives relevant reporting according to its function and gave verbal 
updates and meeting minutes to the Board. The committees have not always provided written 
advice on critical and high-risk areas that require further Board consideration and direction, and 
it is unclear if the committees’ verbal updates and meeting minutes provided assurance and 
assisted with informing decision-making and the efficient running of the Board. (See paragraphs 
2.85 to 2.121) 

Oversight of compliance and performance 
24. The Board has issued Accountable Authority Instructions and guidance to NDIA officials to 
support legislative compliance. The Board made CEO appointments and had regard to advice from 
the Independent Advisory Council, Scheme Actuary and ARC, consistent with NDIS Act 
requirements. (See paragraphs 3.3 to 3.19) 

25. Reporting to the Board on regulatory compliance is aggregated which reduced the Board’s 
visibility of the adequacy of internal controls. The Board did not respond to senior executive 
advice that they could not give full assurance over their regulatory compliance obligations. The 
Board provided annual risk management declarations, as required by the NDIS Risk Management 
Rules 2013. The Board did not review its Risk Management Framework or receive sufficient 
reporting on NDIA risk culture, resourcing and control effectiveness, as required. (See paragraphs 
3.20 to 3.47) 

26. The Board has monitored NDIS financial sustainability and NDIS fraud risk. This included 
consideration of draft reform initiatives proposed to address increasing NDIS expenses. It is not 
clear if the Board provided NDIA management with direction on reform initiatives proposed 
before these were included in advice to government. The Board receives regular updates on the 
progress of reform activities. It is not clear if the Board has been active in directing reporting on 
reform deliverables to assure itself that the NDIA will fulfil the Australian Government’s NDIS 
Financial Sustainability Framework commitments. (See paragraphs 3.48 to 3.83) 

27. Corporate plans largely complied with PGPA Rule requirements, and the Board approved 
the performance measures in corporate plans prior to their publication. Eleven of the NDIA’s 19 
measures for the 2023–24 Annual Performance Statements satisfied relevant PGPA Rule 
requirements. The performance measures for 2023–24 did not reflect the NDIA function of 
managing NDIS financial sustainability, although new measures in the 2024–25 corporate plan 
relate to this function. (See paragraphs 3.84 to 3.114) 

28. The Board received and discussed regular reporting on results against corporate plan 
performance measures, although it did not consistently seek further detail or assurance where 
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internal reporting indicated poor results or potential issues with reporting mechanisms. (See 
paragraphs 3.84 to 3.114) 

Recommendations 
Recommendation no. 1  
Paragraph 2.56 

The Board of the National Disability Insurance Agency document 
how it manages conflicts of interest, including those arising from 
members who declared personal interests as NDIS participants, 
family members of participants, members of disability 
organisations, and/or employment with NDIS providers or 
consultancies providing services to the NDIA. 

National Disability Insurance Agency response: Agreed. 

Recommendation no. 2  
Paragraph 3.37 

The Board of the National Disability Insurance Agency define the 
frequency of review of the Risk Management Framework having 
regard to the size and complexity of the NDIA’s operations and 
implement mechanisms to ensure the reviews are conducted within 
these timeframes. 

National Disability Insurance Agency response: Agreed. 

Recommendation no. 3  
Paragraph 3.113 

The Board of the National Disability Insurance Agency, including 
through its committees, strengthen its oversight of entity 
performance by more consistently responding to management 
reporting with requests for relevant further information, reporting 
or assurance from management where results are below targets, 
assumptions are unclear, or other issues or risks are raised. 

National Disability Insurance Agency response: Agreed. 

Summary of entity responses 
29. Copies of the proposed report were provided to the NDIA and DSS. The summary 
responses are provided below, and the full responses are included at Appendix 1. Improvements 
observed by the ANAO during the audit are listed in Appendix 2. 

National Disability Insurance Agency 
The National Disability Insurance Agency (NDIA) welcomes the ANAO's assessment that NDIA 
Board's governance is largely effective. We note the ANAO conclusions that governance 
arrangements are largely consistent with its legislative requirements; that Board appointments 
are in accordance with legislative requirements; and Board meetings are properly constituted.  

The NDIA Board acknowledges the importance of having clear and specific guidance and 
governance processes in relation to the Board's responsibilities, including how these are executed. 
The Board has recently updated key artefacts that relate to Board practices and processes that the 
ANAO has identified as areas for improvement. This includes updating the Board and/or 
Committee charter to include clarification on the use of in camera sessions, management of 
conflicts of interest, and how the Audit and Risk committee provides advice to the Board.  
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As noted in the report, the Board approved a workplan for 2025 which identifies key artefacts 
required to fulfill the Board's statutory obligations. The Board also has standing items for areas 
that Board has identified as either requiring monitoring or of particular interest to the Board. The 
Board acknowledges there is an opportunity to provide management with clarity regarding the 
Board's expectations regarding strategic reporting on key programs, additional reporting where 
targets are not being met, and the policies and documents that the Board should approve or have 
oversight over. 

Department of Social Services 
The Department of Social Services (the Department) welcomes the Australian National Audit 
Office (ANAO) report on the Effectiveness of the Board of the National Disability Insurance Agency.  

The Department notes the report's three recommendations refer to the Board of the National 
Disability Insurance Agency.  

The Department notes the key messages from this audit for all Australian Government entities, 
including considering whether key stakeholders and decision makers have specific accessibility 
requirements and producing relevant documents in accessible formats. 

Key messages from this audit for all Australian Government entities 
30. Below is a summary of key messages, including instances of good practice, which have 
been identified in this audit and may be relevant for the operations of other Australian 
Government entities. 

Governance and risk management  
• Boards should determine in advance both the key policies and strategies they wish to 

approve, and the level of reporting they wish to receive, including indicators of risk to 
achievement. 

• Board members should seek further information or assurance from management where 
results below targets, or other issues or risks, are identified. 

• Where performance against existing strategies is not delivering required results, boards 
should consider what changes may be needed, including new delivery approaches and 
strategies. 

• Where actual, potential or perceived conflicts of interest are declared, a plan for managing 
these effectively should be documented. 

• Board committees should receive reporting that relates to the range of functions set out in 
their charters to ensure they can support the board in the way intended. This is critical for 
audit committees in performing their required functions under the Public Governance, 
Performance and Accountability Act 2013.  

• Entity decision records should document how decisions satisfy applicable legislative 
criteria.  

• Entities could consider whether their key decision-makers and stakeholders have specific 
accessibility requirements and support them by providing relevant documents in an 
accessible format. 
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Audit findings 
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1. Background 
Introduction 
1.1 The governing board of a corporate Commonwealth entity (CCE) is often the accountable 
authority for the entity under the Public Governance, Performance and Accountability Act 
2013 (PGPA Act), with responsibility for ‘leading, governing and setting the strategic direction’ for 
the entity. 

1.2 As at February 2025, 74 Australian Government entities have a body corporate status. CCEs 
and companies with governance boards vary significantly by function, and governance boards may 
also vary in their composition, operating arrangements, independence and subject-matter focus, 
depending on the specific requirements of their enabling legislation and other applicable laws. 

Duties and roles 
1.3 As the accountable authority, members of CCE governing boards are officials under the 
PGPA Act and subject to the general duties of officials in sections 25–29 of the PGPA Act (see  
Box 1). Sections 15 to 19 of the PGPA Act impose additional duties on accountable authorities in 
relation to governing the Australian Government entity for which they are responsible (see  
Box 1). Guidance issued to accountable authorities by the Department of Finance (Finance) aims to 
support accountable authorities ‘to fulfil the important role of governing your entity and 
contributing to the priorities and objectives of the government.’4 

Box 1: Department of Finance, Duties of Accountable Authorities (Resource Management 
Guide (RMG 200) — May 2024 

Your duties as an accountable authority 

Sections 15 to 19 of the PGPA Act prescribe the following duties imposed on you as an 
accountable authority: 

• Duty to govern your entity (section 15).  
• Duty to establish and maintain systems relating to risk and control (section 16).  
• Duty to encourage cooperation with others (section 17).  
• Duty in relation to requirements imposed on others (section 18).  
• Duty to keep your responsible minister and the finance minister informed (section 19). 
General duties 

You are an official under the PGPA Act and subject to the general duties of officials as well as 
the duties as an accountable authority of a Commonwealth entity.  

• Duty of care and diligence (section 25).  
• Duty to act honestly, in good faith and for a proper purpose (section 26). 

 
4 Department of Finance, Duties of Accountable Authorities (RMG200), Department of Finance, Canberra,  

1 May 2024, available from https://www.finance.gov.au/government/managing-commonwealth-
resources/duties-accountable-authorities-rmg-200 [accessed 9 October 2024]. 

https://www.finance.gov.au/government/managing-commonwealth-resources/duties-accountable-authorities-rmg-200
https://www.finance.gov.au/government/managing-commonwealth-resources/duties-accountable-authorities-rmg-200
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• Duty in relation to use of position (section 27). 
• Duty in relation to use of information (section 28). 
• Duty to disclose interests (section 29). 

1.4 Board governance involves two dimensions: 

Performance — monitoring the performance of the organisation and CEO. This also includes 
strategy — setting organisational goals and developing strategies for achieving them, and being 
responsive to changing environmental demands, including the prediction and management of risk. 
The objective is to enhance organisational performance; 

Conformance — compliance with legal requirements and corporate governance and industry 
standards, and accountability to relevant stakeholders. 

… it is important to understand that governing is not the same as managing. Broadly, governance 
involves the systems and processes in place that shape, enable and oversee management of an 
organisation. Management is concerned with doing–with co-ordinating and managing the 
day-to-day operations of the business.5 [emphasis in original] 

The National Disability Insurance Agency 
1.5 The National Disability Insurance Scheme (NDIS), established in 2013 under the National 
Disability Insurance Scheme Act 2013 (NDIS Act), provides funding for supports for people with 
permanent and significant disability. Commonwealth, state and territory governments jointly fund 
the NDIS under bilateral arrangements. The National Disability Insurance Agency (NDIA) is 
responsible for delivering the NDIS under the NDIS Act and is a CCE under the PGPA Act.  

1.6 The key functions of the NDIA are set out in section 118 of the NDIS Act. As well as its core 
function of delivering the NDIS to support the independence, and social and economic participation, 
of people with disability6, the NDIA is also to: 

• manage, advise and report on, the financial sustainability of the NDIS; and 
• prevent, detect, investigate and respond to misuse of, abuse of, or criminal activity 

involving, the NDIS. 
1.7 The NDIA also has functions relating to developing and enhancing the disability sector, 
building community awareness of disabilities, data on disabilities and supports, and disability 
research. In performing all its functions, the NDIA must, under subsection 118(2) of the NDIS Act, 
use its best endeavours to: 

• act in accordance with any relevant intergovernmental agreements; 
• act in a proper, efficient and effective manner; and 

 
5 Edwards M & Clough R., Corporate Governance and Performance: An Exploration of the Connection in a Public 

Sector Context, Corporate Governance ARC Project, Paper No. 1, January 2005, pp. 2–3. 
6 NDIA delivery of the NDIS is also required under subsection 118(1)(a) of the NDIS Act to enable people with 

disability to exercise choice and control in the pursuit of their goals and the planning and delivery of their 
supports; ensure the decisions and preferences of people with disability are respected and given appropriate 
priority; promote the provision of high quality and innovative supports that enable people with disability to 
maximise independent lifestyles and inclusion in the community; and ensure that a reasonable balance is 
achieved between safety and the right of people with disability to choose to participate in activities involving 
risk. 
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• ensure the financial sustainability of the NDIS. 
1.8 Following completion, in July 2021, of the five-year transition period from state and 
territory-based supports to national NDIS operation, NDIS costs continued to rise. In October 2021, 
the 2021 NDIS Annual Financial Sustainability Report (AFSR) was published, showing total projected 
participant costs were expected to almost double from $29.2 billion in 2021–22 to $59.3 billion in 
2029–30. The 2022 AFSR included a baseline forecast of NDIS expenses for  
2031–32 of $89.4 billion. This forecast growth was greater than previously expected — in the first 
year of transition (2016–17) the baseline forecast for total participant costs in 2030 was 
$41.8 billion.  

1.9 The NDIA’s operating environment has been subject to review and change since 2021 
including the Independent Review into the National Disability Insurance Scheme7 (NDIS Review), 
the Royal Commission into Violence, Abuse, Neglect and Exploitation of People with Disability8, and 
legislative reform.9 In April 2023, the Minister for the NDIS announced that National Cabinet10 had 
agreed to an NDIS Financial Sustainability Framework which sets an annual NDIS growth target of 
8 per cent by July 2026. The minister also announced Budget funding for 10 supporting initiatives.11 

1.10 In March 2024, the Australian Government introduced the National Disability Insurance 
Scheme Amendment (Getting the NDIS Back on Track No. 1) Bill 2024 (the Bill) to Parliament. In 
May 2024, the 2024–25 Federal Budget Strategy and Outlook stated that the Bill and subsequent 
amendments to NDIS rules and other legislative instruments: 

will moderate growth in NDIS expenditure, by determining NDIS participant plan budgets more 
consistently based on participant need and supporting participants to spend in accordance with 
their plans. The realisation of the financial projections for the NDIS is dependent on the successful 
implementation of the Financial Sustainability Framework, including the passage of the Bill and 
subsequent changes to NDIS rules and other legislative instruments.12 

 
7 Department of the Prime Minister and Cabinet, Working together to deliver the NDIS – Independent Review 

into the National Disability Insurance Scheme: Final Report, report prepared by Bruce Bonyhady AM and Lisa 
Paul AO, PSM, Commonwealth of Australia, 7 December 2023, available from 
https://www.ndisreview.gov.au/sites/default/files/resource/download/working-together-ndis-review-final-
report.pdf [accessed 23 October 2024].  

8 Royal Commission into Violence, Abuse, Neglect and Exploitation of People with Disability, Royal Commission 
into Violence, Abuse, Neglect and Exploitation of People with Disability: Final Report, prepared by the 
Honourable Ronald Sackville AO, KC, Barbara Bennett PSM, Rhonda Galbally AC, Andre Mason OAM, Alastair 
McErwin AM, the Honourable John Ryan AM and the Honourable Roslyn Atkinson, AO, Commonwealth of 
Australia, 29 September 2023, available from https://disability.royalcommission.gov.au/publications/final-
report-complete-volume-formats [accessed 23 October 2024].  

9 Changes to the NDIS Act took effect from October 2021 to support information sharing to better protect 
participants; further changes effective from July 2022 were intended to improve NDIA processes and support 
for participants. Subsequent changes were introduced with the National Disability Insurance Scheme 
Amendment (Getting the NDIS Back on Track No. 1) Act 2024, which came into effect on 3 October 2024.  

10 National Cabinet was established in March 2020 as an intergovernmental forum for the Prime Minister, 
premiers and chief ministers to meet and work collaboratively on issues of national significance. 

11 The initiatives are set out in the full announcement: Ministers for the Department of Social Services, ‘National 
Cabinet commits to a sustainable NDIS’, media release, 28 April 2023, available from 
https://ministers.dss.gov.au/media-releases/11011 [accessed October 2024]. 

12 Australian Government, Budget Paper No. 1: Budget Strategy and Outlook 2024-25, Commonwealth of 
Australia, Canberra, 2024, p. 324, available from https://archive.budget.gov.au/2024-
25/bp1/download/bp1_2024-25.pdf [accessed May 2025]. 

https://www.ndisreview.gov.au/sites/default/files/resource/download/working-together-ndis-review-final-report.pdf
https://www.ndisreview.gov.au/sites/default/files/resource/download/working-together-ndis-review-final-report.pdf
https://disability.royalcommission.gov.au/publications/final-report-complete-volume-formats
https://disability.royalcommission.gov.au/publications/final-report-complete-volume-formats
https://ministers.dss.gov.au/media-releases/11011
https://archive.budget.gov.au/2024-25/bp1/download/bp1_2024-25.pdf
https://archive.budget.gov.au/2024-25/bp1/download/bp1_2024-25.pdf
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The Bill was passed in August 2024 and took effect in October 2024. 

The Board of the National Disability Insurance Agency 

1.11 The Board is the accountable authority of the NDIA. The Board must comply with its enabling 
legislation — the NDIS Act, the PGPA Act and the Public Governance, Performance and 
Accountability Rule 2014 (PGPA Rule). Under section 124 of the NDIS Act, the Board is responsible 
for ensuring the proper, efficient and effective performance of the NDIA’s functions and 
determining the objectives, strategies and policies of the NDIA. 

1.12 Figure 1.1 sets out the governance structure of the NDIA.  

Figure 1.1: NDIA governance 

 
Source: National Disability Insurance Agency, National Disability Insurance Agency Annual Report 2023–24, NDIA, 

n.d., p. 100, available from https://www.ndis.gov.au/publications/annual-report#annual-report-2023-24 
[accessed November 2024]. 

1.13 The NDIS Act provides that the minister, with agreement of states and territories, has the 
power to make delegated legislation in the form of NDIS Rules, to direct the NDIA and to appoint 
Board members. The Department of Social Services (DSS), as the portfolio department responsible 
for the NDIS, manages the process that supports the minister to make appointments to the Board.13  

1.14 The NDIS Act establishes a Ministerial Council, that meets as the Disability Reform 
Ministerial Council, to consider policy matters and advise the minister and report to National 
Cabinet.  

1.15 The Independent Advisory Council provides independent advice, on its own initiative or at 
the Board’s request, on matters prescribed in section 144 of the NDIS Act including about how the 
NDIA performs its functions relating to the NDIS.  

1.16 Changes in Board membership and senior NDIA executives between 2022 and January 2025 
include the appointment of a new Board Chair in October 2022, new CEO in October 2022, four new 

 
13 On 13 May 2025, the Prime Minster announced that responsibility for the NDIS would be transferred to the 

Department of Health, Disability and Ageing. The Department of Health, Disability and Ageing has portfolio 
responsibility for the NDIS and supports the minister to make appointments to the Board. The Administrative 
Arrangement Order is available from https://www.pmc.gov.au/sites/default/files/resource/download/aao-
13-may-2025-signed.pdf 

https://www.ndis.gov.au/publications/annual-report#annual-report-2023-24
https://www.pmc.gov.au/sites/default/files/resource/download/aao-13-may-2025-signed.pdf
https://www.pmc.gov.au/sites/default/files/resource/download/aao-13-may-2025-signed.pdf
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deputy CEOs in early 2023, three new Board members in 2023, one further member in 2024, and 
one in January 2025.  

Rationale for undertaking the audit 
1.17 The NDIS is a demand-driven program. In 2023–24, the NDIA’s participant plan expenses 
were $41.85 billion, 19 per cent higher than in 2022–23, making this the largest area of Australian 
Government expenditure managed by the board of a CCE and also the fastest growing Australian 
Government payment. In May 2024, Budget Paper No. 1 for the 2024–25 Budget stated, ‘NDIS 
Commonwealth funded participant payments growth is expected to average 9.2 per cent per year 
over the projections period’ (to 2034–35).14 With over 692,000 Australians registered as NDIS 
participants as at 31 December 2024, the NDIA is also an organisation with a direct impact on the 
lives of a major cohort of vulnerable Australians.  

1.18 This audit provides independent assurance to Parliament on the effectiveness of the 
governance of the Board of the NDIA. 

Audit approach 

Audit objective, criteria and scope 
1.19 The objective of the audit was to assess the effectiveness of the governance of the Board of 
the NDIA. 

1.20 To form a conclusion against the objective, the following high-level criteria were adopted:  

• Are the Board’s arrangements consistent with relevant legislative requirements for 
effective governance? 

• Does the Board have fit-for-purpose arrangements to support sufficient oversight of the 
entity’s operations? 

1.21  The ANAO’s analysis of the effectiveness of the Board of the NDIA related to the period  
1 July 2021 to 30 June 2024, with fieldwork conducted between March 2024 and September 2024. 

Audit methodology 
1.22 The audit methodology involved:  

• examining NDIA records;  
• meetings with Board members; 
• meetings with officials of the NDIA and the Department of Social Services;  
• observing Board and committee meetings; and 

 
14 Australian Government, Budget Paper No. 1: Budget Strategy and Outlook 2024-25, Commonwealth of 

Australia, Canberra, 2024, p. 90, available from https://archive.budget.gov.au/2024-
25/bp1/download/bp1_2024-25.pdf [accessed May 2025]. 

 In May 2023, Budget Paper No.1 for the 2023–24 Budget stated that Commonwealth-funded participant 
payments growth was expected to average 10.4 per cent over the projections period, compared to 13.8 per 
cent in the October Budget (2022–23 to 2032–33). Australian Government, Budget Paper No. 1: Budget 
Strategy and Outlook 2023-24, Commonwealth of Australia, Canberra, 2023, p. 98, available from 
https://archive.budget.gov.au/2023-24/bp1/download/bp1_2023-24.pdf [accessed January 2024]. 

https://archive.budget.gov.au/2024-25/bp1/download/bp1_2024-25.pdf
https://archive.budget.gov.au/2024-25/bp1/download/bp1_2024-25.pdf
https://archive.budget.gov.au/2023-24/bp1/download/bp1_2023-24.pdf
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• reviewing the four citizens’ contributions received.  
1.23 The ANAO has co-operative evidence gathering arrangements with entities. On 20 May 2024 
the NDIA advised the ANAO that it was unable to voluntarily provide certain information requested 
by the ANAO due to legislative restrictions on the disclosure of requested information. 

1.24 On 28 May 2024 the acting Auditor-General issued the NDIA a notice requiring it to provide 
information and produce documents pursuant to section 32 of the Auditor General Act 1997, to 
enable the NDIA to provide the requested information taking account of legislative requirements. 
The NDIA provided the information requested within the specified time. 

