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Overview 
A SaaS provider serving Australian federal government 
departments engaged Artefakt to conduct an independent 
IRAP assessment of its platform. The assessment was 
required to demonstrate alignment with the Australian 
Information Security Manual (ISM) and the Protective 
Security Policy Framework (PSPF), satisfying the protection 
expectations of government customers operating under 
strict security obligations. 

The engagement presented a layered set of delivery 
challenges, including a mid-engagement pause, expanded 
scope, and tight deadlines tied to active government 
authorisation schedules. This case study outlines how 
Artefakt managed those challenges to deliver a high-
assurance outcome on time. 

Context 
The client's recruitment platform is used by approximately 
75% of Australian government departments, with adoption 
also extending to international organisations. The platform 
was hosted across both AWS and Microsoft Azure, with 
integrations spanning HR systems, APIs, identity platforms, 
and third-party security providers. Given this reach, the 
assessment scope was broad, covering: 

• Multi-cloud hosting architecture 
• Tenant isolation and data segregation controls 
• Connectivity between integrated systems and trusted 

and untrusted data flows 
• Protection of personally identifiable information (PII) 
• API security and identity platform controls 

Partway through the engagement, the client requested a four-
week pause to deploy an additional environment and refine 
the assessment boundary. Without careful management, 

this carried a genuine risk of extending the overall delivery 
timeline and affecting both client commitments and the 
authorisation schedules of government customers awaiting 
the security assessment report. 

Key challenges 
1. Mid-engagement pause with fixed delivery deadlines 
The four-week pause introduced a compressed window for 
completing subsequent assessment activities. The overall 
timeline could not shift, as multiple government departments 
were relying on the final report to progress internal 
authorisation decisions. Maintaining delivery quality within the 
original schedule required a significant and rapid operational 
response. 

2. Complex multi-cloud and multi-integration scope 
The environment combined two major cloud platforms with 
distinct control sets and evidence requirements. Assessing 
tenant isolation, PII handling, and data flows across this 
architecture required structured methodology and careful 
scope management to ensure nothing was overlooked. 

3. Evolving scope during active delivery 
The additional environment deployed during the pause 
expanded the assessment boundary at a point when delivery 
was already underway. Absorbing this change without 
compromising coverage or rigour required disciplined 
coordination between the assessment team and the client's 
technical staff. 

Assessment approach 
Artefakt adapted its delivery model to address these 
challenges without compromising the integrity of the 
assessment: 

Team scaling: Additional IRAP assessors were brought into 
the engagement to increase delivery capacity and offset the
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 time lost during the pause. This allowed the team to 
maintain momentum and meet the original delivery 
deadline. 

Parallel workstreams: Technical validation, systematic 
sampling, and report drafting were structured to run 
concurrently rather than sequentially. This reduced idle time 
across the team and accelerated overall progress without 
introducing gaps in quality. 

Collaborative engagement: Artefakt worked directly with 
the client's technical team and service providers during the 
deployment period, validating controls as changes were 
implemented rather than waiting for the environment to 
stabilise. This kept the assessment moving and reduced the 
volume of evidence to be collected after go-live. 

Systematic sampling methodology: Artefakt applied its 
proven sampling approach to provide high levels of 
assurance across complex integrations and multi-tenant 
architecture, ensuring control effectiveness was validated 
consistently across the full scope. 

Continuous findings communication: Where controls 
were identified as ineffective, findings were communicated 
to the client promptly. This gave the team time to remediate 
high-priority issues and have them revalidated before the 
report was finalised, without affecting agreed timelines. 

Scope discipline: Full coverage of the SaaS environment 
was maintained throughout, including connectivity, 
isolation, data flow controls, and PII safeguards, despite the 
additional pressure of compressed timelines and expanded 
scope. 

Key outcomes 
Artefakt's flexible and adaptive approach produced results 
that extended beyond the immediate compliance 
requirement. By scaling the team, maintaining rigorous 
scope discipline, and keeping the client informed 
throughout, the engagement delivered both a high-quality 
assessment report and a strengthened security posture for 
the platform. The outcomes below reflect not only what was 
achieved against the original brief, but also the practical 
value of an assessor that can absorb change without 
passing the consequences of that change back to the client 
or their customers. 
 
1. On-time delivery despite a mid-flight scope change 
The client-initiated pause and subsequent scope expansion 
were absorbed within the original delivery schedule. A high-
quality IRAP report was completed on time, providing a 

timely and defensible position for government customers to 
proceed with their authorisation activities. 

2. Successful government authorisations 
The final report was received positively by multiple 
Australian Government departments, each referencing it to 
authorise the platform for use. The client was able to meet 
its contracted obligations to implement and evidence 
conformity with ISM and PSPF while continuing to service its 
government customer base without disruption. 

3. Operational segmentation and ongoing compliance 
capability 
The engagement supported the client in segmenting its 
Australian operations in a way that satisfies the 
requirements of both ISM and PSPF, providing a durable 
foundation for ongoing government engagement. 

4. Continued client engagement 
Artefakt's ability to scale resources, adapt under pressure, 
and resolve practical challenges throughout the 
engagement led the client to engage Artefakt for additional, 
unrelated work following completion of the assessment.  

Conclusion 
This engagement demonstrated that a rigorous IRAP 
assessment can be delivered on schedule, even when scope 
expands and timelines compress, provided the assessor 
brings both the technical depth and the operational 
flexibility to respond. Close collaboration between Artefakt 
and the client's technical and development teams was 
central to the outcome, as was the discipline to maintain full 
coverage without losing sight of the deadlines that mattered 
to the client's customers. 

Achieve your IRAP outcomes with Artefakt 
Delivering a credible assessment under pressure is about 
having the mature methodology, the people, and the 
operational discipline to hold both rigour and pace at the 
same time.  

If that is the standard you need, we’d welcome the 
conversation. Contact us today at sales@artefakt.group or 
call +61 2 8044 4711. 
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