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Canberra ACT 
29 June 2021 

Dear Mr 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 Australian Skills Quality Authority. 
The report is titled Effectiveness of Planning and Implementation of Reform by the 
Australian Skills Quality Authority. 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 

Grant Hehir 
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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 The Rapid Review of the Australian Skills 
Quality Authority’s Regulatory Practices and 
Processes (Rapid Review) identified the need 
for ‘significant adjustments’ to Australian Skills 
Quality Authority’s (ASQA’s) regulatory 
approach.  

 ASQA is nearing the completion of the first 
year of the reform program and the audit 
provides an opportunity to consider its design 
and early implementation. 

 

 ASQA is not yet fully effective in planning 
and implementing the reform to the 
regulation of the VET sector.  

 ASQA’s strategic planning and 
governance arrangements for the reform 
have been developing, but do not yet 
effectively support the implementation of 
the reform.  

 ASQA needs to continue to improve its 
approach to program management, 
monitoring and reporting. 

 ASQA has effectively engaged with the 
VET sector about its transition to the 
proposed regulatory approach. 

 

 The Auditor-General made four 
recommendations to ASQA. The 
recommendations related to: strategic 
planning, quality controls, risk 
management and performance reporting.  

 ASQA agreed to all four 
recommendations. 

 

 In 2011, ASQA was established as the 
national vocational education and training 
(VET) regulator under the National 
Vocational Education and Training Regulator 
Act 2011.  

 In 2019, about $6.4 billion was provided in 
government funding to the VET sector. 

 ASQA is implementing a program of reform 
over four years that will change its regulatory 
approach. 

24 
number of reform 

recommendations made by 
the Rapid Review 

4.2 million 
students enrolled in VET courses 

in 2019 

$24.1 million 
funding allocated to reform 

activities 
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Summary and recommendations 
Background 
1. The Australian Skills Quality Authority (ASQA) was established as the national vocational 
education and training (VET) regulator under the National Vocational Education and Training 
Regulator Act 2011 (NVR Act), and forms part of the Education, Skills and Employment portfolio. 
ASQA is a non-corporate Commonwealth entity under the Public Governance, Performance and 
Accountability Act 2013. 

2. ASQA’s purpose is ‘to provide nationally consistent, risk-based regulation of VET that 
contributes to an informed, quality VET sector that meets Australia’s needs.’1 ASQA is an 
independent statutory authority established to regulate: 

• providers that deliver VET qualifications and courses;  
• providers that deliver VET courses to overseas students;  
• accredited VET courses; and  
• certain providers that deliver English Language Intensive Courses to Overseas Students.  
3. In March 2020, the Rapid Review of the Australian Skills Quality Authority’s Regulatory 
Practices and Processes (Rapid Review) was reported to the Department of Education, Skills and 
Employment. The purpose of the review was to evaluate the effectiveness of ASQA’s internal 
regulatory practices and processes. The Rapid Review made 24 short, medium and longer-term 
recommendations to improve ASQA’s regulatory practices and processes. All of the 
recommendations were accepted by the Australian Government.  

Rationale for undertaking the audit 
4. The ANAO’s Annual Audit Work Program is designed to anticipate and respond to current 
and emerging risks and challenges impacting on public administration. In determining the  
2020–21 audit work program, ANAO considered prior-year audits and other review findings and 
what these indicate about portfolio risks and areas for improvement. This included consideration 
of the planning and implementation of reforms by agencies. Auditor-General Report No. 31 of 
2016–17 Administration of the VET FEE-HELP Scheme identified that the VET FEE-HELP scheme 
was not effectively designed or administered.  

5. ASQA was established as the national VET regulator under the NVR Act. The Rapid Review 
identified the need for ‘significant adjustments’ to ASQA’s regulatory approach. ASQA has been 
undertaking reform activities since April 2020. ASQA is nearing the completion of the first year of 
the reform program and the audit provides an opportunity to consider its design and early 
implementation.  

                                                                 
1  Australian Skills Quality Authority, 2020–21 Corporate Plan [Internet], ASQA, Brisbane, 2020, p. 3, available 

from https://www.asqa.gov.au/sites/default/files/2020-08/ASQA%20Corporate%20Plan%202020-21_0.pdf 
[accessed 13 May 2021]. For the 2021–22 ASQA Corporate Plan, ASQA proposes to change its purpose to: ‘To 
ensure quality vocational education and training so that students, employers, governments and the 
community can have confidence in the integrity of national qualifications issued by training providers.’  
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Audit objective and criteria 
6. The audit objective was to examine the effectiveness of ASQA’s planning and 
implementation of reform to the regulation of the VET sector. To form a conclusion against this 
objective, the following high-level criteria were applied: 

• Does ASQA’s strategic planning effectively address the requirements for reform? 
• Is ASQA effectively transitioning to the proposed regulatory approach? 
• Has ASQA effectively engaged with the VET sector about its transition to the proposed 

regulatory approach? 

Conclusion 
7. ASQA is not yet fully effective in planning and implementing the reform to the regulation 
of the VET sector.  

8. ASQA’s strategic planning and governance arrangements for the reform have been 
developing, but do not yet effectively support the implementation of the reform.  

9. ASQA’s current activities to transition to the proposed regulatory approach are partially 
effective. Effective transition, requires ASQA to improve its: 

• program management framework, by strengthening its focus on quality and program risk 
management; and 

• monitoring and reporting on its performance, including the progressive monitoring of the 
impact of the transition. 

10. ASQA has effectively engaged with the VET sector about its transition to the proposed 
regulatory approach. 

Supporting findings 

Reform strategy 
11. ASQA’s strategic planning partially supports the implementation, monitoring and 
reporting of the reform. ASQA’s 2020–21 Corporate Plan and supporting documentation does not 
demonstrate ASQA’s current strategic approach to the reform. ASQA has a one year plan  
(2020–21) for its reform activities and is yet to identify the activities for the remaining three years 
of the reform.  

12. Appropriate governance arrangements have been established to oversee the reform. The 
proposed governance arrangements are planned to be fully operational by September 2021.  

Reform transition 
13. ASQA’s Program Plan — finalised in March 2021 — is largely fit-for-purpose. The Program 
Plan has gaps, particularly in relation to quality, risks, benefits and costs.  

14. ASQA is in the process of changing its approach to organisational and regulatory risk. In 
March 2021, ASQA developed a new Risk Management Framework and Risk Management 
Procedure. The Regulatory Risk Framework was implemented from March 2021, and was made 
publicly available on 6 April 2021.  
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15. ASQA’s monitoring and reporting of its transition is partially effective. ASQA’s Strategic 
Leadership Committee receives regular reports on the progress of the reform’s implementation. 
Key strategic documents and associated performance measures are not aligned. ASQA has yet to 
develop performance measures of the reform’s benefits realisation. 

Sector-wide engagement 
16. ASQA has undertaken significant VET sector stakeholder engagement related to the 
reform activities, changes and outcomes. ASQA has released a consultation draft of its 
engagement strategy.  

17. ASQA has established communication channels with VET providers. ASQA is actively 
engaging with the VET providers on reform, education and support initiatives. ASQA is developing 
tools to support VET providers in planning for, and implementing, provider self-assurance. 

Recommendations 
Recommendation no. 1   
Paragraph 2.14 

Australian Skills Quality Authority: 

(a) ensure the Corporate Plan aligns its strategic approach to 
the implementation of the recommendations made in the 
Rapid Review of the Australian Skills Quality Authority’s 
Regulatory Practices and Processes; and  

(b) ensure action items to address strategic deliverables have 
realistic and achievable deadlines, with specific dates for 
completion, that can be progressively monitored. 

Australian Skills Quality Authority response: Agreed. 

Recommendation no. 2   
Paragraph 3.19 

Australian Skills Quality Authority improve its quality controls to 
ensure: 

(a) deliverables address scope requirements and/or the 
relevant recommendations outlined in the Rapid Review of 
the Australian Skills Quality Authority’s Regulatory Practices 
and Processes;  

(b) benefits identified for the project, process redesign, and/or 
tools have been achieved;  

(c) technical aspects of control redesign have been sufficiently 
identified, considered and addressed (including compliance 
with relevant legislation and standards in force at the time 
of implementation); and 

(d) organisational service standards and cost information have 
been sufficiently identified, considered and addressed 
(particularly impacts on efficiency and effectiveness of new 
processes/templates). 

Australian Skills Quality Authority response: Agreed. 
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Recommendation no. 3   
Paragraph 3.46 

Australian Skills Quality Authority improve its approach to 
organisational and regulatory risk management to ensure procedures 
provide practical guidance to staff to enable consistent application 
and decision making.  

Australian Skills Quality Authority response: Agreed. 

Recommendation no. 4  
Paragraph 3.54 
 

Australian Skills Quality Authority develop performance measures 
which identify its progress in implementing the reform, and 
measure benefits realisation of the reform program. 

Australian Skills Quality Authority response: Agreed. 

Summary of Australian Skills Quality Authority response 
The Australian Skills Quality Authority (ASQA) welcomes the independent assessment of the 
effectiveness of our performance in planning and implementation of reform and will carefully 
consider the Australian National Audit Office (ANAO) recommendations and opportunities to 
improve as we continue to strengthen our planning and management of risk. 

2020-21 was a transition year in a five year reform program as ASQA pivoted through a whole-of-
agency response to implement and embed the recommendations of the Rapid Review of ASQA's 
Regulatory Practices and Processes (‘Rapid Review’, released on 30 April 2020). ASQA’s reform 
implementation has been significant and agency-wide involving organisational and governance 
change, and foundational changes to regulatory culture and practices. 

From the outset of the audit, ASQA was of the view, and communicated to the ANAO, that the 
Terms of Reference for the audit would be best addressed by considering the agency-wide effort 
to implement reform. While the changes made to the proposed report in response to the Agency’s 
comments on the Report Preparation Paper (RPP) are acknowledged, ASQA is of the view that the 
report continues to underplay the significant agency-wide response. 

ASQA has maintained reform momentum in the context of the changing circumstances in the 
sector, the continuing vocational education and training (VET) sector reforms, and other policy 
settings of the Australian and State and Territory governments, including evolving responses to 
the COVID-19 pandemic, and I am incredibly proud that staff at ASQA rose to this challenge with 
enthusiasm, courage and commitment. By 30 June 2021, ASQA will have completed the 
implementation phase of eight of the Rapid Review recommendations, and commenced work on 
a further 13 recommendations, with three recommendations being led by the Department of 
Education, Skills and Employment (DESE). 

ASQA expects this pace of change to continue and much has indeed been progressed since the 
period considered in this report. 
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Key messages from this audit for all Australian Government entities 
18. 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. 

Program planning and measurement of performance 
• Developing clear and consistent plans at the start of a program of work is essential to 

successful delivery. Plans should clearly outline the outcome that the entity wishes to achieve 
and clearly identify the activities and deliverables with timeframes for their commencement 
and completion.  

• Identifying relevant performance and/or progress measures and establishing baselines prior 
to commencing a project or program assists to measure its impact and progress. 

Corporate plans 
• The purpose of a corporate plan as an entity’s primary planning document, and the needs of 

the Parliament as a user of this document, should be considered when deciding whether to 
reissue it. Corporate plans should be viewed as a living document and updated when 
significant changes to an entity’s operating environment impact its strategic direction, 
purposes, activities, capability, risk and/or performance.  
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Audit findings 
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1. Background 
Introduction 
1.1 The Australian Skills Quality Authority (ASQA) was established as the national vocational 
education and training (VET) regulator under the National Vocational Education and Training 
Regulator Act 2011 (NVR Act), and forms part of the Education, Skills and Employment portfolio. 
ASQA is a non-corporate Commonwealth entity under the Public Governance, Performance and 
Accountability Act 2013. 

1.2 ASQA’s purpose is ‘to provide nationally consistent, risk-based regulation of VET that 
contributes to an informed, quality VET sector that meets Australia’s needs.’2 ASQA is an 
independent statutory authority established to regulate: 

• providers that deliver VET qualifications and courses;  
• providers that deliver VET courses to overseas students;  
• accredited VET courses; and  
• certain providers that deliver English Language Intensive Courses to Overseas Students.  
1.3 ASQA does not regulate Registered Training Organisations (RTOs) in Victoria or Western 
Australia that do not offer courses outside of those jurisdictions.3 These organisations are regulated 
by the Victorian Registration and Qualifications Authority and the Training Accreditation Council 
respectively.  

1.4 ASQA’s regulation of the VET sector is supported by a framework of legislation and 
standards. The relevant legislation and standards are detailed in Appendix 2. In particular, the 
purpose of the Standards for VET Regulators 2015 is to ensure ASQA:  

• uses a risk-based approach to regulation that is consistent, effective, proportional, 
responsive and transparent; 

• has consistency in implementation and interpretation of the RTO Standards and the 
Standards for VET Accredited Courses; and 

• has accountability and transparency in undertaking its regulatory functions.  
1.5 The Standards for VET Regulators 2015 describe a series of outcomes that ASQA must 
achieve as a regulator, but do not prescribe how to achieve these outcomes. The six outcomes to 
be achieved under the standards are illustrated at Figure 1.1.  