1.25 The audit was conducted in accordance with ANAO Auditing Standards at a cost to the ANAO 
of approximately $697,606. 

1.26 The team members for this audit were Barbara Das, Sophie Capel, Rory Tredinnick, 
Alexandra Collins, and Corinne Horton. 
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2. Board governance and structure 

Areas examined 
This chapter examines whether the governance and administrative arrangements of the 
National Disability Insurance Agency (NDIA) Board (the Board) are consistent with relevant 
legislative requirements for effective governance. 
Conclusion  
The Board’s governance and administrative arrangements are largely consistent with relevant 
legislative requirements for effective governance. Board appointments are in accordance with 
legislative requirements and Board meetings are properly constituted. Management plans are 
not consistently developed for Board members’ declared real or apparent conflicts of interest.  
The Board has a largely fit-for-purpose charter and has established committees that support it 
though reviewing relevant management reports and products before these are submitted to 
the full Board. A Sustainability Committee provides support for the oversight of actuarial 
reporting and NDIS financial sustainability. The Strategic Directions and Participant Outcomes 
committee did not provide the Board sufficient advice against its broad charter functions, 
including advice on NDIA priorities.  
Prior to March 2024, the Audit Committee structure limited its ability to provide the required 
range of independent advice and assurance to the Board, with risk oversight managed by a 
separate Risk Committee and reliance placed on the committees and Board informally sharing 
information. A combined Audit and Risk Committee, in place since March 2024, supports the 
Board by reviewing all required areas of reporting on NDIA finance, performance, risk and 
internal control. None of the committees provide written advice to the Board.  
Areas for improvement 
The ANAO made one recommendation aimed at strengthening the Board’s management of 
members’ declared real or apparent conflicts of interest.  
The ANAO also identified six opportunities for improvement: that the Board develop a policy 
on its use and records of ‘in camera’ sessions; update committee charters; specify key policies 
requiring Board approval; strengthen the induction process for new Board members; 
strengthen committee advice to the Board by requiring this to be in writing; and monitor 
implementation of parliamentary recommendations. 

2.1 Board governance and administration encompasses how a board is established and 
managed in accordance with its legislated duties and responsibilities — including the board’s 
enabling legislation, the Public Governance, Performance and Accountability Act 2013 (PGPA Act) 
and the Public Governance, Performance and Accountability Rule 2014 (PGPA Rule). The Board is 
established under the National Disability Insurance Scheme Act 2013 (the NDIS Act) and is the 
NDIA’s accountable authority.  
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Are the Board’s governance and administrative arrangements 
consistent with relevant legislative requirements? 

Board member appointments between July 2021 and June 2024 complied with relevant NDIS 
Act requirements. The Department of Social Services (DSS) maintained records of 
appointments and advised the Minister for the National Disability Insurance Scheme (NDIS) on 
current and upcoming vacancies. Board meetings were properly constituted, and sufficiently 
frequent, with records maintained. The Board had not set guidance for the use and records of 
‘in camera’ sessions. Inaccurate remuneration payments were made to Board members in 
2022–23 and 2023–24. 
A register of Board member interests was updated regularly. Of the seven declared interests 
identified by members as potential or actual conflicts, one had a documented management 
strategy. Conflict of interest procedures were largely followed for scheduled Board meetings; 
they were not consistently followed for out of session meetings or decisions without meetings. 

Board appointments  
2.2 Section 126 of the NDIS Act requires the Board to consist of a chair and up to 11 members, 
with no minimum specified. The number of members, including the Chair, concurrently serving on 
the Board did not exceed nine in 2021–22, 12 in 2022–23, 11 in 2023–24 and 2024–25 (as at 
January 2025). Board appointments, as at 1 January 2025, are listed at Appendix 3.  

2.3 Section 127 of the NDIS Act prescribes how a Board member may be appointed. The 
legislative requirements include15 that: 

• Board members are to be appointed by the minister, by written instrument, on a part-time 
basis (subsection 127(1)); 

• the minister must be satisfied that they are a person with disability, have lived experience 
with disability, or have skills, experience or knowledge in the provision or use of disability 
services, the operation of insurance schemes (or compensation schemes or schemes with 
long-term liabilities), financial management, or corporate governance (subsection 127(2)); 

• state and territory disability ministers must be consulted over appointments 
(subsection 127(3)); 

• non-Chair appointments must be supported by the Commonwealth and a majority of the 
Commonwealth and the host jurisdictions (subsections 127(4)–(4D)); and  

• a Board member cannot hold certain positions, such as being a member of a state or 
Commonwealth parliament, to be eligible for appointment (subsection 127(5)). 

2.4 The Cabinet Handbook16 also requires, where a significant full time or part-time 
appointment to a board (such as a board chair or members) is proposed, that: 

the responsible minister must write to the Prime Minister seeking approval of the appointment 
before any action is finalised. While significant appointments will require Cabinet approval, the 

 
15 The full text of the NDIS Act is available from https://www.legislation.gov.au/C2013A00020/latest/text 

[accessed 13 September 2024]. 
16 The Cabinet Handbook sets out the structure, practices and processes of the Government’s Cabinet and its 

committees. 

https://www.legislation.gov.au/C2013A00020/latest/text
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Prime Minister may determine that Cabinet consideration is not required and authorise the 
appointment.17 

2.5 DSS, as the portfolio department responsible for the NDIS, manages the process for 
appointments to the Board.  

2.6 Between 1 July 2021 and 30 June 2024, 15 people were appointed to serve on the Board. 
Following audit fieldwork, as at 1 January 2025, a further two people were appointed, bringing the 
total to 17, including 18 re-appointments and 11 new appointments.18 All members were appointed 
by the minister, by written instrument and on a part-time basis in compliance with subsection 
127(1) of the NDIS Act. All appointment terms were for three years or less as required by section 
128 of the NDIS Act. 

2.7 The ANAO examined five new appointments and assessed their compliance with additional 
legislative requirements. All five appointments: 

• were supported by evidence that the minister was satisfied the person had the
characteristics required by subsection 127(2) of the NDIS Act, such as lived experience
with disability, and advice from DSS that the proposed candidates were not ineligible for
appointment based on other positions held, under subsection 127(5) of the NDIS Act; and

• were consulted with, and supported by, the state and territory disability ministers and the
Commonwealth, in compliance with subsections 127(3)–(4D) of the NDIS Act.

2.8 All five of the above appointments were agreed to by the Australian Government as 
required by the Cabinet Handbook. 

2.9 Subsection 127(6) of the NDIS Act requires the minister to ensure that the Board collectively 
holds an appropriate balance of the characteristics set out in paragraph 2.3. DSS advised the 
minister on the balance of skills and attributes of current Board members. 

2.10 Remuneration for members of the Board is set in determinations under the Remuneration 
Tribunal Act 1973. Controls for key management personnel remuneration were found to be 
effective during 2021–22. In 2022–23 there were instances of inaccurate payments made to one 
Board member. In 2023–24 there were further instances of inaccurate payments made to five Board 
members. The incorrect payments related to NDIA delays and errors in updating payroll 
arrangements following changes in Board committee membership. The NDIA advised the ANAO in 
June and December 2024 that it was rectifying the errors, had since updated relevant procedures, 
and that overpaid amounts were being repaid and underpayments resolved. 

Acting arrangements and resignations 
2.11 Where a board position becomes vacant, or where a member will be absent, or unable to 
perform their duties for a time, the NDIS Act allows the minister to appoint an acting Board Chair 
or member by written instrument.  

2.12 Section 129 of the NDIS Act prescribes how a person may be appointed, including that: 

17 Department of the Prime Minister and Cabinet, Cabinet Handbook, 15th edition, Commonwealth of Australia, 
2022, p. 18, available from https://www.pmc.gov.au/government/administration/cabinet-handbook-15th-
edition [accessed 14 October 2024]. 

18 Of the 17 people appointed to the Board between 1 July 2021 and 1 January 2025, eight were reappointed, 
including five who were reappointed two or more times within this period. 

https://www.pmc.gov.au/government/administration/cabinet-handbook-15th-edition
https://www.pmc.gov.au/government/administration/cabinet-handbook-15th-edition
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• an acting Chair may be appointed, for a period of not more than 12 months; 
• an acting Board member may be appointed for a period up to 150 days during a vacancy, 

after consultation with the states and territories; 
• an acting Board member may be appointed during any periods where a member is absent 

from, or unable to perform, their duties; and 
• the person meets the same eligibility requirements as substantive Board members in that 

they possess certain characteristics and do not hold certain positions. 
2.13 Between 1 July 2021 and 30 June 2024, the minister made three acting appointments, 
including one acting member and two acting chair appointments. All of these appointments 
complied with section 129 of the NDIS Act. The acting appointments all related to existing Board 
members.  

2.14 Between 1 July 2021 and 30 June 2024, two Board members resigned their appointment by 
giving the minister a written resignation, in accordance with section 133 of the NDIS Act.  

2.15 Under section 134 of the NDIS Act, the minister may terminate the appointment of a Board 
member for various reasons including misbehaviour, bankruptcy, unsatisfactory performance, or 
absence (except for a leave of absence) from more than three consecutive Board meetings. 
Between 1 July 2021 and 30 June 2024, the minister did not terminate any Board member 
appointments.  

Board positions 
Department of Social Services advice 

2.16 Between 1 January 2023 and 30 June 2024, DSS monitored and provided advice to the 
minister on current and upcoming Board member departures.  

• DSS complied with Standing Senate Order 15 reporting.19 
• Available Board positions were included in talking points for regular meetings between 

the DSS Secretary and the minister. 
• DSS advised the minister of available Board positions on seven occasions, providing more 

than six months’ advance notice of upcoming term expiry dates. On four occasions, advice 
also related to a skills matrix of the current Board members.20 

• DSS did not propose potential candidates to fill available Board positions.  

 
19 Senate Order 15 requires Australian Government departments and agencies to table a list of all appointments 

made, and vacancies to be filled, by the government, for statutory authorities, executive agencies, advisory 
boards, government business enterprises and all other Commonwealth bodies.  

 Department of Social Services, Senate order 15 – Departmental and Agency Appointments, 24 June 2008 
J.589, amended 12 May 2009 J.1880, available from https://www.dss.gov.au/senate-orders-and-legal-
services-directions/departmental-and-agency-appointments [accessed 14 October 2024]. 

20 The Australian Institute of Company Directors (AICD) provides the following guidance on identifying skill gaps 
and facilitating diversity on boards in its Board skills matrix resource: ‘A board skills matrix is a tool used to 
provide an overview of the skills, expertise, and characteristics of board members. The matrix can include 
different elements such as education, experience, gender, age, industry knowledge, and specific business-
related skills. By outlining these diverse attributes, a board skills matrix provides a clear snapshot of the 
board's collective abilities and identifies gaps.’ Australian Institute of Company Directors, Board skills matrix, 
AICD, 2024, available from https://www.aicd.com.au/board-of-directors/performance/skills-matrix.html 
[accessed 26 August 2024]. 

https://www.dss.gov.au/senate-orders-and-legal-services-directions/departmental-and-agency-appointments
https://www.dss.gov.au/senate-orders-and-legal-services-directions/departmental-and-agency-appointments
https://www.aicd.com.au/board-of-directors/performance/skills-matrix.html
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2.17 As discussed at paragraph 2.2, the NDIS Act does not specify a minimum number of Board 
members. Table 2.1 sets out the number of Board members from 1 July 2021 to 1 January 2025. 

Table 2.1: Number of Board members from 1 July 2021 to 1 January 2025 
Dates Number of Board members  

1 July 2021 to 31 December 2021 8 

1 January 2022 to 17 October 2022 9 

18 October 2022 to 31 December 2022 12 

1 January 2023 to 31 March 2023 11 

1 April 2023 to 30 June 2023 12 

1 July 2023 to 23 November 2023 10 

24 November 2023 to 27 August 2024 11 

28 August 2024 to 31 December 2024 12 

1 January 2025 11 

Source: ANAO analysis of DSS and NDIA documentation. 

2.18 Since 1 July 2021, five appointments were made within a week and four within a day of 
existing appointments ending and nine reappointments of existing members occurred before the 
end of an appointment term.  

2.19 In the 18 months prior to 30 June 2024, DSS conducted assessments of Board composition 
using skills matrices to advise the minister on Board positions soon to become available and to 
support the minister in ensuring that the Board collectively held an appropriate balance of 
characteristics, as required by subsection 127(6) of the NDIS Act.  

2.20 The skills matrices outlined the requirements of Board member appointments set out at 
subsection 127(2) of the NDIS Act as well as appointment information including term expiry dates 
and vacancies, gender, location, identification with Aboriginal and Torres Strait Islander peoples, 
and leadership experience. DSS advised the ANAO that, in drafting the matrices, it uses publicly 
sourced information as well as information provided by Board members as part of their 
appointment process, including information contained in curricula vitae and Private Interests 
Declarations. 

National Disability Insurance Agency advice 

2.21 The Board’s Charters21 for 2021–22 and 2022–23 stated that:  

Six months prior to a director’s term of appointment ending the Board will undertake a board skills 
and competencies analysis and provide advice to the Commonwealth Minister on the mix of skills 
and competencies of the Board.  

2.22 Between July 2021 and June 2024, the Board conducted skills and competencies reviews 
using skills matrices in November 2022 and March 2024. In May 2024, the Board Chair advised the 

 
21 A board charter is a policy document setting out a board’s roles, responsibilities, authorities and governance 

practices. Australian Institute of Company Directors, ‘Board Charters’, Director Tools: Organisation, AICD, n.d., 
p. 1, available from https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-
tools/organisation/board-charters-director-tool.pdf [accessed 20 September 2024]. 

https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-tools/organisation/board-charters-director-tool.pdf
https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-tools/organisation/board-charters-director-tool.pdf
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minister of the Board’s skills and ‘need for financial accounting and management experience among 
the Board membership’. The Board Chair’s May 2024 advice to the minister was issued more than 
six months ahead of three members’ terms expiring in December 2024. The Board did not give 
advice to the minister six months prior to other members’ terms expiring in December 2022, March 
2023 and June 2023, as required by the Board’s charter.  

Board meetings  
2.23 Section 136 of the NDIS Act provides that the Board should hold the meetings that are 
necessary for the efficient performance of its functions and the Chair must convene at least four 
meetings each calendar year. Between 1 July 2021 and 30 June 2024, the minimum annual meeting 
frequency requirements were met: the Board held 30 scheduled meetings, 16 out of session 
meetings, and made 10 decisions without meetings. The ANAO examined 16 of the 30 scheduled 
Board meetings to assess whether they were properly constituted in accordance with NDIS Act 
requirements.  

• Approved minutes were recorded for all 16 meetings in accordance with section 141 of 
the NDIS Act.  

• Minutes recorded Board approval of the previous meeting minutes, which included 
decisions made, actions to be taken, and the Board’s deliberations or considerations of 
agenda items.  

• The Chair presided at all 16 meetings in accordance with section 137 of the NDIS Act. 
• Quorum requirements (a majority of the Board members) of section 138 of the NDIS Act 

were met.  
2.24 For 15 of the 16 meetings, all agenda items presented to the Board by NDIA management 
were accompanied by supporting papers.22 For the one significant item that was presented to the 
Board verbally without a paper, the Board requested that management present a paper in future, 
noting the quantity of information being presented and the accessibility needs of the Board.  

2.25 As required at section 139 of the NDIS Act, Board resolutions are to be passed with a 
majority of the votes of the members present and voting. The voting requirements were met for 
the two meetings the ANAO observed in person.  

2.26 Agenda items across the Board’s eight scheduled meetings during 2023–24 related to 
essential board functions, met broader administrative requirements or provided environmental or 
progress updates. The Board has a structured agenda with: standing items (declaration of material 
interests, CEO Report, review of prior minutes, matters arising, updates from the Independent 
Advisory Council (IAC)); cyclical items (such as quarterly risk and actuarial updates, annual 
reporting); and a variety of matters reported as needed relating to NDIA operations and board 
functions.  

2.27 Agenda items often covered multiple board functions or sought multiple outcomes, for 
example, to seek Board discussion as well as a decision. Across the eight meetings reviewed, the 

 
22 Four weeks prior to each Board meeting, NDIA management develops a draft agenda for approval by the 

Board Chair. The Board secretariat will facilitate CEO clearance of NDIA papers two weeks prior to a meeting 
and distribute the papers to the Board at least seven days prior to a meeting.  



 

 
Auditor-General Report No. 41 2024–25 
Effectiveness of the Board of the National Disability Insurance Agency 
 
26 

Board considered 156 agenda items, including 50 that sought a decision, 69 that sought discussion, 
and 40 that asked the Board to note an action or advice. 

2.28 Of the 50 agenda items in 2023–24 that sought a Board decision: 

• 21 items involved consideration of aspects of the NDIA’s strategic direction, for example 
its approach to remote service delivery, consideration of strategic risks, or IT reform; 

• 17 items related to NDIA performance, for example, considering NDIS projections, 
approving release of the Quarterly Report to Disability Ministers, or management 
responses to service delivery performance topics in ‘matters arising’ reports;  

• 19 items related to risk management, or involved consideration of risk, for example, the 
quarterly Chief Risk Officer Report, the NDIS Annual Financial Sustainability Report (AFSR), 
or the Board’s Risk Management Declaration (see paragraph 3.44);  

• 33 items directly related to compliance or had a compliance element, for example, 
approving minutes of prior meetings, the Board’s charter and annual review, or an update 
to Accountable Authority Instructions; 

• 15 items related to resources, for example, procurement, the AFSR or NDIS projections; 
and 

• eight items related to accountability, for example, financial and performance statements 
for the annual report, the AFSR and the Quarterly Report to Disability Ministers. 

2.29 A written CEO Report was provided to the Board at all eight scheduled meetings in 2023–24 
with updates on: significant management resource decisions or actions (such as organisation 
structure, senior staffing changes, procurement update); performance matters (such as service 
delivery issues and reform implementation progress); risks (such as updates on actions to address 
fraud and serious non-compliance); and follow up to matters queried by Board members in prior 
meetings. The CEO Report also provided the Board with key strategic information on the priorities 
of the minister, Ministerial Council direction, Budget process outcomes, as well as providing broader 
updates such as on recent parliamentary activity. 

2.30 Australian Institute of Company Directors (AICD) guidance is that the purpose of ‘in camera’ 
meetings is for members to meet confidentially without management. Of the 16 Board meetings 
from July 2021 to June 2024 that the ANAO reviewed, minutes record that the Board held an ‘in 
camera’ session with Board members and the CEO on all occasions. A Board member-only ‘in 
camera’ session was held on five occasions.23 Seven ‘in camera’ sessions were held with non-Board 
members including NDIA senior management (other than the CEO), the minister, the NDIS Quality 
and Safeguards Commissioner, the DSS Secretary and co-chairs of the NDIS Independent Review 
Panel. Agendas scheduled between 30 and 90 minutes for ‘in camera’ sessions. Meeting minutes 
did not state the duration of these sessions.  

2.31 The Board does not have a policy on the use of, or the records for, ‘in camera’ sessions. AICD 
guidance is that minutes of ‘in camera’ meetings are not mandatory, and that it is advisable to 
record formal actions that are agreed in such sessions. Of the 16 meetings examined, three sets of 
minutes record details of the discussion of ‘in camera’ sessions including CEO appointment, 
remuneration and recruitment, Scheme Actuary appointment, and issues raised by the Board’s 

 
23 The NDIA Board Chair advised the ANAO that a board-only in camera session was offered ahead of each 

scheduled Board meeting. 
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committees. Nine sets of minutes recorded action items or resolutions passed during ‘in camera’ 
sessions.  

2.32 Minutes record that the CEO Report was presented at ‘in camera’ sessions at all of the 16 
meetings examined, although some reports included matters also in separate Board papers and 
discussions were not recorded. The CEO report was in meeting papers and included matters such 
as fraud, provider and participant risks, NDIA and NDIS expenditure, and NDIS Reform. These 
matters related to the Board’s duties as an accountable authority under the PGPA Act (discussed 
further at 3.63). The NDIA advised the ANAO that the Board has a practice of advising the secretariat 
of any actions or resolutions following ‘in camera’ sessions. The ANAO was not present for ‘in 
camera’ sessions during field work to assess the communications to the secretariat. The Board had 
a practice of recording in its minutes a summary of other agenda items discussed.  

Opportunity for improvement 

2.33 The Board could consider developing a policy on its use and records of ‘in camera’ sessions 
to support the balance between confidentiality and documentation of the Board’s 
consideration of matters relating to its duties as an accountable authority under the PGPA Act 
(see Box 1, below paragraph 1.3). 

Out of session meetings 

2.34 The ANAO examined six of the 16 out of session (OOS) meetings to assess whether they 
were properly constituted.  

• The Chair presided at, and quorum requirements were met for, all six OOS meetings.  
• All six OOS meetings were recorded in approved minutes, with the minutes recording 

decisions and actions to be taken. Minutes recorded Board agreement to all resolutions. 
On one occasion a Board member did not vote in favour of a resolution.  

• For all OOS meetings, minutes recorded the Board’s deliberations or considerations of the 
items presented to it.  

• Board papers were prepared for all six OOS meetings and there were supporting papers 
for all agenda items.  

2.35 In September 2023, for one of the six OOS meetings, a Board member had not been 
provided meeting papers due to a conflict of interest. The same Board member was excluded from 
two decisions without meetings on the basis of the same conflict. In 2023–24 the Board considered 
OOS papers relating to annual reporting, a fraud update, Quarterly Report to Disability Ministers, 
Board nomination of the reviewing actuary, advice on managing conflicts of interest, indemnity for 
the CEO in relation to a participant matter and an update on indicative results against corporate 
plan performance measures. 

