UNIVERSAL FRAMEWORK

Domain Evidence Guidebook

Evidence-Based Maturity Assessment Across Seven Organisational
Domains

This guidebook consolidates the seven domain evidence notes into one reference for
assessors. It supports consistent use of the E1 (Exists), E2 (Enabled), and E3 (Executed)
maturity model when assessing documentary evidence, interviews, records, and performance
data.
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Domain 1. Strategy & Direction

METRIC % of strategic objectives with a named owner and tracked outcomes

o E1— Exists: Does a defined organisational process exist for establishing, prioritising, and
assigning strategic objectives?
« E2 — Enabled: Are objectives supported by defined measures, targets, and regular performance
tracking?
o E3 — Executed: Have objectives demonstrably driven real decisions (e.g. funding changes,
reprioritisation, stopping initiatives)?
Specific documentary evidence and interview notes can be tied directly to how objectives are
set, owned, measured, and used in decision-making.[1][2][3]

E1 — Exists

Does a defined organisational process exist for establishing, prioritising, and assigning
strategic objectives?

Evidence you would look for

« An approved strategic plan or corporate plan explaining how objectives are developed,
prioritised, and cascaded (for example, a planning-cycle diagram, the role of the Executive/Board,
and consultation steps).[4]

o A documented methodology or framework (for example, use of Balanced Scorecard, OKRs, or an
internal strategy framework) describing how strategic priorities are selected and reviewed.[3][5]

o Terms of reference for a strategy committee or executive leadership team specifying
responsibility for setting and approving strategic objectives.[4]

¢ A policy or procedure for strategic planning and performance management, including how
objectives are added, changed, or retired.[3][4]

» Objective registers or strategy maps clearly listing all strategic objectives in a single, controlled
source.[6][7]

» Evidence that each objective has an explicitly named single owner (person or role) documented in
the plan, roadmap, or register.[8][1]

« For this metric, E1 evidence mainly proves there is a consistent way to create objectives and
assign owners; the percentage may be calculated, but strong measures or tracking are not yet
required for E1.[1][8]

Example notes you might record
e “Organisation uses a documented three-year planning cycle approved by the Board; process
describes environmental scan, prioritisation criteria and Executive endorsement.”[4]

» “All 14 strategic objectives are recorded in the corporate plan; each has a named Executive
owner listed next to the objective.”[8]
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e “There is a written ‘Strategy and Performance Policy’ defining responsibilities for setting,
updating and retiring strategic objectives.”[3]

E2 — Enabled

Are objectives supported by defined measures, targets, and regular performance tracking?

Evidence you would look for

o For each, or nearly all, strategic objective, at least one KPI or measure with a clear definition of
what is measured, how it is calculated, and the data source.[9][6]

o For each KPI, a baseline and target (X to Y by date).[2][5]
» A named data/measure owner, distinct from or in addition to the objective owner.[10][8]

o Performance reports or dashboards showing regular (for example, monthly or quarterly) updates
on each objective's KPIs.[2][3]

o Use of traffic lights or trend indicators to show status against target.[3]

o Coverage across the whole set of strategic objectives, rather than only operational metrics.[7]

o An agreed reporting calendar and forum (for example, Executive performance review meeting or
Board performance report) where objectives and KPIs are reviewed.[2][3]
» Data-quality and KPIl-governance elements: data definitions, responsibilities for data collection,
and sign-off before reporting.[10][4]
* At E2, a high percentage (for example, greater than 80-90%) of objectives would usually have a
named owner, at least one KPI tied to the objective, a target, and regularly updated results in the
reporting system.[5][1][2]

Example notes you might record
e "12 of 14 strategic objectives have at least one KPI with a defined measure, target and baseline;
documented in the performance framework.”[5][6]
o “Quarterly strategy performance report to Executive includes all strategic objectives with RAG
status, trend over last four quarters, and commentary by objective owner."[2][3]

e “KPI governance procedure allocates accountability for data collection and target ownership for
each strategic measure."[10][4]

E3 — Executed

Have objectives demonstrably driven real decisions (funding, reprioritisation, stopping
initiatives)?

Evidence you would look for

« Documented decision records explicitly referencing objective performance, such as Executive or
Board minutes where under- or over-performance against strategic objectives leads to changes in
funding, scope, or timelines.[2][3]

» Business cases or investment proposals that show alignment to specific strategic objectives and
refer to KPI results to justify investment or disinvestment.[6][9]

e Records of initiatives being stopped, scaled back, or accelerated because their contribution to a
strategic objective was not supported by data or was outperformed by alternatives.[11][2]
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e Performance-review packs including “management response” or "action taken"” sections linked
directly to objective status (for example, “Objective 3 off track; reallocated FTE from Initiative X to

Y").[111[2]

» Evidence of target resets or strategy refresh driven by KPI trends, such as revising objectives,
changing targets based on benchmarking, or adjusting measures where they are not useful.[6][10]
o Examples where performance insights have shaped priorities across portfolios, not just within a
single project (for example, rebalancing a portfolio from growth to customer experience because of
NPS and churn metrics against relevant objectives).[12][11]

» At E3, the focus is not only the percentage but also a high proportion of objectives where owners
actively propose and implement actions in response to tracked outcomes, with traceable decisions
and changes.[11][10][3]

Example notes you might record
e “Board minute 12/2025: Under-performance on ‘Improve customer retention’ objective (NPS and
churn KPIs) used as basis to increase CX program funding by $2m and pause two lower-impact
marketing initiatives.”[12][2]
e “2024-25 budget pack contains a section mapping investments to strategic objectives and
referencing prior-year KPI results for each objective.”[9][11]

o “Strategy refresh 2025 updated three objectives and retired one, explicitly citing three years of
KPI data and benchmarking as rationale.”[6][10]

Additional guidance

How to phrase assessment notes for the metric
e “A corporate planning process is documented and followed; 100% of strategic objectives are
listed in the corporate plan with a named Executive owner, but measures and targets are
incomplete for some objectives.”[1][5]

e "92% of strategic objectives have a named owner, at least one defined KPI, baseline and annual
target; performance is reported quarterly to the Executive in a consolidated dashboard.”[5][8][2]

e “Performance against strategic objectives is routinely discussed in Executive and Board forums,
and there are multiple documented examples in the past 12-18 months where objective-level
results have led to funding reallocations, initiative stoppages and reprioritisation.”[11][3][2]

These types of evidence and notes make the maturity rating transparent and auditable while
directly aligning to the intent of the metric.

Sources

« [1] Operational objectives https://monday.com/blog/project-management/business-objectives/

. [2] 6 Ways to Measure Your Strategic Plan - Dame Leadership

 [3] [PDF] How to Assess Your Strategic Management Maturity https://balancedscorecard.org/wp

-content/uploads/2022/08/How-to-Assess-Your-Strategic-Management-Maturity-August-2022.pd

f
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https://monday.com/blog/project-management/business-objectives/
https://www.dameleadership.com/research-and-insights/6-ways-to-measure-your-strategic-plan/
https://balancedscorecard.org/wp-content/uploads/2022/08/How-to-Assess-Your-Strategic-Management-Maturity-August-2022.pdf
https://balancedscorecard.org/wp-content/uploads/2022/08/How-to-Assess-Your-Strategic-Management-Maturity-August-2022.pdf
https://balancedscorecard.org/wp-content/uploads/2022/08/How-to-Assess-Your-Strategic-Management-Maturity-August-2022.pdf

 [4] a case study on integrated performance management maturity ...
https://reference-aglobal.com/download/article/10.2478/tjeb-2023-0007.pdf

o [5] Strategic Goal Examples for Use in Your Strategic Plan and ... https://www.smestrategy.net/bl
og/strateqic-goals-examples-kpi-measurements-strategy-and-business-planning

» [6] www.kippy.cloud > post > how-to-measure-strategic-objectives-a-compreh...

