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The decision tool was developed primarily to assist the NQMC in making accreditation 
decisions, and to improve the transparency of the accreditation process by allowing 
stakeholders to see the basis of those decisions. 

It can also be used to assist program managers and SCUs and/or SACs to prioritise and 
deal with issues of performance against the NAS, and to develop strategies for continuous 
quality improvement.

A working group of the NQMC developed the decision tool, in close consultation with program 
managers, basing it upon a risk management model.

The decision tool:

• clusters standards in relation to key performance areas for BreastScreen Australia;

• allocates standards to one of three risk levels, categorised in relation to key performance 
outcomes;

• describes a tiered accreditation system;

• clearly links accreditation decisions to performance against the standards; and

• outlines a strategy for managing gaps in performance, setting out roles 
and responsibilities.

PURPOSE OF THE DECISION TOOL1
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2.1 CLUSTERS

The BreastScreen Australia National Accreditation Standards (NAS) are grouped together in ten 
clusters. These clusters are based on ten key outcome areas, all equally important for achieving 
the aims and objectives of BreastScreen Australia. 

The clusters are outlined below.

• Assessment • Information given
• Cancer detection • Management
• Continuity, counselling and support • Participation
• Data management • Timeliness
• Equitable access • Unnecessary recall

2.2 RISK LEVELS FOR EACH STANDARD

Each standard is allocated a risk rating as a way to consider the impact of not meeting 
that standard on the key outcome areas of the program. The risk rating for each standard 
is provided in Attachment 1. The seven risk categories of severe, high, major, significant, 
moderate, low and very low are grouped into levels as follows. 

Level 1 Severe and high risk

Level 2 Major and significant risk

Level 3 Moderate, low and very low risk.

Table 1 on page 6 summarises the number of standards per risk level in each cluster. 

Attachment 2 gives a more detailed summary of each cluster and the standards within that 
categorised by risk level. 

COMPONENTS OF THE DECISION TOOL2



6 BreastScreen Australia—Decision Tool

Table 1:  Summary of the number of standards per risk level per cluster

Cluster Ranking of standards

Level 1
(severe/

high)

Level 2
(major/ 

significant)

Level 3
(moderate/ low/

very low)

Assessment 4 13
5

Cancer detection 7 15 5

Continuity, counselling and support - 8
5

Data management - 11
4

Equitable access - 5
-

Information given - 8
2

Management 2 46
5

Participation - 6
4

Timeliness 1 8
1

Unnecessary recall - 7
1

 TOTALS 14 127
32
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2.3 TIERED ACCREDITATION 

The accreditation scheme is tiered, with levels of accreditation outlined below.

There are four levels of accreditation an existing Service can attain, with various time periods 
applying, and non-accreditation is also possible. A new Service comes into the Program at the 
provisional level of accreditation.

Table 2:  Accreditation levels

The NQMC may vary from the requirements set out in Table 2 provided there is sufficient 
justification. In such cases, the NQMC’s reasons will be fully documented by the NQMC 
secretariat and communicated in writing to the relevant SAC. 

The Accreditation Handbook details the implications for services of each level of accreditation, 
and of non-accreditation.

Accreditation level Achieved standard

Four year accreditation with commendation Service performs highly against all standards.

Four year accreditation Service performs well against most standards, including all 
level 1 standards.

Two year accreditation Service meets all level 1 standards but not a significant  
proportion of level 2 and 3 standards.

Two year accreditation with high priority 
recommendations

Service meets the requirements for a two year accreditation 
term other than meeting a number of level 1 standards.

Provisional accreditation Two years provisional accreditation for new services.

Non-accreditation Service does not meet requirements for accreditation for 
2 year accreditation with high priority recommendations, or 
accreditation has lapsed.
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2.4 REQUIRED PERFORMANCE LEVELS

In making accreditation decisions, the NQMC considers the balance of the performance of 
services across all ten clusters of standards. The requirements set out in Table 3 guide the 
NQMC’s decision-making. 

Table 3:  Required levels of performance for each tier of accreditation

In assessing performance against quantitative indicators, the NQMC considers outcomes within 
95% confidence intervals. This is particularly critical in the case of services screening small 
numbers of women, where performance may vary from the standard as a result of chance. To 
assist services to determine whether their performance truly differs from the standards or differs 
as a result of chance, funnel plots have been developed and included in the NAS document.

Accreditation level
Required performance level against National 
Accreditation Standards 

Four year accreditation with 
commendation

Must meet all standards in all clusters.

Four year accreditation Overall service must meet at least 89% of the NAS; and
100% of all level 1 standards;
90% of all level 2 standards; and
80% of all level 3 standards.

Two year accreditation Overall service must meet at least 80% of the NAS; and
100% of all level 1 standards;
80% of all level 2 standards; and
70% of all level 3 standards.

Two year accreditation with high 
priority recommendations

Overall service must meet at least 79% of the NAS; and
90% of all level 1 standards;
80% of all level 2 standards; and
70% of all level 3 standards.

Provisional accreditation Entry level for new services.

Non-accreditation Where service does not meet at least the requirements for 
2 years with high priority recommendations (including where 
accreditation has lapsed).
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2.5 GUIDELINES FOR MANAGING GAPS IN PERFORMANCE

Using a risk management approach requires not only a categorisation of risk of an event 
occurring, but also the development and implementation of a strategy for managing the risks. 
The management of service performance resides with the BreastScreen Australia State and 
Territory program managers.