                                                                 
2  Australian Skills Quality Authority, 2020–21 Corporate Plan [Internet], ASQA, Brisbane, 2020, p. 3, available 

from https://www.asqa.gov.au/sites/default/files/2020-08/ASQA%20Corporate%20Plan%202020-21_0.pdf 
[accessed 13 May 2021]. For the 2021–22 ASQA Corporate Plan, ASQA proposes to change its purpose to: ‘To 
ensure quality vocational education and training so that students, employers, governments and the 
community can have confidence in the integrity of national qualifications issued by training providers.’  

3  ASQA regulates RTOs in Victoria and Western Australia that offer courses to overseas students, and/or offer 
courses to students (including by offering courses online) in any other state or territory of Australia.  
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Figure 1.1: Standards for VET Regulators which ASQA must achieve 

The VET Regulator effectively 
and efficiently regulates RTOs

Standards for VET Regulators

Courses are accredited in 
accordance with the Standards 

for VET Accredited Courses

The VET Regulator must be 
effectively and efficiently 

managed

The VET Regulator evaluates and 
improves its regulatory 

performance and ensures that its 
delegates comply with 

the VET Regulator Standards

The VET Regulator reports to and 
responds to requests from the 

Industry and Skills Council or its 
delegate

The VET Regulator 
communicates effectively and 

implements a transparent 
complaints process to enhance 

regulatory practices and 
outcomes

 
Source: ANAO analysis of the Standards for VET Regulators 2015.  

ASQA clients 
1.6 In 2019, an estimated 4.2 million students were enrolled in VET with an Australian training 
provider. Of those VET students: 52.0 per cent were male; 3.8 per cent identified as Indigenous; 
5.0 per cent reported having a disability; and 4.4 per cent were international students.  

1.7 In 2019, 3.0 million students (71.4 per cent) were enrolled in nationally recognised training 
at private training providers, 779,200 (18.6 per cent) at TAFE institutes, 489,100 (11.6 per cent) at 
community education providers, 124,400 (3.0 per cent) at enterprise providers, 108,000 
(2.6 per cent) at schools and 77,600 (1.8 per cent) at universities.4  

Impetus for reform 

Review history 
1.8 Reviews of the VET sector and ASQA since 2017 have contributed to the reform objectives 
of ASQA. In June 2017, the Australian Government commissioned a review of the NVR Act. The 
review was part of the government’s commitment to ensuring the quality of the national VET sector 
into the future. The report, All eyes on quality: Review of the National Vocational Education and 
Training Regulator ACT 2011 (Braithwaite Report) — released in June 2018 — assessed the 
suitability of the legislative framework and its capacity to support a responsive, effective and 
efficient approach to regulation. The Braithwaite Report made 23 recommendations intended to 
drive continuous improvement in the quality of education and training, and the protection of 
students’ rights, both of which are integral to desirable student outcomes.  

1.9 In March 2019, the report Strengthening Skills: Expert Review of Australia’s Vocational 
Education and Training System (Joyce Review)5 was released to the Department of Education, Skills 
and Employment (the department). The review recommended a range of systemic policy and 

                                                                 
4  The percentages add up to more than 100 per cent as students may have enrolled in training with multiple 

provider types. 
5 The Australian Government commissioned this review in November 2018.  
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structural reforms targeted at boosting confidence and strengthening the sector’s ability to deliver 
skills now and into the future. The Joyce Review identified the need for ASQA to reform elements 
of its regulatory approach, including its engagement with the sector and its educative approach, as 
well as consistency of regulation.  

1.10 In March 2020, the Rapid Review of the Australian Skills Quality Authority’s Regulatory 
Practices and Processes (Rapid Review)6 was reported to the department.7 The purpose of the 
review was to evaluate the effectiveness of ASQA’s internal regulatory practices and processes. The 
scope of the review encompassed:  

• evaluate the effectiveness of ASQA’s internal regulatory practices and processes (including 
ASQA’s Regulatory Risk Framework, how it undertakes audits, how it makes and internally 
reviews regulatory decisions, and processes related to the review of ASQA decisions) 

• identify and recommend any changes to ASQA’s processes to support consistent, 
risk-based and contemporary regulatory decision-making and education 

• identify and recommend any changes required to ASQA’s governance arrangements to 
clarify roles and responsibilities, improve accountability, improve efficiency of resources, 
and improve focus on strategic direction and performance 

• identify areas in which changes could be made to the VET Quality Framework to drive 
improvements across the sectors. 

1.11 The Rapid Review made 24 short, medium and longer-term recommendations to improve 
ASQA’s regulatory practices and processes.  

1.12 A chronology of reviews and key events with relevance for ASQA is illustrated at Figure 1.2. 

                                                                 
6 The Australian Government commissioned this review in late 2019. 
7  The Rapid Review was prepared by mpconsulting. The full report can be found at 

www.dese.gov.au/nci/resources/ASQA-rapid-review-final-report [accessed 11 June 2021]. 



 

 

Figure 1.2: Chronology of reviews and key events 

2017–18 2020–212018–19 2019–20

January 2018: 
All eyes on quality — Review of the 
National Vocational Education and 

Training Regulator Act 2011 
(Braithwaite Report)

(23 Recommendations)

June 2018: 
Australian Government responds to 

the Braithwaite Report
(of the 23 recommendations, 9 were 
supported, 11 supported in principle 

and 3 noted)

March 2019:
Strengthening Skills, Expert Review 
of Australia’s Vocational Education 

and Training System (Joyce Review)

February 2020:
National Vocational Education and 
Training Regulator Amendment Act 

2020

September 2020:
National Vocational Education and 

Training Regulator (Governance and 
Other Matters) Act 2020

March 2020:
Rapid Review of the Australian Skills 

Quality Authority’s Regulatory 
Practices and Processes 

(Rapid Review) 
(24 recommendations) 

January 2021:
Ministerial Statement of 

Expectations — National Vocational 
Education and Training Regulator

April 2020:
Rapid Review report released 
publicly. All recommendations 

accepted by the Australian 
Government 

 
Source: ANAO analysis of publicly available information. 
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Rapid Review findings and recommendations 
1.13 The focus of the Rapid Review was on how ASQA’s regulatory practices and processes might 
be improved. A number of areas requiring ‘significant adjustments’ were identified, including that 
ASQA:  

• promote and facilitate a culture of effective self-assurance as an integral part of a 
provider’s routine operations;  

• drive cooperative relationships between ASQA, providers and other stakeholders;  
• consistently understand provider performance against standards and in the context of 

their operating environment;  
• embed a variable-touch approach to regulation, guided by regulatory necessity, risk and 

proportionality;  
• communicate regulatory decisions and advice in a way that is clear, consistent and timely;  
• coordinate and appropriately share information with other regulatory agencies, policy 

makers and funding bodies; and  
• restructure governance. 
1.14 The 24 recommendations were grouped using nine theme areas. These theme areas are 
summarised in Figure 1.3. A complete list of the recommendations can be found at Appendix 3. 

Figure 1.3: Rapid Review recommendation theme areas 

Moving from input and 
compliance controls to a 

focus on self-assurance and 
excellence in training 

outcomes

Clarifying and modernising 
ASQA’s role and regulatory 

culture

Aligning governance 
arrangements with ASQA’s 

renewed focus

Strengthening engagement 
and education

Using intelligence to 
effectively monitor strategic 

risk and provider 
performance

Aligning audit practice to 
focus on self-assurance

Appropriate and 
proportionate regulatory 

action where non-compliance 
is identified

Meaningful reporting on 
provider performance

Supporting ASQA staff to 
deliver the outcomes

 
Source: ANAO analysis of the Rapid Review.  

1.15 The Rapid Review recommendations are not solely the responsibility of ASQA. There are a 
number of recommendations which rely on actions to be led by the department, for example 
amendments to the NVR Act and supporting legislation; and consultation, review and updates to 
relevant standards including the Standards for Registered Training Organisations (RTOs) 2015 and 
the Standards for VET Regulators 2015. The amendments to enabling legislation and standards will 
impact on how ASQA’s regulatory functions are performed and what outcomes are to be achieved. 
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It will also impact on the timing in which ASQA is able to fully implement the Rapid Review 
recommendations.  

1.16 The Rapid Review identified a number of instances where ASQA’s service standards were 
not met. For example, ASQA’s service standards in 2018–19 required that providers receive an 
interim audit report within 30 calendar days of the site visit; but in 2018–19, this timeframe was 
only met for 16.7 per cent of audits for initial applications, and 36.2 per cent of compliance 
monitoring audits and post-initial registration audits.  

1.17 ASQA must meet its service standards under paragraph 157(1)(o) of the NVR Act. ASQA has 
continued to monitor the achievement of its service standards as part of its annual performance 
reporting. ASQA’s 2019–20 Annual Performance Statement identified that whilst its performance 
had improved in the reporting period, it continued to fail to meet its service standards. For example, 
for audit reports, ASQA met its 2019–20 service standard for timeliness 59 per cent of the time.  

Reform funding 
1.18 To support its reform activities, ASQA was provided with $24.1 million over five years  
(2019–20 to 2023–24). This included $3.7 million in capital funding (see Table 1.1).  

Table 1.1: Funding provided to assist ASQA’s reform activities  
Purpose 2019–20 

$m 
2020–21 

$m 
2021–22 

$m 
2022–23 

$m 
2023–24 

$m 
Total 

$m 

Skills Package 

Departmental  3.0 1.8 1.6 1.6 – 8.0 

Skills Recovery 

Departmental – 2.7 4.3 3.2 2.2 12.4 

Capital – 0.3 1.1 1.2 1.1 3.7 

Total 3.0 4.8 7.0 6.0 3.3 24.1 

Source: ANAO analysis of funding proposals.  

1.19 The funding was provided as part of two policy proposals:  

• Skills Package — Strengthening the national training system ($8 million); and  
• Skills Recovery — Getting Australians back into jobs — VET, Skills and Employment Service 

Options ($16.1 million).  

Rationale for undertaking the audit 
1.20 The ANAO’s Annual Audit Work Program is designed to anticipate and respond to current 
and emerging risks and challenges impacting on public administration. In determining the 2020–21 
audit work program, ANAO considered prior-year audits and other review findings and what these 
indicate about portfolio risks and areas for improvement. This included consideration of the 
planning and implementation of reforms by agencies. Auditor-General Report No. 31 of 2016–17 
Administration of the VET FEE-HELP Scheme identified that the VET FEE-HELP scheme was not 
effectively designed or administered. 
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1.21 ASQA was established as the national VET regulator under the NVR Act. The Rapid Review 
identified the need for ‘significant adjustments’ to ASQA’s regulatory approach. ASQA has been 
undertaking reform activities since April 2020. ASQA is nearing the completion of the first year of 
the reform program and the audit provides an opportunity to consider its design and early 
implementation.  

Audit approach 

Audit objective, criteria and scope 
1.22 The audit objective was to examine the effectiveness of ASQA’s planning and 
implementation of reform to the regulation of the VET sector. To form a conclusion against this 
objective, the following high-level criteria were applied: 

• Does ASQA’s strategic planning effectively address the requirements for reform? 
• Is ASQA effectively transitioning to the proposed regulatory approach? 
• Has ASQA effectively engaged with the VET sector about its transition to the proposed 

regulatory approach? 

Audit methodology 
1.23 The ANAO: 

• examined documentation held by ASQA including strategy, policies, procedures, 
frameworks, guidelines, risk, regulatory frameworks, stakeholder engagement and 
internal reporting;  

• reviewed specific documentation relating to action plans and project management to 
implement reform initiatives; and 

• interviewed relevant entity executive and staff. 
1.24 The audit was conducted in accordance with ANAO Auditing Standards at a cost to the ANAO 
of $308,000.  

1.25 Team members for this audit were Axiom Associates Pty Ltd, Zoe Pilipczyk, Dr Cristiana 
Linthwaite-Gibbins and Alex Wilkinson.  
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2. Reform strategy 
Areas examined 
This chapter examines whether Australian Skills Quality Authority’s (ASQA’s) strategic planning 
effectively addresses the requirements for reform. In particular it considers reform priorities, 
strategic planning and governance arrangements to oversee the reform.  
Conclusion 
ASQA’s strategic planning and governance arrangements for the reform have been developing, 
but do not yet effectively support the implementation of the reform.  
Area for improvement 
The ANAO made one recommendation aimed at ensuring corporate plans demonstrate how 
ASQA’s planning documentation will address the Rapid Review of the Australian Skills Quality 
Authority’s Regulatory Practices and Processes recommendations and outline the actions to be 
undertaken over the whole period of the reform.  

2.1 The Rapid Review of the Australian Skills Quality Authority’s Regulatory Practices and 
Processes (Rapid Review) has triggered the Australian Skills Quality Authority (ASQA) to reform its 
regulatory model for the vocational education and training (VET) sector. ASQA is transitioning from 
a focus on compliance to a focus on working with the VET sector to support providers in building 
capability for self-assurance. 