Decisions without meetings 

2.36 The charters that the Board operated under between 1 July 2021 and 30 June 2024 outlined 
a procedure for making decisions without meetings: 
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Members are to indicate agreement to a decision by providing written advice to the Board Chair 
and Board Secretariat of their agreement to the proposed decision. This can be done by electronic 
signature or by email. 

2.37 Between 1 July 2021 and 30 June 2024, the Board made 10 decisions without meetings. The 
ANAO examined five of the 10 decisions to assess whether the Board had followed its procedure 
for handling decisions without meetings and complied with notice and voting requirements of 
section 142 of the NDIS Act. For all five decisions without meetings: 

• there was a record that the majority of members entitled to vote on proposed decisions 
indicated agreement;  

• Board members indicated agreement by providing advice to the Chair and Board 
secretariat via email or electronic signature; and  

• there was a record of the decision. 
2.38 Paragraph 142(1)(c) of the NDIS Act requires all Board members be informed of the 
proposed decision or reasonable efforts made to inform them. On one of the five occasions, there 
was no evidence that one Board member had been informed of the proposed decision, or that 
reasonable efforts had been made to inform that member. On a further two occasions, one member 
was not notified of a proposed decision to be made without a meeting due to a conflict of interest.  

Record keeping 

2.39 Between 1 July 2023 and 30 June 2024, papers and approved minutes for Board meetings 
and decisions without meetings were not saved in the approved system required by NDIA policy 
and were instead saved in SharePoint.24 The NDIA advised the ANAO in May 2025 that it is in the 
process of transitioning to a new record management system. 

Conflicts of interest  
Policies and procedures  

2.40 The Board’s current conflict of interest policy, set out in its 2023–24 Board Charter, was 
largely consistent with the PGPA Act, PGPA Rule and NDIS Act.  

2.41 Table 2.2 sets out the ANAO’s assessment of the extent to which the Board’s conflict of 
interest policy, contained in charters the Board operated under from July 2021 to June 2024, was 
consistent with the legislative requirements. 

Table 2.2: ANAO assessment of the Board’s conflict of interest policy 
Legislative requirement 2023–24 Charter 2022–23 Charter 2021–22 Charter 

PGPA Act — section 29 
Duty to disclose interests 

   
PGPA Rule — section 
12 
When duty to disclose 
does not apply 

   

 
24 SharePoint in Microsoft 365 is a cloud-based service for use by organisations to share and manage content, 

knowledge, and applications.  
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Legislative requirement 2023–24 Charter 2022–23 Charter 2021–22 Charter 

PGPA Rule — section 
14 
How and when to 
disclose interests 

 ▲ ▲ 

PGPA Rule — section 
15 
Consequences of 
disclosing interest 

 ▲ ▲ 

NDIS Act — section 
132a 
Outside employment 

b   

Key:  Fully addresses requirements ▲ Partly addresses requirements  Does not address requirements. 
Note a: Section 132 of the NDIS Act prohibits Board members from paid employment that, in the minister’s opinion, 

conflicts or may conflict with the proper performance of the member’s duties.  
Note b: In June 2024 the Board endorsed an interim Board Charter that addressed  

section 132 of the NDIS Act. The interim charter was not in effect in 2023–24.  
Source: ANAO analysis of the Board’s charters. 

2.42 Auditor-General Report No.43 2022–23 Effectiveness of the National Disability Insurance 
Agency’s Management of Assistance with Daily Life Supports25, tabled in June 2023, concluded that 
Board member conflicts of interest were largely effectively managed, noting: 

The ANAO observed that members who declared personal interests as NDIS participants (or family 
members of participants) and/or members of disability organisations receive all Board papers and 
are present for discussion of all agenda items. The Board has not documented how it manages 
conflicts arising from such interests. 

2.43 The NDIA agreed to recommendation no.6(a) in that report: ‘The National Disability 
Insurance Agency (NDIA) improve its management of conflicts of interest by implementing: (a) 
procedures for how the Board manages conflicts arising from declared interests of members’.26  

2.44 The Board has made changes to its policies and procedures for managing conflicts of 
interest.  

• In July 2023, October 2023 and February 2024, the Board obtained legal advice relating to 
declarations of material interest, conflicts of interest, gifts, benefits, hospitality, 
invitations and outside employment. The Board incorporated guidance on material 
personal interests into new member induction information. 

• The Board adopted a new declaration template prompting identification of the nature and 
extent of material personal interests, how these relate to NDIA affairs, and how these 
could give rise to real or apparent conflicts of interest and impact the performance of 
Board member duties. In February 2024, the Board directed the secretariat to schedule a 
conflict of interest refresher at the start of each year.  

 
25 Auditor-General Report No.43 2022–23, Effectiveness of the National Disability Insurance Agency’s 

Management of Assistance with Daily Life Supports, ANAO, Canberra, 2023, paragraph 3.67, available from 
https://www.anao.gov.au/work/performance-audit/effectiveness-the-national-disability-insurance-agencys-
management-assistance-daily-life-supports [accessed November 2024]. 

26 ibid., p. 13. 

https://www.anao.gov.au/work/performance-audit/effectiveness-the-national-disability-insurance-agencys-management-assistance-daily-life-supports
https://www.anao.gov.au/work/performance-audit/effectiveness-the-national-disability-insurance-agencys-management-assistance-daily-life-supports
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• In May 2024, the Board directed the secretariat to seek updated declarations from 
members three weeks prior to Board meetings.  

• In June 2024, the Board endorsed an interim Board Charter that addressed  
section 132 of the NDIS Act, established a mechanism for managing member disagreement 
on conflict-of-interest matters, and gave direction on managing conflicts in meetings. In 
September 2024, the NDIA advised the ANAO that the interim charter was undergoing 
further development and was not yet in operation. 

• In July 2024, the secretariat finalised an internal procedure for supporting Board members 
to identify, record, manage and mitigate any real or perceived conflicts of interest. 

2.45 The changes to the Board’s policies and procedures do not include how the Board manages 
declared real or apparent conflicts of interest arising from members declaring personal interests as 
NDIS participants (or family members of participants) or members of disability organisations in 
accordance with the agreed ANAO recommendation.  

Board management of conflicts of interest  

2.46 The Board maintains a ‘Register of Board Members Interests’ (the Register) to record 
members’ declared material interests and conflicts of interest. Board charters required members 
to disclose material personal interests upon commencement, as changes occur, and annually after 
commencement. Between July 2021 and June 2024 the Register was updated on 22 occasions (and 
each update may have consisted of multiple changes to member interests).  

2.47 Between July 2021 and June 2024, seven real or apparent conflicts of interest were declared 
by Board members and recorded in the Register. During Board meetings, the standing agenda item 
for discussions of declared interests is allocated for Board members to collectively consider what, if 
any, actions are required to manage declared interests. An agreed management strategy was 
documented for one of the seven declared conflicts. There were 22 other personal interests 
recorded in the register that may have represented, and were not declared as, real or apparent 
conflicts. These included declared interests as NDIS participants, family members of participants, 
members of disability organisations and employment with NDIS providers or consultancies 
providing services to the NDIA.  

2.48 In considering how to manage any Board members’ declared conflicts, the Board Chair may 
write to the minister if the Board decides a member’s paid employment potentially conflicts with 
their member duties. Between July 2021 and June 2024, the NDIA advised there was no 
correspondence between the Board and the minister, under section 132 of the NDIS Act, regarding 
matters of paid employment that may conflict with Board member duties. 

2.49 Of the 16 Board meetings the ANAO examined between July 2021 and June 2024, meeting 
minutes showed that declarations of material interest were called for at each meeting, and minutes 
recorded declarations that were made. In half of those meetings, minutes showed this occurred 
before the ‘in camera’ sessions. At four meetings, Board members recused themselves from 
discussions and voting that related to disclosed interests.  

2.50 At both meetings observed in person by the ANAO, a member recused themself from 
discussions and voting on an agenda item that related to their disclosed interests. The minutes for 
these meetings recorded that the member was not present and the minutes did not state this was 



Board governance and structure 

 
Auditor-General Report No. 41 2024–25 

Effectiveness of the Board of the National Disability Insurance Agency 
 

31 

due to a conflict of interest. As a result, there was no record of how the conflict of interest was 
managed in these meetings.  

2.51 On four occasions, one member recused themself from discussions and voting on a certain 
matter due to a potential conflict of interest arising from a past employment relationship. The 
potential conflict was registered in previous versions of the Board’s Register and was removed in 
January 2024. The member subsequently recused themself from related agenda items in February 
and June 2024. The Register did not identify the basis for the member’s continued recusal. 

2.52 Of the six OOS meetings the ANAO examined between July 2021 and June 2024, the minutes 
of five meetings did not record whether declarations of material interest were called for or whether 
Board members recused themselves from discussions and voting that related to disclosed interests. 
For the five decisions without meetings the ANAO examined between July 2021 and June 2024, 
there was no record of the Board having considered conflicts of interest.  

2.53 In September 2024, the NDIA advised the ANAO that a Board member was not provided 
meeting papers for one OOS meeting and had been excluded from two decisions without meetings 
due to an employment-related conflict of interest. The NDIA advised the ANAO that these Board 
decisions related to the NDIS Annual Financial Sustainability Report and the corporate plan which 
presented a material conflict of interest for the member. 

2.54 The relevant interest had not been documented as a conflict, there was no documented 
strategy for managing that conflict, and there was no evidence of Board Chair or member 
agreement to exclude the member on the basis of the conflict on these occasions. There was no 
correspondence between the Board and the minister under section 132 of the NDIS Act addressing 
the member’s employment that gave rise to the potential conflict of interest.  

2.55 The Board’s 2021–22 and 2022–23 charters stated that members would not receive Board 
papers for agenda items where a conflict of interest exists. The Board’s 2023–24 charter is silent as 
to Board member access to meeting papers that relate to a declared conflict of interest.27 The 
secretariat restricts Board member access to papers in the online portal28 where they relate to a 
declared conflict of interest. In August 2024 the NDIA advised the ANAO this practice started in 
May 2023. The decision to restrict access is made by the secretariat and not documented in any 
management strategies approved by the Chair. 

Recommendation no. 1 
2.56 The Board of the National Disability Insurance Agency document how it manages conflicts 
of interest, including those arising from members who declared personal interests as NDIS 
participants, family members of participants, members of disability organisations, and/or 
employment with NDIS providers or consultancies providing services to the NDIA. 

National Disability Insurance Agency response: Agreed.  

2.57 As detailed in the report, the NDIA Board is conscious of the importance of appropriate 
Conflict of Interest procedures and processes and agrees to fully implement this recommendation 

 
27 The Board’s 2023–24 charter requires that members with a declared material personal interest that relates to 

an agenda item must neither be present while the matter is being considered nor vote on the matter. 
28 Diligent is the electronic platform used by the NDIA to distribute meeting papers to Board and committee 

members.  
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by updating the Board's conflict of interest policy to provide guidance to Board members who are 
also participants of the NDIS, noting that individual mitigations strategies will vary depending on 
a Board member's circumstances. 

Has the Board structured its own operations in a manner that 
supports effective governance? 

The Board has established committees to support the governance of the NDIA. The charters 
for committees could be improved to set out voting requirements, the extent of delegated 
authority, and specify requirements for making decisions without meetings. The ARC charter 
could be improved by specifying who cannot be a member of the committee. The Board has 
not documented which NDIA policies require its approval. 
The role of the committees is to provide advice to the Board on: the financial sustainability of 
the NDIS (Sustainability Committee); and the objectives, strategies, and policies to be followed 
by the NDIA, with a dedicated focus on participant outcomes (Strategic Direction and 
Participant Outcomes Committee). In March 2024, the Audit Committee and Risk Committee 
were merged into the Audit and Risk Committee (ARC) — its role is to review and advise on 
the appropriateness of the NDIA’s financial and performance reporting, systems of risk 
oversight and management, and systems of internal control. Committee membership was 
largely consistent with charter requirements.  
Each committee receives relevant reporting according to its function and gave verbal updates 
and meeting minutes to the Board. The committees have not always provided written advice 
on critical and high-risk areas that require further Board consideration and direction, and it is 
unclear if the committees’ verbal updates and meeting minutes provided assurance and 
assisted with informing decision-making and the efficient running of the Board.  

Board Charter 

2.58 AICD guidance states that: 

A board charter is defined as a written policy document that clearly sets out the respective roles, 
responsibilities and authorities of the board of directors (both individually and collectively) and 
management in setting the direction, the management and the control of the organisation.29 

2.59 The Board had a charter in place between July 2021 and June 2024; the Board reviewed and 
approved updated versions of its charters in 2021–22, 2022–23 and 2023–24. The charters 
identified the legislation under which the NDIA was established and that the Board has 
responsibilities under the NDIS Act and the PGPA Act.  

 
29 Australian Institute of Company Directors, ‘Board Charters’, Director Tools: Organisation, AICD, n.d., p. 1, 

available from https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-
tools/organisation/board-charters-director-tool.pdf [accessed 20 September 2024]. 

https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-tools/organisation/board-charters-director-tool.pdf
https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-tools/organisation/board-charters-director-tool.pdf
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2.60 The Board’s charters were consistent with the key governance elements of the NDIS Act30 
and set out requirements for the Board’s composition, operation (including meeting requirements 
and record keeping) and functions. The charters set out: the distinct roles of the Board and the CEO 
under the NDIS Act; the Board’s ability to direct the CEO on the performance of their duties; and 
the Board’s ability to instruct NDIA officials in relation to finance law. The 2021–22 and 2022–23 
Board charters stated that ‘the Board will establish clear delegations for management, including 
indicating which powers it reserves to itself. Such delegations will be in written form.’ This was not 
in the 2023–24 charter. 

2.61 The 2023–24 Board Charter required the CEO and relevant members of the NDIA’s Strategic 
Leadership Team31 (SLT) to attend all Board meetings (except where a conflict of interest arose). 
Prior to this, SLT members attended on an invitation-only basis.  

2.62 The Board did not record in charters, or elsewhere, its expectations for NDIA management 
on the quality or content of meeting papers or protocols. At the end of scheduled Board meetings, 
a nominated Board member provides feedback on the quality and timeliness of papers as part of a 
standing agenda item.  

2.63 The charters set out expectations for the secretariat including recording meeting minutes, 
developing agendas, distributing agendas, papers and minutes, and updating the Register of Board 
Member Interests. The 2023–24 Board Charter required the secretariat to ensure meeting papers 
were in a format accessible to those with a disability and ‘maintain a work plan for the Board and 
its committees.’  

2.64 A board workplan should set out a board’s forward schedule and priorities for the coming 
year for member planning purposes as well as providing assurance that board responsibilities will 
be met in the coming year.32 Between July 2021 and June 2024, the secretariat maintained various 
workplans that scheduled Board and committee meeting dates, agenda items and periodic reports. 
The workplans did not map Board priorities or legislative requirements to agendas or meetings and 
were not approved by the Board. In September 2024, the Board agreed to a forward workplan for 
2025. 

Committee charters 

2.65 Between July 2021 and June 2024, the Board had seven committees, including the: 

• People and Remuneration committee — assisted the Board ‘in managing people and 
remuneration matters’; 

• Information and Communications Technology and Digital (ICTD) committee — assisted the 
Board ‘in the management and oversight of the Agency’s ICT solution, including providing 

 
30 These key governance elements of the NDIS Act are membership (section 126), functions of the board 

(section 124), matters to be considered in performing functions (section 125A), rules about management of 
risk and performance of the Board’s functions (section 125B), convening meetings (section 136), presiding at 
meetings (section 137), quorum (section 138), voting (section 139), meeting conduct (section 140), meeting 
minutes (section 141) and decisions without meeting (section 142). 

31 As at 16 October 2024, the SLT comprises the NDIA’s Deputy CEOs and the Scheme Actuary.  
32 Australian Institute of Company Directors, Annual board calendar, AICD, n.d., pp. 1–2, available from 

https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-tools/board/annual-board-
calendar-director-tool.pdf [accessed 16 October 2024]. 

https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-tools/board/annual-board-calendar-director-tool.pdf
https://www.aicd.com.au/content/dam/aicd/pdf/tools-resources/director-tools/board/annual-board-calendar-director-tool.pdf
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input to the Board on the design, development, delivery and performance of the ICT 
strategy and systems’; 

• Audit committee — assisted the Board ‘in the management and oversight of the quality 
and integrity of the accounting, auditing and financial reporting of the NDIA’; 

• Risk committee — assisted the Board ‘in the management and oversight of the NDIA’s 
approach to risk management’; 

• Sustainability committee — ‘provides advice on assessing, monitoring, reporting on and 
managing the financial sustainability of the Scheme’; 

• Strategic Direction and Participant Outcomes (SDPO) committee — assisted the Board ‘to 
determine the objectives, strategies and policies to be followed by the Agency, with a 
dedicated focus on participant outcomes’; and 

• Audit and Risk committee (ARC) — provided ‘independent advice and assurance to the 
Board, as the Agency’s accountable authority, in accordance with the [PGPA Act, PGPA 
Rule, NDIS Act], and National Disability Insurance Scheme—Risk Management Rules 2013’. 

2.66 In March 2023, the Board ceased the People and Remuneration Committee, created the 
SDPO Committee and incorporated the ICTD Committee into the Risk Committee. In  
March 2024, the Board consolidated its separate Audit and Risk committees into a single Audit and 
Risk Committee (ARC). The Board’s committee structure is set out in Figure 2.1. 

Figure 2.1: NDIA Board committee structure, as at 30 June 2024 

 
Source: ANAO analysis of the Board committee structure.  

2.67 Between July 2021 and June 2024 each of the Board’s committees listed at paragraph 2.65 
had charters in place. Committee charters included a requirement to be reviewed annually. The 
Board reviewed all committee charters each financial year, with the exception in 2022–23 of the 
People and Remuneration and ICTD committees, which ceased in March 2023. 

2.68 Committee charters set out member composition requirements, including a maximum 
number of members, and membership was largely consistent with these requirements. On three 
occasions committees exceeded the membership limit. 

• In January 2023, the People and Remuneration and ICTD committees exceeded the 
number of members allowed by one member each. Only the ICTD committee met in 2023 
before ceasing and while membership was oversubscribed.33 

 
33 Board members qualify for additional payment as a committee member if they are an Audit Committee chair 

or member or a Sustainability Committee chair or member. The Board Chair does not qualify for any 
additional committee payment as an Audit Committee or Sustainability Committee chair or member.  
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Participant Outcomes 

Committee
Audit and Risk Committee

Sustainability 
Committee



Board governance and structure 

 
Auditor-General Report No. 41 2024–25 

Effectiveness of the Board of the National Disability Insurance Agency 
 

35 

• In January 2023, the Sustainability Committee exceeded the number of members allowed 
under its charter by one member. Between January 2023 and July 2023, the Sustainability 
Committee met twice and all its members were remunerated for this role. In July 2023, 
the Board updated the Sustainability Committee’s charter to increase the membership by 
one Board member. 

2.69 Subsection 17(3) of the PGPA Rule requires that audit committees consist of at least three 
persons who have appropriate qualifications, knowledge, skills or experience to assist the 
committee to perform its functions. Minutes and papers for Board appointments to the Audit 
Committee in 2021–22 and 2022–23 did not record the Board’s consideration of whether members 
had these attributes. Committee charters largely set out other key elements of committee 
operation including whether any authority had been delegated by the board. The charters did not 
include all relevant content. 

• The 2023–24 charters for the Audit, Risk, Sustainability, SDPO committees and ARC were 
silent on voting requirements. 

• The 2023–24 ARC and former Audit Committee charters did not establish a method for 
making decisions without meetings. Decisions without meetings were made. 

• The charters did not set expectations around the content or scope of committee reporting 
to the Board.  

2.70 Section 17 of the PGPA Rule prescribes minimum requirements for audit committees of 
Commonwealth entities to help ensure the committee provides independent advice and assurance 
to its entity’s accountable authority. The Board’s Audit Committee and ARC charters were largely 
consistent with section 17 of the PGPA Rule, except they did not fully reflect the requirements of 
subsections 17(4A) and 17(5) relating to membership exclusions.  

2.71 The Department of Finance’s ‘A guide for corporate Commonwealth entities on the role of 
audit committees’ also provides guidance on audit committee charters.34 The Audit committee and 
ARC charters largely incorporated this guidance. 

Opportunity for improvement 

2.72 There is an opportunity for the Board to improve committee charters so that: 

• all charters set out voting requirements; 
• all charters specify the extent to which authority has been delegated from the Board; 
• where committees intend to make decisions without meetings, the charter includes a 

method for doing so; and 
• the ARC charter reflects the minimum requirements of section 17 of the PGPA Rule.  

 
34 Department of Finance ‘A guide for corporate Commonwealth entities on the role of audit committees’, 

Commonwealth of Australia, Canberra, September, 2021, available from 
https://www.finance.gov.au/sites/default/files/2021-
10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20com
mittees.pdf [accessed 18 April 2024].  

https://www.finance.gov.au/sites/default/files/2021-10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20committees.pdf
https://www.finance.gov.au/sites/default/files/2021-10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20committees.pdf
https://www.finance.gov.au/sites/default/files/2021-10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20committees.pdf
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Board oversight of key policies and expectations of management 

2.73 The NDIA advised the ANAO in June 2024 that: 

The Board oversights Agency-level policies that link directly to its responsibilities … In addition the 
Board approves policies that it has recommended the Agency to develop (such as the Recovery 
Framework or where a policy responds to IAC advice (such as the Participant Safeguarding Policy). 