.cloud/post/how-to-measure-strateqgic-objectives-a-comprehensive-quide

o [7] Performance Reporting Assessment Model — Maturity Matrix https://www.anao.gov.au/work-p
rogram/performance-reporting-assessment-model-maturity-matrix

« [8] KPIs Meaning + 27 Examples of Key Performance Indicators

https://onstrategyhg.com/resources/27-examples-of-key-performance-indicators/

» [9] Objectives, Measures, Targets, And Initiatives - FasterCapital
https://fastercapital.com/topics/objectives,-measures,-targets,-and-initiatives.html

o [10] In3|ghts from the Field: Performance Management Maturlty = GPAUNIT

« [11] KPIs and KEls: Tracking Strategic Planning Effectiveness | TSI https://www.thestrategyinstitut
insights/kpis-and-keis-tracking-strategic-planning-effectiveness

« [13] 7 Strategic Objectives Examples to Drive Business Success https://www.clearpointstrategy.c
om/blog/56-strateqic-objective-examples-for-your-company-to-copy

« [14] Understanding strategic goals - with 25 examples | BBC Maestro
https://www.bbcmaestro.com/blog/understanding-strateqgic-goals

 [15] What Are Strategic Objectives? How To Write Them + Examples
https://www.cascade.app/blog/strategic-objectives
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https://reference-global.com/download/article/10.2478/tjeb-2023-0007.pdf
https://www.smestrategy.net/blog/strategic-goals-examples-kpi-measurements-strategy-and-business-planning
https://www.smestrategy.net/blog/strategic-goals-examples-kpi-measurements-strategy-and-business-planning
https://www.kippy.cloud/post/how-to-measure-strategic-objectives-a-comprehensive-guide
https://www.anao.gov.au/work-program/performance-reporting-assessment-model-maturity-matrix
https://www.anao.gov.au/work-program/performance-reporting-assessment-model-maturity-matrix
https://onstrategyhq.com/resources/27-examples-of-key-performance-indicators/
https://fastercapital.com/topics/objectives,-measures,-targets,-and-initiatives.html
https://gpaunit.org/insights/performance-maturity-5-perspectives-insights
https://www.thestrategyinstitute.org/insights/kpis-and-keis-tracking-strategic-planning-effectiveness
https://www.thestrategyinstitute.org/insights/kpis-and-keis-tracking-strategic-planning-effectiveness
https://www.profit.co/blog/kpi-library/choosing-the-best-strategic-metrics-for-success/
https://www.clearpointstrategy.com/blog/56-strategic-objective-examples-for-your-company-to-copy
https://www.clearpointstrategy.com/blog/56-strategic-objective-examples-for-your-company-to-copy
https://www.bbcmaestro.com/blog/understanding-strategic-goals
https://www.cascade.app/blog/strategic-objectives

Domain 2. Decision-Making Quality

METRIC Decision reversal or rework rate

o E1— Exists: Does a defined organisational decision-making framework exist (authority levels,
criteria, escalation)?

o E2 — Enabled: Are decision-makers trained and supported to apply the framework consistently?
o E3 — Executed: Is there evidence that decisions are made once, stick, and rarely require reversal
or rework?
This assessment uses artefacts that show the framework exists (E1), evidence that people are
enabled to use it (E2), and data or records that show stable, low-rework decisions (E3).

E1 — Exists

Does a defined organisational decision-making framework exist (authority levels, criteria,
escalation)?

Evidence you would look for
A delegation of authority (DoA) or decision-rights policy defining authority levels (for example,
Board, CEO, Executive, BU Head, Manager), financial or risk thresholds, and decision types for
each level.[1][2][3]
¢ A decision-making and escalation matrix showing decision categories, approval roles, escalation
levels, and routing rules for cross-functional or high-risk decisions.[2][4]
A standard decision framework or methodology (for example, decision trees, criteria-based
scoring, risk/benefit assessments) documented in procedures, playbooks, or methodology
guides.[3][5][1]
« Process maps including decision points, approval steps, and escalation paths for key workflows
(projects, change control, product, customer exceptions, and similar workflows).[4][6][3]
« Defined quality metrics and KPIs explicitly including "decision reversal rate”, “rework rate"”, or
similar, including how rework is defined and calculated (for example, rework rate = effort on rework
+ total effort x 100).[6][7][8]
A framework that is version-controlled, approved by the appropriate governance body, and
accessible on the intranet or QMS.
o Explicit definitions of what counts as a decision, a reversal, and rework versus scope
change.[8][9]
o Escalation criteria that are risk- and value-based (for example, dollar thresholds, customer
impact, safety, compliance), not simply “ask your manager".[1][2][4]

Example notes you might record

e “The framework is version-controlled, approved by the appropriate governance body, and
accessible on the intranet or QMS.”
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o “Definitions are explicit: what counts as a decision, what counts as a reversal, and what counts
as rework versus scope change.”[8][9]

o “Escalation criteria are risk- and value-based (for example, dollar thresholds, customer impact,
safety, compliance), not just ‘ask your manager’.”[1][2][4]

E2 — Enabled

Are decision-makers trained and supported to apply the framework consistently?

Evidence you would look for
e Training materials and records: slides, e-learning modules, and attendance logs for
decision-making, delegation-of-authority, and escalation training targeted at managers and
leaders.[5][10][11]
» Induction/onboarding content explaining authority levels, decision criteria, escalation paths, and
how to use the framework in day-to-day work.[3][1]

e Coaching, workshops, or clinics where managers practise applying the framework to real cases
and receive feedback (for example, decision workshops or governance clinics).[10][11][5]

« Job descriptions and performance criteria for leaders referencing decision-making quality,
appropriate escalation, and adherence to the framework.[1][3]

» Decision tools embedded in systems: workflow or approval systems that enforce authority
thresholds, require justification fields, and route escalations automatically according to the
matrix.[4][6][3]

o Guidance artefacts such as quick-reference guides, checklists, and decision templates—with
sections for options, criteria, risks, and rationale—used in steering committees or project
boards.[10][3][1]

Example notes you might record
e “Training covers both the mindset (ownership, bias awareness, escalation discipline) and the
skillset (using criteria, assessing risks, documenting rationale).”[11][10]
e “Decision-makers can accurately describe their decision authority, when to escalate, and how
rework and reversals are tracked, when interviewed.”
e “People analytics or surveys show reasonable confidence in decision rights and clarity of who
decides what.”[3][1]

E3 — Executed
Is there evidence that decisions are made once, stick, and rarely require reversal or rework?

Evidence you would look for
o A clear operational definition of “decision reversal” (an approved decision later overturned or
materially changed) and “decision rework” (effort spent revisiting decisions previously marked
complete).[7][9][8]
» A standard metric such as decision reversal rate = number of reversed decisions + total decisions
in period; or decision-related rework rate = effort on rework caused by poor/changed decisions +
total effort.[6][7][8]
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e Trend reports or dashboards showing stable or improving decision reversal/rework rates over
several periods, ideally segmented by function, project type, or decision level.[7]1[8][6]

» Project and change logs showing relatively few instances where major scope, investment, or
policy decisions are reversed after approval; where reversals occur, they are linked to new
information rather than avoidable errors.

« Issue and incident analyses quantifying rework effort and identifying root causes, with only a
small proportion attributed to “poor initial decision” or “unclear authority/escalation”.[12][13][6]
» Stage-gate or governance records where decisions are clearly documented once with rationale,
and subsequent reviews focus on progress rather than re-arguing the same decision.
» Retrospectives or lessons-learned reports noting decreasing rework or fewer “churn” cycles due
to indecision or frequent direction changes.[13][12][6]
» Audit or compliance reviews confirming approvals align with authority thresholds and that
exceptions/escalations follow the defined matrix.[2][3]

Example notes you might record
o “Data shows rework and reversals are the exception, not the norm (for example, a relatively low
rework rate compared to internal targets or industry norms).”[9][8][6][7]

» “Where significant rework or reversal occurs, documented root causes are external (new
regulation, major market change) rather than controllable factors (unclear criteria, wrong
approver, skipped escalation).”

e “Managers and teams report fewer ‘back-and-forth’ approvals, less churn, and shorter decision
cycle times as the framework matures.”[6][1][3]

Additional guidance

How to use this in an assessment
o Map actual artefacts and data against the examples above and note any gaps.

e Interview a sample of decision-makers to confirm understanding and observe whether their
behaviours match the documented framework.

» Review a handful of recent major decisions (for example, projects, investments, policy changes)
and trace where the decision was made, whether it aligned with authority thresholds, and whether it
was later reversed or required substantial rework.
These evidence types, combined with notes on quality and consistency, strongly support the
rating for each level (E1, E2, E3) against the “decision reversal or rework rate" metric.