Self-assurance is not the same as self-regulation. Self-regulation often involves industry taking 
responsibility for regulation, with government having a limited role. The concept of self-assurance 
requires providers manage their business to ensure a focus on quality, continuous improvement 
and ongoing compliance with standards set by governments. The role of ASQA, as the regulator is 
to promote this culture, to monitor each provider’s performance against the Standards, to identify 
any non-compliance and to support providers to return to compliance (or to take necessary 
sanctions action where this is not possible).8 

2.2 This chapter examines whether ASQA’s strategic planning and governance effectively 
addresses the requirements for reform. 

Does ASQA’s strategic planning support the implementation, 
monitoring and reporting of the reform? 

ASQA’s strategic planning partially supports the implementation, monitoring and reporting of 
the reform. ASQA’s 2020–21 Corporate Plan and supporting documentation does not 
demonstrate ASQA’s current strategic approach to the reform. ASQA has a one year plan  
(2020–21) for its reform activities and is yet to identify the activities for the remaining three 
years of the reform.  

2.3 Planning is integral to the establishment of an organisation’s strategic priorities, its 
management of budgets and its program and service delivery approach. This section reviews 

                                                                 
8 Australian Skills Quality Authority, Consultation Paper — Working together towards effective self-assurance 

[Internet], ASQA, Brisbane, 2020, available from https://www.asqa.gov.au/sites/default/files/2020-
08/consultation-paper-working-together-towards-self-assurance_0.pdf [accessed 12 May 2021]. 
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whether ASQA’s strategic planning supports the implementation, monitoring and reporting on the 
reform of VET sector regulation. 

Strategic planning 
2.4 The corporate plan is the primary planning document published by an entity, setting out the 
purposes, the operating context in which it will operate, the key activities it intends to pursue, and 
how performance will be measured and assessed over the reporting periods.9  

2.5 In addition to ASQA’s purpose outlined in paragraph 1.2, ASQA’s 2020–21 Corporate Plan 
(dated 30 June 2020) states: 

ASQA operates in a complex VET environment that is currently undergoing considerable change, 
with the redesign of almost every aspect of the VET sector through a comprehensive program of 
reform being implemented by the Australia Government and various state and territory 
governments.10 

2.6 The strategic approach outlined in the Corporate Plan includes six elements to address ‘risk-
based regulation’ and ‘engagement and support’ (see Figure 2.1).  

Figure 2.1: ASQA’s strategic approach for 2020–21 

Risk-based regulation:
We apply our understanding of both sector and provider risks to our regulation

Engagement and support:
We support quality, compliance and self-assurance through engagement and support

We identify the risks to the 
delivery of quality Australian 

VET and take regulatory 
action to address the most 

serious risks

We support quality through 
self-assurance as part of our 

risk-based regulation

We monitor the sector and 
apply appropriate and 

proportionate regulatory 
actions as part of our risk-

based regulation

We engage with stakeholders 
to inform our understanding of 

risks

We provide accurate 
information to support 

stakeholders’ understanding 
of the VET sector and relevant 

obligations

We provide advice on 
strategies to improve VET 

regulation and the VET sector

 
Source: ANAO analysis of 2020–21 ASQA's 2020–21 Corporate Plan.  

                                                                 
9  Section 16E of the Public Governance, Performance and Accountability Rule 2014 requires an entity’s 

corporate plan to state the entity’s purpose over the next four years. The Public Governance, Performance 
and Accountability Act 2013 defines purpose as including the objectives, functions or role of an entity. The 
aim of the purpose statement is to give context to the significant activities that the entity will pursue over 
that period. 

10 Australian Skills Quality Authority, 2020–21 Corporate Plan [Internet], ASQA, Brisbane, 2020, p. 4, available 
from https://www.asqa.gov.au/sites/default/files/2020-08/ASQA%20Corporate%20Plan%202020-21_0.pdf 
[accessed 13 May 2021]. 
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2.7 For each of these six elements, ASQA identifies planned activities for 2020–24, reform 
initiatives for 2020–2111 and 2020–2412 and key strategies for 2020–21.  

2.8 The Department of Finance (Finance) advises that ‘a corporate plan can be varied during a 
reporting period if an accountable authority considers it appropriate.’13 ASQA’s operational 
environment continued to change to the proposed regulatory model after the 2020–21 Corporate 
Plan was published. Despite Finance’s advice, the Corporate Plan was not updated and in January 
2021, ASQA prepared the ASQA’s ‘Four Year Plan’ (an internal document).  

2.9 The Four Year Plan was intended to deliver against the Ministerial Statement of Expectations 
National Vocational Education and Training Regulator14, and to address the Rapid Review’s 
recommendations. The Four Year Plan outlines six strategic deliverables, and performance 
indicators to evaluate ASQA’s success (see Figure 2.2). The Four Year Plan is neither linked to the 
2020–21 Corporate Plan, nor does it outline reform activities beyond 2020–21.15 

 

                                                                 
11 For example, a reform initiative for 2020–21 for element 5 (within ‘engagement and support’) includes ‘We 

will publish videos and website content and host webinars to support providers in understanding their 
regulatory obligations, informed by engagement with stakeholders.’ 

12 For example, a reform initiative for 2020–24 for element 1 (within ‘risk-based regulation’) includes ‘We will 
develop and implement a broader range of monitoring activities, including the use of data and analytics, that 
can be used based on identified risk, and the purpose for monitoring better aligns regulatory effort to risk.’ 

13 Department of Finance, Corporate plans for Commonwealth entities (RMG 132) [Internet], Finance, Canberra, 
2020, available from https://www.finance.gov.au/government/managing-commonwealth-
resources/corporate-plans-commonwealth-entities-rmg-132 [accessed 12 May 2021]. 

14  The Ministerial Statement of Expectations is aimed at increasing transparency of the Government’s 
expectations of ASQA, while recognising the independence of its regulatory decisions. The Statement of 
Expectations is not a ‘Ministerial Direction, a term or condition of office and is designed to complement the 
National Vocational Education and Training Regulator Act 2011…’  

15 For example, 204 actions have been identified to be achieved in 2020–21 associated with the Four Year Plan. 
These actions have been included in team plans to allow the new strategic approach to inform business 
planning documentation and are reported to the Strategic Leadership Committee on a monthly basis.  



 

 

Figure 2.2: ASQA’s Four Year Plan strategic deliverables 

ASQA’s Four Year Plan strategic deliverables

We promote a culture 
of self-assurance and 

continuous quality 
improvement

Our understanding of 
sector performance 

and our promotion of 
self-assurance 

contributes to quality 
VET and informed 

customers

We have integrated, 
risk-based, 

proportionate 
regulatory practice

We are transparent and 
accountable

As the national 
regulator, engage and 

partner with 
stakeholders 

constructively and with 
mutual respect

We add value and are 
efficient, effective and 
continuously improve

First year of the reform

Risks to the strategic deliverables

Performance indicators

Actions for achievement in 2020–21 (a total of 204 actions)

 
Source: ANAO analysis of ASQA’s Four Year Plan. 
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2.10 For this year of transition to the proposed regulatory approach (see paragraph 2.1), ASQA is 
monitoring the outcomes outlined in both the 2020–21 Corporate and Four Year Plan. During the 
audit, ASQA provided the ANAO with a document that identified how each of the strategic 
deliverables were associated with the Rapid Review recommendations. ASQA has not identified 
how the strategic deliverables would address the Rapid Review’s recommendations.  

Reform time-period 
2.11 ASQA determined that a four year approach to the reform was required to fully address the 
recommendations of the Rapid Review. This will allow ASQA to work with other stakeholders, such 
as the Department of Education, Skills and Employment (the department), to ensure the new 
approach to regulation is reflected in relevant legislation and standards, including the Standards for 
Registered Training Organisations (RTOs) 2015, and the Standards for VET Regulators 2015. ASQA 
has established regular meetings with the department to facilitate this process.  

2.12 ASQA prepared an ASQA Rapid Review Recommendation Implementation Tracking 
(Implementation Tracking) document which identifies when implementation activities to address 
the Rapid Review recommendations will commence. It identifies whether the implementation will 
commence in Wave 116 or in future waves of change (2021–2025). In March 2021, the 
Implementation Tracking document identified that the implementation of 11 recommendations 
would commence in Wave 1; actions to implement a further 12 recommendations would 
commence in future waves; and one recommendation was not assigned to a wave as it was to be 
led by the department.  

2.13 During the audit, ASQA developed the Rapid Review Recommendations: Overview 
document. This document included expected timeframes in which the implementation of each 
Rapid Review recommendation will be completed. However, ASQA has not yet identified the 
actions, deliverables or timing of activities to deliver each of the accepted recommendations.  

                                                                 
16  ASQA has adopted the term ‘Wave’ to indicate the sequencing of activities for the implementation of the 

reform. 
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Recommendation no. 1  
2.14 Australian Skills Quality Authority: 

(a) ensure the Corporate Plan aligns its strategic approach to the implementation of the 
recommendations made in the Rapid Review of the Australian Skills Quality Authority’s 
Regulatory Practices and Processes; and  

(b) ensure action items to address strategic deliverables have realistic and achievable 
deadlines, with specific dates for completion, that can be progressively monitored.  

Australian Skills Quality Authority response:  

2.15 Agreed. As the ANAO reported, “For this year of transition to the proposed regulatory 
approach … ASQA is monitoring the outcomes outlined in both the 2020–21 Corporate Plan and 
[ASQA’s internal tracking] Four Year Plan”. ASQA has aligned its strategic approach to the 
implementation of the Rapid Review recommendations, and progressive monitoring of all specified 
completion dates for all strategic deliverables demonstrates these are being met.  

2.16 ASQA is aware that, in 2020–21, the Agency could have issued an update to its Corporate 
Plan. However, consistent with government advice to agencies during the height of the COVID-19 
pandemic, ASQA dedicated its resources to supporting the sector’s response to the changing 
circumstances, and made strong progress with implementing ASQA’s reform agenda on the basis 
that the Agency would ensure public accountability through the process of providing 
supplementary information on implementation of the Rapid Review recommendations in ASQA’s 
2020–21 Annual Report, which will be tabled in Parliament later this year. Our draft Corporate 
Plan for 2021–22 outlines how ASQA will – over the next four years – achieve its purpose, including 
by implementing the recommendations of the Rapid Review. 
 

Alignment with the Australian Government’s Regulator Performance Framework 
2.17 As part of ASQA’s reform activities, ASQA must ensure that its new regulatory approach 
aligns to the Australian Government’s Regulator Performance Framework.17 The Regulator 
Performance Framework was introduced in 2014 as part of the Australian Government’s red tape 
reduction programme.  

The Government has committed to reducing the cost of unnecessary or inefficient regulation 
imposed on individuals, business and community organisations by at least $1 billion a year. In 
order to achieve the Government’s goal of reducing the burden of regulation, it will be essential 
to improve the performance of regulators, including by supporting regulators to adopt consistent, 
risk-based approaches to administering regulation.18  

                                                                 
17 In March 2021, Finance released advice that, from 1 July 2021, entities with a regulatory function will no 

longer be required to produce a standalone performance report under the Regulator Performance 
Framework. Regulator performance reporting will be incorporated into an entity’s reporting processes as 
required under the Public Governance, Performance and Accountability Act 2013 and Public Governance, 
Performance and Accountability Rule 2014. 

18  Department of Prime Minister and Cabinet, Regulator Performance Framework [Internet], PM&C, Canberra, 
2014, p. 2, available from https://www.pmc.gov.au/resource-centre/regulation/regulator-performance-
framework [accessed 13 May 2021]. 
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2.18 The Regulator Performance Framework provides a structure to allow regulators to report 
objectively on the outcomes of their efforts to administer regulation fairly, effectively and 
efficiently. The Regulator Performance Framework requires ASQA to assess its performance 
through annual externally validated self-assessments. All regulators subject to the Regulator 
Performance Framework must self-assess their performance once every 12 months.19 

2.19 ASQA’s last completed regulator performance self-assessment was for the period 2017–18. 
For the periods 2018–19 and 2019–20, ASQA linked the six key performance indicators under the 
Regulator Performance Framework to the performance measures outlined in its 2018–19 and 
2019–20 corporate plans, and annual performance statements. The regulatory performance 
measures used, and the level of analysis on the achievement of these measures included in these 
documents is not sufficient to meet the requirements of the Regulator Performance Framework. A 
description of ASQA’s performance measures included in ASQA’s 2020–21 Corporate Plan and Four 
Year Plan is outlined above in paragraphs 2.4 to 2.10. 

Have appropriate governance arrangements been established to 
oversee the reform? 

Appropriate governance arrangements have been established to oversee the reform. The 
proposed governance arrangements are planned to be fully operational by September 2021.  