2.74 Between July 2021 and December 2024, the Board reviewed: 

• Psychosocial Disability Recovery Oriented Framework — approved September 2021;  
• Modern Slavery Statement — approved November 2021, October 2022, November 2023 

and December 2024; 
• Risk Management Strategy — endorsed June 2022, November 2023, and December 2024;  
• Accountable Authority Instructions and Financial Authorisations — new versions approved 

June 2022, July 2023 and October 2024; 
• Supported Decision Making Policy — approved January 2023;  
• Participant Safeguarding Policy — approved March 2023;  
• Fraud and Corruption Control Plan — approved September 202335;  
• NDIS Participant Employment Strategy Refresh 2024–2026 — endorsed November 2023; 
• NDIA Innovate Reconciliation Action Plan — endorsed September 2024; 
• the NDIA’s strategic risk settings, including its Risk Appetite Statement — approved 

May 2022, November 2023, and September 2024; and 
• Agency Disability Action Plan — endorsed October 2024. 
2.75 Board approval of key policies and frameworks, such as those relating to financial 
delegations, risk management, work health and safety, and fraud, can assist board members to gain 
assurance that they are effectively discharging their duties as the accountable authority by setting 
the framework for compliance with relevant legislation. The Board did not document, in its charters 
or elsewhere, expectations for its oversight of NDIA policies, including identifying the key policies 
that require Board approval.  

Opportunity for improvement 

2.76 The Board could specify in its charter the key entity policies, or types of policies, that 
require Board review and approval. 

Board member induction  

2.77 The NDIA has a draft Board member induction policy. 

The Board Secretariat is responsible for supporting the Chairman and CEO to co-ordinate the 
induction of newly appointed board members. The Chairman ensures that new board members 
receive a comprehensive, structured and tailored induction on joining the board. 

 
35 The Risk Committee previously endorsed the plan in August 2020.  
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2.78 Between 1 July 2021 and 30 June 2024, 10 new members were appointed to the Board. The 
ANAO reviewed the inductions of two members who joined in 2023 — these were partly consistent 
with the draft induction policy. 

• Both Board members met with the Board Chair prior to their first Board meeting and 
received an induction pack containing a Board operational overview, Board and 
committee charters, and key NDIA policies.  

• Neither Board member received other background information on the NDIA including 
organisation charts, relevant legislation or recent corporate, annual or performance 
reports.  

• Neither Board member was allocated a mentor or provided briefings from senior NDIA 
executives at the commencement of their appointment.36 

Opportunity for improvement 

2.79 There is opportunity for the Board to strengthen its process for inducting new Board 
members with:  

• a Board-approved induction policy, including clearly identifying the operational 
information to be included in induction packs; and 

• expectations around the briefings provided by NDIA officials. 

Board performance assessment 

2.80 The AICD states:  

A board’s effectiveness can only be gauged if it regularly evaluates its performance. A good 
evaluation provides objective performance measures, indicates performance gaps, and agrees 
strategies for improving board effectiveness. 

2.81 The Board’s 2021–22 and 2022–23 charters set out performance evaluation requirements: 
‘The Board will conduct a board review on an annual basis. This review will be conducted by an 
external party at least once every three years.’ Committee charters in 2021–22 and 2022–23 also 
included committee performance evaluation requirements. The 2023–24 Board and committee 
charters did not include performance evaluation requirements. 

2.82 The NDIA’s Annual Reports for 2021–22 and 2022–23 both reported Board performance as 
having been reviewed annually in accordance with the charter.  

2.83 Between July 2021 and June 2023, the Board discussed performance on two occasions. 

• The Board’s November 2022 meeting agenda included a relevant item, but no 
accompanying paper. Minutes referred to the Board’s discussion of the need to improve 
the accessibility of Board papers for members with disabilities. The minutes do not refer 
to an assessment of skills, competencies or performance. 

 
36 One member advised the ANAO that induction meetings with NDIA executives were not arranged when 

requested and that one meeting eventuated after the member insisted. In April 2023, the Board requested 
that another newly appointed member receive an introductory briefing on the Fraud Fusion Taskforce. This 
briefing was provided in June 2023.  
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• In February 2023, the Board discussed the effectiveness and purpose of its committees 
and agreed to a committee restructure.  

2.84 Board and committee charters for 2023–24 did not include performance evaluation 
requirements and the 2023–24 Annual Report did not report on the Board’s performance. In 
February 2024, the Board resolved to ‘undertake a substantive review of committee structures and 
performance in 2025.’ The NDIA contracted a service provider37 in October 2024 to assess and 
evaluate the Board’s and its committees’ performance. 

Sustainability and Strategic Direction and Participant Outcomes committees 
2.85 As discussed at paragraph 2.65, the Board established committees to help it fulfil its duties. 
As at September 2024, the Board was supported by three committees, its: Sustainability 
Committee; Strategic Direction and Participant Outcomes (SDPO) committee; and ARC (separately 
discussed from paragraph 2.95). 

2.86 The Board’s Sustainability and SDPO committees’ charters’ outline their roles.  

• The Sustainability committee is to support the Board to monitor and report on the 
financial sustainability of the NDIS; and 

• The SDPO committee is to assist the Board 'to determine the objectives, strategies and 
policies to be followed by the NDIA, with a dedicated focus on participant outcomes.'  

Sustainability Committee 

2.87 The Sustainability Committee’s 2023–24 charter sets out its functions, which are to: 

• monitor the financial sustainability of the NDIS; 
• provide advice to the Board on actuarial advice and reports from the Scheme Actuary; and 
• review and provide advice to the Board regarding financial sustainability reporting 

obligations.38 
2.88 The ANAO reviewed reporting to and by the Sustainability Committee to assess if it provided 
support for the Board as expected in its charter. The ANAO’s assessment is in Table 2.3 below. 

Table 2.3: ANAO assessment of the Board’s Sustainability Committee operation 
Requirement Met ANAO comment 

Met at least four times per 
year 

Yes This requirement was met or exceeded in 2021–22, 2022–23 
and 2023–24. The committee met 18 times between 1 July 2021 
and 30 June 2024. 

Quorum Yes A quorum was present at all meetings. Minutes reflect that since 
February 2023, an extra two to five Board members who are not 
on the Sustainability Committee also attended its meetings. 

Considered declarations 
of material interest 

Yes Updates to declarations were considered in all meetings. 

 
37 The contracted company was Challis & Company Pty Limited, at a cost of $57,145.00 (including GST). 
38 The 2023–24 charter introduced a new function for the Sustainability Committee that it has not yet needed to 

exercise — supporting the Board on the nomination of a Scheme Actuary (the prior People and Remuneration 
Committee supported the Board when this was last relevant (discussed from paragraph 3.11). 
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Requirement Met ANAO comment 

Monitor the financial 
sustainability of the NDIS 

Yes The committee received core quarterly actuarial reporting, draft 
AFSR and peer review reports. The committee also obtained 
reporting on topics relevant to specific actuarial assumptions, 
such as on inflation and management reform work.  
Until July 2022, the committee received regular updates on the 
NDIA’s range of service reform actions and results. From 
August 2022, the committee considered management’s 
response to the Scheme Actuary’s recommendations in the 
AFSR, as part of reviewing the draft AFSR. 

Considered relevant 
matters and constructively 
challenged or provided 
direction to management  

Yes Minutes reflect the committee discussed all but one agenda item 
across all meetings and sought further information or action, or 
gave a specific direction or instruction, at all of its meetings from 
July 2021 to June 2024. 

Provide advice to the 
Board on actuarial advice 
and reports from the 
Scheme Actuary 

Largely The committee, which included the Board Chair, provided 
support for the Board by considering and approving relevant 
actuarial reports, requiring changes to documents ahead of 
those being submitted to the Board, and seeking further 
information from management.  
The Board determined that for certain key reports — the AFSR, 
reviewing actuary report and the AFSR executive summary 
included in the NDIA Annual Report — final endorsement would 
directly involve the Sustainability Committee chair. 
In 2023–24, the committee chair gave verbal updates to two of 
the three Board meetings that followed committee meetings.a Its 
minutes were in Board papers for one meeting.b Four Board 
meetings in 2023–24 directly referred to the committee’s 
considerations — of the AFSR — and a fifth to a related request 
for information the committee put to management.  
The Board’s 2023–24 records showed the committee did not 
give it separate written advice. 

Note a: An update was not required for the Board’s 24 October 2023 meeting as all Board members present had 
attended the committee meeting the day before. 

Note b: Subsequently, in 2024–25, as at 5 December 2024, Board meeting packs included the Sustainability 
Committee’s minutes on a further three occasions. 

Source: ANAO analysis of NDIA documentation. 

2.89 The Sustainability Committee’s August 2023 charter required it to develop a forward 
workplan. While committee papers and minutes did not address this topic, the committee has 
operated since the NDIA was established and has an established cycle of actuarial reporting.  

2.90 Between July 2021 and August 2023, the Substantiality Committee’s prior charters also 
required it to: 

• provide advice to the Board on actions to be taken arising from analysis of the reports of 
the Scheme Actuary;  

• provide advice to the Board on potential changes to the legislation or other regulation; 
and 

• review or advise the Board on the definition of the sustainability concept, the prudential 
governance framework, and insurance principles.  
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2.91 Between July 2021 and August 2023, the Sustainability Committee considered reporting on 
NDIA reform activity and its expected impact on sustainability. The committee provided feedback 
and direction to management but did not provide the Board separate written advice on actions. 

2.92 At one meeting the Sustainability Committee reviewed the NDIA definition of the 
sustainability concept, as required by its charter. The committee did not review or advise the Board 
on the prudential governance framework, or insurance principles. These concepts were drafted in 
the NDIA’s 2016 Insurance Principles and Financial Sustainability Manual, and the committee 
removed these requirements from its 2023 charter. 

Strategic Direction and Participant Outcomes committee 

2.93 The SDPO committee first met in July 2023 — its charter sets out its functions: 

The Committee provides advice and recommendation to the Board to support it to: 

• determine the strategic direction and vision for the Agency 

• ensure the Agency is delivering against the committed vision, values and direction 

• set the policies and strategic priorities to be followed by the Agency 

• consider and respond to advice provided by the Independent Advisory Council (IAC) 

• respond to recommendations for reform, including those arising from Government 
Inquiries, Reviews and Royal Commissions 

• monitor participant experience and outcomes, including for participants from culturally 
and linguistically diverse groups, and ensure that participants are at the centre of Board 
deliberations 

• promote and embed the objects and general principles of the NDIS, per sections 3 and 4 
of the NDIS Act. 

2.94 The ANAO reviewed reporting to and by the SDPO Committee to assess if it provided support 
for the Board as expected in its charter. The ANAO’s assessment is in Table 2.4 below. 

Table 2.4: ANAO assessment of the operation of the Board’s Strategic Direction and 
Participant Outcomes Committee 

Requirement Met ANAO comment 

Met at least four times per 
year 

Yes Yes — this requirement was met or exceeded in 2023–24 (it first 
met in July 2023 after being established in March 2023). 

Quorum Yes A quorum was present at all meetings. 

Considered declarations 
of material interest 

Yes Largely — occurred in all meetings except two special 
presentations focused on discussion of a specific topic with no 
decision sought. 

Considered matters and 
sought further information 
or action from 
management  

Yes Minutes reflect the committee discussed agenda items at all six 
meetings in 2023–24 and sought further information or action at 
five of these meetings.  
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Requirement Met ANAO comment 

Advised the Board in 
relation to its functions 

Partly In 2023–24, the committee considered matters relevant to its 
functions and gave verbal updates at all six of the Board 
meetings that followed committee meetings. The committee did 
not provide separate written advice to the Board.  
Four Board meetings in 2023–24 referred to the committee’s 
considerations and advice. 
• At three meetings, Board papers from management referred 

to the committee having considered the NDIA’s draft Agency 
Strategy and to its feedback being incorporated into a final 
version of the draft strategy submitted for Board approval.  

• In February 2024, the committee chair verbally advised the 
Board of topics the committee nominated as of specific 
interest.a 

This range of advice did not reflect the breadth of the 
committee’s functions in its charter. 
The committee considered its forward agenda and strategic 
planning priorities for the NDIA across five meetings during 
2023–24 but did not finalise these. 

Note a: The Chair advised that the committee had nominated best-practice Early Childhood, navigation, budget setting, 
Home & Living, and enablers such as Artificial Intelligence and values-based commissioning as areas of 
specific interest. 

Source: ANAO analysis of NDIA documentation. 

Audit committee 
2.95 All Australian Government entities are required under the PGPA Act to have an audit 
committee. As the NDIA’s accountable authority, the Board must, under section 45 of the PGPA Act, 
ensure the NDIA has an audit committee that is constituted, and performs functions, in accordance 
with the requirements of the PGPA Rule. An audit committee’s minimum functions, under 
subsection 17(2) of the PGPA Rule, include reviewing the appropriateness of the accountable 
authority’s financial and performance reporting, system of risk oversight and management, and 
system of internal control. Section 17 of the PGPA Rule also requires audit committee members be 
independent of management, to support the provision of independent advice to the accountable 
authority. The head of the accountable authority — for the NDIA, the Board Chair — may not be an 
audit committee member. 

2.96 Between July 2021 and February 2024, the Board had an Audit Committee and a separate 
Risk Committee. As noted at paragraph 2.66, the Board merged these committees in March 2024 
into the ARC. Both the former committees and the ARC had charters in place that included the 
minimum functions required under the PGPA Rule. Member composition of the ARC, and the 
former Audit Committee and Risk Committee, satisfied the independence requirements of section 
17 of the PGPA Rule. 

2.97 In addition to reviewing the NDIA’s financial and performance reporting, the former Audit 
Committee was responsible for overseeing the NDIA’s system of risk oversight and management, 
and system of internal control. There was overlap in the risk functions listed in the charters for the 
former Audit Committee and former Risk Committee. The former Risk Committee was separately 
also responsible for recommending to the Board, for its approval, the annual risk management 
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declarations required by the NDIS Risk Management Rules.39 The relationship between the former 
Audit Committee and the former Risk Committee and how the Risk Committee supported the Audit 
Committee’s functions, were not documented. Methods of sharing information and reports across 
the two committees were not documented.  

2.98 In its paper to the Board recommending combining the Audit Committee and the Risk 
Committee, the NDIA stated: 

Combining these two committees will consolidate and streamline advice provided to the Board 
about the appropriateness of the Agency’s systems for audit and risk, particularly in relation to 
prevention activities, supporting frameworks and controls regimes, compliance, assurance and 
monitoring. 

Meetings 

2.99 The ARC and the former Audit Committee charters required a minimum of four committee 
meetings to be held per year. This requirement was met or exceeded in 2021–22, 2022–23 and 
2023–24.  

2.100 The ARC and former Audit Committee held 15 scheduled meetings and three out of session 
meetings between 1 July 2021 and 31 December 2024. The ARC and former Audit Committee took 
two decisions without a meeting, one to agree to engage an external special advisor to support the 
Committee and the other to endorse proposed strategic risk and mitigation strategies to the Board 
for inclusion in the NDIA’s Corporate Plan. 

2.101 For the eight meetings from July 2023 to December 2024, there was a quorum at each 
meeting and declarations of material interest were considered at seven meetings. 

Reporting to audit committee 

2.102 The number of scheduled meetings between July 2021 and December 2024 at which the 
ARC and former Audit Committee received management reporting relevant to each of their 
minimum functions under the PGPA Rule (see paragraph 2.95) is set out in Table 2.5 below.  

Table 2.5: Management reporting to the ARC and former audit committee — July 2021 
to December 2024 

Reporting against required 
committee function: 

Received at ARC (March 2024 
to December 2024) for: 

Received at Audit Committee 
(July 2021 to February 2024) for: 

Financial reporting 5 out of 6 meetings 12 out of 12 meetings 

Performance reporting 5 out of 6 meetings 8 out of 12 meetings 

System of risk oversight and 
management  

5 out of 6 meetings 3 out of 12 meetings 

System of internal control 5 out of 6 meetings 11 out of 12 meetings 

Note: Includes both scheduled and out of session (OOS) meetings, but not decisions made or other correspondence 
shared OOS. 

Source: ANAO analysis of NDIA documentation. 

 
39 The Board’s responsibilities under the NDIS Risk Management Rules are discussed from paragraph 3.30. The 

Risk Committee was required to report to the Board on risk-related matters, for example, recommending to 
the Board the NDIA’s Risk Appetite Statement and strategies for mitigating key risks. 



Board governance and structure 

 
Auditor-General Report No. 41 2024–25 

Effectiveness of the Board of the National Disability Insurance Agency 
 

43 

2.103 Between July 2021 and March 2024, the former Audit Committee routinely received and 
considered financial reporting, including drafts of annual financial statements, proposed 
approaches to participant plan provisions, and updates on potential audit findings and resolutions. 
During the same period, the Audit Committee also received performance reporting, including drafts 
of annual performance statements, and internal audit reviews of performance statements and 
methods. The committee did not receive management proposals for what performance measures 
to include in the NDIA’s Portfolio Budget Statements or corporate plans — these proposals were 
instead put directly to the Board. 

2.104 The former Audit Committee received reporting relating to systems of risk oversight and 
management at three of its 12 meetings. The reporting that supported risk oversight and 
management related to internal audit findings on the NDIA’s Risk Management Declaration and 
operational risks in the Chief Finance Officer Group. While the Board’s Risk Committee received 
additional management reporting relevant to the NDIA’s systems of risk oversight and 
management, the Audit Committee did not receive reports from the Risk Committee enabling it to 
fully consider risk against its other functions.  

2.105 Prior to the formation of the ARC, the Risk Committee received the quarterly Chief Risk 
Officer (CRO) Report. The CRO provided summary reporting on matters of risk management to the 
Audit Committee until May 2023. From that date, the summary reporting from the CRO was 
provided by the Deputy Chief Executive Officer, Governance, Risk and Legal. In August 2024, the 
ARC Chair and the CRO advised the ANAO they met regularly outside of ARC meetings to discuss 
emerging risk. Records of these discussions were not kept. In August 2024, the former chairs of the 
Audit Committee and Risk Committee advised the ANAO that they shared information relevant to 
the committees through regular informal discussions. Between January 2022 and February 2024 
there was overlap in the membership of the Audit Committee and Risk Committee, with at least 
two Board members appointed to both committees, including the chair of at least one of the 
committees.40  

2.106 The former Audit Committee received reporting related to systems of internal control at 11 
of its 12 meetings between July 2021 and February 2024. Reporting included proposed Accountable 
Authority Instructions (AAIs), internal audit reports and potential ANAO audit findings.  

2.107 As set out in Table 2.5, the ARC received reporting against all functions required by the PGPA 
Rule at five of its six meetings between March 2024 and December 2024, including the quarterly 
CRO Report.41 One OOS meeting during this period was focused solely on the annual financial and 
performance statements. 

2.108 Minutes reflect the ARC and former Audit Committee discussed agenda items at all eight 
meetings between 1 July 2023 and December 2024, sought further information at seven of these 
meetings, and specific action at five meetings.  

 
40 There were also two Board members on both committees between July 2021 and October 2021. From 

15 October 2021, when a Board member resigned, until 28 January 2022 when the Board made new 
committee appointments, just one Board member was on both committees. 

41 The CRO Report is a quarterly report that includes reporting on strategic risks, operating risks, regulatory 
obligations and incidents, fraud and payment compliance, internal audit tracking and protective security 
policy framework related updates. 
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2.109 In August 2023 the Institute of Internal Auditors (IIA) finalised an external quality 
assessment of the NDIA’s internal audit function. The assessment concluded that internal audit 
generally conformed with the International Standards for the Professional Practice of Internal 
Auditing. The IIA made eight recommendations for improvement42, including one high-priority 
recommendation that the organisational independence of internal audit be reviewed, noting: 

Standard 1110 requires that the internal audit function must report functionally to the Board and 
are free to determine the scope of internal auditing, performing work and communicating results. 

2.110 The Audit Committee received advice in November 2023 that corrective action in response 
to this recommendation was ‘on track’. In December 2024, the NDIA appointed a new Branch 
Manager, Audit, with invitations to attend ARC meetings and meet separately with the ARC Chair 
ahead of scheduled ARC meetings.  

Advice to the Board 

2.111 The Department of Finance’s, ‘A guide for corporate Commonwealth entities on the role of 
audit committees’43 sets out audit committee deliverables, which include providing documented 
advice to boards on the appropriateness of reviewed financial and performance reporting, systems 
of risk oversight and management, and systems of internal control.  

2.112 From October 2022 to June 2024, verbal Audit Committee or ARC updates were provided to 
the Board meetings that followed six of the eight committee meetings held during the period. Risk 
Committee updates were reflected in minutes of Board meetings that followed four of the six 
committee meetings from October 2022, until the ARC replaced it in March 2024. Committee 
meeting minutes were included in Board meeting packs for two meetings — May 2024 and June 
2024. In March 2024 the Board resolved that draft ARC minutes would be included in future Board 
papers. In 2024–25 (as of 5 December 2024), the ARC held a further three meetings and for each it 
provided verbal updates and a copy of minutes to the subsequent Board meetings. Verbal updates 
in 2024 observed by the ANAO at two Board meetings, and as documented in Board minutes, 
focused on a recapitulation of matters considered in recent meetings or other actions underway 
and did not include advice on the appropriateness of NDIA systems.  