Sources

o [1] Clear Boundaries Create Freedom: Delegation Authority Framework ... https://morganhr.com/b
log/why-clear-boundaries-create-true-freedom-the-delegation-of-authority-framework-that-trans

forms-decision-making/
o [2] Decision-Making & Escalation Matrix Policy
https://bsinve.com/wp-content/uploads/2025/07/Decision-Making-Escalation-Matrix.pdf
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https://morganhr.com/blog/why-clear-boundaries-create-true-freedom-the-delegation-of-authority-framework-that-transforms-decision-making/
https://morganhr.com/blog/why-clear-boundaries-create-true-freedom-the-delegation-of-authority-framework-that-transforms-decision-making/
https://morganhr.com/blog/why-clear-boundaries-create-true-freedom-the-delegation-of-authority-framework-that-transforms-decision-making/
https://bsinve.com/wp-content/uploads/2025/07/Decision-Making-Escalation-Matrix.pdf

o [3] Gettlng organlzatlonal deC|5|on making rlght | Deloitte In5|ghts

« [4] Mastering Approval Role Escalation Hierarchies For ...
https://www.myshyft.com/blog/escalation-hierarchy-setup/

e [5] Decision Frameworks | Decision Modeling and Analysis | Decision ...
http://www.decisionframeworks.com

o [6] Rework rate in IT impact and solutlons OCil Digital

o [7] Are You Tracking Rework? What It Is & How to Quantify It
https://www.cfodynamics.com.au/blog/tracking-rework/

« [8] Rework Rate https://www.minware.com/quide/metrics/rework-rate

o [9] Rework Rate: Definition, Examples & Best Practices (2025) - Docsie
https://www.docsie.io/blog/alossary/rework-rate

« [10] Training - Decision Analysis Course https://decisionframeworks.com/training
« [11] Decision Making Training - LSA Global https://Isaglobal.com/decision-making-trainin

¢ [12] Measure rework & waste - KEDEHub Documentation
https://docs.kedehub.io/kede/kede-rework-waste.html

« [13] Project Success from Rework Cycle after Launch | PMI

roject-success-rework-cycle-launch-5008

» [14] A decision-making model for the rework of defective products https://www.emerald.com/ijar
m/article/38/1/68/145665/A-decision-making-model-for-the-rework-of

« [15] Rework vs Scrap: A Balanced Approach to DeC|S|on Makmg in ... https://www. uality-us.c
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https://www.deloitte.com/us/en/insights/topics/talent/organizational-decision-making.html
https://www.myshyft.com/blog/escalation-hierarchy-setup/
http://www.decisionframeworks.com
https://ogi.digital/insights/rework-rate-in-it-impact-and-solutions/
https://www.cfodynamics.com.au/blog/tracking-rework/
https://www.minware.com/guide/metrics/rework-rate
https://www.docsie.io/blog/glossary/rework-rate/
https://decisionframeworks.com/training
https://lsaglobal.com/decision-making-training/
https://docs.kedehub.io/kede/kede-rework-waste.html
https://www.pmi.org/learning/library/project-success-rework-cycle-launch-5008
https://www.emerald.com/ijqrm/article/38/1/68/145665/A-decision-making-model-for-the-rework-of
https://www.emerald.com/ijqrm/article/38/1/68/145665/A-decision-making-model-for-the-rework-of
https://www.prpquality-us.com/post/rework-vs-scrap-a-balanced-approach-to-decision-making-in-manufacturing
https://www.prpquality-us.com/post/rework-vs-scrap-a-balanced-approach-to-decision-making-in-manufacturing

Domain 3. Risk & Resilience

METRIC % of critical risks with treatments that reduce risk to target

o E1— Exists: Does a defined organisational process exist for identifying, assessing, and managing
risks?
o E2 — Enabled: Are treatments defined, resourced, and linked to risk targets or tolerances?
o E3 — Executed: Have treatments demonstrably reduced risk exposure in practice (not just on
paper)?
The assessment looks for a defined, repeatable risk-management process (E1), specific
resourced treatments for critical risks tied to risk appetite/tolerances (E2), and evidence that
those treatments have reduced exposure in practice (E3).[1][2][3]

E1 — Exists

Does a defined organisational process exist for identifying, assessing, and managing risks?

Evidence you would look for

o A documented risk-management framework and policy approved by the governing body,
referencing standards such as ISO 31000 and describing objectives, scope, roles, and
responsibilities.[2][4]

o A documented risk-management process (for example, procedure or toolkit) setting out the steps:
establish context, identify risks, analyse/assess, evaluate against criteria, treat, and
monitor/review.[1][4]

» Defined risk categories, rating scales, and risk-evaluation criteria (likelihood, consequence, and
clear definitions of “critical” risk).[5][2]

» Evidence that the process is in use: completed enterprise or divisional risk registers showing risks
identified, assessed, and evaluated using the standard method.[2][1]

» Governance artefacts showing the process is embedded: terms of reference for risk committees,
role descriptions for risk owners, and scheduled risk-review cycles.[4][5]

 Training or awareness material showing staff are informed about how to identify and escalate
risks (for example, presentations, intranet guidance, learning modules).[1][4]

Example notes you might record

e “Risk management framework v2.1 approved by Board in May 2025, process aligned to ISO
31000 and applied across all business units.”[4]

o “Enterprise risk register evidences consistent use of standard likelihood/consequence matrix and
risk criteria for all critical risks.”[2]

e “Quarterly risk committee pack includes standing agenda items on risk identification,
assessment, and treatment planning.”[1][4]

E2 — Enabled
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Are treatments defined, resourced, and linked to risk targets or tolerances?

Evidence you would look for

» For each critical risk, defined treatment(s) or control improvements recorded in the risk register,
including description, owner, due date, and implementation status.[2][1]

» Documented risk-appetite and tolerance statements setting target risk levels (for example, “no
more than medium residual risk for safety incidents with potential fatality”).[6][3]

o Explicit linkage between each critical risk’s target level and the organisation’s risk
appetite/tolerances, such as register fields or mapping showing current residual versus target
residual aligned to appetite.[3][6]

» Evidence of resourcing for key treatments: budget approvals, project charters, assigned FTE, or
contracts with external providers.[7][1]

o Key risk indicators (KRIs) or control indicators defined for each critical risk to monitor whether
treatments are expected to keep exposure within tolerance.[8][5]

» Regular reporting showing progress on treatment implementation for critical risks, including
overdue items and escalation of slippage.[8][1]

Example notes you might record

» “Risk appetite statement defines quantitative tolerances for WHS, cyber, and financial loss; risk
register includes ‘target rating’ aligned to these tolerances for all critical risks.”[6][3]

e “For top 20 critical risks, specific treatment plans documented with named owners and funding
approved through FY26 budget.”[7][1]

» "KRIs mapped to critical risks (e.g. number of high-severity incidents, control test failures) and
reported quarterly to Executive with thresholds linked to tolerance levels.”[5][8]

E3 — Executed

Have treatments demonstrably reduced risk exposure in practice (not just on paper)?

Evidence you would look for

» Before/after risk ratings for critical risks showing movement from above-tolerance to
at-or-below-tolerance following treatment implementation, with dates and rationale recorded.[6][2]

o Trend data for KRIs and incident metrics showing improvement attributable to treatments (for
example, sustained reduction in frequency or severity of relevant incidents, losses, or near
misses).[9][8]

o Control-effectiveness assessments or testing results indicating improved design or operation of
key controls (for example, internal-audit reports, control testing, scenario exercises).[10][8]

« Post-implementation reviews or benefits-realisation reports for major risk treatments that
specifically evaluate impact on risk exposure versus target.[9][1]

« Evidence that, where treatment outcomes have not reduced risk to target, management has
adjusted strategy, escalated exceptions, or reconsidered appetite.[3][6]

» Case examples where the organisation absorbed and recovered from an event more effectively
due to new treatments (for example, cyber-incident response time reduced or service restored
faster than prior events).[10][9]
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Example notes you might record

e “Residual ratings for 15 of 20 critical risks reduced from 'High’ to ‘Medium’ over 12 months;
narrative in register links reductions to implemented treatments and confirms alignment with risk
appetite.”[6][2]

o “Lost-time injury frequency rate and high-potential near-misses down >30% over two years
following implementation of new safety controls; KRIs remain within tolerance thresholds.”[5][8]

 “Internal audit 2025-26 program reports improved control effectiveness for key cyber and
financial controls; no critical control deficiencies remaining open for top risks.”[10][1]

Additional guidance

Metric-specific evidence: “% of critical risks with treatments that reduce risk to target”
« A clearly defined list of “critical risks" and how they are designated (for example, all inherent
"Extreme/High" or risks above tolerance).[4][5]
« For each critical risk, documentation of current residual rating, target rating, and linkage to
appetite/tolerance.[3][6]

» A data extract from the risk system showing, for all critical risks, whether at least one
implemented or in-progress treatment is mapped and whether current residual is at or below
target.[8][1]

o Calculations of the metric (for example, X of Y critical risks currently at or better than target with
defined treatments), trended over time to show progress.[8][9]