2.20 Appropriate governance ensures direction and control are exercised in the achievement of 
the government’s objectives for VET sector regulation. Governance arrangements should ensure 
that implementation of the reform to VET sector regulation is effective and efficient, and takes 
appropriate account of risk. This section reviews the appropriateness of ASQA’s governance 
arrangements to oversee the reform. 

2.21 An illustration of ASQA’s key governance arrangements20 is included in Figure 2.3. 

                                                                 
19  Department of Prime Minister and Cabinet, Regulator Performance Framework [Internet], PM&C, Canberra, 

2014, p. 8, available from https://www.pmc.gov.au/resource-centre/regulation/regulator-performance-
framework [accessed 13 May 2021].  

20 The Department of the Prime Minister and Cabinet’s Regulator Performance Guide (For consultation) (April 
2021) included a case study on ASQA stating: 

 To build organisational capability and a positive risk culture, ASQA improved its internal and external 
governance arrangements including through new legislated arrangements to clarify the agency’s role, and 
internal mechanisms to drive, monitor and improve its accountability and risk management (p. 5).  
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Figure 2.3: ASQA’s key governance arrangements  

Chief Executive Officer

Audit Committee

Advisory Council

Deputy Chief 
Executive Officer

Executive Director
Regulatory Insight 

and Impact

Executive Director
Regulatory Engagement

and Education

Executive Director
Quality Assessment and 

Compliance

Executive Director
Strategy and Performance

Director
Office of the CEO

Director
Internal Quality Assurance

Director
Reform Taskforce

 
Source: ANAO analysis of ASQA’s organisational charts.  

Accountable authority 
2.22 The National Vocational Education and Training Regulator Amendment (Governance and 
Other Matters) Act 202021 required that a Chief Executive Officer (CEO) replace the existing 
governance structure of a Chief Commissioner and two Commissioners. The CEO is the accountable 
authority of the regulator. This change was made to support a role more consistent with that of an 
agency head, including leading the long term and short term strategy and making top-level 
managerial decisions that determine the objectives, resources and policies of ASQA.  

2.23 The Ministerial Statement of Expectations National Vocational Education and Training 
Regulator also identifies that the CEO has responsibility for leadership of ASQA, and drives 
organisational and cultural change when implementing the reform agreed in the Rapid Review. 

Strategic Leadership Committee 
2.24 Between September 2020 and January 2021, one Senior Executive Service (SES) Band 2 
officer (to be the Deputy CEO) and four SES Band 1 officers were appointed. From 1 January 2021 
the SES officers joined the Strategic Leadership Committee (SLC) (see Figure 2.4). Each of these SES 
positions has a documented position description, and are assigned specific responsibility for ASQA’s 
strategic deliverables. The purpose of the SLC is to: 

                                                                 
21  The National Vocational Education and Training Regulator Amendment (Governance and Other Matters) Act 

2020 Explanatory Memorandum states that the Act builds on reform activities, including addressing a number 
of recommendations outlined in the report All eyes on quality: Review of the National Vocational Education 
and Training Regulator Act 2011. The legislative amendments were designed to improve governance 
arrangements and to support more consistent, fit-for-purpose, and effective regulation and to enhance 
stakeholder engagement in Australia’s VET sector. 
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Oversee, strengthen and monitor the efficiency and effectiveness of ASQA’s system of governance. 
Ensure ASQA achieves its strategic outcomes and deliverables. Ensure that there is a one-ASQA 
focus on building capability in the following priority areas: leadership; organisational and cultural 
change, including effective communication; regulatory best practice; risk management; and 
continuous improvement.  

2.25 The SLC receives a range of information in order to monitor the implementation of the 
reform including: 

• monthly reports on the progress of ASQA’s Four Year Plan;  
• weekly status updates from the Reform Program Steering Committee; and  
• monthly updates from its management sub-committees, particularly related to areas of 

interest and/or risk. 
2.26 The reporting arrangements are examined further in Chapter 3 (see paragraphs 3.57 to 
3.64).  

Figure 2.4: Strategic Leadership Committee membership 

Strategic Leadership Committee Chair: Chief Executive Officer

Strategic Leadership Committee Members:

Deputy Chief 
Executive Officer

Executive Director 
Strategy and 
Performance

Executive Director 
Regulatory Insight 

and Impact

Executive Director 
Regulatory 

Engagement and 
Education

Executive Director 
Quality Assessment 

and Compliance

 
Source: Strategic Leadership Committee Terms of Reference. 

2.27 The CEO endorsed the establishment of a number of sub-committees of the SLC. The SLC 
committed to developing, for new sub-committees, or revising for its existing sub-committees, 
terms of reference that reflect reform objectives and activities. The sub-committee structure is 
illustrated in Figure 2.5.  
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Figure 2.5: Sub-committee structure 

Reform Program Steering 
Committeea

Sub-committees of the Strategic Leadership Committee

Resources and Finance 
Committeea

ASQA Leaders Foruma

Information Technology and 
Information Management 

Committeeb

Regulatory Operations 
CommitteebRegulatory Impact Committeeb

Staff Consultative Committeeb

Organisational Capability and 
Change Committeeb

 
Note a: Darker blue represents new or revised terms of reference for the sub-committee to reflect the reform initiatives 

were approved before 31 March 2021.  
Note b: Lighter blue represents sub-committee meetings to formally approve the new or revised terms of reference for 

the sub-committee to reflect the reform initiatives to occur on or after 1 April 2021.  
Source: ANAO analysis of Strategic Leadership Committee Terms of Reference.  

2.28 To support the role of the SLC, in September 2020, the Reform Program Taskforce was 
established: 

To attend to priority workstreams related to reform ... (t)he Reform Program Taskforce seeks to 
integrate current reform activity and manage and control delivery of reform until all 24 
recommendations of the Rapid Review have been implemented and adopted by ASQA and 
promoted to the sector. 

2.29 The reform activities are managed by the Director, Reform Taskforce, the Deputy CEO 
and/or the CEO. ASQA has engaged mpconsulting (the author of the Rapid Review) to provide advice 
on the design and implementation of the new regulatory approach to ‘maintain fidelity with the 
Review’s intent.’ For the financial years 2019–20 and 2020–21, 43 per cent ($3.2 million) of the 
available reform funding is forecasted to be spent on consultants and contractors.22 This level of 
reliance on the work of consultants and contractors requires ASQA to maintain a fit-for-purpose 
framework of accountability to ensure that value-for-money is achieved from these contracts and 
that there is appropriate skills transfer.  

Advisory Committees 
2.30 ASQA’s advisory committee governance structure has been updated to better reflect the 
objectives and strategic deliverables of the reform. Its two advisory committees are the Audit 

                                                                 
22  ASQA has indicated that the reliance on consultants and contractors is a reflection of the Government’s 

decision not to provide additional average staffing level for the reform budget measures.  
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Committee and the (yet to be established) National Vocational Education and Training Regulator 
Advisory Council (Advisory Council).  

• The Audit Committee Charter has been refreshed and will be finalised in June 2021. These 
changes will see the committee comprise three independent persons appointed by the 
CEO. It will also have a renewed focus on the review of systems of risk oversight and 
management, and systems of internal control to better align to the reform.  

• The National Vocational Education and Training Regulator Amendment (Governance and 
Other Matters) Act 2020 gave effect to the Advisory Council. The Advisory Council will 
provide advice to ASQA on the regulator’s functions. The Advisory Council will consist of a 
chair and no more than nine other members. The department is responsible for the 
establishment of the Advisory Council and it is expected that the Advisory Council 
members will be appointed by the Minister before September 2021. The Advisory Council 
is expected to provide high-level expert advice on ASQA’s strategic objectives and 
approach to regulation.  
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3. Reform transition 
Areas examined 
This chapter examines whether Australian Skills Quality Authority (ASQA) is effectively 
transitioning to the proposed regulatory approach. In particular it considers the approach to 
program management, risk management and monitoring and reporting.  
Conclusion 
ASQA’s current activities to transition to the proposed regulatory approach are partially effective. 
Effective transition, requires ASQA to improve its: 

• program management framework, by strengthening its focus on quality and program risk 
management; and 

• monitoring and reporting on its performance, including the progressive monitoring of the 
impact of the transition. 

Areas for improvement 
The ANAO made three recommendations aimed at ASQA:  

• improving its quality controls to better address the recommendations of the Rapid Review of 
the Australian Skills Quality Authority’s Regulatory Practices and Processes and reform 
activities; 

• improving its approach to organisational and regulatory risk management; and 

• developing performance measures which identify its progress in implementing the reform, 
and measuring benefits realisation of the reform program. 

3.1 As outlined in paragraph 2.1, the Australian Skills Quality Authority (ASQA) is reforming its 
regulatory model for the vocational education and training (VET) sector. The successful 
implementation of the reform requires program management, risk management and performance 
monitoring and reporting. This chapter examines how ASQA has considered these three elements 
to effectively transition to the proposed regulatory approach.  

Does ASQA have a fit-for-purpose program management framework 
for reform? 

ASQA’s Program Plan — finalised in March 2021 — is largely fit-for-purpose. The Program Plan 
has gaps, particularly in relation to quality, risks, benefits and costs.  

3.2 Reform programs require fit-for-purpose program management frameworks to ensure work 
is completed to the expected standard, within available resources and to schedule. To meet the 
requirements for implementing the Rapid Review of the Australian Skills Quality Authority’s 
Regulatory Practices and Processes (Rapid Review) in an effective and timely manner, ASQA requires 
a fit-for-purpose program management framework. This section reviews the appropriateness of 
ASQA’s program management framework, including ASQA’s consideration of risk.  
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Program management framework 
Program Plan  

3.3 In September 2020, ASQA established a Reform Program Taskforce to manage ASQA’s 
reform program of work, including key elements of reform that ASQA has determined require an 
integrated program management methodology. The aim of this program of work was ‘to integrate 
… reform activity and manage and control the delivery of reform until all 24 recommendations of 
the Rapid Review have been implemented and adopted by ASQA.’ The Reform Program Taskforce 
works within two management frameworks:  

• Managing Successful Programmes — for managing change at the programme level; and  
• Managing Successful Projects with PRINCE2 — for managing projects in the portfolio.  
3.4 In March 2021, ASQA finalised the Program Plan, which outlines which activities the Reform 
Program Taskforce is responsible for. ASQA determined that some activities, for example, certain 
governance arrangements and changes to organisational risk management, would not be managed 
through the Reform Program Taskforce.  

3.5 The Program Plan covers the four years of the reform, but only outlines activities related to 
the first year through to 30 June 2021. The Program Plan was scheduled for review in April 2021. In 
May 2021, the Strategic Leadership Committee (SLC) (see paragraph 2.24) confirmed its approach 
to integrating the Rapid Review’s recommendations under ASQA’s Four Year Plan. On 9 June 2021, 
the Reform Program Steering Committee agreed to the scope of work to be managed under the 
Reform Taskforce Program Plan: 2021–22, which is intended to replace the Program Plan and 
support reform activities from 1 July 2021 to 30 June 2022. 

3.6 The current Program Plan outlines five workstreams of activities to be undertaken (see Table 
3.1).  

Table 3.1: Program Plan workstreams 
Ref Workstream  Description Lead 

1 Regulatory operations Delivers the tools and guidance to effectively 
deploy regulatory operations 

Program Director 

2 Organisational structure, 
capability and culture 

Provides the governance, capacity, 
capability, and culture to enable the 
functions of the Regulatory Operating Model 

Director, People and 
Capability 

3 Data and intelligence Enables data and intelligence to be applied 
for effective design and deployment of 
regulatory operations 

Chief Data Officer 

4 Sector education and 
engagement 

Delivers the communications and 
engagement to the sector to enable and 
promote regulatory reform 

Director 
Communication 

5 ICT change  Provides the necessary ICT systems to 
support the functions of the Regulatory 
Operating Model  

Director IT and 
Information 
Management 

Source: ANAO analysis of ASQA's Program Plan. 
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3.7 The Program Plan states that a structured approach to reform planning and reporting will 
be undertaken. It also identifies a range of program controls to be used to assist in planning and 
reporting of activities. These program controls are summarised at Figure 3.1. 



