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Risk management is an 
essential component of sound 
business management and 
good corporate governance. 
Understanding risks and 
managing them appropriately 
enhances our ability to make 
better decisions, deliver on 
objectives and improve 
our performance.

Our Enterprise Risk Management 

Framework and Guidelines, 

reviewed annually, are based on 

the International Standard on Risk 

Management (ISO 31000), and 

align with the Commonwealth Risk 

Management Policy. The standard 

defines risk as ‘the effect of uncertainty 

on objectives’, and risk management 

as the ‘coordinated activities to direct 

and control an organisation with regard 

to risk’. 

Through these documents and 

supporting processes, we formally 

establish and communicate our approach 

to ongoing risk management and guide 

our actions and ability to accept and 

control risks.

Culture and 
risk tolerance 

Our organisational culture supports 

innovation and creativity by providing 

an environment where risk–aware 

decision–making is encouraged. 

Effective engagement with risk is 

necessary to support the obligations 

and responsibilities of the Administrator. 

Early and open conversations about 

risk tolerance are the most important 

element of the risk assessment process. 

Communicating what is acceptable 

engagement with risk is the first step 

in embedding the risk tolerance in our 

workplace culture.

Our risk tolerance statement describes 

our attitude toward risk–taking by 

articulating the amount of risk that we are 

willing to accept to achieve our objectives. 

Articulating our tolerance for risk allows 

our organisation to set objectives, 

comply with legal and policy obligations, 

allocate and utilise resources, 

and improve transparent and 

accountable decision making.

Identification 
and management 

Effective risk management requires every 

member of our organisation to identify 

and understand the business risks in their 

area and actively manage those risks as 

part of their day–to–day activities. 

Our robust management of risk is 

built into our business–as–usual 

practices using consistent language, 

approaches and documentation across all 

levels of the organisation to monitor risk.

Oversight and assurance

Our formal governance structures 

and reporting arrangements adopt a 

‘three lines of defence’ model to provide 

assurance over the effectiveness of our 

risk controls. This model ensures that 

we have embedded independent and 

objective oversight at all levels to provide 

added assurance. 

Identify

Treat

Monitor
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CEO, Executive Committee and Audit Committee

1st Line �����������������

2nd Line ������������������������
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3rd Line 
��������������

Culture

Risk
culture

Risk
behaviour

Decision
Making

6. Risk
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Our People

The NHFB is an agile, dynamic, 

innovative and unique portfolio agency. 

We have a small and specialised 

workforce that is educated, 

culturally diverse and gender balanced. 

Our workforce is supported by a 

flexible legislative framework under 

the Public Service Act 1999 with 

terms and conditions governed by the 

National Health Funding Body Enterprise 

Agreement 2016–2019 (the EA). 

We recognise that skilled, engaged and 

versatile people are critical to the 

achievement of our objectives. 

We aim to cultivate and value our 

workforce by:

++ supporting and developing the 

capabilities of our staff to meet our 

work requirements

++ attracting and retaining skilled, 

adaptable and responsive people

++ promoting a culture where people 

work within and across teams to 

maximise expertise and produce 

results that benefit the agency as 

a whole

++ refining our organisational 

approaches to reflect the 

requirements of a dynamic, 

small–sized organisation capable of 

responding quickly and flexibly to 

meet emerging requirements.

Over time, we have developed a 

sound understanding of our culture 

and workforce needs, including the 

requirement for data analysts as well 

as experts in finance and compliance. 

While current staffing levels allow 

us to perform our duties, like most 

organisations we are vulnerable when 

there is a loss of corporate knowledge 

due to turnover or unforeseen absences.

Our Values 

We are committed to observing the 

Australian Public Service Values 

and Code of Conduct, both of which 

represent our approach to interacting 

and collaborating with colleagues, 

stakeholders, and the community. 

Impartial

We are apolitical and provide the 

Administrator with advice that is frank, 

honest, timely and based on the best 

available evidence.