« Commentary explaining any critical risks still above target, including planned treatments,
timelines, and approved temporary appetite exceptions.[3][6]

An assessor’'s working note might read:

e "As at Q2 FY26, 24 of 30 critical risks (80%) have active treatments in place and residual ratings
at or below target; remaining six have documented exceptions approved by Executive and
time-bound action plans.”[6][8]

Sources

« [1] Risk Management 101: Process, Examples, Strategies
https://auditboard.com/blog/risk-management-101

» [2] [PDF] An Overview of the Risk Management Process
https://www.finance.gov.au/sites/default/files/2019-11/Risk-Management-Process.pdf

« [3] Understanding Risk Appetite and Tolerance https://www.finance.gov.au/sites/default/files/20
20-03/Comcover%20Information % 20Sheet%20-%20Understanding % 20Risk % 20Appetite.pdf

e [4] Chapter 5 Risk Management Process - NSW Government https: [[WWW NSW.QOV. au[degartm

ement-process
. [5] How key risk indicators help manage rlsk | vmia.vic.gov.au
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https://www.finance.gov.au/sites/default/files/2020-03/Comcover%20Information%20Sheet%20-%20Understanding%20Risk%20Appetite.pdf
https://www.nsw.gov.au/departments-and-agencies/nsw-treasury/documents-library/risk-management-toolkit/chapter-5-risk-management-process
https://www.nsw.gov.au/departments-and-agencies/nsw-treasury/documents-library/risk-management-toolkit/chapter-5-risk-management-process
https://www.nsw.gov.au/departments-and-agencies/nsw-treasury/documents-library/risk-management-toolkit/chapter-5-risk-management-process
https://www.vmia.vic.gov.au/how-key-risk-indicators-help-manage-risk

« [6] Linkage Between Risk Strategy, Appetite, Tolerances, and ...
https://www.casact.org/sites/default/files/presentation/caserm_2016_presentations_cs3.pdf

o [7] Risk appetite essentials: Aligning strategy, goals, and ... https://www.trustcloud.ai/risk-manag

ement/risk-appetite-essentials-aligning-strateqy-goals-and-tolerance

« [8] Additional Resources | Department of Finance https://www.finance.gov.au/government/comc

over/risk-services/management/risk-management-toolkit/additional-resources

 [9] Parameterization Framework and Quantification Approach for Integrated Risk and Resilience
Assessments https://pmc.ncbi.nlm.nih.gov/articles/PMC7821186/

 [10] [PDF] Cyber Resiliency Metrics, Measures of Effectiveness, and ... https://www.mitre.org/site
rs-18-2579-cvber-resiliency-metrics-measures-of-effectiveness-and-scor

« [13] [PDF] nbn Risk & Control Assessment Methodology | ACCC
https://www.accc.gov.au/system/files/nbn-risk-control-assessment-methodoloqgy.pdf

 [14] Design and assessment methodology for system resilience metrics
https://www.ie.uh.edu/sites/ie/files/faculty/glim/Risk % 20Analysis % 20(DRAFT).pdf

« [15] 6 Practical Examples of Risk Management in Action - Pirani

.piranirisk.com/blog/6-practical-examples-of-risk-management-in-action
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https://www.casact.org/sites/default/files/presentation/caserm_2016_presentations_cs3.pdf
https://www.trustcloud.ai/risk-management/risk-appetite-essentials-aligning-strategy-goals-and-tolerance/
https://www.trustcloud.ai/risk-management/risk-appetite-essentials-aligning-strategy-goals-and-tolerance/
https://www.finance.gov.au/government/comcover/risk-services/management/risk-management-toolkit/additional-resources
https://www.finance.gov.au/government/comcover/risk-services/management/risk-management-toolkit/additional-resources
https://pmc.ncbi.nlm.nih.gov/articles/PMC7821186/
https://www.mitre.org/sites/default/files/2021-11/prs-18-2579-cyber-resiliency-metrics-measures-of-effectiveness-and-scoring.pdf
https://www.mitre.org/sites/default/files/2021-11/prs-18-2579-cyber-resiliency-metrics-measures-of-effectiveness-and-scoring.pdf
https://www.mitre.org/sites/default/files/2021-11/prs-18-2579-cyber-resiliency-metrics-measures-of-effectiveness-and-scoring.pdf
https://www.isms.online/iso-27001/risk-management/critical-risks/
https://www.protechtgroup.com/en-au/blog/key-risk-indicators-kris-in-enterprise-risk-management-erm
https://www.protechtgroup.com/en-au/blog/key-risk-indicators-kris-in-enterprise-risk-management-erm
https://www.accc.gov.au/system/files/nbn-risk-control-assessment-methodology.pdf
https://www.ie.uh.edu/sites/ie/files/faculty/glim/Risk%20Analysis%20(DRAFT
https://www.piranirisk.com/blog/6-practical-examples-of-risk-management-in-action

Domain 4. Execution & Operational Control

METRIC On-time, on-budget delivery rate for material initiatives

o E1— Exists: Does a defined organisational framework exist for planning, governing, and
controlling delivery of material initiatives?

» E2 — Enabled: Are teams equipped with governance, reporting, and corrective mechanisms?
o E3 — Executed: Do initiatives consistently deliver outcomes within agreed time and cost
tolerances?
The assessment is supported by progressively stronger evidence that a coherent
delivery-governance framework exists, that teams are equipped to use it, and that it
demonstrably drives on-time, on-budget outcomes for material initiatives.

E1 — Exists

Does a defined organisational framework exist for planning, governing, and controlling
delivery of material initiatives?

Evidence you would look for
« An enterprise project/program/portfolio delivery framework, methodology, or “end-to-end project
delivery framework" approved by senior leadership (or equivalent), covering initiation, business
case, planning, execution, control, and closure.[1][2]
» Standard templates—business case, project charter/PID, schedule, risk register, change request,
status report, and benefits plan—referenced in the framework.[1]
« A formal governance model for material initiatives, such as a steering committee, project control
board, or portfolio board, and terms of reference covering decision rights, quorum, and escalation
paths.[3][4]
» Defined roles and responsibilities for sponsors, SROs, project managers, PMO, finance, and risk,
documented in a RACI or equivalent.[5]
o A defined stage-gate/gateway or investment lifecycle with criteria for progressing, such as
business-case quality, risk assessment, affordability, and delivery readiness.[3][1]
o A policy or standard for minimum controls on material initiatives: risk management, issues
management, schedule and cost baselines, change control, and reporting cadence.[2][6]

» A defined “on-time, on-budget delivery rate” metric in the framework or PMO standards, including
clear rules for “on time", “on budget”, and initiatives in scope.[7][2]

Example notes you might record

e “Framework exists, is approved and version-controlled, and applies explicitly to ‘material
initiatives’ (e.g. above a value/complexity threshold).”

e “Governance forums and roles are defined, with TORs and RACIs, but there is not yet strong
evidence of consistent use.”
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e “On-time/on-budget metric is defined and included in standard PMO or performance reporting,
even if data quality or usage is still maturing.”

E2 — Enabled

Are teams equipped with governance, reporting, and corrective mechanisms?

Evidence you would look for

o Active steering committees/PSCs/boards with forward-planned meeting schedules, agendas,
packs, and minutes for current material initiatives.[6][3]

o Evidence that these forums review schedule/budget status, risks, and issues, and make decisions
or approvals, such as gate approvals, scope decisions, and risk responses.[4][3]

o A standardised toolset in use (PPM system, scheduling tools, risk registers, financial tracking)
with configuration reflecting the organisational framework.[8][2]

« Standard templates actually used in current initiatives: charters, business cases, stage-gate
documentation, status reports, and change requests.[9][1]

e Regular, standardised status reporting for material initiatives showing schedule variance, cost
variance, forecast at completion, risks, issues, and change log.[6][8]

» Defined and used escalation paths for red/amber status, including thresholds and timeframes for
escalation to higher governance levels.[4][5]

« Corrective actions raised, tracked, and closed, such as schedule-recovery plans, approved
rebaselining, and scope trade-offs to protect critical dates.[10][8]

« Active risk and issue management with mitigation plans, owners, and due dates, discussed in
governance forums.[6]

« Training materials, onboarding guides, or communities of practice teaching the framework and
use of tools for schedule/budget control.[2]

» Role descriptions or competency frameworks requiring project-governance and control skills for
PMs/SROs.[4]

Example notes you might record

e “Teams have access to and demonstrably use standard tools, templates, and governance
forums for material initiatives.”

e “There is consistent periodic reporting to governance bodies and a visible path from red/amber
status to agreed corrective actions and decisions.”

e “The on-time/on-budget metric is calculated and reported, even if performance is not yet
strong.”