The role of the NQMC is to make decisions on the accreditation status of services and to 
monitor performance of services against the NAS in the period between accreditation reviews. 
This ongoing monitoring is important for the NQMC to gain a national perspective on the 
overall performance of BreastScreen Australia, to review the adequacy of the standards 
themselves, and to provide advice to any national advisory body on activities to support quality 
improvement in BreastScreen Australia.

Table 4 sets out management guidelines for each risk level and outlines the roles and 
responsibility of the stakeholders involved in BreastScreen Australia for dealing with gaps in 
performance.

Table 4:  BreastScreen Australia NAS risk management policy

Risk 
categorisation

BreastScreen 
Australia 

management 
category BreastScreen Australia NAS risk management policy

Severe or 
High risk

Level 1 • Service to provide reasons for not meeting the standard to State/Territory 
managers (SCU/SAC).

• State/Territory managers/SCU/SAC to assist the Service to develop a 
detailed management plan to address the failure. This plan should be 
managed /monitored by the State/Territory managers (SCU/SAC).

• The SAC (with a copy to relevant Program Manager) to notify the NQMC 
of Service’s failure to meet the standard, including the reasons for not 
meeting the standard and planned improvement strategies.

• NQMC may advise the SAC (with copy to relevant Program Manager) of 
alternative strategies to assist the State/Territory managers/SCU/SAC to 
improve the Service’s performance against the standard.

• Service to provide data to demonstrate monitoring of requirements 
of standard.

Major or
Significant 
risk

Level 2 • Service to provide reasons for not meeting the standard to State/Territory 
managers/SCU/SAC.

• State/Territory managers/SCU/SAC to assist Service to develop a detailed 
management plan to address the failure. This plan should be monitored by 
the State/Territory managers (SCU/SAC).

• Service to provide data to demonstrate monitoring of requirements 
of standard.

Moderate or
Low or very 
low risk

Level 3 • Service to provide reasons for not meeting the standard to State/Territory 
managers/SCU/SAC.

• Service to provide data to demonstrate monitoring of requirements of 
standard. 

• State/Territory managers/SCU/SAC to monitor Service’s management 
of performance against the standard.
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ATTACHMENT 2

CLUSTERS AND RISK CATEGORY GROUPING

Cluster Risk Category Grouping

Level 1 Level 2 Level 3

Assessment 2.8.1 2.7.1 2.19.5
2.8.2 2.15.1 2.19.6
2.8.3 2.17.1 2.19.9
2.8.4 2.18.1 2.19.12

2.18.2 2.19.13
2.19.4
2.19.7
2.19.8
2.19.10
2.19.11
2.19.14
2.21.2
2.21.3

Cancer Detection 2.1.1 2.1.3 2.10.2
2.1.2 2.2.2 2.10.3
2.2.1 2.3.1 2.10.4
2.4.1 2.3.2 2.12.2
2.4.2 2.3.3 2.13.2
2.5.1 2.4.3
2.25.2 2.12.1

2.12.3
2.12.4
2.12.5
2.13.1
2.13.3
2.14.1
2.25.1
2.25.3

Continuity, Counselling and Support 2.23.1 3.10.1
2.23.2 3.11.1
3.9.1 3.11.2
3.9.2 3.11.3
3.10.2 3.11.4
3.10.3
3.10.5
3.11.5
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Cluster Risk Category Grouping

Level 1 Level 2 Level 3

Data Management 2.24.1 2.24.2
2.24.3 2.24.4
4.11.1 4.12.2
4.11.4 4.12.4
4.12.1
4.12.3
4.12.5
4.12.6
4.12.7
4.12.8
4.12.9

Equitable Access 3.5.1
3.5.2
3.5.3
3.5.4
3.6.1

Information Given 3.1.1 1.3.2
3.2.1 2.23.3
3.2.2
3.3.1
3.3.2
3.3.3
3.4.1
3.8.5

Management 4.6.2 2.9.1 4.1.3
4.10.2 2.9.2 4.2.2

2.9.3 4.3.3
2.9.4 4.3.5
2.9.5 4.12.10
2.9.6
2.10.1
2.10.5
2.10.6
2.11.1
2.11.2
2.12.6
2.16.1
2.16.2
2.16.3
2.16.4
2.19.1
2.19.2
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Cluster Risk Category Grouping

Level 1 Level 2 Level 3

Management continued 2.19.3
2.21.1
2.25.4
3.6.2
3.6.3
3.10.4
4.1.1
4.1.2
4.2.1
4.2.3
4.2.4
4.3.1
4.3.2
4.3.4
4.3.6
4.4.1
4.4.2
4.5.1
4.6.1
4.6.3
4.7.1
4.7.2
4.8.1
4.9.1
4.10.1
4.11.2
4.11.3
4.11.5

Participation 1.1.1 1.1.2
1.2.1 1.3.3
1.2.2 1.3.4
1.3.1 1.4.2
1.3.5
1.4.1

Timeliness 3.7.2 2.20.2 3.8.1
3.7.1
3.7.3
3.7.4
3.8.2
3.8.3
3.8.4
3.8.6
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Cluster Risk Category Grouping

Level 1 Level 2 Level 3

Unnecessary Recall 1.5.1 1.5.2
2.6.1
2.6.2
2.6.3
2.20.1
2.20.3
2.22.1
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