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Boosting public sector 
digital project delivery 
confidence with DTA’s 
assurance framework

The Australian government continues to make significant 

investments in digital transformation projects — totalling 

$12.9 billion as of the 2024-25 mid-year economic and fiscal 

process — but too many of these projects are still failing to meet 

expectations or inspire confidence, leading the government to 

sharpen its focus on project performance.

Over the last year, the number of digital projects undergoing a delivery 

confidence assessment increased by 46.3%, and as of February 2025, 23 

out of 61 assessed transformation initiatives are rated as having medium 

to low delivery confidence due to stalled progress or emerging risks. The 

consequences of this ripple outward: staff are forced to rely on outdated 

systems, citizens wait longer for essential services and agencies projects 

lose momentum and trust in future reforms.
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Agencies need to rethink how assurance is 
applied. Not as a compliance activity, but as 
a strategic task in navigating complexity and 
mitigating risk.

Delivery assurance — State 4 of The Digital Transformation Agency’s 

(DTA) Commonwealth Digital and ICT Investment Oversight 

Framework (IOF)   — commonly referred to as the DTA assurance 

framework. This assurance framework was designed to help close 

this gap by providing leaders with a clear view of whether projects are 

truly positioned for success. This is accomplished through activities 

such as project health checks, focused reviews of key areas of risk or 

components of the project critical to successful delivery, and internal 

audits. Unfortunately, assurance is often treated as a tick-the-box 

compliance task rather than a strategic function. Reviews start late, are 

too narrowly-scoped and conducted with little to no independence to 

provide meaningful foresight into risk.

To shift outcomes and meet the DTAs requirements, agencies — 

especially Senior Responsible Officers (SROs) — need to rethink how 

assurance is applied. Not as a compliance activity, but as a strategic 

task in navigating complexity and mitigating risk.
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Three principles of 
effective assurance
Two basic foundations of assurance are 

independence and timing. Without independence, 

assurance risks becoming an echo of delivery 

rather than an honest assessment. When 

assessment is independent and separate from the 

delivery team, they can offer a clear, objective 

review, and do so without pulling critical 

resources away from delivery.

Timing is just as critical. When assurance begins 

too late, it becomes reactive. A welltimed delivery 

confidence assessment can inform key decisions, 

flag risks before they eventuate and evolve with 

the project.

But even with these foundations in place, assurance 

must go further in today’s environment of increasing 

project complexity, resource constraints and 

scrutiny.

These three principles outline what effective 

assurance looks like, and how it can help teams 

stay ahead of delivery challenges, create 

confidence in and ultimately successful digital 

transformation projects.

A well timed delivery confidence 
assessment can inform key decisions, 
flag risks before they eventuate and 
evolve with the project.
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1.  It generates foresight, not just 
insight.
While assurance can certainly provide 

insight into past performance, its true value 

lies in forecasting where the project is 

headed. By getting involved early and staying 

engaged throughout the project, assurance 

is positioned not just to reflect what’s gone 

wrong but to anticipate what might.

This foresight is especially critical in the 

early stages of a project when optimism 

is high, the business case is approved 

and teams are energised to deliver. That 

momentum can create a sense of certainty 

that everything will go according to plan.

Consider a multi-year digital case 

management system project where the 

initial assurance is conducted at the 

business case stage and not revisited until 

just before launch. In the interim, critical 

risks — like integration issues with legacy 

systems, delays in user testing or a shortage 

of skilled developers  — can go unchecked. 

An assurance provider embedded from the 

start and engaged throughout can surface 

the risks early and provide leadership with 

actionable strategies to stay on course. This 

kind of foresight is essential to improving 

the delivery confidence of digital projects.

2.  It reflects the complexity of the 
work, and who’s doing it.
Digital transformation programs, 

particularly within government, are large, 

complex and politically sensitive. Yet it’s not 

uncommon for assurance roles to be filled 

by generalists or under-resourced teams. 

This mismatch between the complexity 

of the project and the depth of assurance 

capability limits the effectiveness of any 

review. Effective assurance accounts for 

this reality.

Strong assurance evaluates who is doing 

the work, whether they understand the 

delivery environment and if the team has 

the right skills, context and flexibility to 

respond when the realworld complexity 

begins to surface. This is particularly critical 

when agencies rely on system integrators 

who, while technically capable, may lack the 

institutional knowledge or policy fluency 

needed in a public sector context.
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3.  It serves as a trusted adviser to the 
senior responsible officials.
Ultimately, the goal of assurance is not to monitor 

or micromanage the project  — it’s to support the 

Senior Responsible Officer (SRO) and their team to 

deliver a successful outcome. One of the challenges 

government has is getting the right resources and skills. 

An independent third-party assurance won’t divert 

resources from your in-house team. When assurance 

is viewed not as an audit or compliance function but 

as a strategic partner, it becomes easier to have open 

conversations about what’s working, what’s not and 

what needs to change. A strong assurance relationship 

gives the SRO access to honest perspectives and equips 

them with the foresight to make informed decisions 

before risks escalate.

Digital transformation in government is high 

stakes work and under increasing scrutiny. As 

the Digital Transformation Agency’s delivery 

confidence assessments become more common, 

more projects are assessed for delivery confidence, 

and the pressure to deliver real, measurable 

outcomes will only intensify. But assessing the 

delivery confidence of digital projects doesn’t 

have to be a guessing game. By applying the right 

assurance framework — engaged early, executed 

independently and aligned to the complexity of the 

work — SROs can lead with clarity.

When assurance is 
viewed not as an 
audit or compliance 
function but as a 
strategic partner, 
it becomes easier 
to have open 
conversations about 
what’s working, 
what’s not and what 
needs to change.

Assurance = confidence 
in your delivery
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