E3 — Executed

Do initiatives consistently deliver outcomes within agreed time and cost tolerances?

Evidence you would look for

» A portfolio-level KPI showing the percentage of material initiatives delivered on time and on
budget over at least 12-24 months, with defined tolerances (for example, +10% schedule and +5%
cost).[7][2]
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e Trend analysis showing stable or improving on-time/on-budget rates and explanations for
variances by segment, such as initiative type or business unit.[7]

» Case studies or post-implementation reviews for major initiatives showing governance
interventions—gate decisions, scope changes, risk responses—helped avoid or recover delays and
overruns.[11][6]

« Evidence that initiatives with stronger adherence to governance exhibit fewer delays and cost
overruns, through internal analysis or industry evidence linking robust governance with fewer
delays and cost overruns.[6]

» A sample of recent material initiatives showing each had an approved baseline, regular reporting,
risk and change control, and closure reports including time and cost performance.[1][2]

« A low rate of surprises, such as late discovery of major overruns, because issues are surfaced
early through governance.[10][6]

» Routine post-implementation reviews feeding lessons learned into updates of the framework,
templates, and training.[2]
» Governance bodies periodically reviewing portfolio performance (including on-time/on-budget
rates) and adjusting criteria, thresholds, or capability focus areas.[4]

Example notes you might record

o “Metric for on-time, on-budget delivery rate is actively used as a management KPI for material
initiatives, with sustained data and clear tolerances.”

e “Majority of material initiatives meet agreed time and cost tolerances, and where they do not,
there is traceable governance oversight, documented causes, and learning incorporated back into
the framework.”

e “Governance is not just present but demonstrably influencing decisions and driving better
schedule and cost outcomes, consistent with research linking good project governance to lower
delay and cost overrun rates.”[6]

Additional guidance

Example evidence map

Level Core question focus Example evidence items

E1— Exists Is there a defined framework for Approved delivery framework,
planning, governing, and lifecycle with gates, governance
controlling material initiatives? model and TORs, RACI, defined

on-time/on-budget
metric.[3][1]1[2]

E2 — Enabled Are teams equipped with Active governance forums,
governance, reporting, and standard tools/templates in use,
corrective mechanisms? regular status reports, escalation

and corrective-action processes,
training/capability
support.[8][5][6]
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Level Core question focus Example evidence items

E3 — Executed Do initiatives consistently deliver  Portfolio KPI data for
within time and cost tolerances? on-time/on-budget rate, trend

analysis, PIRs showing
governance impact, high
proportion of material initiatives
within agreed tolerances,
continuous improvement of the
framework.[11][71[2][6]

Adapt these examples into an assessment checklist and evidence log, mapping what is
observed to each level and noting gaps (for example, “E2 enabled but not yet E3: data shows
inconsistent on-time performance despite strong documented framework").

Sources

 [1] PM-GUIDE-03-End-to-End-Project-Delivery-Framework.docx https://www.vic.gov.au/sites/de
fault/files/2019-08/PM-GUIDE-03-End-to-End-Project-Delivery-Framework.docx

 [2] [PDF] PM SOLUTIONS' - Project Portfolio Management Maturity Model
https://www.pmsolutions.com/white_papers/PPM_Maturity_Model_Paperback.pdf

« [3] Project governance - Investment Lifecycle Framework
https://ideasadvisory.com.au/wp-content/uploads/2023/01/Governance-Guideline.pdf

» [5] IT Governance and Its Role in Project Management Success https://moldstud.com/articles/p-u
nderstanding-the-crucial-role-of-it-governance-in-effective-project-management

« [6] [PDF] Project Governance and Its Role in Reducing Contractors' Time ...
https://www.jetir.ora/papers/JETIR2511303.pdf

« [7] Performance-Based Budgeting: Concepts and Examples
https://apps.leqgislature.ky.gov/Irc/publications/ResearchReports/RR302.pdf

o [8] Delivering Software on Time and on Budget - Codurance
https://www.codurance.com/delivering-software-on-time-and-on-budget

 [9] Project Management - Deliver in Time, Within Budget and Desired ... https://www.linkedin.co

m/pulse/project-management-deliver-time-within-budget-desired-zamawah

« [10] Cost Optimisation: The Hidden Drivers of Project Delivery Blowouts https://www.quayconsult
ing.com.au/news/cost-optimisation-the-hidden-drivers-of-project-delivery-blowouts

» [11] High Value High Risk 2016-17: Delivering HVHR Projects https://www.audit.vic.gov.au/report/
high-value-high-risk-2016-17-delivering-hvhr-projects/?section=

« [12] Snowy 2.0 Governance of Early Implementation
https://www.anao.gov.au/work/performance-audit/snowy-20-governance-early-implementation

 [13] P3M3 - Wikipedia https://en.wikipedia.org/wiki/P3M3
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https://www.vic.gov.au/sites/default/files/2019-08/PM-GUIDE-03-End-to-End-Project-Delivery-Framework.docx
https://www.vic.gov.au/sites/default/files/2019-08/PM-GUIDE-03-End-to-End-Project-Delivery-Framework.docx
https://www.pmsolutions.com/white_papers/PPM_Maturity_Model_Paperback.pdf
https://ideasadvisory.com.au/wp-content/uploads/2023/01/Governance-Guideline.pdf
https://www.pmi.org/learning/library/project-portfolio-management-maturity-model-6126
https://moldstud.com/articles/p-understanding-the-crucial-role-of-it-governance-in-effective-project-management
https://moldstud.com/articles/p-understanding-the-crucial-role-of-it-governance-in-effective-project-management
https://www.jetir.org/papers/JETIR2511303.pdf
https://apps.legislature.ky.gov/lrc/publications/ResearchReports/RR302.pdf
https://www.codurance.com/delivering-software-on-time-and-on-budget
https://www.linkedin.com/pulse/project-management-deliver-time-within-budget-desired-zamawah
https://www.linkedin.com/pulse/project-management-deliver-time-within-budget-desired-zamawah
https://www.quayconsulting.com.au/news/cost-optimisation-the-hidden-drivers-of-project-delivery-blowouts/
https://www.quayconsulting.com.au/news/cost-optimisation-the-hidden-drivers-of-project-delivery-blowouts/
https://www.audit.vic.gov.au/report/high-value-high-risk-2016-17-delivering-hvhr-projects/?section=
https://www.audit.vic.gov.au/report/high-value-high-risk-2016-17-delivering-hvhr-projects/?section=
https://www.anao.gov.au/work/performance-audit/snowy-20-governance-early-implementation
https://en.wikipedia.org/wiki/P3M3

» [14] A Review of Project Governance Effectiveness In Australia https://www.infrastructureaustrali
a.gov.au/sites/default/files/2019-06/caravel_group_project_governance_effectiveness_march_2013

-bdf

« [15] Interactive https://assets.publishing.service.gov.uk/government/uploads/system/uploads/att
achment_data/file/1080238/Governance_-_FINAL.pdf
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https://www.infrastructureaustralia.gov.au/sites/default/files/2019-06/caravel_group_project_governance_effectiveness_march_2013.pdf
https://www.infrastructureaustralia.gov.au/sites/default/files/2019-06/caravel_group_project_governance_effectiveness_march_2013.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1080238/Governance_-_FINAL.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/1080238/Governance_-_FINAL.pdf

Domain 5. People Leadership & Culture

METRIC Voluntary turnover in critical roles

o E1— Exists: Does a defined organisational framework exist for managing critical roles, capability,
and succession?

o E2 — Enabled: Are leaders equipped to recruit, develop, and retain people in those roles?

o E3 — Executed: Is voluntary turnover in critical roles demonstrably controlled and within
tolerance?

The assessment asks whether there is a clear framework, whether leaders are equipped to use
it, and whether the turnover outcome is actually under control.

E1 — Exists
Does a defined organisational framework exist for managing critical roles, capability, and
succession?

Evidence you would look for

o A workforce or talent-management framework defining “critical roles” and how they are
identified, such as impact on strategy, risk if vacant, and scarcity of skills.[1][2]

« A succession-planning policy or guidelines describing processes, accountabilities, review
cadence, and governance (for example, HR leads, business leaders own, Board
oversight).[31[4][5][1]

» A current list or heatmap of critical roles across the organisation, signed off by the executive
team.