 

 

Figure 3.1: ASQA reform program controls 
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Strategy
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Captures reform risks and 

issues

Program Dashboard
One-page weekly snapshot of 
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Workstream Plan Templates 
Minimum schedule on a page 
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Program Change Request 
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Captures proposed variations, 
impact, options and 
recommendations

 
Source: ANAO analysis of ASQA's Program Plan. 
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Program risk  

3.8 The Program Plan includes a risk matrix to be used for the reform and was used to prepare 
the Risk and Issues Register program control documents. The Program Plan’s risk approach is 
inconsistent with ASQA’s Risk Management Framework because:  

• the Program Plan does not provide guidance on how to apply the risk matrix, such as 
definitions for assessing risk likelihood and consequence; and 

• the risk thresholds do not include relevant escalation requirements to align with the ASQA 
Risk Management Policy Statement23, which states that all ‘elements of the reform agenda 
will have a risk appetite of low.’ Alignment with this policy statement would require any 
risk rated above ‘low’ to be escalated.24  

3.9 The February 2021 Risk and Issues Register included target risk ratings (risk ratings post-risk 
mitigation treatments) above the rating of ‘low’ set in ASQA’s risk appetite for the reform program. 
The February 2021 Risk and Issues Register identified six risks which related to the reform:  

• business operations are not ready to ‘go live;’  
• implementation of new regulatory approach is not consistently applied; 
• the sector is not properly informed in the transition to the new regulatory approach; 
• system change to support key elements of new process cannot be delivered in the 

timeframe;  
• the pace and volume of required changes results in adverse regulatory outcomes; and  
• staff wellbeing is compromised. 
3.10 The risk treatments in the Risk and Issues Register prioritise time over other project variables 
such as cost, quality, scope and benefits. As at February 2021, four of these risks had a medium or 
high risk rating, after identified controls were applied. The mitigation treatments were to ‘re-scope 
6th April Go Live activities, creating a backlog’ or ‘detailed planning to identify required changes.’ 
Focusing mitigation treatments on achieving short term timeframe objectives may impact on the 
longer term outputs, outcomes and benefits achieved from the reform. 

3.11 ASQA has a number of other risk registers that deal with reform risks, particularly the 
organisational risk register and the risk assessment included in ASQA’s Four Year Plan. The Program 
Plan does not outline how its application of risk management will feed into and/or support other 
ASQA risk assessments which include specific reform risks. The Risk Management Framework 
(March 2021) states that: 

Work will be conducted during 2021 to consolidate and coordinate these specialist risk registers 
and processes further within the ASQA risk management approach and ASQA Risk Register to 
ensure efficiency and consistency in managing risks, as well as integrated reporting and monitoring 
of ASQA’s overall risk profile.  

                                                                 
23  Published in January 2021.  
24  ASQA’s Risk Management Framework is examined in paragraphs 3.29 to 3.45.  
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Program quality  

3.12 Managing successful projects with PRINCE2 guidance emphasises the quality theme as an 
important part of a project management framework. It states that ‘the purpose of the quality theme 
is to define and implement the means by which the project will verify that products are 
fit-for-purpose.’25 It is particularly important that products are fit-for-purpose before the change is 
implemented.  

3.13 The Program Plan outlines quality controls to ensure that the reform deliverables are 
completed to the required level of quality. Six quality objectives are outlined in the Program Plan.  

3.14 The quality controls outlined in the Program Plan do not consider whether: 

• deliverables address scope requirements and/or the relevant recommendations outlined 
in the Rapid Review;  

• benefits identified for the project, process redesign and/or tools have been achieved;  
• technical aspects of control redesign have been sufficiently identified, considered and 

addressed (including compliance with relevant legislation and standards in force at the 
time of implementation); or 

• organisational service standards and cost information have been sufficiently identified, 
considered and addressed (particularly impacts on efficiency and effectiveness of new 
processes/templates). 

3.15 In March 2021, ASQA published an Assurance Policy Statement. This policy statement states 
that:  

A key part of this transformational journey is the development of mature and coordinated 
assurance practices across the agency, which provide confidence in the efficacy and quality of 
what we do and that continuously improve how we regulate and operate to best manage risk and 
achieve our strategic objective. Effective assurance practices will ensure that we are  

• complying with legislative requirements 

• producing outcomes to a quality standard 

• undertaking work which is consistent with best practice 

• focussed on continuous improvement 

• have a robust system of governance to monitor our efficiency and effectiveness 

3.16 In March 2021, an Assurance Framework was also published. This document outlines 
ASQA’s approach to assurance which sets out a three lines of assurance model.26 This model 
provides details of each of the lines of assurance and how they may be used to monitor and assure 
quality outcomes, risk management practices, compliance, and the effectiveness of controls.  

3.17 ASQA has also refreshed its Internal Quality Assurance (IQA) function which reports directly 
to the Chief Executive Officer (CEO). The IQA undertakes a program of work as one component of 

                                                                 
25  AXELOS Global Best Practice, Managing Successful Projects with PRINCE2, 8th edition, The Stationary Office, 

London, 2017.  
26  The first line of assurance is provision of products/services to clients; managing risk. The second line of 

assurance is expertise, support, monitoring and challenge on risk-related matters. The third line of assurance 
is independent and objective assurance and advice on all matters related to the achievement of objectives.  
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ASQA’s Assurance Framework. In addition, ASQA has developed an Assurance Maturity Assessment 
which includes an implementation plan to improve assurance over the period from March 2021 to 
December 2021.  

3.18 The focus of the Assurance Framework and the IQA work program is on providing assurance 
over the quality of activities and deliverables during or after implementation. The PRINCE2 
methodology highlights an additional need for assurance over the design of new processes and 
controls. 

Recommendation no. 2  
3.19 Australian Skills Quality Authority improve its quality controls to ensure: 

(a) deliverables address scope requirements and/or the relevant recommendations 
outlined in the Rapid Review of the Australian Skills Quality Authority’s Regulatory 
Practices and Processes;  

(b) benefits identified for the project, process redesign, and/or tools have been achieved;  
(c) technical aspects of control redesign have been sufficiently identified, considered and 

addressed (including compliance with relevant legislation and standards in force at the 
time of implementation); and 

(d) organisational service standards and cost information have been sufficiently identified, 
considered and addressed (particularly impacts on efficiency and effectiveness of new 
processes/templates). 

Australian Skills Quality Authority response: 

3.20 Agreed. Reflecting the continuous improvement ASQA made in 2020–21 to its assurance 
and quality controls, this will continue in 2021–22 and be ongoing, embedding our enterprise-wide 
three lines of assurance and quality controls, linked closely to our risk management systems and 
processes. From 2021–22, the Agency’s assurance and quality controls will be tested with external 
stakeholders and subject to independent evaluation (ongoing from September 2021). 
 

Meeting expectations 
3.21 The Program Plan identifies that when activities are closed, a lessons learned log will be 
updated to assist with sharing insights into the reform process over the four year time-period.  

3.22 To provide additional assurance over the progressive implementation of the reform, ASQA 
has periodically reviewed key changes implemented to confirm the adequacy of implementation 
and achievement of desired outcomes. For example, in November 2020, ASQA reviewed the reform 
achievements in the assessment process — post-auditor training — and changes to the assessment 
and audit practice implemented from August 2020. The changes primarily focused on improved 
analysis of evidence and positioning of information and findings in audit notes and audit reports.  

3.23 The review identified a high degree of variation in how auditors are undertaking the task of 
positioning of information and findings in audit notes and audit reports. The review found that 
despite general improvements in the inclusion of summaries of evidence, a number of reports 
contained findings without the appropriate rationale. To address this, the review focused on: 
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• matters identified for the purpose of refresher auditor training 

• suggested changes to the audit notes and audit report templates  

3.24 The review did not consider the root causes of its findings. For example, the review did not 
consider the quality of guidance provided (particularly the level of information on how to analyse 
evidence and express findings), or the appropriateness of supervision arrangements and issue 
escalation protocols. In April 2021, IQA commenced an assurance review of the assessment 
methodology. This review is intended to provide insights into the achievement of ASQA’s reform of 
the assessment methodology.  

Managing relationships with partner agencies 
3.25 Where there are shared deliverables, entities should be aware of each other’s priorities and 
risk tolerances, and manage instances where these differ. Developing a shared understanding of 
acceptable risk can support efficient and effective decision-making through program 
implementation. 

3.26 As previously noted in paragraph 1.15, the Rapid Review recommendations are not solely 
the responsibility of ASQA. There are a number of recommendations which are dependent on the 
Department of Education, Skills and Employment (the department) for amendments to the National 
Vocational Education and Training Regulator Act 2011 (NVR Act) and supporting legislation; and 
consultation, review and updates to relevant standards including the Standards for Registered 
Training Organisations (RTOs) 2015 and the Standards for VET Regulators 2015.  

3.27 Under the Public Governance, Performance and Accountability Act 2013 (PGPA Act) entities 
are required to put in place arrangements for understanding and managing shared risks.27 ASQA’s 
Program Plan does not consider how shared risks and responsibilities related to the reform will be 
identified and managed. The Program Plan identifies the department as a key Australian 
Government stakeholder, but does not identify how shared responsibilities for implementing the 
reform will be managed.  

Is ASQA’s approach to transition informed by relevant systemic and 
VET provider risks? 

ASQA is in the process of changing its approach to organisational and regulatory risk. In March 
2021, ASQA developed a new Risk Management Framework and Risk Management Procedure. 
The Regulatory Risk Framework was implemented from March 2021, and was made publicly 
available on 6 April 2021.  

3.28 As outlined in paragraph 2.1, as a result of the Rapid Review, ASQA is transitioning from a 
focus on compliance to a focus on working with the VET sector to support providers in building 
capability for self-assurance. Section 16 of the PGPA Act requires the accountable authority to 
establish and maintain appropriate systems of risk oversight and management for the entity. This 
section reviews ASQA’s consideration of risk in transitioning to the new regulatory model.  

                                                                 
27  Shared risks are those which extend beyond a single entity and which require shared oversight and 

management. Department of Finance, Commonwealth Risk Management Policy [Internet], Finance, Canberra, 
2014, p. 16, available from https://www.finance.gov.au/sites/default/files/2019-11/commonwealth-risk-
management-policy_0.pdf [accessed 31 March 2021].  
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Organisational risk 
3.29 In November 2020, the SLC (see paragraph 2.24) identified that ASQA’s existing Risk 
Management Framework and Policy and related risk registers required ‘a substantial refresh and an 
investment to lift the maturity for the overall application of risk management.’  

3.30 In January 2021, the CEO released a new Risk Management Policy Statement, which outlined 
ASQA’s risk appetite during the reform. 

At this point in time … ASQA has a low appetite in relation to the following enterprise risks: 

• workforce-related issues, including Work Health and Safety and capability  

• implementation of the reform agenda 

• systems of governance. 

This means that we are prepared to invest resources to closely and actively manage these risks. As 
ASQA’s transformational journey delivers improved systems, processes, governance and 
outcomes, and our risk management capability matures, I expect that ASQA’s risk appetite will 
change. I anticipate that, during the current four-year planning cycle, ASQA will move to a point 
where Work Health and Safety remains the only risk for which ASQA has a low appetite.  

3.31 In March 2021, the ASQA Risk Management Maturity Assessment was prepared to guide 
the update to the Risk Management Framework. ASQA used the Australian Government ComCover 
Risk Management Capability Maturity Model to conduct a self-assessment of its current risk 
management practices. The model provides a maturity matrix with five levels of maturity from Level 
1 (Simple) to Level 5 (Advanced). ASQA self-assessed its current risk maturity level at Level 1, with 
a desired maturity state of Level 3 (Defined) to be achieved within 12–15 months. ASQA has 
prepared an implementation plan and calendar up to June 2022, including key actions to facilitate 
maturing its risk management across the organisation. 

3.32 In March 2021, ASQA developed a new Risk Management Framework and Risk Management 
Procedure. The Risk Management Procedure was based on the Risk Management Toolkit for NSW 
Public Sector Agencies, produced by the NSW Department of the Treasury. The Risk Management 
Framework includes the identification and management of strategic risks, enterprise-wide risks and 
specialist risks.28  

3.33 The Risk Management Procedure outlines how risks will be identified, analysed and treated. 
The analysis of risks includes the assessment of worst case or inherent risk analysis, a control 
effectiveness assessment and a current risk analysis. Risk treatments are also to be identified to 
manage risks within ASQA’s stated risk appetite. A summary of the key documents used to direct 
ASQA’s organisational risk management is included at Figure 3.2. 

                                                                 
28  The specialist risks include such things as workplace health and safety, security, business continuity, fraud and 

project management. These specialist risk areas may use risk matrices, risk assessment and reporting 
mechanisms that are different from the Risk Management Framework. The Risk Management Framework 
states that work will be conducted during 2021 to consolidate and coordinate these specialist risk registers 
and reporting processes to ensure consistency with the new Risk Management Framework and alignment to 
ASQA’s overall risk appetite. 



 

 

Figure 3.2: ASQA’s organisational risk management approach 

Organisational Risk 
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Risk Management 
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implementation plan and 
implementation calendar

2020–21 
Corporate Plan
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to achieve role and planned 

performance

Four Year Plan
Outlines the strategic 

objectives and deliverables

COVID-19 Risk 
Monitoring Strategy

Outlines mitigation and 
communication actions to 
address COVID-19 risks

Organisational Risk 
Management Approach

Risk Management Policy 
Statement

Outlines ASQA’s risk 
appetite statement

Risk Management 
Framework

Outlines ASQA’s approach 
to managing risk, including 
a risk matrix and definitions

Risk Management 
Procedure

Outlines tools and 
processes for assessing 

risk

Organisational Risk 
Assessments

Four Year Plan 
Outlines the risks to 
achieving strategic 

objectives and deliverables

Strategic and Enterprise-
Wide Risk Register

Outlines key strategic and 
enterprise level risks and 

controls

Program Risk Register 
Outlines the top risks to 
reform implementation

 
Source: ANAO analysis of ASQA’s risk management documents. 
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3.34 ASQA has commenced revision of its strategic and enterprise-wide risk registers, and 
specialist risk registers, to apply the new Risk Management Procedure. ANAO review of the risks 
in the risk register indicates that: 

• the risk descriptions require development in order to target the risk events and to clearly 
identify the causes of the risks; 

• the risk register requires greater support for the rating of control effectiveness 
assessments; and 

• controls and treatments require clearer articulation so that assessments of the impact on 
risk likelihood and consequence can be analysed. 