Committed

We are professional, objective, innovative 

and efficient, and work collaboratively 

to achieve the best results for our 

stakeholders and partners.

Accountable

We are open and accountable to the 

Australian community under the 

NHR Agreement and the national 

health reform legislative requirements 

of the Commonwealth and, 

States and Territories.

Respectful

We respect all people, including their 

rights and heritage.

Ethical

We demonstrate leadership, trust, and act 

with integrity in all that we do.

Our Behaviours

We are committed to sharing a common 

set of behaviours and working together as 

a united team to achieve our objectives:

One NHFB

We contribute as a united team and are 

empowered to do our best work. 

Enhance Trust

We treat others as equals and collaborate 

openly across boundaries.

Open Communication

We listen actively to the views of others 

and share information.

Own It

Everyone has ownership of their 

performance by knowing, accepting and 

performing their role to the best of their 

ability. Behave our way to new thinking — 

‘It starts with me’. 
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Our work is supported by Information 

and Communication Technology (ICT) 

services provided by the Commonwealth 

Department of Health (Health). 

These services include access to the 

standard Health ICT environment, 

desktop and mobile computing, 

and telecommunication services.

The functions of the Administrator 

involve the use of data and information 

from multiple sources. As some of the 

data may be sensitive or personal, 

specific treatments and/or security 

arrangements are required. The large 

and complex datasets require our 

systems to be capable of managing 

significant records, calculations 

and analysis.

The most significant technological 

resources we use include: the CCM, 

the Health Enterprise Data 

Warehouse (EDW), and the National 

Health Funding Administrator 

Payments System. Each of these systems 

is supported by robust and transparent 

governance relating to the privacy 

and protection of data.

Commonwealth Contribution Model

The CCM enables accurate 

Commonwealth NHR Agreement 

contribution calculations at a State 

and Territory, LHN and service 

category levels, incorporating inputs 

from multiple sources. 

Health Enterprise Data Warehouse

In 2010 the Health EDW was established 

to provide ICT capability to enable 

us (together with other key agencies) 

to perform our role under the 

NHR agreement.

The EDW is a high–quality, secure, 

reliable, easy–to–use, shared data 

storage, analysis and reporting system 

that supports some of our key information 

management requirements. 

National Health Funding Administrator 
Payments System

The Payments System is a secure 

deposits and payments system operated 

by the Commonwealth Department of 

Human Services (DHS). Access to the 

Payments System is strictly controlled via 

a two–factor authentication system.

We continue to work closely with key 

stakeholders and partners to ensure 

the Payments System remains a secure, 

transparent and efficient mechanism for 

facilitating payments.
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Risk Tolerance Statement

Calculations Lowest Tolerance

+ Accurate Calculation

+ Reconcile activity

+ Funding integrity

+ Timely advice

An error in the calculation of payments results in inaccurate advice to the 
Commonwealth Treasurer

We have the LOWEST tolerance for incorrect calculations resulting from internal failures 
due to poor governance, processes and delivery

Delay or errors in reconciliation of payments made to jurisdictions

We have the LOWEST tolerance for inaccurate reconciliation processes between 
estimated and actual service volumes that impact funding to Local Hospital 
Networks (LHNs)

Payments Lowest Tolerance

+ Payment System

+ Payments to LHNs

+ Funding Pool Financial 
Statements

Delay or errors in payments to jurisdiction(s) due to system or process failure

Given the scale of the funds paid through the Funding Pool, we have the LOWEST
tolerance for internal failures resulting from poor governance, processes and delivery, 
or illegal activity

A modified audit opinion is given on the Administrator’s Financial Statements

We have a VERY LOW tolerance for risks that impact transparency due to failures to 
meet our compliance reporting requirements

Reporting Medium Tolerance

+ Funding Reports

+ Activity Reports

+ Information provided

Reporting of public hospital funding and/or activity is delayed or inaccurate

Our dependency on stakeholders to provide accurate and timely data means that we 
have a MEDIUM tolerance for failure to meet our reporting requirements