» Criteria or a scorecard to classify roles as “critical”, including impact, difficulty to replace, and
specialised knowledge.[2][6]

« Role profiles or success profiles for critical roles describing required technical, leadership, and
behavioural capabilities.[4][1][2]

» A succession-planning matrix or 9-box-type outputs showing, for each critical role, rated
successors, readiness (ready now/1-2 years), and risk indicators.[5][7]

* HR or People & Culture governance papers describing how critical roles and succession plans are
reviewed, such as an annual talent review or Board people committee.

» Risk-register entries noting loss of incumbents in critical roles as a strategic or operational risk
and referencing the succession framework.[3]

Example notes you might record
e “Framework is documented, communicated, and approved by the executive.”
o “Critical roles are identified using agreed, repeatable criteria, not ad-hoc opinion.”[6][1][2]

e “At least one organisation-wide cycle of identification and succession mapping has been
completed (even if maturity is early).”
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o “Clear ownership: HR defines the process; line leaders own role identification and succession
inputs.”[4][6]

E2 — Enabled

Are leaders equipped to recruit, develop, and retain people in those roles?

Evidence you would look for

» Training programs or toolkits on succession planning, talent reviews, interviewing for critical
roles, development planning, retention conversations, and inclusive talent decisions.[8][6][4]

o Attendance/coverage data showing a meaningful proportion of leaders have completed these
programs.

» Standard templates for succession plans, individual development plans (IDPs), and talent-review
packs.[5][4]

* Regular talent and succession-review meetings at business-unit and executive level, with
schedules and minutes.

» KPIs or scorecards for people leaders including critical-role fill time, internal-promotion rates into
critical roles, percentage of critical roles with ready successors,
engagement/manager-effectiveness scores, and voluntary turnover in their teams.[7]1[9][10][5]

o Links between these KPIs and performance reviews or incentives.

» Targeted development for successors (stretch assignments, mentoring, rotations, formal
learning) aligned to success profiles.[2][6][4]

» Data showing the percentage of critical roles filled internally versus externally and
time-to-productivity for new incumbents.[8][5]

» Clear, up-to-date job descriptions and criteria for critical roles shared with recruitment partners.

o Use of structured, capability-based selection methods, such as behavioural interviewing against
success profiles.[6][2]

Example notes you might record

e “Leaders understand which roles are critical and why, and can access practical tools to manage
them.”

o “People leadership expectations for critical roles are formalised in role descriptions and
performance objectives.”[4][6]

e “There is evidence that leaders are using the framework (for example, completed talent grids,
quality of IDPs, documented talent discussions), not just that it exists.”

E3 — Executed

Is voluntary turnover in critical roles demonstrably controlled and within tolerance?

Evidence you would look for

o A documented definition of voluntary turnover in line with HR standards (resignations initiated by
employees, excluding redundancies, retirement, and similar exits).[11][12][13]

» Agreed tolerance or target ranges for voluntary turnover in critical roles (for example, “aim 5-10%
for critical roles, with red threshold above X%"), ideally informed by internal and external
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benchmarks.[9][10][14][5]
 Periodic (for example, monthly or quarterly) reporting of voluntary turnover specifically for critical
roles, separate from general turnover.
» Segment analysis by role, business unit, tenure band, performance level, and manager to identify
hotspots and patterns.[10][9][8]
o Multi-period trends (12-24 months) showing turnover in critical roles is stable or improving and
remains within defined tolerance.
« Where rates exceeded tolerance in prior periods, documented actions and subsequent
improvement.[9][10][5][8]
o Exit-interview or survey themes specifically for critical-role leavers (for example, pay, manager
relationship, career path, workload) and correlation with other people metrics (engagement,
compa-ratio, workload).[10][9]
« Manager-level heatmaps highlighting outliers and follow-up with leaders whose teams show high
critical-role attrition.[8][9]
o Examples of targeted interventions where critical-role turnover spiked—adjusted pay bands,
changed managers, redesigned roles, improved onboarding—and documented impact on
turnover.[9][10][8]
» Evidence that succession plans were activated smoothly when critical-role incumbents left: time
to fill, business continuity, and performance of successors.[5][4]

Example notes you might record
e “Voluntary turnover in critical roles is not just measured but actively managed through
interventions, with an explicit 'within tolerance’ definition and thresholds.”[10][5][9]

e “Data shows that critical-role turnover is lower than or at least no worse than general turnover
and is consistent with target ranges and market context.”[14][9][10]

o “Leadership discusses critical-role turnover and succession regularly (for example, in quarterly
business reviews or people committee meetings), and decisions are recorded.”

Additional guidance

Putting it together — example assessment notes
» “A documented enterprise-wide succession and critical-role framework has been approved by
the Executive and applied in the last annual talent review (E1).”[1][3][4][5]

e “People leaders have been trained in succession planning and are held to KPIs on internal
promotion and voluntary turnover; over 80% of critical roles now have at least one identified
successor (E2).”[7][6][5][8]

e “Voluntary turnover in critical roles has averaged 7% over the past 12 months against a tolerance
band of 5-10%, with clear root-cause analysis and targeted actions where hotspots arose
(E3)."[14][9][10]

Sources
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o [1] Talent Management Framework: succession planning
https://www.uhb.nhs.uk/hr/talent-management/succession-planning/

« [2] Definition of a critical role in succession planning - SkillPanel
https://skillpanel.com/blog/definition-critical-role-succession-plannin

» [3] Microsoft Word - Succession Planning - Support (Green Book) Staff 5.24.25 FINAL BF https://
bedsfireresauth.moderngov.co.uk/documents/s7016/ltem %2011d % 20Succession % 20Planning %2

0-%20Support%20CGreen%20Book % 20Staff%205.24.25%20AC % 20FINAL % 20BF.pdf

o [4] Free succession planning... https://www.aihr.com/blog/succession-planning/
« [5] 10 Succession Planning Metrics You Should Know - AIHR
https://www.aihr.com/blog/succession-planning-metrics/

o [6] Succession and leadership planning that drives organisational ... https://downloads.manpower

¢ [8] HR case study turnover: How firm cut attrition 30%
https://www.upscend.com/blogs/hr-case-study-turnover-how-firm-cut-attrition-30

« [9] Voluntary Turnover Rate | HR Strategy Playbook
https://umbrex.com/resources/company-analysis/human-resources/voluntary-turnover-rate/

« [10] 12 Employee Turnover and Retention KPIs to Measure in 2025 ... https://www.netsuite.com/p
ortal/resource/articles/human-resources/employee-turnover-kpis-metrics.shtml

o [11] What is Voluntary Turnover? Definition, Causes, and Calculation
https://www.aihr.com/blog/voluntary-turnover/

» [12] Top HR Metrics for Strategic Workforce Decisions - Visier

https://www.visier.com/blog/to

« [13] Voluntary Turnover Rate: Meaning, Formula, and How to Reduce It
https://tagad.in/hr-glossary/voluntary-turnover-rate

e [14] 25 Essential HR Metrics and KPIs You Need to Track
https://www.subscribe-hr.com.au/blog/25-hr-metrics-and-kpis

 [15] How to Calculate Voluntary Turnover Rate as an HR Metric | Acorn

https://acorn.works/blog/voluntary-turnover-rate
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https://bedsfireresauth.moderngov.co.uk/documents/s7016/Item%2011d%20Succession%20Planning%20-%20Support%20Green%20Book%20Staff%205.24.25%20AC%20FINAL%20BF.pdf
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https://bedsfireresauth.moderngov.co.uk/documents/s7016/Item%2011d%20Succession%20Planning%20-%20Support%20Green%20Book%20Staff%205.24.25%20AC%20FINAL%20BF.pdf
https://www.aihr.com/blog/succession-planning/
https://www.aihr.com/blog/succession-planning-metrics/
https://downloads.manpowergroup.com.au/succession-and-leadership-planning-that-drives-organisational-success
https://downloads.manpowergroup.com.au/succession-and-leadership-planning-that-drives-organisational-success
https://www.brianheger.com/succession-planning-tackling-3-critical-challenges-brian-heger/
https://www.upscend.com/blogs/hr-case-study-turnover-how-firm-cut-attrition-30
https://umbrex.com/resources/company-analysis/human-resources/voluntary-turnover-rate/
https://www.netsuite.com/portal/resource/articles/human-resources/employee-turnover-kpis-metrics.shtml
https://www.netsuite.com/portal/resource/articles/human-resources/employee-turnover-kpis-metrics.shtml
https://www.aihr.com/blog/voluntary-turnover/
https://www.visier.com/blog/top-10-strategic-hr-ta-metrics/
https://taggd.in/hr-glossary/voluntary-turnover-rate/
https://www.subscribe-hr.com.au/blog/25-hr-metrics-and-kpis
https://acorn.works/blog/voluntary-turnover-rate

Domain 6. Learning & Improvement

METRIC Repeat incidents or repeat failures

o E1— Exists: Does a defined organisational process exist for learning from incidents, failures, and
reviews?

o E2 — Enabled: Are root cause analysis and improvement mechanisms consistently applied?
o E3 — Executed: Is there evidence that lessons learned have reduced repeat incidents or failures?