Regulatory risk 
3.35 ASQA’s approach to regulation is stated in its 2020–22 Regulatory Strategy (Regulatory 
Strategy).29 The Regulatory Strategy is founded on ASQA’s understanding of provider risk and 
systemic risk.30  

3.36 The Regulatory Strategy identifies, specific focus areas for regulatory activities, strategic 
initiatives to be implemented and any training products or standards of concern, which will be 
subject to targeted regulatory scrutiny.  

3.37 A number of the Rapid Review recommendations relate to clarifying and modernising 
ASQA’s regulatory approach and regulatory risk management, including:  

• refocusing on using intelligence to effectively monitor risk and provider performance;  
• emphasis on supporting self-assurance;  
• adopting more appropriate and proportionate regulatory outcomes; and  
• providing more meaningful information on provider performance.  

Regulatory Operating Model 

3.38 In February 2021, ASQA developed a Regulatory Operating Model and Regulatory Risk 
Framework to set the foundations for undertaking its regulatory functions and delivering on its 
Regulatory Strategy. 

  

                                                                 
29  In addition, ASQA has provided (through its website) documentation on its approach to regulation as follows: 

Approach to assessing performance — regulatory practice guide; Approach to compliance — regulatory 
practice guide; and Approach to review of decisions — regulatory practice guide.  

30  Provider risk is the behaviour of some providers that can present a risk to the quality of student outcomes and 
the reputation of the VET sector. Systemic risks are those that are likely to affect a significant portion of 
providers or relate to a particular cohort of providers across the VET sector, or specific industry sector. 
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3.39 The Regulatory Operating Model is illustrated in Figure 3.3. The Regulatory Operating 
Model has a structured approach to: 

• defining regulatory outcomes;  
• engaging strategically about risk; 
• assessing risk and designing regulatory responses; 
• using data and intelligence to understand risks and regulated entities;  
• understanding regulatory impact and outcomes; and 
• interacting with regulated entities. 



 

 

Figure 3.3: ASQA’s Regulatory Operating Model 

  
Source: ASQA’s Regulatory Risk Framework. 



Reform transition 

 
Auditor-General Report No. 48 2020–21 

Effectiveness of Planning and Implementation of Reform by the Australian Skills Quality Authority 
 

45 

3.40 The Regulatory Operating Model outlines an integrated framework for ASQA’s regulatory 
functions. It articulates how ASQA will manage risk and continuously improve quality in VET. It 
supports a ‘one ASQA’ regulatory culture, approaches and practices. The Regulatory Operating 
Model has been developed to provide: 

• renewed and expanded approach to the management and use of data as a key input to 
regulatory operations seeks to strengthen the use of data and methods of delivery of 
intelligence to ASQA. 

• better use of data insights from performance information and feedback from regulatory 
operations to understand impact and effectiveness of regulatory activities and 
continuously improve regulatory design. 

• design activities define a response to specific regulatory risk, making greater use of 
behavioural insights that is co-ordinated and makes the best use of regulatory tools across, 
engagement, communication and regulatory operational activities. 

• engaging strategically about risks. Communication and engagement expands as a key tool 
in the regulator toolkit. Sharing information with stakeholders to better understand risk, 
raising awareness and providing clear feedback and support for providers to self-assure 
and continuously improve. 

• through all our foundational risk treatments education, registration and approvals, course 
accreditation, monitoring and performance assessment, compliance management and 
internal review of decisions – we seek to apply risk-based principles, proportionate, fit for 
purpose responses. 

3.41 As part of reform activities, ASQA is designing and developing policies, procedures, 
practices, guidance and tools to support implementation of the new Regulatory Operating Model. 

Regulatory Risk Framework 

3.42 Section 190 of the NVR Act allows the Minister to make guidelines for ASQA to use when 
assessing risk. Subsection 157(4) of the NVR Act states that ‘in performing the National VET 
Regulator’s functions, the Regulator must apply the Risk Assessment Framework.’ 

3.43 In 2011, the Minister released a Risk Assessment Framework which set out: 

… a suggested risk assessment process for ASQA to use in making decisions about: 

• assessing and responding to the risk of non-compliance by applicants against the VET 
Quality Framework; 

• assessing and responding to the risk of non-compliance by Registered Training 
Organisations (RTOs) against the VET Quality Framework; and  

• monitoring the compliance of RTOs against the VET Quality Framework.  
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3.44 In February/March 2021, ASQA redeveloped its Regulatory Risk Framework. The Regulatory 
Risk Framework was reviewed by the Reform Program Taskforce (see paragraph 2.28) and approved 
at the Reform Program Steering Committee and the SLC. The Regulatory Risk Framework was 
implemented from March 2021 and made publicly available on 6 April 2021. ASQA sought advice 
from the department who advised: 

that the documentation that has been utilised by ASQA to date sets out an approach that applies 
and is consistent with the Risk Assessment Framework … We are yet to review the risk framework 
as released by ASQA in mid April but will undertake the same analysis and provide advice 
accordingly.  

3.45 The Regulatory Risk Framework outlines the approach to assessing risks and designing 
regulatory responses. ASQA has not fully defined all components of the specialist regulatory risk 
matrix in terms of definitions, escalation protocols and how it feeds into specific regulatory 
functions, such as education, registration and approvals, course accreditation, monitoring and 
internal review of decisions. ASQA is still to develop procedures to guide the application of the 
Regulatory Risk Framework across all functions.  

Recommendation no. 3  
3.46 Australian Skills Quality Authority improve its approach to organisational and regulatory 
risk management to ensure procedures provide practical guidance to staff to enable consistent 
application and decision making.  

Australian Skills Quality Authority response:  

3.47 Agreed. Consistent with ASQA’s continuous improvement of our assurance and quality 
controls, ASQA will continue to improve our approach to organisational and regulatory risk 
management, embedding the strong foundational work undertaken throughout 2020–21. 

3.48 As the ANAO noted in the report, ASQA has developed and implemented both our 
enterprise Risk Management Policy and Framework and our co-designed Regulatory Risk 
Framework with external stakeholders. ASQA’s Regulatory Risk Framework was operational at the 
time the Agency implemented improvements to regulatory processes (from 6 April 2021), 
supported by systems and processes to enable both the ASQA workforce and the entities the 
Agency regulates to understand and derive benefit from our approach to risk management. 
Embedding our new practices is well underway. The draft ASQA 2021–22 Corporate Plan 
references the Agency’s work to underpin the frameworks with a range of activities which will 
continue to drive continuous improvement and ensure that the Agency considers both enterprise 
and regulatory risk (including shared risks) transparently, collaboratively and accountably, and 
continues to build our risk maturity. 
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Has ASQA developed effective monitoring and reporting on its 
transition? 

ASQA’s monitoring and reporting of its transition is partially effective. ASQA’s Strategic 
Leadership Committee receives regular reports on the progress of the reform’s implementation. 
Key strategic documents and associated performance measures are not aligned. ASQA has yet 
to develop performance measures of the reform’s benefits realisation. 

3.49 ASQA has accountability to the Parliament and the public for its performance. This includes 
for the use of additional funding for the reform activities, and for the changes to performance 
expected and arising from the reform. These accountabilities are primarily discharged through 
ASQA’s corporate plan and associated annual performance reporting. 

Performance measures and targets for reform — strategic planning level 
3.50 ASQA’s approach to the reform is to integrate reform activities into its strategic and business 
planning. Paragraphs 2.4 to 2.10 identified ASQA’s strategic planning was contained in two key 
documents — the ASQA's 2020–21 Corporate Plan and Four Year Plan. 

3.51 The performance framework outlined in the 2020–21 Corporate Plan includes information 
on ‘our approach’, ‘performance criteria’ and ‘evidence of performance/measures.’ The 2020–21 
Corporate Plan identified ASQA’s expectation that: 

… during the coming year of intensive reform, we may be challenged in meeting some of our 
performance criteria and service standards. During this time, we will also be reviewing the 
adjustments to our performance framework necessary to take account of our new regulatory 
approach and activities, in order to ensure that our performance framework remains relevant and 
effective.31  

3.52 The performance criteria and measures outlined in the 2020–21 Corporate Plan include 
both qualitative and quantitative measures of performance. The Corporate Plan outlines a number 
of reform initiatives to be undertaken in 2020–21 and also across the four year reform time-period 
(2020–24). However, no performance measures or targets were identified for these strategic 
reform initiatives. ASQA advised that as part of its 2020–21 annual performance reporting, it intends 
to include progress reporting on the implementation of the Rapid Review recommendations as 
supplementary performance information.  

Measuring benefits realisation 
3.53 In March 2021, ASQA prepared a draft Reform Implementation and Immediate Benefits 
Realisation document which was designed to articulate the benefits expected from implementing 
each of the 24 recommendations from the Rapid Review. These benefits are aligned to the new 
strategic deliverables set out in ASQA’s Four Year Plan (see Figure 2.2). The performance measures 
identified in the Four Year Plan do not meet the Department of Finance’s requirements for defining 

                                                                 
31  Australian Skills Quality Authority, 2020–21 Corporate Plan [Internet], ASQA, Brisbane, 2020, p. 20, available 

from https://www.asqa.gov.au/sites/default/files/2020-08/ASQA%20Corporate%20Plan%202020-21_0.pdf 
[accessed 13 May 2021].  
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performance measures.32 In particular, they identify the source of performance information, but 
not how performance will be measured. 

Recommendation no. 4  
3.54 Australian Skills Quality Authority develop performance measures which identify its 
progress in implementing the reform, and measure benefits realisation of the reform program. 

Australian Skills Quality Authority response:  

3.55 Agreed. ASQA’s enhanced performance framework has been drafted as part of the 
development of the draft ASQA 2021–22 Corporate Plan. In 2020–21, in line with best practice, 
ASQA engaged with State and Territory government agencies and other key stakeholders to 
further strengthen our performance framework. 

3.56 ASQA is committed to continuing to collaborate with DESE, to articulate the integrated 
benefits to be derived from the implementation of the Rapid Review recommendations and as part 
of the broader VET reforms. 
 

Monitoring and reporting — senior leadership level 
3.57 The SLC receives monthly reports (see paragraph 2.25) on the progress of the strategic 
deliverable actions identified in ASQA’s Four Year Plan. The progress reports outline: 

• the number of actions scheduled for each strategic deliverable; 
• whether all actions scheduled to have commenced have commenced, and any reasons for 

delays;  
• if there are any substantial slippages in the performance of actions; and 
• the risk rating of work commenced to assess whether risks are being appropriately 

managed.  
3.58 The monthly progress reports also capture whether there are any amendments to the 
relevant actions, owners or commencement dates. ASQA continues to update and refine action 
items associated with ASQA’s Four Year Plan, and changes to the actions are considered and agreed 
during SLC meetings.  

Weekly status updates from the Reform Program Steering Committee 

3.59 The SLC is provided with weekly updates from the Chair of the Reform Program Steering 
Committee (Deputy CEO). To support the progress update, copies of the weekly Program 
Dashboard, and Critical Path — Priority Reforms, prepared by the Director, Reform Taskforce are 
also provided.  

3.60 The Program Dashboard outlines:  

• key decisions and considerations made over the week;  
• key issues and risks, including agreed mitigations;  

                                                                 
32 Department of Finance, Developing good performance information (RMG 131) [Internet], Finance, Canberra, 

2020, available from https://www.finance.gov.au/government/managing-commonwealth-
resources/developing-good-performance-information-rmg-131 [accessed 12 May 2021]. 
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• upcoming stakeholder engagement;  
• impact indicators (traffic lights) on whether the reform implementation is on schedule, 

within budget, scope status and resource status; and  
• critical activities and milestones for the next period.  
3.61 The Critical Path — Priority Reforms document outlines a schedule of activities, and any 
dependencies between the key activities, over the next six month period. 

Monthly updates from the sub-committees  

3.62 The SLC intends to revise the terms of reference for its sub-committees by May 2021 to 
better reflect the reform objectives and activities (see Figure 2.5). Part of the responsibility of the 
sub-committees will be to monitor reform activities within their respective areas of responsibility. 
For example the Resources and Finance Committee will ‘oversee resource allocation risks that may 
impact on achievement of ASQA’s strategic outcomes and deliverables’ and provide ‘advice to the 
Strategic Leadership Committee in relation to ASQA’s financial performance.’  