Inappropriate data release results in loss of confidence in the Administrator and 
the NHFB

We have the LOWEST tolerance for internal failures that impact the management and 
security of data in accordance with relevant legislative requirements

Stakeholders Medium Tolerance

+ Engagement & collaboration

+ Provision of advice

Strategic and operational goals are unmet due to unproductive relationships

We have a MEDIUM tolerance for risk when developing stakeholder relationships 
that advance strategic and operational goals whilst maintaining the integrity of the 
Administrator and the NHFB

Organisation Low Tolerance

+ Positive & productive culture

+ Good Governance

+ Policies & procedures

+ NHFB Financial Statements

Outcomes are not achieved due to the inability to adapt and innovate

We have a MEDIUM tolerance to explore best practice approaches that allow for 
innovation in policies and procedures

Poor workplace culture impacts planned outcomes due to a lack of engagement or loss 
of high-performing staff

We have a LOW tolerance for risks which jeopardise our ability to attract, retain and 
develop talent to achieve outcomes

Inadequate WH&S policies and procedures result in impacts on the health, safety and 
wellbeing of staff

We have the LOWEST tolerance for activities and environments that adversely impact 
the health, safety and wellbeing of staff

Fraudulent activity impacts the agency’s integrity

We have the LOWEST tolerance for internal failures that are the result of poor 
governance or illegal activity

Our Risk Tolerance
Our attitude toward risk taking is outlined in our risk tolerance statement which illustrates the amount of risk that we are willing to 
accept or retain to achieve our objectives.

We have assessed our level of risk tolerance against each of the five themes required to meet our objectives. These levels 
highlighted below are based on the supporting business function, the potential cost and/or the benefit of engaging with risk to 
improve our decision-making ability. 

Message from the CEO
Effective engagement with risk is necessary to support 
the obligations and responsibilities of the Administrator 
of the National Health Funding Pool (the Administrator) 
to provide best practice administration of public hospital 
funding in Australia. 

As the Accountable Officer under the Public Governance, 
Performance and Accountability Act 2013 (PGPA Act), it is my 
responsibility to establish and maintain appropriate systems 
of risk oversight and management, including setting our 
risk tolerance.

Communicating what is acceptable engagement with risk is the 
first step in embedding risk tolerance in our workplace culture. 
This statement allows our organisation to set objectives, 
comply with legal and policy obligations, allocate and 
utilise resources, and improve transparent and accountable 
decision making.

A culture where we all understand our role in managing risk 
in our work will ensure we are successful. As valued members 
of the NHFB team I encourage you all to engage with and 
adopt mindful practices so that together, we can achieve better 
risk-based decision making in the workplace.

Mr Shannon White, CEO

Engagement is key
A risk aware culture supports innovation and creativity by 
providing an environment where risk-based decision-making 
is encouraged. Early and open conversations about risk 
tolerance are the most important element of the risk 
assessment process. 

When assessing how much risk can be tolerated, 
employees should consider:

+ Which NHFB objective will be impacted?

+ If there are alternative options that could result in a 
better outcome?

+ What evidence is needed to support your decision?

+ How the risks of all options can be managed effectively?

+ Have key stakeholders been consulted?

Attachment A: Strategic Direction 2018–2022

Strategic Direction
2018–2022

About us

The Administrator of the National Health Funding Pool (the Administrator) 
and the National Health Funding Body (NHFB) were established through 
the Council of Australian Governments National Health Reform Agreement 
(NHR Agreement) of August 2011. 

The Administrator is independent of both Commonwealth and state and 
territory governments. The functions of the Administrator are set out in 
the National Health Reform Act 2011 (NHR Act) and common provisions in 
relevant state and territory legislation. 