Each level can be supported with a mix of documented processes, consistent practice, and
trend data showing fewer repeats over time.[1][2]

E1 — Exists
Does a defined organisational process exist for learning from incidents, failures, and reviews?

Evidence you would look for

» A policy or standard describing the “learning from incidents” process, scope, and responsibilities
(for example, based on steps such as collect, evaluate, decide, act, review).[4][2]

o A documented procedure or workflow for incident handling, including investigation, root-cause
analysis, corrective/preventive actions, and effectiveness review.[3][5]

» Defined triggers for formal reviews, such as incident-severity thresholds, repeat failures, and
significant near misses.[2]

» Templates and tools: investigation/RCA templates, lessons-learned forms, action-tracking
registers, and after-action-review checklists.[5][6]

» Governance references in the management system, risk framework, or ISO 27001/9001/Safety
management documentation showing how learning from events is embedded.[1][2]

o Clear roles: named owners for incident management, investigation leads, learning coordinators, or
“local safety leaders."[7][2]

Example notes you might record

e “Documented ‘Learning from Incidents’ procedure v3.2 covers reporting, investigation, RCA,
action management, effectiveness review.”

o “Standard templates used for investigations and lessons learned workshops are available in
QMS.”

e “Policy A.5.27 references requirements to capture and act on lessons from information security
incidents.”[1]

E2 — Enabled

Are root cause analysis and improvement mechanisms consistently applied?

Evidence you would look for

« Incident records consistently including description, classification, root-cause analysis,
contributing factors, and recommended actions.[8][5]
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» Use of a recognised RCA or analysis method (for example, 5 Whys, fishbone, fault tree,
discussion groups) for all significant incidents, not just a few.[9][7][5]

* Documented criteria for when RCA is required and evidence that criteria are followed (for
example, “all high/critical incidents have an RCA within 10 working days").[5][1]

» Action logs showing improvement actions are SMART (specific, measurable, achievable, realistic,
timely).[2][5]

» Action logs showing improvement actions are assigned to owners with due dates and tracked
through to completion in a unified system.

» Quality checks on RCAs, such as peer review, standard evaluation criteria, and checks that
causes are evidence-based and logically linked.[6][10]

 Training material and attendance records for staff who conduct investigations and facilitate
lessons learned.[7][2]

Example notes you might record

e “Sample of 10 high-severity incidents: all have documented RCA using standard template;
actions assigned and tracked in central register.”

o “RCA quality checklist used, investigations reviewed by safety manager before closure.”[6]

* “>80% of significant incidents have a documented post-incident review within 30 days (per KPI
dashboard).”[1]

E3 — Executed
Is there evidence that lessons learned have reduced repeat incidents or failures?

Evidence you would look for

» The rate of repeat incidents with the same root cause over time (for example, per quarter), by
system, asset, or service.[1]

o Trends in the number or rate of high-impact incidents, normalised per site, user, or system.[7][1]
» The percentage of improvement actions verified as effective, rather than simply “closed”.[1]

« Studies or internal analyses showing reductions in near misses/adverse events after
implementation of specific actions.[7]

» Post-implementation reviews explicitly asking "Did this action prevent recurrence?"” and
documenting evidence, such as no similar incidents for X months or control-performance
data.[9][2]

o Cases where ineffective actions were revised or strengthened following an effectiveness
check.[7][1]

» Before/after examples: a recurring failure mode, the investigation and system changes, followed
by a documented drop in that failure type.[1][7]

» Behaviour-change evidence, such as fewer “repeat clickers"” in phishing tests or improved
reporting and safer practices following targeted coaching.[11][12]

e Evidence that lessons from one area are communicated and applied more widely through alerts,
safety bulletins, toolbox talks, or learning sessions.[4][2]
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« Records showing controls or standards were updated and adopted across sites as a result of
specific incidents.[3][2]

Example notes you might record

e “Dashboard shows 60% reduction in incidents with root cause ‘incorrect configuration’ over 12
months after implementing new change control and training.”[7][1]

» "Effectiveness reviews carried out for 90% of high-risk incident actions; two ineffective
measures were redesigned after follow-up incidents.”[7]

o “Lessons learned bulletins issued quarterly; evidence of procedure updates and toolbox talks
referencing those bulletins.”[4][2]

Additional guidance

Example evidence table

What to look for Typical documents/artefacts

E1— Exists Defined process for learning Policies, procedures, LFI
from incidents standard, investigation and
lessons-learned templates, role
descriptions, QMIS
references.[2][3]

E2 — Enabled Consistent application of RCA Sample incident files with RCA
and improvement mechanisms and actions, RCA criteria, action
logs, training records, RCA
quality checks.[5][6]1[7]

E3 — Executed Demonstrable reduction in Trend metrics on repeat
repeats due to learning incidents, effectiveness reviews,

case studies, evidence of wider
rollout of improvements.[1][7][4]

Sources

o [1] A.5.27 Learning From Information Security Incidents - MSP Lessons ... https://www.isms.onlin

e/managed-service-providers/a-5-27-learning-from-information-security-incidents-msp-lessons-|

earned-loops/

o [2] [PDF] Components of Organisational Learning From Events https://www.veiligheidvoorop.nu/
wp-content/uploads/2024/02/0ct23-LVI-021-I0GP-552-Components-of-Organisational-Learning-

from-Events.pdf

o [3] [PDF] Guidance on Learning From Incidents, Accidents and Events - IChemE
https://www.icheme.org/media/8444/xxv-paper-02.pdf

e [4] Enhancing Learning from Incidents — Five Tried and Tested ...
https://www.icheme.org/media/16945/hazards-28-paper-39.pdf

o [5] [PDF] Root cause analysis toolkit - Clinical Excellence Commission https://www.cec.health.ns
w.gov.au/__data/assets/pdf_file/0009/606735/Root-cause-analysis-toolkit.pdf
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https://www.isms.online/managed-service-providers/a-5-27-learning-from-information-security-incidents-msp-lessons-learned-loops/
https://www.isms.online/managed-service-providers/a-5-27-learning-from-information-security-incidents-msp-lessons-learned-loops/
https://www.veiligheidvoorop.nu/wp-content/uploads/2024/02/Oct23-LVI-021-IOGP-552-Components-of-Organisational-Learning-from-Events.pdf
https://www.veiligheidvoorop.nu/wp-content/uploads/2024/02/Oct23-LVI-021-IOGP-552-Components-of-Organisational-Learning-from-Events.pdf
https://www.veiligheidvoorop.nu/wp-content/uploads/2024/02/Oct23-LVI-021-IOGP-552-Components-of-Organisational-Learning-from-Events.pdf
https://www.icheme.org/media/8444/xxv-paper-02.pdf
https://www.icheme.org/media/16945/hazards-28-paper-39.pdf
https://www.cec.health.nsw.gov.au/__data/assets/pdf_file/0009/606735/Root-cause-analysis-toolkit.pdf
https://www.cec.health.nsw.gov.au/__data/assets/pdf_file/0009/606735/Root-cause-analysis-toolkit.pdf

o [6] Evaluating the quality of a root cause analysis investigation
https://www.bakerhughes.com/cordant/blog/evaluating-quality-root-cause-analysis-investigation

« [7] Effectiveness and limitations of an incident-reporting system ... - PMC
https://pmc.ncbi.nim.nih.gov/articles/PMC6160204

« [8] using learning potential in the process from reporting an ...
https://pubmed.ncbi.nim.nih.qov/23498711

» [9] What Is Root Cause Analysis? The Complete RCA Guide - Splunk
https://www.splunk.com/en_us/blog/learn/root-cause-analysis.html

 [10] The Effectiveness of Root Cause Analysis: What Does the Literature Tell Us?
https://www.sciencedirect.com/science/article/abs/pii/S1553725008340495

e [11] Learning From Incidents: Key Indicators of Real Organizational Growth
https://www.safetywise.com/post/how-to-know-when-you-ve-truly-learned-from-an-incident

e [12] Security Awareness Metrics That Matter: Predicting Breach Reduction

https://hoxhunt.com/blog/security-awareness-metrics

« [13] [PDF] Learning from incidents November 2019 https://www.coalminesinquiry.qld.gov.au/__da
ta/assets/pdf_file/0005/1621076/Anglo-American-SandSD-Group-Standard-Learning-from-Inciden
ts-November-2019.pdf