2.113 From October 2022 to December 2024, Board papers did not include separate written 
advice from the Audit Committee or ARC. The Audit Committee and ARC minutes reflected that the 
committee had recommended the NDIA’s annual financial and performance statements (and from 
March 2024, risk and control reporting) to the Board for approval. NDIA management then provided 
the statements to the Board for approval. Recent board papers include a statement to this effect.  

 
42 The IIA made five moderate-rated recommendations relating to improving NDIA internal audit functions: a 

risk acceptance and escalation protocol; a Quality Assurance and Improvement Program; policies and 
procedures; internal audit planning; and service provider management. Two lower priority recommendations 
related to engagement planning and use of a ‘conformance statement’ to describe internal audit reports. 

43 Department of Finance, A guide for corporate Commonwealth entities on the role of audit committees, 
Commonwealth of Australia, Canberra, September 2021, available from 
https://www.finance.gov.au/sites/default/files/2021-
10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20com
mittees.pdf [accessed 18 April 2024]. 

https://www.finance.gov.au/sites/default/files/2021-10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20committees.pdf
https://www.finance.gov.au/sites/default/files/2021-10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20committees.pdf
https://www.finance.gov.au/sites/default/files/2021-10/Guide%20for%20corporate%20Commonwealth%20entities%20on%20the%20role%20of%20audit%20committees.pdf
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2.114 While minutes reflect wider Board member attendance at committee meetings than 
committee members, and the committee minutes are shared with all Board members, these 
practices do not constitute considered independent advice to the Board.  

2.115 In 2022–23 and 2023–24, prior to the formation of the ARC, neither the former Audit 
Committee nor Risk Committee annually confirmed to the Board that all their functions had been 
carried out, as required by their charters. 

Opportunity for improvement 

2.116  The Board could consider requiring its committees, in particular its Audit and Risk 
Committee, to provide their advice to the Board in writing, separate from the management 
reports and other products the advice relates to, to support both the provision of independent, 
considered and relevant advice and its availability in full to all Board members, enabling them 
to more critically review relevant matters. 

Internal audit 

2.117 Under their charters, the ARC and former Audit Committee had responsibility for oversight 
of the NDIA’s internal audit function, including by approving the internal audit work plan. The 
committee was presented with the NDIA’s proposed Internal Audit Plan (IAP) six times between 
July 2021 and June 2024 and approved the IAP on three of the six occasions. On the remaining 
occasions: in August 2022, no committee decision was recorded; in February 2023, the committee 
noted the IAP; and in September 2023, the committee did not approve the IAP and directed 
management to review and resubmit it at the next meeting. The IAP was approved in the 
subsequent meeting. 

2.118 A rationale was included for each proposed audit in all IAPs except the IAP proposed in 
November 2023. The external quality assessment of the NDIA internal audit function, reported to 
the Audit Committee in September 2023 (see paragraph 2.109), suggested improvements to 
planning, including clarifying how proposed audit topics linked to either strategy or organisational 
risks. The IAP has moved to a three-year rolling plan with proposed topics linked to the NDIA’s 
strategic risks, first approved in September 2024. 

2.119 Table 2.6 sets out the number of internal audits planned between July 2021 and June 2024 
that were completed, and whether the completed report was provided to the former Audit 
Committee or the Audit and Risk Committee.  

Table 2.6: Status of internal audits planned: 2021–22 to 2023–24 
 2021–22 2022–23 2023–24 

Total number of audits in Internal Audit Plan (IAP) 22 22 19 

Audits in IAP completed 15 14 8 as at 
March 2025a 

Reports provided to Audit Committee for completed 
audits 

14b 14 8 as at 
March 2025a 

Audits in IAP not completed and no decision made to 
defer the topic  

0 3 3 as at 
March 2025b 
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 2021–22 2022–23 2023–24 

Audits in IAP deferred 7 5 8b 

Note a: Status is as reported to the ARC on or before its 4 March 2025 meeting. 
Note b: The NDIA’s Performance Statements 2020–21 internal audit was not presented to the Audit Committee. 
Source: ANAO analysis of NDIA documentation. 

2.120 The Audit Committee did not approve the closure of recommendations or receive closure 
packs with evidence of the actions completed. The committee received reporting on internal audit, 
ANAO, and Commonwealth Ombudsman recommendations that remained open or were overdue. 
In March 2024, the ARC discussed management’s plan to introduce a separate report on the status 
of recommendations from internal and ANAO audits and reviews. The new report was provided for 
the ARC’s September 2024 meeting. The updated report format provides greater clarity over the 
status of deliverables in the NDIA’s internal audit plan. 

Opportunity for improvement 

2.121  The Board could consider including in the Audit and Risk Committee charter a 
requirement for it to monitor implementation of parliamentary committee recommendations 
and update management reporting to include relevant recommendations. 
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3. Oversight of compliance and performance 

Areas examined 
This chapter examines whether the Board of the National Disability Insurance Agency (the 
Board) has established fit-for-purpose arrangements to support sufficient oversight of the 
entity’s operations.  
Conclusion  
The Board has established partly fit-for-purpose arrangements to oversee National Disability 
Insurance Agency (NDIA) operations. The Board had regard to advice and reports from the 
Scheme Actuary, the Independent Advisory Council and the Audit and Risk Committee. 
Decision records did not always show Board consideration of relevant legislative criteria. As 
reporting on regulatory compliance was aggregated, it lacked detail, and the Board did not 
always respond to indicators of non-compliance. Requirements of the National Disability 
Insurance Scheme — Risk Management Rules 2013 were not all met. The Board monitored and 
received reporting from the NDIA on NDIS sustainability and fraud risk. The Board has not 
directed strategic reporting on reforms to assure itself that the NDIA will fulfil the Australian 
Government’s commitments to moderate growth in National Disability Insurance Scheme 
(NDIS) expenses.  
The Board has arrangements to meet the Public Governance, Performance and Accountability 
Act 2013 requirements relating to governing the NDIA, systems of risk control, cooperation 
with others and reporting to the Minister for the NDIS. When reports on areas of poor 
performance or other issues are provided, the Board and its supporting committees could 
improve its governance by consistently seeking further information or assurance from 
management. Consistently seeking additional information would support the Board to mature 
further into a strategic role. 
Areas for improvement 
The ANAO made two recommendations — one aimed at strengthening processes relating to 
the Board’s review of the NDIA’s Risk Management Framework and the other to strengthen 
the Board’s oversight of entity performance by more consistently seeking further information 
or assurance from management. The ANAO also suggested that the Board ensure its records 
of decisions reflect its consideration of all relevant legislative criteria. 

3.1 Under sections 15 and 16 of the Public Governance, Performance and Accountability Act 
2013 (PGPA Act), the accountable authority of an entity has a duty to govern and to establish and 
maintain an appropriate system of internal control for the entity, including by implementing 
measures directed at ensuring officials of the entity comply with the Commonwealth finance law.44  

3.2 The Board, as the accountable authority for the NDIA, is required to comply with its enabling 
legislation, the National Disability Insurance Scheme Act 2013 (NDIS Act) and related rules. As a 

 
44 As at October 2024, there are 40 sets of rules made under various sections of the NDIS Act. The rules provide 

further guidance on application of legislation. For example, the Risk Management Rules 2013 are discussed 
from paragraph 3.30. 
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Corporate Commonwealth Entity (CCE), the NDIA must also comply with the PGPA Act and Public 
Governance, Performance and Accountability Rule 2014 (PGPA Rule). 

Has the Board established fit-for-purpose arrangements to oversee 
compliance with key legislative and other requirements? 

The Board has issued Accountable Authority Instructions and guidance to NDIA officials to 
support legislative compliance. The Board made CEO appointments and had regard to advice 
from the Independent Advisory Council, Scheme Actuary and Audit and Risk Committee, 
consistent with NDIS Act requirements. 
Reporting to the Board on regulatory compliance is aggregated which reduced the Board’s 
visibility of the adequacy of internal controls. The Board did not respond to senior executive 
advice that they could not give full assurance over their regulatory compliance obligations. The 
Board provided annual risk management declarations, as required by the NDIS Risk 
Management Rules 2013. The Board did not review its Risk Management Framework or receive 
sufficient reporting on NDIA risk culture, resourcing and control effectiveness, as required. 
The Board has monitored NDIS financial sustainability and NDIS fraud risk. This included 
consideration of draft reform initiatives proposed to address increasing NDIS expenses. It is 
not clear if the Board provided NDIA management with direction on reform initiatives 
proposed before these were included in advice to government. The Board receives regular 
updates on the progress of reform activities. It is not clear if the Board has been active in 
directing reporting on reform deliverables to assure itself that the NDIA will fulfil the Australian 
Government’s NDIS Financial Sustainability Framework commitments. 

Ministerial directions 
3.3 Under section 121 of the NDIS Act, the minister may, by legislative instrument, give 
directions to the NDIA about the performance of its functions. The minister may also give the Board, 
under section 125 of the NDIS Act, ‘a written statement setting out strategic guidance for the 
Agency.’45 Subsection 172(2) of the NDIS Act requires the NDIA to include in annual reports details 
of directions given under section 121 and statements given under section 125. 

3.4 The NDIA reported in its 2021–22, 2022–23 and 2023–24 annual reports that it had not 
received ‘any government policy orders or ministerial directions from the Minister for the NDIS’. 

3.5 Between July 2021 and June 2024, the minister wrote to the Board Chair on two occasions, 
expressing priorities for the NDIA. The NDIA advised the ANAO in May 2024 that the letters did not 
form a statement of strategic guidance as state and territory disability ministers had not been 
consulted on the contents, as required by section 125.  

• In June 2022, the minister wrote to the Board Chair regarding the briefing from the NDIA 
on the outcome of its Annual Pricing Review. The minister supported the Board making 
one-off COVID-related payments to providers, and for a specific approach to increasing 

 
45 A statement under section 125 of the NDIS Act must be of a general nature only. Directions under section 121 

and statements under section 125 of the NDIS Act must not relate to a particular individual, be inconsistent 
with the NDIS Act and related instruments or the PGPA Act and related instruments, and must be made with 
the agreement of each state and territory disability minister. 
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disability support worker price limits. The Board Chair responded to the minister’s 
correspondence, agreeing to the proposed COVID-related payment and not agreeing to 
disability support worker price limit changes. 

• In August 2023, the minister wrote to the Board Chair noting 2023–24 federal Budget 
initiatives and the NDIS Financial Sustainability Framework46, and the Board’s legislative 
financial sustainability obligations. The minister referred to the Board’s obligations under 
section 15 of the PGPA Act and sections 118 and 124 of the NDIS Act to govern the NDIA 
in a way that promotes financial sustainability, to report on financial sustainability, and 
identify and manage related risks.  
The Board Chair responded, acknowledging the minister’s references to the Board’s 
legislative obligations and noting the demand-driven NDIS settings did not give it ‘effective 
levers to manage and mitigate to the appropriate threshold financial risks to the Scheme.’ 
The Chair also noted the Board was working with the NDIS Review and stated it would 
welcome the opportunity to work with the minister, states and territories and people with 
disability in various areas, including legislative change. 

3.6 The Board’s oversight of financial sustainability is discussed between paragraphs 3.48 and 
3.62. 

Board consideration of actuarial and committee advice 
3.7 Section 125A of the NDIS Act requires the Board to have regard to: 

• actuarial analysis and advice; and 
• advice and reports provided by its audit committee. 
3.8 The Board must also have regard to Independent Advisory Council (IAC)47 advice provided 
under subsection 144(1) of the NDIS Act. Under subsection 145(b) of the NDIS Act, the Board is 
required to ‘give the Ministerial Council a copy of the advice and a statement setting out what has 
been done, or is to be done, in response to the advice.’ 

• Between July 2021 and June 2024, the Board and the Sustainability Committee considered 
quarterly actuarial reports, NDIS Monthly Pulse (Pulse) reports48 and Annual Financial 
Sustainability Reports. In addition, the Board considered actuarial participant plan 
provision analyses and reports from the reviewing and scheme actuaries.  
As outlined at Table 2.3, the Sustainability Committee received reporting on 
management’s response (planned and underway initiatives) to the sustainability 
challenges reflected in actuarial reporting until August 2022. In February 2023, the Board 
was advised of, and considered, new sustainability initiatives proposed by management, 
with updated NDIS projections, to form the basis of advice to government (discussed from 
paragraph 3.51).  

 
46 See paragraph 1.9 and footnote 11, and the announcement by the former Minister for the NDIS: Ministers for 

the Department of Social Services, ‘National Cabinet commits to a sustainable NDIS’, media release, 28 April 
2023, available from https://ministers.dss.gov.au/media-releases/11011 [accessed October 2024]. 

47 See Figure 1.1 and paragraph 1.15 for the IAC’s role in NDIA governance. 
48 Pulse reports are monthly reports of NDIA performance against specified performance measures and targets, 

including measures from the NDIA’s Corporate Plan, Participant Service Guarantee measures, and a range of 
supplementary measures used to monitor various aspects of NDIA operations. 

https://ministers.dss.gov.au/media-releases/11011
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• The frequency and scope of the ARC’s and former Audit Committee’s advice to the Board 
is discussed from paragraph 2.111. The Board approved Accountable Authority 
Instructions and annual financial and performance statements, which had been submitted 
to the Board for approval following review and endorsement by the ARC and former Audit 
Committee.  

• Between July 2021 and June 2024, the Board received and responded to all five instances 
of IAC advice issued and the NDIA provided all advice, and Board responses, to the 
Ministerial Council. The Board received an IAC update at 27 of the 30 scheduled Board 
meetings between July 2021 and June 2024. 

Appointments  
NDIA Chief Executive Officer  

3.9 Sections 160 and 161 of the NDIS Act set out how the Chief Executive Officer (CEO) or acting 
CEO are appointed by the Board. The NDIS Act specifies that the CEO appointment cannot be a 
Board member, must be ‘made by written instrument’, is on a full-time basis, and for a specified 
term not exceeding three years. Acting CEO appointments must also be by written instrument and 
for a person who is not a Board member. The Cabinet Handbook requires NDIA CEO appointments, 
and acting CEO appointments greater than three months, to be approved by the Prime Minister, or 
at their discretion, Cabinet.49 

3.10 Between July 2021 and June 2024, there was one substantive appointment to the CEO 
position, in October 2022, and six acting appointments where each term was no more than three 
months. These appointments complied with legislative requirements and were approved by the 
Prime Minister in accordance with the Cabinet Handbook. 

Scheme Actuary and Reviewing Actuary  

3.11 The NDIS Act establishes the roles of the Scheme Actuary and Reviewing Actuary and 
specifies their responsibilities.50 The Scheme Actuary’s responsibilities include: 

• assessing the financial sustainability of the NDIS; 
• estimating future expenditure of the NDIS at least quarterly; 
• providing advice or actuarial information, at the Board’s request; and 
• reporting significant concerns related to financial sustainability or risk management to the 

Board. 
3.12 On request by the Board, the reviewing actuary must review actuarial reports, the Annual 
Financial Sustainability Report, and its summary included in NDIA annual reports. Both the scheme 
and reviewing actuaries are required to report to the Board on significant concerns related to the 
financial sustainability of the NDIS. 

 
49 Department of the Prime Minister and Cabinet, Cabinet Handbook (15th edition), 2022, pp. 18–19, available 

from https://www.pmc.gov.au/government/administration/cabinet-handbook-15th-edition [accessed 
15 May 2024]. 

50 The duties of the Scheme Actuary and Reviewing Actuary are set out in sections 180B and 180E of the NDIS 
Act.  

https://www.pmc.gov.au/government/administration/cabinet-handbook-15th-edition
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3.13 Sections 180A and 180D of the NDIS Act contain mandatory requirements for the Board’s 
nomination of the Scheme Actuary and Reviewing Actuary respectively.51 

3.14 Between July 2021 and June 2024, the Board made one interim nomination in November 
2022 and one permanent nomination in March 2023 to the position of Scheme Actuary. Both 
nominations were for the same person. 

3.15 The minutes of the Board’s nomination of the Scheme Actuary in March 2023 do not record 
how, in the opinion of the Board, the nominee had the required skills, experience and fitness for 
the position demonstrating the Board’s consideration of relevant legislative requirements for this 
nomination.  

3.16 Between July 2021 and June 2024, the Board made two nominations to the position of the 
reviewing actuary. In September 2022 the Board nominated the incumbent reviewing actuary for a 
further 12 months from February 2023. In January 2024 the Board nominated the same person for 
a further three-year period, commencing February 2024. 

3.17 The minutes of the September 2022 Board meeting where the reviewing actuary was 
nominated do not record the Board’s consideration of legislative requirements. The accompanying 
Board paper did not discuss legislative requirements for the nomination of the reviewing actuary or 
how the Board could be satisfied that the proposed nominee met these requirements. 

3.18 The paper for the Board’s January 2024 meeting where the reviewing actuary was 
nominated included a statement that the nominee ‘satisfied the requirements of section 180D(1)’ 
without recording supporting evidence or explanation of how the nominee met each legislative 
requirement. Meeting minutes did not reflect the Board’s consideration of whether the nominee 
was a fit and proper person, had skills, experience or knowledge for the role. 

Opportunity for improvement 

3.19 There is an opportunity for the Board to improve its record keeping, ensuring records of 
its decisions relating to appointments and nominations reflect its consideration of all legislative 
criteria. 

Oversight and monitoring of ongoing compliance with relevant legislation 
3.20 The NDIA Regulatory Compliance Framework dated March 2021 sets out the NDIA’s 
approach to monitoring and reporting regulatory compliance, including regulatory incident 
reporting, PGPA compliance surveys, regulatory attestations, and quarterly compliance updates. 

Incident reporting 

3.21 NDIA business areas are required to escalate any relevant incidents under the NDIA Issues 
and Incident Management Framework. To support incident and compliance reporting, in November 
2022 the Risk Committee endorsed a matrix to guide categorisation of incidents and issues as ‘Red’, 

 
51 Nominations to the role of Scheme Actuary and Reviewing Actuary must be in writing, and nominees must be 

a Fellow of the Institute of Actuaries of Australia and be a fit and proper person in view of the Board, with 
appropriate skills, experience or knowledge. For the Scheme Actuary, the nominee may not be the Reviewing 
Actuary; and for the Reviewing Actuary, the nominee may not be the Scheme Actuary or a member of NDIA 
staff. 
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‘Amber’ or ‘Green’.52 Red-rated incidents, the most serious, are reported to both the NDIA’s Senior 
Leadership Team (SLT) and the ARC (previously to the Board’s former Risk Committee). The matrix, 
and therefore the level of reporting the Board receives, was not considered by the Board. 

3.22 Breaches of compliance obligations are reported in the quarterly Chief Risk Officer (CRO) 
Report as incidents.53 This report has been provided to the Board since July 2023. Until July 2023, 
the Board received a paper summarising the NDIA’s management of risks over the prior quarter and 
the Risk Committee received the CRO Report. 

3.23 The number of incidents occurring, and their severity, are included in the CRO Report. 
Further ‘incident summaries’ are included for red-rated incidents and those with a ‘compliance 
impact’. Incidents that are compliance breaches are required to be accompanied by a description 
of the compliance impact. Incidents that were breaches of compliance obligations were not 
consistently reported as having a compliance impact. In August 2024, the NDIA advised the ANAO 
there is no entity-wide guidance on what incidents should be reported as having a compliance 
impact. In the CRO Report for quarter two of 2022–23, provided to the Risk Committee, 17 red-rated 
incidents were reported. In the CRO summary paper to the Board for the same period, no red-rated 
incidents were reported. This was not updated in subsequent Board reports. 

PGPA compliance survey reporting 

3.24 The NDIA surveys Senior Executive Service (SES) officers on a quarterly basis to identify and 
report on PGPA Act non-compliance within their respective areas of responsibility. Four of the 10 
quarterly reports from the CRO to the Board, between July 2021 and June 2024, included summary 
results of PGPA compliance surveys. Reporting to the Board did not include the nature of 
non-compliance identified in survey results, including for credit cards and travel non-compliance. 
Reporting to the Board did not use the same categories as the PGPA compliance surveys, such as 
‘travel’, and results were aggregated across categories. The aggregated reports reduce the Board’s 
visibility of non-compliance and internal control effectiveness.54 

Compliance attestations 

3.25 The CRO Report includes compliance attestations from relevant SES officers (the 
accountable executive) as to whether they: 

• were familiar with their obligations; 
• communicated obligations to relevant staff; 
• have effective controls in place for their obligations; 
• have a program to gain assurance over control effectiveness for their obligations;  
• reported incidents in line with tolerances;  
• have anything else to report; and 
• if applicable, accept their general managers’ responses to inform their attestations. 

 
52 The former Risk Committee and ARC do not have authority to make decisions on behalf of the Board. 
53 Incidents are not always breaches in compliance as incident reporting also includes potential breaches. 
54 Auditor-General Report No.33 2023–24, Compliance with Corporate Credit Card Requirements in the National 

Disability Insurance Agency, ANAO, Canberra, 2024, paragraph 2.13, available from 
https://www.anao.gov.au/work/performance-audit/compliance-corporate-credit-card-requirements-the-
national-disability-insurance-agency [accessed November 2024]. 

https://www.anao.gov.au/work/performance-audit/compliance-corporate-credit-card-requirements-the-national-disability-insurance-agency
https://www.anao.gov.au/work/performance-audit/compliance-corporate-credit-card-requirements-the-national-disability-insurance-agency
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3.26 Between July 2021 and June 2024, four accountable executives’ attestations over 
consecutive reporting periods were negative, qualified, or included comments relating to a 
deficiency in controls or controls assurance programs. For example, in four attestations, the Chief 
Operating Officer indicated there was no control effectiveness program for key regulatory 
obligations. 