The primary functions of the NHFB are to assist the Administrator in: 

+ Calculating and advising the Commonwealth Treasurer of the 
Commonwealth’s contribution to public hospital funding in each state 
and territory 

+ Reconciling estimated and actual public hospital services, and adjusting 
Commonwealth payments

+ Undertaking funding integrity analysis to identify public hospital services 
that potentially received funding through other Commonwealth programs

+ Monitoring payments of Commonwealth, state and territory public 
hospital funding into the National Health Funding Pool (the Pool), 
including each State (and Territory) Pool Account

+ Making payments from each State (and Territory) Pool Account to each 
Local Hospital Network (LHN) 

+ Reporting publicly on NHR Agreement funding, payments and services 

+ Developing and providing rolling three-year data plans to the 
Commonwealth, states and territories

The NHFB is a Commonwealth non-corporate entity under the 
Public Governance, Performance and Accountability Act 2013. 

Our objectives

Accurate and timely calculation of Commonwealth funding contributions

+ Commonwealth funding calculations are accurate

+ Funding entitlements reconcile to actual services delivered

+ Public hospital services are funded through the appropriate 
Commonwealth program

+ The Treasurer of the Commonwealth is advised by the Administrator 
in a timely manner

Best practice financial administration of the National Health Funding Pool 
(the Pool)

+ Maintain the integrity of the Administrator’s Payments System in 
accordance with policies and procedures

+ Payments to each Local Hospital Network (LHN) accord with directions 
from responsible state and territory Ministers

+ Unmodified audited financial statements

Effective reporting of public hospital funding

+ Monthly and annual reporting of payments made into and from each 
State Pool Account and State Managed Fund

+ Monthly and annual reporting of public hospital services

+ All relevant Ministers receive required information in a timely manner

Productive and effective partnerships with stakeholders 

+ Work plans and information requirements are developed in collaboration 
and consultation with stakeholders

+ Provide trusted and impartial advice to enable effective health reform

Operate as a compliant agency 

+ A positive workplace culture where people adopt best practice approaches 
and good governance principles to achieve results

+ Policies and procedures comply with relevant statutory and 
legislative requirements

+ Unmodified NHFB audited financial statements

Our values

I– Impartial C – Committed A – Accountable R – Respectful E – Ethical

Our behaviours

One NHFB: We contribute as a united team and are empowered to do our best work  

Enhance Trust: We treat others as equals and collaborate openly across boundaries

Open Communication: We listen actively to the views of others and share information

Own It: Everyone has ownership of their performance by knowing, accepting and performing 
their role to the best of their ability. Behave our way to new thinking — ‘it starts with me’

Our vision
To improve transparency of 
public hospital funding in Australia

Our purpose
To support the obligations and 
responsibilities of the Administrator 
through best practice administration 
of public hospital funding
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19 8. Glossary

ABF	 Activity–Based Funding

ACSQHC	 Australian Commission on Safety and Quality in Health Care 

CCM	 Commonwealth Contribution Model 

CEO	 Chief Executive Officer 

COAG	 Council of Australian Governments 

DHS	 Commonwealth Department of Human Services 

EA	 NHFB Enterprise Agreement 2016–2019 

EDW	 Enterprise Data Warehouse 

Health	 Commonwealth Department of Health 

HoA	 Heads of Agreement

ICT	 Information and Communication Technology 

IGA	 Intergovernmental Agreement on Federal Financial Relations 

IHPA	 Independent Hospital Pricing Authority 

JAC	 Jurisdictional Advisory Committee 

LHN	 Local Hospital Network 

NEP	 National Efficient Price 

NHA	 National Healthcare Agreement 

NHFB	 National Health Funding Body 

NHR Act	 National Health Reform Act 2011 

NHR Agreement	 National Health Reform Agreement 	

NWAU	 National Weighted Activity Units

PGPA Act	 Public Governance, Performance and Accountability Act 2013

RBA	 Reserve Bank of Australia

SPP	 National Healthcare Specific Purpose Payment 

The Administrator	 Administrator of the National Health Funding Pool 

The Pool	 National Health Funding Pool 
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