 [14] Using a survey of incident reporting and learning practices to ... - PMC
https://pmc.ncbi.nim.nih.gov/articles/PMC2464979

 [15] Why Aren't Organisations Learning from What Goes Wrong in Their ...
https://www.incidentanalytics.com.au/blog/how-can-we-learn-more-from-unwanted-events
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https://pubmed.ncbi.nlm.nih.gov/23498711/
https://www.splunk.com/en_us/blog/learn/root-cause-analysis.html
https://www.sciencedirect.com/science/article/abs/pii/S1553725008340495
https://www.safetywise.com/post/how-to-know-when-you-ve-truly-learned-from-an-incident
https://hoxhunt.com/blog/security-awareness-metrics
https://www.coalminesinquiry.qld.gov.au/__data/assets/pdf_file/0005/1621076/Anglo-American-SandSD-Group-Standard-Learning-from-Incidents-November-2019.pdf
https://www.coalminesinquiry.qld.gov.au/__data/assets/pdf_file/0005/1621076/Anglo-American-SandSD-Group-Standard-Learning-from-Incidents-November-2019.pdf
https://www.coalminesinquiry.qld.gov.au/__data/assets/pdf_file/0005/1621076/Anglo-American-SandSD-Group-Standard-Learning-from-Incidents-November-2019.pdf
https://pmc.ncbi.nlm.nih.gov/articles/PMC2464979/
https://www.incidentanalytics.com.au/blog/how-can-we-learn-more-from-unwanted-events

Domain 7. Governance & Accountability

METRIC % of material issues closed on time (audit, reviews, incidents)

o E1— Exists: Do defined governance roles, accountabilities, and issue management processes
exist?

o E2 — Enabled: Are issue owners supported with authority, tracking, and escalation mechanisms?
o E3 — Executed: Are material issues reliably closed on time, with consequences for non-closure?

Evidence and notes for the Governance & Accountability metric (% of material issues closed
on time for audits, reviews, and incidents) support a structured maturity assessment across E1
(Exists), E2 (Enabled), and E3 (Executed).

E1 — Exists

Do defined governance roles, accountabilities, and issue management processes exist?

Evidence you would look for

« Documented frameworks, such as the three lines of defense model, that evidence defined
governance roles, accountabilities, and issue-management processes.

» Role mappings and policies for issue identification, escalation, and remediation.

» Charters for risk committees.

o RACI matrices for audits, reviews, and incidents.

» Procedures outlining timelines for material issues, such as high-rated audit findings.

» Governance manuals, process flowcharts, and Board-approved standards confirming
existence.[1]1[2][3][4]

Example notes you might record
* No worked example notes provided in source material.

E2 — Enabled

Are issue owners supported with authority, tracking, and escalation mechanisms?

Evidence you would look for
o Authority assignments, such as decision rights and BEAR-like regimes, supporting issue owners.

« Tracking dashboards for open issues with ageing metrics.

« Escalation workflows, such as automated notifications or tiered support.
e Incident-tracking systems.

o Executive scorecards linking to remediation status.

« Training on accountability cascades.

e Resource allocation for compliance functions.

* Remuneration incentives tied to timely closure to ensure enablement.[5][6][7][1]
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Example notes you might record
* No worked example notes provided in source material.

E3 — Executed
Are material issues reliably closed on time, with consequences for non-closure?

Evidence you would look for
o KPIs such as "% deviations/non-conformances closed on time", "audit findings closure rate”, and
low numbers of open/aged findings demonstrating reliable on-time closure of material issues.
» Consequences for delays, such as inconsistent but applied non-remuneration actions.
* Reports on remediation timelines.
e Root-cause analyses.
» Back-tested outcomes showing >80-90% closure rates for material audits, reviews, and
incidents.
» Consistent enforcement via clawbacks/malus.
» Board oversight of ageing metrics to drive accountability.[4][7][1][5]

Example notes you might record
* No worked example notes provided in source material.

Sources

« [1] [PDF] Self-assessments of governance, accountability and culture | APRA https://www.apra.qg
ov.au/sites/default/files/information_paper_self-assessment_of_governance_accountability_and_cul

ture.pdf

» [2] What is a governance framework? Guide and best practices - Diligent
https://www.diligent.com/en-au/resources/blog/what-is-governance-framework

 [3] ASIC's governance and accountability https://www.asic.gov.au/about-asic/what-we-do/how-
we-operate/asic-s-governance-and-accountability/

 [4] Quality Metrics: Definition, Types, Examples, How to Implement and ...
https://simplergms.com/quality-metrics/

 [5] 11 Governance Metrics for Stronger Corporate Governance - LinkedIn https://www.linkedin.co
m/posts/smiit-cyberai_elevating-governance-kpis-key-metrics-activity-7379440010342662144-M
6z0

o [6] Mechanlsms exist to identify respon5|blllty and ownershlp ttps [[WWW well- archltected -quide

 [8] Accountability beyond measurement. The role of meetings in ...
https://www.sciencedirect.com/science/article/pii/S0743016721002904

o [9] Pillar 2 Ewdence and accountability | Evaluatlon Strategy 2024-2028 https: [[WWW industry.q
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https://www.apra.gov.au/sites/default/files/information_paper_self-assessment_of_governance_accountability_and_culture.pdf
https://www.diligent.com/en-au/resources/blog/what-is-governance-framework
https://www.asic.gov.au/about-asic/what-we-do/how-we-operate/asic-s-governance-and-accountability/
https://www.asic.gov.au/about-asic/what-we-do/how-we-operate/asic-s-governance-and-accountability/
https://simplerqms.com/quality-metrics/
https://www.linkedin.com/posts/smiit-cyberai_elevating-governance-kpis-key-metrics-activity-7379440010342662144-M6zo
https://www.linkedin.com/posts/smiit-cyberai_elevating-governance-kpis-key-metrics-activity-7379440010342662144-M6zo
https://www.linkedin.com/posts/smiit-cyberai_elevating-governance-kpis-key-metrics-activity-7379440010342662144-M6zo
https://www.well-architected-guide.com/well-architected-pillars/mechanisms-exist-to-identify-responsibility-and-ownership/
https://www.well-architected-guide.com/well-architected-pillars/mechanisms-exist-to-identify-responsibility-and-ownership/
https://www.salusgrc.com/blog/top-10-grc-metrics-and-kpis-every-compliance-leader-should-track/
https://www.salusgrc.com/blog/top-10-grc-metrics-and-kpis-every-compliance-leader-should-track/
https://www.sciencedirect.com/science/article/pii/S0743016721002904
https://www.industry.gov.au/publications/evaluation-strategy-2024-2028/pillar-2-evidence-and-accountability
https://www.industry.gov.au/publications/evaluation-strategy-2024-2028/pillar-2-evidence-and-accountability

[10] Reporting Meaningful Performance Informat|on

 [11] APRA Information Paper: Self-assessments of governance ... https://www.governanceinstitut
e.com.au/news_media/apra-information-paper-self-assessments-of-governance-accountability-a

nd-culture/

¢ [12] Worldwide Governance Indicators - World Bank
https://www.worldbank.ora/en/publication/worldwide-governance-indicators

« [13] Escalation Management https://support.supportbench.net/article/escalation-management

« [14] Building Strong SES Accountabilities for Data
https://www.finance.gov.au/sites/default/files/2024-06/ses-accountabilities-for-data.pdf
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https://www.anao.gov.au/work/insights/reporting-meaningful-performance-information
https://www.governanceinstitute.com.au/news_media/apra-information-paper-self-assessments-of-governance-accountability-and-culture/
https://www.governanceinstitute.com.au/news_media/apra-information-paper-self-assessments-of-governance-accountability-and-culture/
https://www.governanceinstitute.com.au/news_media/apra-information-paper-self-assessments-of-governance-accountability-and-culture/
https://www.worldbank.org/en/publication/worldwide-governance-indicators
https://support.supportbench.net/article/escalation-management
https://www.finance.gov.au/sites/default/files/2024-06/ses-accountabilities-for-data.pdf

About this guidebook

This guidebook consolidates seven domain-specific evidence-notes documents into a single
assessor reference. The E1/E2/E3 gateway levels are consistent across all domains: Exists /
Enabled / Executed.
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