3.27 For the period January 2022 to March 2023, the CRO provided a negative attestation in 
relation to the NDIA’s controls assurance program for key controls. The attestation stated: ‘controls 
assurance work was paused in December 2021 to focus on the 3P program.55 Some control testing 
is undertaken through the internal audit program.’  

3.28 Attestations from accountable executives with negative or qualified responses largely 
included details of remedial actions planned or underway. Minutes of the former Risk Committee’s 
meetings, and ARC meetings, do not reflect discussions of negative or qualified attestations. Risk 
Committee minutes do not reflect a discussion of the sufficiency of the internal audit program or 
correspondence with the former Audit Committee relating to the CRO’s negative attestations for 
controls assurance work. 

Quarterly compliance updates  

3.29 The Board received quarterly compliance updates required by its Regulatory Compliance 
Framework in the quarterly summary paper on risk management and the CRO Report. The Board 
also received other general reporting on the NDIA’s regulatory compliance.  

Board responsibilities under the NDIS Risk Management Rules 2013 
3.30 The PGPA Act (section 16) and PGPA Rule (section 10) include requirements for all 
accountable authorities of Commonwealth entities to effectively manage risk, with appropriate 
systems of risk oversight and management and set minimum standards for managing the risk of 
fraud.56 In addition to its PGPA obligations, the Board has specific responsibilities for risk 
management under the National Disability Insurance Scheme — Risk Management Rules 2013 
(RMRs).57 Under the RMRs, the Board must ensure there is a risk management framework, strategy, 
culture, structure, and practices in place to monitor and manage material risks for the NDIA. 

Risk Management Strategy  

3.31 The NDIA’s Risk Management Strategy was approved by the Disability Reform Ministerial 
Council (DRMC) in 2018. A 2020 Risk Management Strategy was endorsed by the Risk Committee in 
June 2020, although it was not approved by the Board. The 2024 Risk Management Strategy was 
approved by the Board in November 2023 and by the DRMC in February 2024. 

 
55 ‘3P’ is the abbreviation for the Participant, Process and Platform Improvement, the program delivering the 

NDIA’s new business ICT system. 
56 The Board’s responsibilities in relation to fraud risk are discussed from paragraph 3.68.  
57 The NDIS Risk Management Rules 2013 are available from 

https://www.legislation.gov.au/F2013L01183/latest/text [accessed March 2025]. 

https://www.legislation.gov.au/F2013L01183/latest/text
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Risk Management Framework  

3.32 The RMRs set requirements for the NDIA’s Risk Management Framework, including its 
purpose, content and the Board’s responsibilities.58 The Risk Management Framework was set out 
in the 2020 Risk Management Strategy. The 2020 strategy set out the risk management documents 
(‘framework elements’), and document contents (‘components’) that comprised the Risk 
Management Framework. 

3.33 The 2024 Risk Management Strategy does not set out what documents form the Risk 
Management Framework. The Board was given a diagram of the NDIA’s risk management 
architecture, and included a risk management architecture diagram in the 2021–22 corporate plan. 
Both diagrams identify different framework elements to those in the 2020 Risk Management 
Strategy. Of the documents which appear in the NDIA’s risk management architecture diagram, the 
Board approved the: 

• Risk Management Strategy; 
• Risk Appetite Statement; and 
• Fraud and Corruption Control Plan. 
3.34 The description of the Risk Management Framework in the 2024 Risk Management Strategy 
reduces the Board’s visibility of the framework’s components and their appropriateness. The Board 
has not specified which of the components require Board approval. 

3.35 Under subsection 7 (1)(a) of the RMRs, the Board is required to ensure that reviews of the 
Risk Management Framework are ‘effective and comprehensive’ and are conducted by 
‘operationally independent and appropriately trained and competent’ people. Subsection 7(1)(b) of 
the RMRs requires the review frequency to be ‘appropriate having regard to the size and complexity 
of the Agency’s operations.’ 

3.36 The 2020 Risk Management Strategy stated an ‘independent external review’ on the Risk 
Management Framework would occur every three years. The 2024 Risk Management Strategy 
states that the framework will be independently reviewed ‘as appropriate.’ Between July 2021 and 
June 2024, the Risk Management Framework was not reviewed by the Board and no external review 
took place. In July 2024 the NDIA advised the ANAO that a review of the framework is a priority for 
the ARC in 2024–25. 

Recommendation no. 2 
3.37 The Board of the National Disability Insurance Agency define the frequency of review of 
the Risk Management Framework having regard to the size and complexity of the NDIA’s 
operations and implement mechanisms to ensure the reviews are conducted within these 
timeframes.  

National Disability Insurance Agency response: Agreed.  

 
58 The NDIS Risk Management Rules 2013, part 3, subsection 5(4) require the framework to include a written 

risk management strategy, policies and procedures to identify, assess, monitor, report and mitigate material 
risks, define managerial responsibilities and controls and a review process to ensure the framework is: 
‘effective in identifying, measuring, evaluating, monitoring, reporting and controlling or mitigating, material 
risks.’ 
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3.38 The NDIA is undertaking a comprehensive review and update of the risk management 
framework. Outcomes of this review will be presented to the Board in 2025. The cadence of 
framework reviews will be contained in the new policy document. 

3.39 Both the 2020 and the 2024 Risk Management Strategy require the Board to approve the 
NDIA’s risk appetite statement, with the 2024 Risk Management Strategy requiring it be reviewed 
annually. The NDIA reported in its 2021–22, 2022–23, and 2023–24 annual reports that the risk 
appetite statement was determined by the Board annually. The Board approved a ‘conservative’ 
risk appetite statement in June 2022. In November 2023 the Board approved a risk appetite 
statement with a ‘conservative’ rating for each strategic risk (except for ‘participant experience’ 
which was ‘neutral’). In September 2024, the Board approved the NDIA Risk Appetite Statement for 
2024–25, with ‘conservative’ individual ratings for risk elements (except for ‘stakeholder confidence 
and trust’ and ‘legislative obligations’ which were ‘neutral’).59  

Review of Risk Management Strategy  

3.40 The RMRs (section 8) require that the Risk Management Strategy be reviewed annually, that 
‘any material amendment to the strategy’ be approved by the DRMC and that: 

The Board must submit the strategy or amendments to the Ministerial Council as soon as 
reasonably practicable after the strategy or amendments have been approved by the Board. 

3.41 The NDIA began a review of the Risk Management Strategy in November 2021 and the Board 
approved amendments to it in June 2022. The NDIA provided the Board-approved Risk 
Management Strategy to the minister in November 2022. On 25 November 2022 the minister 
endorsed the strategy, agreed for it to be submitted to the DRMC for approval and included the 
following comment in the ministerial brief: ‘[t]his should be redeveloped under the new CEO in early 
2023.’  

3.42 Meeting papers for the Board’s January 2023 meeting stated that the Risk Management 
Strategy was an anticipated agenda item for the DRMC’s February 2023 meeting. Papers for the 
May 2023 Risk committee meeting note:  

At the request of the Chief Executive Officer, the agenda item [approval of the Risk Management 
Strategy endorsed by the Minister for the NDIS in November 2022] was removed from the 
February 2023 DRMC meeting agenda to accommodate review by the Chief Risk Officer. 

The Board was not notified of this action.  

3.43 The Risk Management Strategy was subject to another review. The Board approved the 
revised strategy in November 2023, and in December 2023 the minister, as DRMC chair, approved 
the strategy and agreed to its submission to the DRMC. The DRMC approved the revised Risk 
Management Strategy in February 2024. 

Annual risk management declaration  

3.44 Under subsection 10(1) of the RMRs, the Board is required to provide an annual risk 
management declaration at the end of each financial year, signed by two Board members on behalf 
of the Board. The annual declaration includes statements that: 

• the NDIA has systems to ensure compliance with the NDIS Act and PGPA Act; 
 

59 The scale used for the 2024–25 risk appetite statements was conservative, neutral and adaptive.  
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• the Board and the NDIA are satisfied with the process and systems for preparing financial
information; and

• the Board has a Risk Management Strategy that complies with the RMRs, is operating
effectively, has been complied with throughout the financial year, and that the present
strategy was provided to the DRMC.

3.45 The Board provided the minister, as chair of the DRMC, risk management declarations in 
2020–21, 2021–22, 2022–23 and 2023–24. The declarations met the requirements for when they 
were produced, who signed them and their content. 

Reporting for risk management oversight 

3.46 The 2021–22 and 2022–23 Risk Committee charters, and the 2023–24 ARC charter, require 
each committee to ‘annually confirm to the Board that all its functions have been carried out and 
comply with any other reporting requirements.’ The former Risk Committee did not provide this 
annual confirmation to the Board. 

3.47 Table 3.1 sets out seven key Board responsibilities under the RMRs and the ANAO’s 
assessment of whether reporting to the Board gives it sufficient oversight of these. 

Table 3.1: Board oversight of its responsibilities under the NDIS Risk Management 
Rules 2013 

Board responsibilities 
to ensurea:

Board oversight of 
responsibilities 

ANAO comment 

A written Risk 
Management Strategy 
(RMS) is in place 

▲ The Board had a Risk Management Strategy (RMS) in 
place. The Risk Committee, rather than the Board, 
approved the 2020 RMS. 

A sound risk 
management culture 

▲ Planned annual survey and maturity assessments to 
monitor culture did not occur. Internal audits on  
2020–21 and 2021–22 risk management declarations 
identified risk culture as an area for improvement. 
Negative management attestations for regulatory 
compliance are indicators of a positive risk culture. 

Monitoring and 
management of likely 
material risks by senior 
management, consistent 
with the RMSb  

 The Board, Risk Committee and ARC received regular 
risk reporting. Report frequency was largely consistent 
with RMS requirements. From November 2023, 
strategic risk reporting identified mitigation owners and 
strategies. 

An operational structure 
that facilitates effective 
risk management  

▲ The Board received reporting on key staff and 
organisational structure changes. Reporting did not 
identify how changes facilitated risk management. The 
RMS assigns risk management roles and 
responsibilities. 

Effectively resourced 
risk management   The Board did not receive reports on risk management 

resourcing. 
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Board responsibilities 
to ensurea: 

Board oversight of 
responsibilities 

ANAO comment  

Appropriate controls are 
implemented by the 
NDIA  

▲ The Board received reports on strategic and major 
project risks but not regular reporting on control 
effectiveness. The Board received attestations from 
accountable executives relating to regulatory control 
effectiveness but did not act on identified gaps in 
assurance (paragraph 3.28). The ARC obtains 
assurance on some controls from internal audit 
reports. 

Involvement of the 
Scheme Actuary in 
relevant risk decisions 

 The Scheme Actuary’s risk management role is 
outlined in the RMS. The Scheme Actuary identifies 
risks in actuarial reporting to the Board and is a 
member of the SLT with risk oversight and decision 
responsibilities.  

Key:  Largely has oversight of responsibilities ▲ Partly has oversight of responsibilities 
   Does not have oversight of responsibilities. 
Note a: The ANAO examined a selection of general responsibilities in section 4 of the Risk Management Rules. 
Note b: The ANAO examined Board oversight and did not assess the effectiveness of NDIA senior management 

monitoring and management of likely material risks. 
Source: ANAO analysis of NDIA documentation. 

Scheme financial sustainability 
3.48 As well as promoting the financial sustainability of the entity (the NDIA), the Board is 
responsible for ensuring the NDIA manages the financial sustainability of the NDIS, as outlined at 
paragraph 3.5. While the Board considered NDIS sustainability, it did not provide direction on the 
NDIA’s response to the growth in NDIS expenses.  

3.49 The NDIA defines NDIS financial sustainability as the state where: 

• The Scheme is successful on the balance of objective measures and projections of 
economic and social participation and independence, and on participants’ views that they 
are getting enough money to buy enough goods and services to allow them reasonable 
access to life opportunities – that is, reasonable and necessary support. 

• Contributors think that the cost is and will continue to be affordable, under control, 
represents value for money and, therefore, remain willing to contribute. 

3.50 The NDIS Annual Financial Sustainability Report (AFSR) identifies NDIS cost projections, 
pressures and reforms affecting projected NDIS costs and refers to measures of participant 
outcomes but does not include an explicit statement as to whether the NDIS is sustainable. The 
NDIA’s Annual Report 2023–24 stated: ‘The assumption is made that, if contributors to the NDIS 
agree to the budget and the forecast, the ‘state of financial sustainability’ has been met for the 
reporting period.’ 

3.51 Between February and March 2023, the Board was presented with, and considered, 
sustainability initiative options for the NDIS. Papers to the Board included information about cost 
drivers, including an increase in participants (not offset by an increase in exits), pricing impacts and 
inflation, and detail to support consideration of NDIS sustainability initiatives. Draft initiatives for 
inclusion in advice to government were also outlined in the papers, reflecting preliminary ideas from 
the NDIS Review co-chairs, following discussions with the Board Chair, CEO and DSS Secretary earlier 
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in February. The Board’s records do not document the Board’s view or direction on the specifics of 
initiatives proposed.  

3.52 Figure 3.1, below, provided to the Board in February 2023, shows the increasing cost 
projections over time. 

Figure 3.1: NDIA presentation of projected NDIS cost increases — 2018 to 2032 

 
Source: NDIA. 

3.53 On 17 February 2023 the CEO emailed an ‘updated pack on draft financial sustainability 
options’ to the minister, copying in the Board Chair. At an OOS meeting on 6 March 2023, the Board 
discussed revised NDIS projections and the possible sustainability actions presented, noting 
implementation timing would impact NDIS projections. The paper included a draft resolution that 
the Board 'note that a final set of agreed initiatives will be provided to the Board for approval at a 
subsequent Board meeting.' 

3.54 The CEO Report provided to the next Board’s meeting on 31 March 2023, stated that the 
NDIA was developing a Scheme Effectiveness and Sustainability Strategy with DSS and the NDIS 
Review for consideration by the Australian Government. The report provided a summary of the key 
initiatives proposed, legal risks, implementation costs and stakeholder engagement. Board records 
do not reflect it having agreed to the proposed initiatives or the extent of its support for them or an 
alternative direction ahead of advice on draft initiatives being presented to the Australian 
Government. 

3.55 In April 2023 the minister announced that National Cabinet had agreed to an NDIS Financial 
Sustainability Framework and the minister announced funding for 10 supporting reform initiatives. 
The framework provides an annual growth target of 8 per cent in the total costs of the NDIS by 1 
July 2026, with further moderation of growth as the NDIS matures. As the NDIA advised the Board 
in April 2023, the initiatives proposed in the Scheme Effectiveness and Sustainability Strategy 
generally aligned with those presented to the Board in March 2023 and announced by the minister 
earlier in April 2023.  
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3.56 In the nine Board meetings between May 2023 and June 2024, the CEO Report to the Board 
included a progress update on the activities titled ‘Reform for Outcomes’, encompassing the 
implementation of the budget measures to support improved financial sustainability and 
participant outcomes.60 Reporting included a summary of key activities undertaken against the 
areas of focus for program work streams in the reporting period. Reporting did not identify clear 
milestones for delivery or if progress was being achieved as planned. As the CEO report is discussed 
in camera there is no record of the Board’s discussion of the paper. Board meeting records reflect 
the Board did not request further detail in the reporting on the program.  

3.57 In addition to the information included in the CEO Reports, from May 2023, the Board 
received reports relating to monitoring financial sustainability against projections at eight meetings, 
and on activities supporting or relating to reform activities at seven meetings.61 Minutes reflect the 
Board having discussed these reports at seven meetings, and requesting a further briefing or action 
in four meetings. Board papers also included specific updates on the progress of legislative 
changes62 after the Board requested it be a standing agenda item in May 2024. As discussed from 
paragraph 2.87, the Board’s Sustainability Committee regularly reviewed reports on financial 
sustainability, including monitoring updates to NDIS projections in light of the annual growth target 
(see paragraph 3.55).  

3.58 The reporting to the Board on various reform actions lacked details on overall progress 
against milestones or timeframes set by the Board that are necessary to support achievement of 
the growth target in the NDIS Financial Sustainability Framework. The Board has not sought to 
define the scope or pace of reporting or data it requires on reform progress to ensure it has 
oversight of the outcomes of the specific reform initiatives, relying on management-led updates.  

3.59 Since September 2024, the quarterly CRO Report presented to the ARC and the Board has 
included information on progress implementing NDIS reforms in reporting on strategic risk 4 — 
scheme sustainability. Although as at March 2025, the measures did not yet have a defined target, 
results were reported as delayed, and not available for December 2024. In December 2024, the 
NDIA advised the Board it had started work on a ‘Scheme Reform Program’ risk profile.  

3.60 The NDIA’s June 2024 projections, in AFSR 2024, released in December 2024, incorporated 
recognition of reform impact. Figure 3.2 shows the NDIA’s actual participant plan expenses from 
2020–21 to 2023–24 and expected expenses for 2024–25 and 2025–26. 

 
60 In March 2024, NDIS projections for the 2024–25 federal Budget were provided to the Board, noting that 

underpinning assumptions made allowance for Reform for Outcomes — ‘the NDIA package of initiatives to 
deliver the Budget measures announced in the 2023-24 Budget …’. The Minister for the NDIS announced 
funding for 10 initiatives within Budget 2023–24 — see: Ministers for the Department of Social Services, 
‘National Cabinet commits to a sustainable NDIS’, media release, 28 April 2023, available from 
https://ministers.dss.gov.au/media-releases/11011 [accessed October 2024]. The 2023–24 federal Budget 
also included funding for design and consultation work to respond to the NDIS Review findings and funding to 
further reduce the number of people under the age of 65 living in residential aged care. Details of the Budget 
measure are available from https://archive.budget.gov.au/2024-25/bp2/download/bp2_2024-25.pdf 
[accessed May 2025]. 

61 For example, updates on service delivery changes related to home and living decision processes. 
62 On 27 March 2024, the National Disability Insurance Scheme Amendment (Getting the NDIS Back on Track 

No. 1) Bill 2024 was introduced to Parliament. It was passed by both Houses of Parliament on 22 August 2024 
and received royal ascent on 5 September 2024.  

https://ministers.dss.gov.au/media-releases/11011
https://archive.budget.gov.au/2024-25/bp2/download/bp2_2024-25.pdf
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Figure 3.2: Actual and projected participant plan expenses, 2020–21 to 2025–26 

Source: ANAO, based on NDIA annual reports and AFSR 2024. 

3.61 The AFSR includes projections that in 2033–34 expenses will grow to $92.72 billion, lower 
than the $100.47 billion for 2033–34 projected in the previous AFSR. The AFSR recognises the 
uncertain impact of current and planned reforms on projections.  

3.62 In relation to projected expenses, the Reviewing Actuary reported to the Board Chair in 
September 2024 that: 

Financial sustainability pressures persist in the Scheme. National Cabinet committed to a Financial 
Sustainability Framework in April 2023. Some may misinterpret the focus as solely on total costs. 
This is a key element of ensuring the Scheme is sustainable. However, the NDIS Rules require that 
the FSR also reports on participant outcomes. The sustainability of the Scheme is supported by 
both the quantity and quality of the Scheme expenditure. I expect the FSR will increase its focus 
on participant outcomes over time. 

Oversight and compliance with PGPA Act requirements 
Duty to govern the Commonwealth entity  

3.63 The Board has a duty to govern the NDIA under section 15 of the PGPA Act. Table 3.2 shows 
relevant Board actions taken between July 2021 and December 2024 to govern the NDIA.  
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Table 3.2: Actions undertaken by the Board since June 2021 to govern the NDIA in 
accordance with section 15 of the PGPA Act 

Duty under 
section 15 to 
govern in a way 
that: 

Board action ANAO comment 

Promotes the proper 
use and 
management of 
public resources for 
which the authority is 
responsible 

• Endorsed Accountable Authority 
Instructions (AAIs) and finance 
policies to support the proper use 
and management of resources by 
NDIA officials. 

• Additional NDIA policies are in 
place to support staff meeting the 
general duties of officials (see 
paragraphs 3.81 to 3.83). 

• AAIs also included direction to 
undertake procurements in 
accordance with the 
Commonwealth Procurement Rules 
(CPRs), as a matter of better 
practice, although the CPRs are 
not mandatory for CCEs such as 
the NDIA. 

Promotes the 
achievement of the 
purposes of the 
entity 

• Approved the NDIA’s corporate 
plans in 2021–22, 2022–23,  
2023–24 and 2024–25 which set 
the NDIA’s strategic direction, 
including planned activities to 
achieve its purposes and measures 
to monitor performance. 

• From July 2021 to June 2024, the 
NDIA’s reported results were below 
targets for measures relating to 
participant outcomes, service 
delivery timeframes and NDIS 
expenditure compared to the 
Portfolio Budget Statements. 
Performance reporting is discussed 
from paragraph 3.93. 

Promotes the 
financial 
sustainability of the 
entity 

• Regularly reviewed: 
− financial forecasts, budgets, 

actuarial advicea and other 
financial reporting; and 

− compliance and performance 
reporting (from paragraphs 3.20 
and 3.84) 

• Between July 2021 and June 2024, 
for the 40 financial, actuarial, 
performance, compliance and 
risk-related agenda items, minutes 
reflect the Board discussed 37, 
and/or made resolutions for 12, 
sought further information for 13 
and gave an instruction for 9. 

• As discussed in paragraphs 3.20 to 
3.29, compliance reporting was not 
always sufficiently detailed.  

• The NDIA reported in its annual 
reports for 2021–22 to 2023–24 
that it met its targets for efficient 
departmental expenditure, keeping 
it below 6% of total NDIS 
expenditure.b 

• In 2021–22, 2022–23 and  
2023–24, NDIA annual reports 
reported annual expenditure on 
participants’ supports exceeded 
estimates.c NDIS financial 
sustainability is discussed from 
paragraph 3.48. 