3.63 Currently, the reporting provided to the SLC to monitor reform program implementation 
focuses on tasks and/or actions being undertaken, immediate priorities and decision-making over 
the next six months. It does not provide information over the four year time-period to allow 
strategic consideration of scope achievement, benefits realised, dependencies, costs and 
resourcing. 

3.64 ASQA established two sub-committees under the SLC to examine ASQA’s regulatory 
performance and compliance. These sub-committees came into effect in April 2021, and include:  

Regulatory Impact Committee (Chair: General Manager, Regulatory Insights and Impact) — Advise 
and apply an appropriate methodology for evaluation of regulatory impact. Monitor risks to inform 
the development and monitoring of a regulatory program of work to meet ASQA priorities. 
Consider the trends and patterns across the regulatory system (including risk (tactical, operational, 
strategic (including external)) to identify opportunities for regulatory treatments, improvements 
to regulatory practice and to influence policy reform work. Develop the narrative around the 
regulatory system, and the story we tell about our impact. 

Regulatory Operations Committee (Chair: General Manager, Quality Assessment and Compliance) 
— Determine effective processes to ensure that ASQA’s capacity is effectively utilised to manage 
the regulatory risks identified in the VET sector. Establish systems and processes for ensuring 
consistency in approach for applications, assessment and compliance. Ensuring resources level 
and allocation processes across the regulatory functions are designed to most effectively utilise 
the capacity of the group. Oversight of service standards and identifying trends and areas for 
improvement. Instilling culture across the teams that reflects ASQA’s regulatory posture.  

Costs and resources 

3.65 ASQA has been provided with funding of $24.1 million over five years (2019–20 to 2023–24) 
to undertake reform activities (see Table 1.1). This includes $3.7 million in capital funding. ASQA 
manages and monitors reform spending as part of its general financial reporting. The Resources and 
Finance Committee monitors ASQA’s financial performance.  

3.66 A recommendation of the Rapid Review was to ‘realign ASQA’s cost recovery arrangements 
to reflect ASQA’s new approach to performance monitoring.’ In addition, ASQA will be moving to 
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full cost recovery arrangements from 1 January 2022. ASQA advised that it is currently reviewing 
how it will move to these arrangements.  

3.67 The reform to the proposed regulatory approach will impact on how ASQA organises and 
allocates its resources. Although the average staffing level allocated to ASQA has not changed (199), 
how ASQA deploys these resources will change, for example Regulatory Operations was split into 
two teams, one for Quality Assessment and one for Compliance from 1 March 2021. This reflects 
the changed approach to the assessment methodology, to assess provider performance, and a 
more focused risk-based compliance approach.  

3.68 The resources allocated to each of the teams will need to reflect the redesigned processes, 
new performance expectations and changed supervision hierarchy. ASQA is developing a resource 
and cost model associated with its reform activities.  

3.69 In addition, on 9 February 2021, the SLC agreed that: 

• going forward, establishment briefings need to support SLC’s consideration of a whole-of-
agency approach to vacant positions (cf. a focus on pool positions and substantively vacant 
positions) to ensure the agency is agile in allocating resources in priority areas that align 
with the achievement of strategic deliverables. 

• agreed that positions should not be held/recruited to existing levels, roles or teams, but 
rather consideration of the creating of/recruitment to positions should be based on: (a) 
the overall budget available; (b) where resources are required in order to align with the 
four year plan and meet the strategic deliverables; and (c) where resources are required 
to mitigate identified risks, including in relation to the achievement of external 
performance measures.  

3.70 On 22 February 2021, ASQA updated the Terms of Reference for the Resources and Finance 
Committee to include the following responsibility:  

Oversee a whole-of agency approach to the allocation of staffing to ensure the agency is agile in 
allocating resources in priority areas that align with the achievement of strategic deliverables. 
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4. Sector-wide engagement 
Areas examined 
This chapter examines whether Australian Skills Quality Authority (ASQA) has effectively engaged 
with the vocational education and training (VET) sector about its transition to a new regulatory 
approach. In particular it considers the VET sector engagement strategy and the level of support 
given to VET providers on the implementation of provider self-assurance.  
Conclusion 
ASQA has effectively engaged with the VET sector about its transition to the proposed regulatory 
approach.  

4.1 As outlined in paragraph 2.1, Australian Skills Quality Authority (ASQA) is currently 
reforming its regulatory model for the vocational education and training (VET) sector. The Rapid 
Review of the Australian Skills Quality Authority’s Regulatory Practices and Processes (Rapid Review) 
highlighted the importance of sector-wide engagement. This chapter examines whether ASQA has 
effectively engaged with the VET sector about its transition to its proposed regulatory approach.  

Has ASQA developed an effective VET sector engagement strategy for 
the reform? 

ASQA has undertaken significant VET sector stakeholder engagement related to the reform 
activities, changes and outcomes. ASQA has released a consultation draft of its engagement 
strategy.  

4.2 The Rapid Review highlighted the importance of cooperative relationships between ASQA 
and the VET sector.  

Currently there is a significant trust deficit between the regulator, peak bodies and some regulated 
entities. The reasons for this are multifaceted and influenced by recent history, including some 
significant policy, regulatory and industry failures.  

Acknowledging this history and committing to moving forward in a spirit of cooperation and 
mutual understanding will be critical if reform is to be delivered.  

ASQA will play an important role in this by strengthening its focus on engagement and education 
and working with the sector to co-design new regulatory tools. Providers will also play an 
important role by proactively engaging with ASQA to understand ASQA’s expectations on an 
ongoing basis and when non-compliance is identified, and by working with ASQA to address some 
of the significant systemic issues that impact the sector more broadly.33 

4.3 Effective engagement by ASQA with the VET sector is required to ensure the sector 
understands the proposed regulatory approach. This section reviews the effectiveness of ASQA’s 
engagement strategy. 

                                                                 
33  mpconsulting, Rapid Review of the Australian Skills Quality Authority’s Regulatory Practices and Processes 

[Internet], mpconsulting, Carlton, 2020, p. 4, available from  
 https://docs.employment.gov.au/system/files/doc/other/asqa_rapid_review_report_final.pdf [accessed 13 

May 2021].  
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Stakeholder engagement approach 
4.4 ASQA's 2020–21 Corporate Plan identified three aspects to its approach to engagement and 
support which were:  

• we engage with stakeholders to inform our understanding of risks;  
• we provide accurate information to support stakeholders’ understanding of the VET sector 

and relevant obligations; and  
• we provide advice on strategies to improve VET regulation and the VET sector.34  
4.5 In July 2020, ASQA reorganised its internal structure to establish dedicated stakeholder 
engagement, and education and guidance teams to ensure full accountability for the delivery of 
these functions within a single area. In December 2020, ASQA commenced an external capability 
review of the communications team to assist in identifying areas for improvement related to the 
structure and capability of the resources involved in external communications and engagement.  

4.6 ASQA has also taken measures to improve the effectiveness of, and control over, its 
engagement with stakeholders. For example ASQA engaged a consultant to document the first 
stage of the development process for a Stakeholder Engagement Strategy based on a desktop 
review of key documents. The consultant’s report was delivered in February 2021. In addition, in 
April 2021, ASQA publicly released a consultation draft of the ASQA Stakeholder Engagement 
Strategy. This document outlines engagement principles and an engagement model. It also 
indicates that performance measures will be developed collaboratively with stakeholders to meet 
ASQA’s external reporting requirements, such as for the Public Governance, Performance and 
Accountability Act 2013 and the Regulatory Performance Framework.  

4.7 Successful implementation of the reform will require changes to ASQA’s engagement 
approach to overcome the ‘trust deficit’ identified in the Rapid Review. This includes ASQA 
demonstrating a strategic approach to setting engagement priorities, preferred methods of 
engagement and planned stakeholder reach. ASQA has not developed stakeholder engagement 
baseline performance information that would facilitate an objective assessment of the success of 
stakeholder engagement over the term of the reform.  

Stakeholder engagement activities 
4.8 Over the last twelve months, ASQA has undertaken a range of activities to support improved 
stakeholder engagement including the use of a variety of communication techniques such as: digital 
and online communications; social media; direct mail; ASQA Info Line responses; media; and the 
production of communications products such as fact sheets, reports and videos.  

4.9 ASQA has also developed and delivered webinars35 on topics related to reform activities 
including:  

• working towards effective self-assurance (August 2020); 

                                                                 
34  Australian Skills Quality Authority, 2020–21 Corporate Plan [Internet], ASQA, Brisbane, 2020, p. 3, available 

from https://www.asqa.gov.au/sites/default/files/2020-08/ASQA%20Corporate%20Plan%202020-21_0.pdf 
[accessed 13 May 2021].  

35  ASQA advised that the webinars were well-subscribed and have been welcomed by stakeholders for their 
engaging format. In total, 5,500 participants attended the webinars held between August 2020 and February 
2021 and to-date these webinars have been viewed over 10,000 times. 
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• changes to audit practice — ASQA’s reform agenda (September 2020);  
• ASQA’s approach to compliance — consistency, collaboration and continuous 

improvement (December 2020); 
• advice to the sector on next steps in self-assurance (December 2020);  
• ASQA’s strategic view into building online capability in the VET sector (December 2020); 

and 
• understanding assessment (February 2021).  
4.10 ASQA has also used its stakeholder engagement forums to discuss the aims, progress and 
key elements of the reform, including the use of the Provider Roundtable and the Stakeholder 
Liaison Group (and relevant sub-groups).  

4.11 ASQA has used its 2020 Annual Provider and Course Owner Survey to obtain feedback and 
information relevant to the application and understanding of self-assurance. ASQA has also ensured 
that relevant information on the reform is included on its external website.  

Incorporation of stakeholder feedback into the regulatory approach 
4.12 The Rapid Review recommended that the regulatory reform should be based on the 
adoption of a self-assurance model by the VET sector. Effective engagement by ASQA with the VET 
sector is required to ensure the sector understands the proposed regulatory approach and its 
requirements to effectively self-assure and report.  

4.13 ASQA sought stakeholder feedback on the development of its new regulatory approach. 
ASQA has used a range of mechanisms to seek stakeholder feedback (see paragraphs 4.8 to 4.10).  

4.14 In addition to the above mechanisms, in August 2020, ASQA conducted its annual survey of 
all training providers and course owners that it regulates. The survey sought provider views on 
ASQA’s key processes, communication and engagement and established a baseline for providers’ 
knowledge and preparedness for self-assurance. The survey included questions to help inform 
ASQA’s reform activities, particularly the understanding and use of provider self-assurance. Some 
of the results related to self-assurance are highlighted in Table 4.1. 

Table 4.1: Highlights from the Provider and Course Owner Survey 2020  
Response question Per cent 

My organisation is capable of implementing the practice of self-assurance in our 
operations 

93 

My organisation already practices self-assurance in managing our operations 91 

In the context of my managing my training organisation, I understand what 
self-assurance is 

91 

Source: Acil Allen Consulting, Provider and Course Owner Survey 2020 Final Report, September 2020. 

4.15 In July 2020, ASQA developed a consultation paper on Working Together Towards Effective 
Self-Assurance to outline the definitions and movement towards self-assurance, and what 
regulation of the VET sector may look like over the short, medium and longer-term. In November 
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2020, a Self-Assurance Consultation Paper Feedback Report36 was published which provided a 
consolidated collation and analysis of the feedback received. It identified a range of further steps 
ASQA would take towards monitoring the effectiveness of self-assurance.  

4.16 In November 2020, ASQA released a consultation paper on the Draft Compliance Policy and 
undertakings to remedy non-compliance (draft compliance policy). ASQA also engaged consultants 
to obtain stakeholder feedback on its draft compliance policy and to determine how this feedback 
could be used to effectively implement the compliance policy.  

4.17 The consultants concluded that ‘Overall, the proposed content of the Policy and the concept 
of the Undertakings were well received.’ The consultant’s report identified 24 recommendations to 
improve the draft compliance policy with regard to content, implementation, communication and 
publication, and education and engagement. ASQA has incorporated this stakeholder feedback into 
the Regulatory Operating Model and supporting policies, procedures, practices, guidance and tools.  

Engagement to facilitate the identification of emerging risks related to COVID-19 
4.18 ASQA developed a COVID-19 Risk Monitoring Strategy which was considered by ASQA’s 
Senior Executive Committee on 27 May 2020. The purpose of the monitoring strategy was to 
‘identify key risks arising from the changing provider behaviour in response to the impact of 
COVID-19 on the broader economy and community by identifying key data and information sources 
to monitor provider activity.’  