Note a: Key actuarial reports included the Quarterly Monitoring Paper (formerly titled the Quarterly Actuarial Report) 
and the NDIS Annual Financial Sustainability Report. 

Note b: For the NDIA’s performance measure, ’NDIA spend (Program 1.2) as proportion of NDIS spend’, the targets, 
of 7 per cent in 2021–22 and 6 per cent in both 2022–23 and 2023–24, were exceeded. The NDIA stated in its 
2022 AFSR that ‘operating expenses, as a percentage of Scheme expense, are projected to reduce over time’, 
although it reported the need for operational funding to be sufficient to enable the NDIA to manage risks 
associated with an increase in NDIS expenses. 

Note c: For the NDIA’s performance measure, ‘NDIS annual spend (Program 1.1) compared to estimates,’ the target 
of 100 per cent was exceeded each year from 2021–22 to 2023–24. 

Source: ANAO analysis of NDIA documentation. 
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Duty to establish and maintain systems relating to risk and control 

3.64 The NDIA’s AAIs identify the elements of the Commonwealth Procurement Rules and the 
Commonwealth Grant Rules and Guidelines that its staff must comply with.63  

3.65 From July 2023 the Board received reporting on the status of strategic risks and critical 
operational risks through the quarterly CRO Report. The former Risk Committee previously received 
this report. This reporting set out current and target risk ratings and the applicable risk appetite for 
each strategic risk from November 2023.64 

3.66 As discussed in paragraphs 2.95 to 2.110, the former Audit Committee did not receive 
sufficient risk reporting to fulfil its functions relating to risk oversight and management. The ARC 
receives relevant reporting and reviews systems of risk oversight and management. The former 
Audit Committee approved an Internal Audit Plan each year and received reporting on the 
completed audits (including audits to support the NDIA’s Risk Management Declaration), and NDIA 
management’s response to audit findings. As discussed in paragraph 2.118, in September 2024, the 
ARC approved the NDIA’s first three-year rolling Internal Audit Plan. 

3.67 In August 2021, the Risk Committee was advised that the NDIA received an ‘embedded’ risk 
maturity rating from Comcover based on NDIA self-assessment responses to the biennial Comcover 
Risk Management Benchmarking survey.65 The next survey was carried out in November 2023 and 
the Board was subsequently advised that the NDIA had again received an embedded rating. 
Fraud risk 

3.68 In addition to its duty under section 15 of the PGPA Act, the Board has specific requirements 
to manage the risk of fraud, under section 10 of the PGPA Rule.66 The Board set a ‘conservative’ risk 
appetite in relation to strategic risk 6, scheme integrity, which includes fraud. Between July 2021 
and June 2024, strategic risk 6 was rated high.67 Table 3.3 sets out the Board’s oversight of fraud 
risk assessment and reporting.  

 
63 As the NDIA is a corporate Commonwealth entity and not a prescribed entity under section 30 of the PGPA 

Rule 2014, the NDIA is not required to follow the Commonwealth Procurement Rules or the Commonwealth 
Grants Rules and Principles. 

64 Risk appetites for strategic risks were approved by the Board in November 2023.  
65 Comcover, the Australian Government's self-managed insurance fund, provides insurance and risk 

management services to Australian Government entities classified to the General Government Sector. An 
‘embedded’ rating was the second most mature rating available on the five-point scale. 

66 Section 10 of the PGPA Rule sets out key responsibilities for entity accountable authorities in relation to 
preventing, detecting and dealing with fraud, including to: conduct fraud risk assessments regularly; develop 
and implement a fraud control plan; and have appropriate mechanisms for preventing, detecting, 
investigating, recording and reporting fraud or suspected fraud. 

67 The NDIA rates its risks on a scale of low, medium, high and critical. 
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Table 3.3: Board oversight of fraud risk assessment and reporting 
Fraud aspect ANAO comment 

Fraud risk 
assessment 

• In September 2023, the Board approved the NDIA Fraud and Corruption Control 
Plan and the Fraud and Corruption Risk Register. The register was previously 
approved by the Risk Committee in November 2022. 

• The NDIA was not fully compliant with the new Commonwealth Fraud and 
Corruption Control Framework when this took effect on 1 July 2024. In 
August 2024, the Board was advised the NDIA was compliant with two of the eight 
new framework policy areas and had not set a timeline for achieving compliance. 
In November 2024, the ARC was advised that a remediation strategy had been 
developed, and the NDIA was ‘targeting compliance with the FCCF by 
30 June 2025.’ 

• In November 2024, the ARC endorsed a new fraud risk assessment methodology 
for Board approval; the Board noted the methodology in December 2024. 

Fraud reporting • The Board has received the quarterly CRO Report since July 2023. Fraud 
information in the CRO Report included updates on fraud intelligence, 
investigations, payment compliance, and quarterly trends such as tip-offs, 
methods of referrals and the value of payments under investigation. Before 
July 2023, the Board received summary reports from the CRO, including 
high-level updates on progress on initiatives to manage fraud risks and current 
fraud risk ratings. For seven of the 12 quarterly CRO Reports available to the 
Board or its committees between July 2021 and June 2024, measures supporting 
risk ratings for strategic risk 6, scheme integrity, included metrics that were ‘under 
development’ or not reported against.  

• Between November 2022 and June 2024, the Board received fraud-specific 
meeting papers on nine occasions. These updates included information on the 
status of fraud risks, updates on management action to mitigate fraud risks and 
updates on specific fraud investigations and prosecutions. Out of session, the 
Board received a further paper specifically relating to a fraud operation and had 
an ‘Integrity Risk Deep Dive’ in November 2023. In July 2024, the NDIA advised 
the ANAO that there were no papers or minutes relating to the deep dive session. 

• Auditor-General Report No.33 2023–24 Compliance with Corporate Credit Card 
Requirements in the National Disability Insurance Agencya identified that the 
Board had not received sufficiently detailed reporting on credit card and travel 
non-compliance, limiting the Board’s oversight of NDIA fraud risk. 

• In November 2024, management advised the ARC of a plan to revise fraud risk 
reporting to show a quarterly aggregated entity-wide fraud risk rating, and the 
ratings for the six component risks. In December 2024, the Board was informed 
the change to reporting would occur from quarter two 2024–25. 

Note a: Auditor-General Report No. 33 2023–24, Compliance with Corporate Credit Card Requirements in the National 
Disability Insurance Agency, ANAO, Canberra, 2024, paragraph 12, available from 
https://www.anao.gov.au/work/performance-audit/compliance-corporate-credit-card-requirements-the-
national-disability-insurance-agency [accessed November 2024]. 

Source: ANAO analysis of NDIA documentation. 

3.69 Board and committee oversight of NDIA reform activity to address fraud risk has included 
the following. 

• In October 2021 the NDIA engaged a contractor to review the NDIA’s fraud intelligence 
and investigations functions. The report was considered by the Risk Committee in 
February 2022. The Fraud and Compliance Improvement Program (FCIP) was developed 
to implement the recommendations.  

https://www.anao.gov.au/work/performance-audit/compliance-corporate-credit-card-requirements-the-national-disability-insurance-agency
https://www.anao.gov.au/work/performance-audit/compliance-corporate-credit-card-requirements-the-national-disability-insurance-agency
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• Most of the recommendations were included in the Non-Compliant Payments and Fraud
Pilot, for which the NDIA received over $25 million68 in funding. Work on the pilot started
in 2021 with results planned to inform a business case for further funding for the NDIA’s
fraud and non-compliance processes, to be finalised in August 2022. Agency-level
governance structures were in place for the initiatives.

• The Risk Committee received regular reports on the progress of the work streams within
the FCIP between May 2022 and March 2023, including internal costings and risks for the
NDIA if it did not receive additional funding to implement some initiatives.

• In November 2022, the Fraud Fusion Taskforce (FFT) was created as a joint initiative
between the NDIA and Services Australia and 17 other Australian Government entities to
target fraud and serious non-compliance. The FFT replaced the NDIS Fraud Taskforce69 and
received funding of $126 million over four years in the 2022–23 Budget. The Risk
Committee was first briefed in August 2022 on the NDIA’s consultations with various
Australian Government agencies on the development of such a taskforce. Reporting on
the activities of the FFT is included within the Risk Committee’s fraud related papers.

• The NDIA reported to the Board that while it had prepared a business case for the prior
Non-Compliant Payments and Fraud Pilot, due to a change in government, a ‘come-back’
was no longer available and that it was working with the FFT to develop further options to
achieve improved controls for payment compliance.

• In the 2023–24 Budget, $48.3 million over two years was allocated for NDIA to ‘Crack
Down on Fraud’ (CDoF) — to detect, respond to, and reduce fraud and non-compliant
payments, and to develop a business case for new IT systems to detect and prevent fraud
and non-compliant payments.’ The Board and its Risk Committee received updates on
progress in the CDoF business case development. The Board did not receive a copy of the
draft Combined Pass Business Case70 ahead of it being provided to the Digital
Transformation Authority in September 2023 for approval.

• In February 2024, $83.9 million in funding was announced over two years from
2023–24 to ‘boost fraud detecting information technology systems’ at the NDIA. In
November 2024, the minster announced a further $110 million for the CDoF program.

3.70 In September 2024 the risk rating for strategic risk 6 was increased to ‘critical’ due to ‘new 
qualitative and quantitative fraud data provided by Integrity Transformation and Fraud Fusion 
Taskforce Group’. The ARC Chair requested that the minister be informed of the increased risk 
rating. The Board subsequently discussed the increased risk rating, including the impact of the CDoF 
initiative. The NDIA reported the increased fraud risk rating to the minister in October 2024, advising 
that the primary treatment strategies were linked to the CDoF program. The NDIA reported to the 
December 2024 Board meeting that it ‘has introduced several controls, and is in the process of 

68 The NDIA received federal Budget funding of $17.5 million in 2021–22, with a further $9 million for 2022–23. 
69 The NDIS Fraud Taskforce, established in 2018, was a joint activity between the NDIA, the Australian Federal 

Police and Services Australia, intended to help the NDIA detect and address serious and organised NDIS fraud. 
70 Subject to Prime Minister or Cabinet agreement, a second pass business case may be provided for 

government consideration of ICT investment without first providing a separate first pass business case, for 
example, where there is a clear and urgent business need for investment. Digital Transformation Authority, 
ICT Investment Approval Process, available from https://www.dta.gov.au/advice/digital-and-ict-
investments/ict-investment-approval-process [accessed January 2025]. 

https://www.dta.gov.au/advice/digital-and-ict-investments/ict-investment-approval-process
https://www.dta.gov.au/advice/digital-and-ict-investments/ict-investment-approval-process
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implementing further treatments, to manage fraud risk exposure’ and planned further reporting 
from quarter two of 2024–25.  
Procurement and probity 

3.71 In December 2022, the minister announced the Independent Review of Services Australia 
and NDIA Procurement and Contracting (the Watt review). The final report of the Watt Review was 
issued in March 202371 and included 13 recommendations — 12 with actions for the NDIA to 
improve its future procurement activity. In May 2023, the Joint Committee of Public Audit and 
Accounts (JCPAA) commenced an inquiry into issues arising from the Watt review. The JCPAA’s final 
report was tabled in June 2024.72 The JCPAA identified that between March 2019 and December 
2023, 26 NDIA officials involved in a major ICT procurement project had received hospitality and 
gifts from Salesforce (the successful tenderer) and failed to declare these in accordance with the 
NDIA’s gifts and benefits policy.  

3.72 In March 2024, the Board was advised that internal investigations were underway relating 
to prior procurements with Salesforce. The Board created an action item for the ARC to be advised 
once the investigation report was finalised. In May 2024 the Board held a ‘closed discussion’ on the 
investigation and was advised that ‘almost all actions in the Independent Review of Services 
Australia and NDIA Procurement and Contracting Report that are within the Agency’s control have 
been taken.’  

3.73 In May 2024, the Board was also advised:  

• of the proportion and value of the NDIA’s procurement in 2023 through open and limited 
tender, and the value of grants; and 

• of actions the NDIA had taken to address identified issues. Actions included: a probity 
protocol and associated training and materials; changes to the NDIA’s published contract 
list73 to include procurement and contract management details74; increased controls 
through external reporting and internal audit on the use of limited tender; and changed 
quality assurance processes relating to procurement non-compliance reporting to the Risk 
Committee.  

3.74 At its July 2024 meeting the CEO advised the Board that internal investigations into the 
matters were due to be completed by October 2024. The NDIA advised the Board in September 
2024 that it had actioned all recommendations from the Watt review. In the NDIA’s 24 December 
2024 Executive Minute, part of the Australian Government response to the JCPAA review, the NDIA 

 
71 The Board was provided with a copy of the report for its 31 March 2023 meeting. The report is available from 

the Services Australia website, https://www.servicesaustralia.gov.au/sites/default/files/2023-03/review-of-
procurement-and-contracting-independent-reviewers-report.pdf [accessed January 2025]. 

72 Joint Committee of Public Accounts and Audit (JCPAA), Report 504: Inquiry into procurement at Services 
Australia and the NDIA, Australian Government, Canberra, June 2024, available from 
https://www.aph.gov.au/Parliamentary_Business/Committees/Joint/Public_Accounts_and_Audit/SAandNDIA 
[accessed August 2024]. The inquiry focus was on matters in or related to the Independent Review of Services 
Australia and NDIA Procurement and Contracting (the ’Watt review’). 

73 Under Senate Order 13, Commonwealth entities must report twice a year the details of contracts with a total 
value of $100,000 or more (GST inclusive). The NDIA’s contract list for 2023–24, updated in August 2024, is 
available from https://www.ndis.gov.au/about-us/policies/senate-order-13-entity-contracts [accessed 
November 2024].  

74 Management advised the Board this would include procurement method, the number of suppliers 
approached, original contract value and number of variations.  

https://www.servicesaustralia.gov.au/sites/default/files/2023-03/review-of-procurement-and-contracting-independent-reviewers-report.pdf
https://www.servicesaustralia.gov.au/sites/default/files/2023-03/review-of-procurement-and-contracting-independent-reviewers-report.pdf
https://www.aph.gov.au/Parliamentary_Business/Committees/Joint/Public_Accounts_and_Audit/SAandNDIA
https://www.ndis.gov.au/about-us/policies/senate-order-13-entity-contracts
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agreed to the three relevant recommendations. The NDIA reported that it had commissioned an 
investigation to further consider the matters raised by Dr Watt and had referred certain matters 
from the investigation to relevant independent law enforcement bodies and regulators. The NDIA 
also reported:  

Following the Watt review, the Agency has increased transparency of its procurement activities 
with the ongoing publication of additional data (procurement methodology, the number of 
suppliers approached, the number of variations and original contract value) alongside our Senate 
Order 13 contract listing.  

The 13 recommendations from the Watt review have been acquitted, with only one action 
remaining outstanding. The sole outstanding action relates to the implementation of a new 
records management solution, which is currently being rolled out across the Agency. 

Duty to encourage cooperation with others and duty in relation to requirements imposed 
on others  

3.75 The NDIA’s corporate plans reflected the Board’s expectation for NDIA officials to work with 
others to support delivery of NDIS and key NDIA activities, including: 

• disability ministers and state and territory governments — to administer the funding and 
governance arrangements for the NDIS, in relation to Australia’s Disability Strategy  
2021–2031, and other policies;  

• the other 18 entity members of the Fraud Fusion Taskforce — to identify and stop fraud 
in the NDIS and government programs75; and 

• the NDIS Quality and Safeguards Commission (the Commission) — to assess providers to 
support the safety of participants and people with disability.  

Duty to keep responsible minister and Finance Minister informed 

3.76 Between July 2021 and March 2024, the NDIA prepared 366 submissions for the minister. 
Across the submissions, 17 related to fraud matters and five to provision of the AFSR.76 A further 
eight related to advice to the minister on managing sustainability.  

3.77 The NDIA’s 2021–22, 2022–23 and 2023–24 annual reports state that, ‘no instances of 
significant noncompliance with finance law were reported to the responsible minister under 
paragraph 19(1)(e) of the PGPA Act in 2021–22.’ In May 2024, the NDIA made an initial notification 
to the Finance Secretary, pending finalisation of its own investigation into the Salesforce matter and 
in July 2024, briefed the minister on the matter.77  

3.78 Throughout the audit period, the Board provided the minister, as chair of the DRMC, 
quarterly reports on the NDIA’s operations and other specified data relating to participants, in 
compliance with section 174 of the NDIS Act. The reports included updates on NDIA activities to 
address fraud and fraud investigations outcomes. The Board also provided the minister, as Chair of 

 
75 For more information about the Fraud Fusion Taskforce, including members, see the NDIA’s website: 

https://www.ndis.gov.au/about-us/improving-integrity-and-preventing-fraud/fraud-fusion-taskforce 
[accessed May 2025]. 

76 In July 2021 the NDIA Board resolved to release all future AFSRs to the Disability Reform Ministers’ Meeting. 
77 The total estimated value of the gifts and benefits provided to the 26 staff members was over $15,000. The 

NDIA advised the minister that, from April 2020 to July 2024, following execution of contracts with the 
provider for an initial contract sum of under $30.1 million, the NDIA issued or approved variations to the 
contracts and new contracts, increasing the total contract sum to under $127.1 million. 

https://www.ndis.gov.au/about-us/improving-integrity-and-preventing-fraud/fraud-fusion-taskforce
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the DRMC, copies of advice it received from the IAC and a statement of the NDIA’s response (see 
paragraph 3.8).  

3.79 In addition to the Board’s written communications with the minister, the minister attended 
the Board’s November 2022 meeting and was invited to its May 2024 meeting.  

3.80 In 2023–24, in its audit of the NDIA’s financial statements, the ANAO recommended the 
NDIA consider reporting incorrect payments to Board members (see paragraph 2.10) as instances 
of significant non-compliance with finance law to the minister and the Minister for Finance.  

General duties of officials 

3.81 In addition to the general duties of an accountable authority, the PGPA Act specifies the 
following duties applicable to all officials (which include the accountable authority) — a duty78: 

• of care and diligence (section 25); 
• to act honestly, in good faith and for a proper purpose (section 26); 
• not to misuse position (section 27); 
• not to misuse information (section 28); and  
• to disclose material personal interests (section 29). 
3.82 Officials who breach their duties or responsibilities under the PGPA Act can be subject to 
employment sanctions (including termination of appointment for Board members) or criminal 
sanctions for intentional or serious misuse of public resources.  

3.83 The NDIA has policies and procedures that describe and reinforce the general duties of 
officials. The NDIA’s key guidance includes: AAIs and Financial Authorisations with a supplementary 
‘AAI Quick Guide’; NDIA Probity Protocol; and the Fraud and Corruption Control Plan. 

Has the Board established fit-for-purpose monitoring and reporting 
arrangements?  

Corporate plans largely complied with PGPA Rule requirements, and the Board approved the 
performance measures in corporate plans prior to their publication. Eleven of the NDIA’s 19 
measures for the 2023–24 Annual Performance Statements satisfied relevant PGPA Rule 
requirements. The performance measures for 2023–24 did not reflect the NDIA function of 
managing NDIS financial sustainability, although new measures in the 2024–25 corporate plan 
relate to this function. 
The Board received and discussed regular reporting on results against corporate plan 
performance measures, although it did not consistently seek further detail or assurance where 
internal reporting indicated poor results or potential issues with reporting mechanisms. 

3.84 Performance measurement involves collecting, analysing and reporting information about 
the performance of an entity against its purposes. Having effective performance reporting and 
monitoring arrangements is an integral feature of good corporate governance.  

 
78 Officials also have a responsibility to: comply with the finance law; comply with the governance arrangements 

in the entity, for example, internal controls on the proper use and management of public resources; and meet 
high standards of governance, performance and accountability. 
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3.85 As a corporate Commonwealth entity, the NDIA must comply with the Commonwealth 
Performance Framework, established by the PGPA Act and PGPA Rule. This framework requires 
accountable authorities to: 

• report in their corporate plans and portfolio budget statements (PBS) how the entity’s
performance, in achieving its purposes, will be measured and assessed; and

• report in their annual performance statements on actual results achieved against the
performance measures published in their corporate plans and PBS.

NDIA corporate plans and performance measures 
3.86 Under the PGPA Rule the NDIA’s corporate plan must be published by 31 August each year, 
and the performance measures must meet specific requirements in section 16EA.79 Section 177 of 
the NDIS Act also requires the Board, in preparing the corporate plan, to: 

• have regard to a statement of strategic guidance given by the minister under section 125
of the NDIS Act;

• include details of the NDIS’ financial sustainability; risks and issues relevant to financial
sustainability and management of these; and

• give a copy of the plan to the DRMC before the start of the period covered by the plan
(and notify the DRMC of any variations made to the plan).

3.87 Between July 2021 and June 2024, the Board published four corporate plans for the NDIA 
within required timeframes.80 A copy was provided to the minister and the DRMC before 1 July each 
year.  

3.88 Between July 2021 and June 2024, the Board approved NDIA performance measures and 
targets in each year’s corporate plan prior to publication. The rationale for the measures was 
included in corporate plans alongside measure descriptions for 2023–24 and 2024–25.  

3.89 Table 3.4 sets out the ANAO’s assessment of compliance of the NDIA’s Corporate Plan 
2023–24 with the corporate planning requirements in subsection 16E(2) of the PGPA Rule. 

Table 3.4: NDIA Corporate Plan 2023–24 compliance with PGPA Rule 16E(2) 
PGPA Rule 16E(2) 
component 

Requirement ANAO 
assessment 

Period corporate 
plan must cover 

The corporate plan covers the reporting period for which it is 
prepared and at least the following three reporting periods. 