4.19 The development of this strategy was designed to address the intent of the 
recommendations of the Rapid Review. In particular, ASQA designed the monitoring strategy to:  

• enable key messages to be given to providers as quickly as possible in light of changing 
circumstances; 

• influence provider behaviour by providing advice to providers seeking to comply with their 
obligations and alerting the sector, that ASQA is monitoring delivery risk; 

• collaborate with peak and funding bodies to ensure that they are aware of the risks and 
support ASQA’s approach to responding to these risks; and 

• communicate with students to help them choose quality VET providers. 
4.20 The COVID-19 Risk Monitoring Strategy identified the three most significant risks within 
ASQA’s jurisdiction arising from COVID-19 to be:  

• risk 1 — some providers will add products to their scope of registration in order to meet 
changes in demand, without the necessary industry engagement and expertise in those 
areas;  

• risk 2 — some providers will transition to online or other distance modes of delivery 
without adequate resourcing, student support and/or validation of assessment; and  

• risk 3 — some providers will certify students as competent who have not completed 
required work placements and/or been assessed in a workplace in line with the training 
package or accredited course requirements.  

                                                                 
36 Australian Skills Quality Authority, Self-Assurance Consultation Feedback [Internet], ASQA, Brisbane, 2020, 

available from https://www.asqa.gov.au/working-together/self-assurance/self-assurance-consultation-
feedback [accessed 12 May 2021]. 
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4.21 The COVID-19 Risk Monitoring Strategy identified how these risks would be monitored and 
examined by ASQA, including education and information material to be provided to the VET sector, 
internal processes and controls, internal issue escalation protocols and reporting.  

4.22 In addition, ASQA developed and delivered a range of webinars specifically related its 
COVID-19 Monitoring Strategy, including: 

• ASQA’s approach to COVID-19 (May 2020);  
• distance learning — compliance essentials (May 2020); and 
• resumption planning — continuing delivery in a changed world (July 2020).  
4.23 ASQA finalised an evaluation of the COVID-19 Risk Monitoring Strategy in January 2021 to 
assess whether the approach was effective. This evaluation considered the extent to which the 
actions implemented achieved the desired purpose, effectiveness of those actions and identified 
areas for improvement to influence similar risk response strategies in the future. The overall 
evaluation results are summarised in Table 4.2.  

Table 4.2: ASQA’s evaluation of its COVID-19 Risk Monitoring Strategy  
COVID-19 Risk Monitoring Strategy purpose Overall assessment 

To give providers key messages as quickly as possible in light of changing 
circumstances 

Effective  

To influence (nudge) provider behaviour by communicating the risks, 
impacts and guidance, and alert the sector that ASQA is monitoring these 
risks 

Moderately effective 

To collaborate with peak and funding bodies to raise awareness of the risks 
to gain support for ASQA’s response 

Effective 

To communicate with students to help them choose quality VET providers Ineffective  

Source: ASQA's COVID-19 Risk Monitoring Strategy Evaluation.  

4.24 ASQA’s stakeholder engagement has facilitated the identification of emerging provider and 
VET sector risks for COVID-19. ASQA has developed and evaluated its approach to VET sector 
engagement related to COVID-19. 

Has ASQA effectively planned for and supported VET providers for the 
implementation of provider self-assurance? 

ASQA has established communication channels with VET providers. ASQA is actively engaging 
with the VET providers on reform, education and support initiatives. ASQA is developing tools 
to support VET providers in planning for, and implementing, provider self-assurance. 

4.25 Education and engagement are essential components of effective regulation. Reflecting this, 
and in line with the direction of Ministers, ASQA emphasised engagement with, and education of, 
VET sector stakeholders. ASQA’s shift to a more consultative approach to engagement aims to 
inform ASQA of the issues facing the VET sector and help to shape the guidance and regulatory tools 
provided to promote and support continuous improvement.  
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Responding to VET provider concerns 
4.26 Over the last twelve months ASQA has undertaken a range of activities to support how it 
responds to VET provider concerns including: 

• its provision of information and guidance to the sector on ASQA’s regulatory approach and 
interpretation of relevant standards, training package requirements, and obligations 
under relevant legislation;  

• how it responds to provider and stakeholder queries received through ASQA’s Info Line in 
a consistent, timely and accurate manner; and  

• engagement with stakeholders to gather and share regulatory data and information to 
identify risks to quality and effective treatment strategies to inform ASQA’s regulatory 
approach. 

4.27 ASQA's 2020–22 Regulatory Strategy (Regulatory Strategy) is the primary document 
outlining the focus areas, strategic initiatives, approach to education and guidance and any training 
products or standards of concern. The Regulatory Strategy highlights the aim to continue to share 
information and respond to VET provider concerns using: 

• regular interactive webinars, video discussions with sector participants and targeted 
guidance materials;  

• an annual series of provider briefings and to continue to use established forums such as 
the Provider Roundtable and the Stakeholder Liaison Group (and related sub-groups); 

• guidance information published on ASQA’s website in response to key risks identified by 
providers;  

• monthly ASQA update newsletters, with summaries of the latest activities impacting on 
the sector; and  

• direct emails to providers, as needed, to circulate important information.  
4.28 ASQA also conducts an annual environmental scan of existing and emerging issues in the 
VET sector to identify risks across the VET sector or in a proportion of providers. This environmental 
scan informs the development of the Regulatory Strategy and helps to target actions to respond to 
change and support the VET sector address changes in ASQA’s regulatory approach.  

4.29 ASQA has commenced the development of a forward education program in response to 
stakeholder feedback on key topics of interest, with a focus on explaining ASQA’s reforms and how 
these changes are impacting Registered Training Organisations (RTOs).  

Action to support the VET sector to address changes in its regulatory approach, 
particularly provider self-assurance 
4.30 ASQA has been consulting with the VET sector on provider self-assurance through 
interactive webinars, formal consultation papers and stakeholder engagement forums (see 
paragraphs 4.8 to 4.11).  

4.31 In addition, a focus of ASQA’s stakeholder engagement to date has been on gathering and 
sharing intelligence, both data and information, with VET providers to assist with greater emphasis 
on VET provider self-assurance.  
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4.32 ASQA has reviewed the 2021 Annual Declaration of Compliance to be prepared by RTOs to 
ensure functionality issues identified through consultation were rectified for use in 2021. Minor 
amendments to the 2021 Annual Declaration of Compliance were also aimed at improving the ease 
of use of the declaration, and its supporting self-assessment tool to highlight the focus on 
monitoring, reviewing and continuously improving systems.  

4.33 ASQA has communicated its intent to co-design the Statement of Compliance to be used for 
2021–22 to provide a strong focus and support on provider self-assurance.  

4.34 ASQA has commenced consultation on, and co-design of, self-assurance tools and sector 
guidance materials. VET sector feedback will be used to review and co-design tools to support the 
Annual Declaration for Compliance once the revised Standards for Registered Training 
Organisations (RTOs) 2015 is released.  

4.35 ASQA has also identified a number of aspects of the Standards for VET Regulators 2015 that 
are no longer fit-for-purpose or aligned to the focus of ASQA’s reform agenda, including a greater 
emphasis on provider self-assurance. These have been discussed with the Department of Education, 
Skills and Employment to be considered for incorporation into the revised standards. 

Grant Hehir 
Auditor-General 

Canberra ACT 
29 June 2021 
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Appendix 2 Legislation and standards 

1. The Australian Skills Quality Authority’s (ASQA’s) regulation of Australia’s vocational 
education and training (VET) sector is supported by a framework of legislation and standards.  

2. ASQA was established on 1 July 2011 through the enactment of the: 

• National Vocational Education and Training Regulator Act 2011;  
• National Vocational Education and Training Regulator (Consequential Amendments) Act 

2011; and  
• National Vocational Education and Training Regulator (Transitional Provisions) Act 2011.  
3. ASQA is subject to other legislation and standards including: 

• the VET Quality Framework which comprises the: 
− Standards for Registered Training Organisations (RTOs) 2015; 
− Fit and Proper Person Requirements 2011; 
− Financial Viability Risk Assessment Requirements 2011; 
− Data Provision Requirements 2012; and 
− Australian Qualifications Framework. 

• Standards for VET Accredited Courses 2021; 
• Standards for VET Regulators 2015; and  
• legislation and standards relating to education services for overseas students which 

comprises the: 
− Education Services for Overseas Students Act 2000; 
− Education Services for Overseas Students Regulations 2019; 
− National Code of Practice for Providers of Education and Training to Overseas 

Students 2018; 
− ELICOS Standards 2018; and 
− other legislative instruments.  
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Appendix 3 Rapid Review Recommendations  

1. In March 2020, the Rapid Review of the Australian Skills Quality Authority’s Regulatory 
Practices and Processes (Rapid Review) was reported to the Department of Education, Skills and 
Employment.37 The purpose of the review was to evaluate the effectiveness of ASQA’s internal 
regulatory practices and processes. The Rapid Review made 24 short, medium and longer-term 
recommendations for improvement to ASQA’s regulatory practices and processes. All of the 
recommendations in this report were accepted by the Australian Government.  

2. Summarised below are the recommendations from the Rapid Review, using the nine 
recommendation theme areas included in the report.  

Long term vision for ASQA: Moving from input and compliance controls to a focus on self-
assurance and excellence in training outcomes 

1. Develop a shared understanding of what ‘quality’ and ‘outcomes’ look like, how these should 
be reflected in outcomes-focused standards and performance assessed by ASQA.  

2. Develop new standards in consultation with the sector, with a view to decreasing prescriptive 
detail and increasing the focus on quality training delivery and outcomes for students and 
employers.  

3. Develop resources to support providers to meet the standards including self-assessment tools 
to encourage continuous improvement.  

4. Adjust ASQA’s approach to performance monitoring in line with revised standards and a focus 
on provider self-assurance.  

5. Publish more information regarding provider performance to support students and employers 
to differentiate between providers.  

6. Realign ASQA’s cost recovery arrangements to reflect ASQA’s new approach to performance 
monitoring. 

Clarifying and modernising ASQA’s role and regulatory culture 

7. Build a common understanding of ASQA’s role and regulatory approach, what stakeholders can 
and cannot expect of ASQA and areas of shared stakeholder responsibility. 

Aligning governance arrangements with ASQA’s renewed focus 

8. Change ASQA’s organisational structure and focus to strengthen strategic oversight and 
managerial capacity to:  

• support implementation of critical reforms (including in relation to engagement and 
education, performance assessment and proportionate response to non-compliance)  

• support change management  

• strengthen internal systems and quality controls. 

9. Establish an advisory council to improve access to high-level ongoing expert advice including in 
relation to ASQA’s strategic objectives and approach to regulation. 

  

                                                                 
37   On 30 April 2020 the Minister for Employment, Skills, Small and Family Business publically released the report 

of the Rapid Review and indicated the Australian Government’s support for all 24 recommendations.  
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Strengthening engagement and education 

10. Strengthen ASQA’s strategic stakeholder engagement and education, including to:

• build provider capacity for self-assurance

• co-design new regulatory tools with the sector (for example, to support self-assessment)

• identify common areas of non-compliance and develop consistent guidance for external
stakeholders and for ASQA.

11. Strengthen strategic engagement with SSON, IRCs and SSOs to establish a feedback loop
regarding broader VET reform, training packages, their intent and their implementation by
providers.

Using intelligence to effectively monitor strategic risk and provider performance 

12. Expand ASQA’s post-market monitoring to include risk-based and routine monitoring to
support public confidence in the regulation of the sector.

Aligning audit practice to focus on self-assurance 

13. Review the provider self-assessment tool and the annual declaration on compliance, such that
they better support providers to identify and address non-compliance and drive continuous
improvement.

14. Adopt a range of monitoring activities that can be selected based on risk and the purpose for
monitoring, to better align regulatory effort to risk.

Appropriate and proportionate regulatory action where non-compliance is identified 

15. More clearly distinguish the functions of monitoring provider performance and determining
the most appropriate regulatory response where non-compliance is identified to improve
consistency of audit outcomes and proportionality of regulatory response.

16. Give providers opportunity to remedy any identified non-compliance within 20 working days,
or in accordance with an undertaking to remedy (providing a longer period within which to address 
the non-compliance on a more systemic and sustained basis).

17. Enhance opportunity to undertake early dispute resolution.

Meaningful reporting on provider performance

18. Revise the report that is given to providers following audit to more comprehensively describe
any non-compliance as identified issues against the student-centred journey; reduce the amount
of non-essential text; and distinguish between minor non-compliances or areas for improvement
and more significant non-compliances.

19. Notify government agencies of provider non-compliance after the provider has had the
opportunity to respond to the audit report (except where there is significant and immediate risk
to public funding, students or others as a result of the identified non-compliance).

20. In the short term, build on the information ASQA publishes in respect of regulatory decisions
to include the main reasons for the decision, so as to improve transparency of decision-making.

21. In the long-term, publish a summary of ASQA’s findings regarding the provider’s performance
against the standards.
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Supporting ASQA staff to deliver the outcomes 

22. Strengthen induction training for ASQA auditors and decision-makers, including to support 
consistent regulatory practice, decision-making and documentation.  

23. Implement a formal program for continuing professional development for ASQA auditors and 
decision-makers. 

24. Implement a program of internal quality assurance, including regular:  

• opportunities for moderation of audit outcomes and decision-making  

• internal review of audit reports and compliance outcomes. 
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