79 An entity’s performance measures meet the requirements of section 16EA if, in the context of the entity’s 
purposes or key activities, they: (a) relate directly to one or more of those purposes or key activities; and (b) 
use sources of information and methodologies that are reliable and verifiable; and (c) provide an unbiased 
basis for the measurement and assessment of the entity’s performance; and (d) where reasonably 
practicable, comprise a mix of qualitative and quantitative measures; and (e) include measures of the entity's 
outputs, efficiency and effectiveness if those things are appropriate measures of the entity's performance; 
and (f) provide a basis for an assessment of the entity’s performance over time. 

80 The NDIA’s Corporate Plans are published on its website, available from https://www.ndis.gov.au/about-
us/publications/corporate-plan. During the audit period, the NDIA published its Corporate Plan 2021–25; 
Corporate Plan 2022–26; and Corporate Plan 2023–27. From 2024, the NDIA changed the title to include the 
current financial year only (Corporate Plan 2024–2025). For simplicity, the ANAO has referred to the NDIA’s 
prior corporate plans using a modified title — Corporate Plan 2021–22; Corporate Plan 2022–23; Corporate 
Plan 2023–24; and Corporate Plan 2024–25.  

https://www.ndis.gov.au/about-us/publications/corporate-plan
https://www.ndis.gov.au/about-us/publications/corporate-plan
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PGPA Rule 16E(2) 
component 

Requirement ANAO 
assessment  

Introduction A statement that the plan is prepared for subsection 35(1) of 
the PGPA Act, and the relevant reporting period. ▲a 

Purposes The purposes of the entity.  

Key activities For the entire period covered by the plan, the key activities 
that the entity will undertake in order to achieve its purposes  

Operating Context. 
For the entire period 
covered by the plan: 

• the environment in which the entity will operate;  

• strategies and plans the entity will implement to undertake 
its key activities and achieve its purposes;  

• a summary of the entity’s risk oversight and management 
systems, key risks and how the entity will manage them;  

• details of any organisation or body making a significant 
contribution towards achieving the entity’s purposes;  

• how any subsidiary of the entity will contribute to 
achieving the entity’s purposes; and 

Not applicable 

Performance  Details of how the entity’s performance in achieving the 
entity’s purposes will be measured and assessed through: 
• specified performance measures for the entity that meet 

the requirements of section 16EA; and  
• specified targets for each of those performance measures 

for which it is reasonably practicable to set a target. 

▲b 

Key:  Met ▲ Partly met  Not met. 
Note a: The statement did not identify 2023–24 as the reporting period. 
Note b: Performance measures specified did not fully comply with section 16EA. The ANAO’s assessment is discussed 

at paragraphs 3.95 to 3.97. 
Source: ANAO analysis of the NDIA’s 2023–24 corporate plan. 

Advice to the Board on NDIA’s corporate plans  

3.90 Between July 2022 and June 2024, the Board received advice on proposed changes to the 
NDIA’s performance measures for its corporate plans ahead of its June deadline for approving and 
sending plans to the DRMC. Advice on proposed changes to measures included rationale for the 
change. There was no rationale provided for the proposed changes to targets. 

3.91 In February 2023, the Board identified priority areas of focus for the NDIA including 
co-design, sustainability, workforce, participant funds (including fraud), advocacy, employment and 
accessibility and showcasing best practice. In April 2023, the Board endorsed a proposal for a new 
NDIA strategy to be developed by November 2023 to replace the NDIA’s strategic statement from 
2013 which was still in effect. The NDIA consulted over the draft strategy with staff, participants, 
employee networks and the IAC. The draft strategy was also reviewed by the SDPO Committee. In 
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March 2024, the Board endorsed the new strategy, which encompassed changes to the NDIA’s 
outcome statement and the descriptions of its two programs.81  

3.92 In May 2024, the Board agreed to make the following changes to the performance measures 
from the 2023–24 corporate plan to: 

• improve consistency with the new outcome statement agreed to in March 2024; 
• address interim feedback from the ANAO audit of the NDIA’s 2023–24 Performance 

Statements; 
• better align with NDIA functions set out in the NDIS Act; and 
• reduce the number of performance measures, to align with other agencies.  

Reporting on performance 
3.93 Across its performance measures, from 2021–22 to 2023–24, the NDIA reported in its 
annual performance statements (APS), published within its annual reports82, that:  

• in 2021–22, it achieved its targets for 12 of the 23 measures (52 per cent) and did not 
achieve targets for 11 measures (48 per cent); 

• in 2022–23, it achieved its targets for 14 of the 27 measures (52 per cent), partially 
achieved seven measures (26 per cent), did not achieve five measures (19 per cent) — the 
NDIA did not report one result (four per cent)83; and 

• in 2023–24, it achieved nine of its 19 measures (47 per cent)84, partially achieved four 
measures (21 per cent), did not achieve five measures (26 per cent), and did not report 
one result (five per cent).  

3.94 Across 2021–22, 2022–23 and 2023–24, the NDIA reported consistently positive results 
against targets for its performance measures of staff wellbeing, the proportion of staff with a 
disability and NDIA expenditure as a proportion of NDIS expenditure. During the same period, the 
NDIA’s reported results were consistently below targets for measures relating to participant 
outcomes, meeting service delivery timeframes and NDIS expenditure compared to the Portfolio 

 
81 The NDIA’s 2024–25 outcome statement is ‘Improve the independence, and the social and economic 

participation of eligible people with disability through the management of a financially sustainable National 
Disability Insurance Scheme with proper, efficient and effective use of resources.’ The NDIA has two programs 
for 2024–25: ‘Program 1.1. Reasonable and necessary supports for participants’. and ‘Program 1.2. NDIA and 
general supports’. Further information is available from: National Disability Insurance Agency, NDIA Corporate 
Plan 2024–25, NDIA, 2024, available from https://www.ndis.gov.au/about-us/publications/corporate-plan 
[accessed October 2024]. 

82 NDIA Annual reports are available from its website: https://www.ndis.gov.au/publications/annual-
report#annual-report-2023-24 . 

83 In its Annual Report 2022–23, the NDIA listed the ‘payment errors/anomalies’ measure against one key 
activity. This measure was included against two key activities in its 2022–23 corporate plan. The NDIA 
assessed the measure as not directly linked to key activity four (‘a high-performing NDIA’) but retained it 
against key activity five (’a financially sustainable NDIS’). Due to rounding, the total percentages exceed 100 
per cent.  

84 The measure ‘Participant satisfaction’, which appeared twice in the NDIA’s corporate plan against two key 
activities, was assessed in the ANAO’s 2023–24 performance statements audit as two separate measures to 
allow for a full assessment of their appropriateness in the context of each key activity. For consistency, this 
audit has also counted the measure twice.  

https://www.ndis.gov.au/about-us/publications/corporate-plan
https://www.ndis.gov.au/publications/annual-report#annual-report-2023-24
https://www.ndis.gov.au/publications/annual-report#annual-report-2023-24
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Budget Statements. The NDIA did not have a measure for financial sustainability over time85 during 
the period of audit review, although managing, advising and reporting on the financial sustainability 
of the NDIS is an NDIA function under section 118 of the NDIS Act. The NDIA has since introduced 
in its 2024–25 corporate plan two new measures relevant to financial sustainability: average 
payments per participant and the annualised scheme growth rate. 

3.95 In October 2024, the ANAO completed its first audit of an APS by the NDIA, an audit of its 
2023–24 APS. The ANAO found that 11 of the NDIA’s 19 measures (58 per cent) satisfied the 
requirements of section 16EA of the PGPA Rule. The audit conclusion was qualified as there were 
two material omissions of performance information and a material limitation of scope. The material 
omissions related to:  

• the lack of reporting of performance information on payment compliance and fraud 
activities, given these activities are a key component of financial sustainability; and 

• the lack of a result for the measure ‘Children who have benefitted from the scheme and 
no longer need supports’. 

3.96 The material limitation of scope related to the measure ‘Participant perception of choice 
and control over their life (independence)’, as there was insufficient evidence to conclude if this 
measure was materially misstated. 

3.97 The ANAO issued five findings in relation to the performance statements, including two high 
risk findings: one relating to completeness and clear read of performance information; and the 
other relating to the appropriateness of performance measures. The ANAO also recommended that 
the NDIA improve its performance reporting framework and documentation of performance 
measure methodologies, and strengthen its preparation plan for performance reporting processes. 

3.98 The Board approved the NDIA’s APS each year prior to tabling the annual report in 
Parliament and publication on the NDIS website. The NDIA provided a copy of its annual report, 
including the APS, to the minister before the 15 October due date in 2021, 2022, 2023 and 2024.  

3.99 The former Audit Committee was responsible for supporting the Board with oversight of 
preparation of the APS. Each year the Audit Committee, now the ARC, reviewed the draft statement 
and endorsed it to the Board for approval. 

3.100 For the 2020–21 and 2021–22 APS, the former Audit Committee was advised that a 
supporting performance metric validation exercise was completed by the NDIA’s internal audit 
function. Written details of how the exercise was undertaken were not provided. Meeting minutes 
reflect the Chief Internal Auditor gave a verbal explanation of the 2021–22 validation work carried 
out following an Audit Committee discussion of presented results. 

3.101 For the 2022–23 APS, two internal audits were conducted.  

• The ‘phase 1’ audit was reported to the former Audit Committee in September 2023 and 
concluded that:  

 
85 The NDIA reported in its 2021–22 annual report that NDIS financial sustainability and integrity was measured 

by: payment growth compared to healthcare and social assistance wages growth; and NDIS annual spend 
(Program 1.1) compared to PBS (%). These measures considered financial sustainability within the reporting 
period only. 
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Overall, the Agency’s Performance Measurement approach has adequate systems and procedures 
around management self-assessment for establishing, measuring and reporting on the 
achievement of the Agency’s performance in compliance with the relevant RMGs. 

• The ‘phase 2’ audit, to validate the accuracy and consistency in the approach for preparing 
the APS, was reported to the former Audit Committee in November 2023, after the  
2022–23 APS had been approved and tabled in parliament. The audit concluded, ’With 
exception of [the ‘provider sentiment and confidence’ measure that was not reported], 
Internal Audit is satisfied with the evidence provided by the management for the Annual 
Performance Statements 2022/23.’ 

Both reports identified aspects of insufficient ongoing monitoring of performance measures 
during the year. 

3.102 For the APS 2023–24, the Acting Branch Manager, Audit, provided the ARC a written ‘limited 
assurance’ opinion on the annual performance statements in September 2024. The opinion advised 
that the Audit Branch had reviewed the calculation of a sample of four performance measures and 
made no findings in relation to the documentation, implementation of the calculation methodology 
or the accuracy of the results. The ARC did not provide advice to the Board in relation to any data 
quality issues that impacted the reported results for the Participant Service Guarantee (PSG) 
measures. 

3.103 The former Audit Committee questioned or sought correction to measures or results in the 
draft APS on four occasions between July 2021 and June 2024, including in relation to:  

• the aggregated nature of one metric and the need for more detailed commentary on what 
it reflected;  

• currency and accuracy of data presented and relevance of prior year data for comparative 
purposes;  

• decline in results and the need for additional explanation within the statements; and  
• definitions used and the need for additional explanation to accompany the results.  
3.104 The former Audit Committee and Board did not seek further information from management 
in relation to:  

• how the internal audit performance metric validation exercise was undertaken for  
2020–21 APS reporting; and 

• observations reported in the phase 1 and 2 internal audits for the 2022–23 APS (for 
example, requests for detail of the identified gaps in the NDIA’s performance 
measurement systems and procedures, or requests for alternative assurance on the APS 
2022–23 validation given the delay in the phase 2 audit reporting).  

Regular performance reporting  

3.105 The Board received Pulse reports, the NDIA’s key management report with performance 
data for the prior month. Pulse reports contained reporting on NDIA operations including results 
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against corporate plan performance targets86, results against supplementary measures and 
individual Participant Service Guarantee (PSG)87 timeframe measures that support the aggregated 
corporate plan PSG performance measure. These reports also included brief analytical commentary 
on selected measures. Pulse reports did not consistently provide insights into causes or planned 
remedial actions for PSG results that were below performance targets.  

3.106 The Pulse report was included in the Board’s meeting papers for 23 of the 25 meetings 
between July 2021 and November 2023. From December 2023 to June 2024, Pulse reports were 
not included in Board meeting papers. While the reports were separately provided to Board 
members through its Diligent distribution platform, during this period they were delayed88, not 
provided regularly, and not noted or referenced in relevant Board minutes.  

3.107 In February 2024 the Board was advised of delays in processing tasks (such as responding to 
participant enquiries or requests for plan reassessments) caused by the progression of the PACE 
national rollout.89 In February and March 2024 the Board was advised of remedial action underway 
and in May 2024 that these delays would significantly impact performance targets. 

3.108 The Board listed PACE as a standing agenda item at its subsequent meetings and received 
further reports on remedial action at its June, July and September 2024 meetings. Additional 
reporting on PSG measures is in the NDIS quarterly reports to disability ministers, which include 
trend comparisons over prior quarters. 

3.109 In the quarter four 2023–24 report for disability ministers, provided to the Board in August 
2024, the NDIA stated that, since late 2023, it received almost double the volume of requests from 
participants asking for a change to their NDIS plan, took longer to make access and plan decisions, 
and was not meeting PSG timeframes. This report also noted the NDIA’s inability to report against 
all PSG timeframes since the rollout of PACE started nationally in October 2023. The report included 
details of the NDIA’s approach to clearing the NDIS plan backlog as well as scheduled system 
enhancements and that the NDIA expected to have ‘remediated’ backlogs by 30 September 2024 
and to report improved PSG results by 31 December 2024. 

Board behaviours  
3.110 The ANAO audit team observed two Board meetings in May and June 2024, and one ARC 
meeting in June 2024. The audit team also met with the Chair and six members of the Board. The 

 
86 Pulse reporting parameters for each measure set out the frequency with which results are updated during the 

year and a traffic light range for achievement against the target. For example, for the measure ‘Provider 
sentiment and confidence’, results are reported biannually and are rated: ‘green’ if they meet or exceed the 
target; ‘amber’ between 90 and 100 per cent of the target; or ‘red’ if equal to, or less than, 80 per cent of the 
target.  

87 The NDIA PSG sets target timeframes for 20 key NDIS processes, such as NDIA decisions about NDIS access 
and plan approvals. For example, decisions about who can use the NDIS must be made within 21 days, and 
decisions to approve plans must be made within 56 days. The PSG is included as a performance measure in 
the NDIA’s corporate plan. The PSG performance measure in the NDIA Corporate Plan 2023–24 was ‘[(PSG)] 
timeframes are met 95% of the time.’ The NDIA’s target for this measure was 80 per cent. Further PSG details 
are on the NDIS website, available from https://www.ndis.gov.au/about-us/policies/service-
charter/participant-service-
guarantee#:~:text=The%20Participant%20Service%20Guarantee%20sets,how%20long%20processes%20will%
20take [accessed November 2024]. 

88 For example, the Board received the January and February 2024 Pulse reports in April 2024, and the 
March 2024 Pulse report in May 2024. 

89 Implementation of the NDIA’s new ICT system, PACE, started nationally in October 2023. 

https://www.ndis.gov.au/about-us/policies/service-charter/participant-service-guarantee#:%7E:text=The%20Participant%20Service%20Guarantee%20sets,how%20long%20processes%20will%20take
https://www.ndis.gov.au/about-us/policies/service-charter/participant-service-guarantee#:%7E:text=The%20Participant%20Service%20Guarantee%20sets,how%20long%20processes%20will%20take
https://www.ndis.gov.au/about-us/policies/service-charter/participant-service-guarantee#:%7E:text=The%20Participant%20Service%20Guarantee%20sets,how%20long%20processes%20will%20take
https://www.ndis.gov.au/about-us/policies/service-charter/participant-service-guarantee#:%7E:text=The%20Participant%20Service%20Guarantee%20sets,how%20long%20processes%20will%20take
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ANAO also attends NDIA ARC meetings (and meetings of the NDIA’s former Audit Committee). In 
those meetings, and through a review of Board and committee papers and minutes, the ANAO 
observed that members collectively displayed a range of behaviours supportive of a positive 
governance culture at the board level, including: 

• sufficient preparation to enable meetings to be conducted in a productive manner;
• engagement with management on key areas requiring further discussion;
• a desire to act in the interest of participant outcomes;
• advocacy for accessibility to support participation by all Board members; and
• conducting meetings in a professional, collegiate and respectful manner.
3.111 The ANAO observed a consensus-based approach to decision-making within the Board’s 
meetings and was advised that members regularly communicate between meetings to discuss 
items of concern and to support their meeting preparation. 

3.112 Effective board governance includes balancing collegiate operations with constructive 
challenge, where appropriate. The ANAO observed occurrences of Board members constructively 
challenging management in relation to reporting on entity performance results that did not meet 
targets, issues and risks. These occurrences were inconsistent and did not reflect an established 
practice.  

Recommendation no. 3 
3.113 The Board of the National Disability Insurance Agency, including through its committees, 
strengthen its oversight of entity performance by more consistently responding to management 
reporting with requests for relevant further information, reporting or assurance from 
management where results are below targets, assumptions are unclear, or other issues or risks 
are raised. 

National Disability Insurance Agency response: Agreed. 

3.114 While information is regularly sought, the NDIA Board acknowledges the importance of 
seeking additional information, reporting or assurance where required. Key matters of interest 
have been established as standing agenda items to relevant meetings. The NDIA will improve the 
Board's processes to provide clarity and consistency of when additional details are sought. 

Dr Caralee McLiesh PSM 
Auditor-General 

Canberra ACT 
23 May 2025 
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Appendix 1 Entity responses 

National Disability Insurance Agency 
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Department of Social Services 
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Appendix 2 Improvements observed by the ANAO 
1. The existence of independent external audit, and the accompanying potential for scrutiny 
improves performance. Improvements in administrative and management practices usually 
occur: in anticipation of ANAO audit activity; during an audit engagement; as interim findings are 
made; and/or after the audit has been completed and formal findings are communicated. 

2. The Joint Committee of Public Accounts and Audit (JCPAA) has encouraged the ANAO to 
consider ways in which the ANAO could capture and describe some of these impacts. The ANAO’s 
corporate plan states that the ANAO’s annual performance statements will provide a narrative 
that will consider, amongst other matters, analysis of key improvements made by entities during 
a performance audit process based on information included in tabled performance audit reports. 

3. Performance audits involve close engagement between the ANAO and the audited entity 
as well as other stakeholders involved in the program or activity being audited. Throughout the 
audit engagement, the ANAO outlines to the entity the preliminary audit findings, conclusions 
and potential audit recommendations. This ensures that final recommendations are appropriately 
targeted and encourages entities to take early remedial action on any identified matters during 
the course of an audit. Remedial actions entities may take during the audit include: 

• strengthening governance arrangements; 
• introducing or revising policies, strategies, guidelines or administrative processes; and 
• initiating reviews or investigations. 
4. In this context, the below actions were observed by the ANAO during the course of the 
audit. It is not clear whether these actions and/or the timing of these actions were planned in 
response to proposed or actual audit activity. The ANAO has not sought to obtain assurance over 
the source of these actions or whether they have been appropriately implemented. 

• In March 2024, the Board of the National Disability Insurance Agency (the Board) 
instructed draft committee minutes to be included in Board papers. 

• In May 2024, the Board directed that the Board paper template include a section to advise 
if a paper has been to a Board committee. 

• In June 2024, the Board endorsed an interim Board Charter that addressed  
section 132 of the National Disability Insurance Scheme Act 2013 (relating to outside 
employment), established a mechanism for managing member disagreement on conflict 
of interest matters, and gave direction on managing conflicts in meetings (see paragraph 
2.44). 

• In July 2024, the secretariat finalised an internal procedure for supporting Board members 
to identify, record, manage and mitigate any real or perceived conflicts of interest in 
relation to their official duties and National Disability Insurance Agency (NDIA) affairs (see 
paragraph 2.44).  

• In September 2024, the Board agreed to a forward workplan for 2025 (see paragraph 
2.64). 

• Since the Audit and Risk Committee (ARC) formed in March 2024, it has received reporting 
against all its functions to enable it to support the Board (see paragraph 2.107). 
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• In November 2024, the NDIA introduced a new ‘Finance Incident Summary’ section into
its quarterly Chief Risk Officer Report.

• In December 2024, the NDIA appointed a new Branch Manager, Audit, as an ARC meeting
invitee. They were also invited to separately meet directly with the ARC Chair (paragraph
2.110).
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Appendix 3 Appointments to the Board of the National Disability 
Insurance Agency as at 1 January 2025 

Position Appointee Initial term start 
date 

Lived experience 
with disability 

(personal or family) 

Chair Mr Kurt Fearnley AO 2022 Yes 

Member Mr Mark Darras 2023 – 

Member Ms Maryanne Diamond AO 2023 Yes 

Member Dr Richard Fejo 2023 Yes 

Member Dr Rhonda Galbally AC 2025a Yes 

Member Dr Graeme Innes AM 2022 Yes 

Member Mrs Joan McKenna Kerr AM 2023 Yes 

Member The Hon Dr Denis Napthine AO 2022 Yes 

Member Ms Estelle Pearson 2017 Yes 

Member Ms Leah van Poppel 2022 Yes 

Member Dr Ian Watt AC 2024 – 

Note a: Dr Galbally was previously a member of the Board from July 2013 to April 2019. 
Source: ANAO analysis of NDIA documentation. 
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