
 

 
 
 
 
 
 
4 May 2023 
 
 
 
Ms. Maggie Rider 
Administrative Officer 
Parliamentary Joint Committee on Corporations and Financial Services 
 
 
By email: Corporations.Joint@aph.gov.au  
 
 
 
 
Dear Ms Rider,  
 

Oversight of ASIC, the Takeovers Panel and the Corporations Legislation  
CHESS Replacement Project Response to Invitation to Submit 

 
 
Computershare appreciates the invitation from the Parliamentary Joint Committee on Corporations 
and Financial Services (PJC) to supplement the submissions we made at the public hearing on 23 
February 2023 on the ASX CHESS Replacement Project (CRP). We also refer the PJC to our response 
to their Questions on Notice, dated 16 March 2023.  
 
We commend the PJC for continuing with its in-depth review of the delayed implementation of a 
CHESS Replacement system. Upgrading the operating technology that underpins CHESS is critical to 
the proper functioning of the Australian equities market. The continued operation of a robust, 
secure and scalable settlement environment is vitally important for the Australian economy as a 
whole, and its competitiveness in global markets.  
 
It is important to distinguish between the technology that underpins the settlement system and the 
structure of the settlement environment itself. Although the aging technology requires 
modernisation, the Australian market model for settlement and registration remains world class and 
can support the next phase of financial markets evolution. 
 
Stakeholders, the Regulators and government need to establish a common understanding of the 
causes of failure of the CRP, to inform discussion and agreement on the steps required to take the 
CRP forward. The work the PJC is undertaking is critical to this.  
 
This document extends on our previous submissions to the PJC and our recommendation for the 
CRP going forward.  
  

Computershare Investor Services Pty Limited
ABN 48 078 279 277
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Telephone 61 2 8234 5000
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KEY PRINCIPLES  

We are strongly of the view that a lack of effective, representative governance is at the of heart the 
project’s failure. To remedy this, we respectfully recommend that ASX be required to establish a 
new committee (the Clearing and Settlement Governance Committee or the CSG Committee) to 
provide enhanced governance of clearing and settlement.  This committee should include 
substantial stakeholder representation. 
 
ASX should also be required to: 
 

1. Communicate ASX’s intended project principles and goals to stakeholders as soon as possible, 
articulating the impact on various stakeholder groups; 
 

2. Communicate the business case for the CRP (the scope of that case to reflect proposed 
changes in technology, operational processes, or market design from existing CHESS); 
 

3. Effectively consult and negotiate a multilateral set of principles and goals with stakeholders to 
ensure a fair balance of interests, and  
 

4. Enhance overall project management and communication with stakeholders, including 
comprehensive regular reporting. 

 
All of these matters would be subject to proper consideration by the CSG Committee. 
 
It should also be a requirement that system development only recommence when all of these things 
have been done. 
 
Affected stakeholders include CHESS participants, issuers, investors, third party service providers 
(who support CHESS participants and issuers in their interaction with CHESS), and ASX’s Regulators. 
 
Our detailed recommendations are set out below on page 5. 
 
OUR PERSPECTIVE ON CRP  

As expressed in our comments at the PJC hearing, our view of the root causes of the failure of ASX’s 
CRP can be broadly attributed to two areas:  
 

1. Lack of effective governance mechanisms at industry-stakeholder level, including effective 
engagement with stakeholders, and  
 

2. A CRP business case defining scope, market-wide business impacts and commercial benefits 
was not published or communicated to stakeholders. 

 
1. Lack of effective governance 
We consider ASX’s governance weaknesses contributed substantially to the failure of the project. 
The Accenture Report commissioned by ASX in August 2022 documented project failings including 
significant issues with the technology chosen by ASX. This was further complicated by its apparent 
attempts to change the market structure and rules which added unnecessary complexity and was to 
the disadvantage of other stakeholders.  
 
When CHESS was first developed and implemented in the 1990’s accountability was clearly 
embedded in an industry-representative Board structure for ASX’s clearing and settlement 
subsidiary. Notably, although ASX was then a member-owned mutual, the Clearing and Settlement 
Board extended well beyond ASX member organisations to include representatives of most major 
stakeholder segments. This level of representative governance was lost in the process of the 
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demutualisation of ASX into a commercial entity. As a result, the management and oversight of key 
developments like CRP by ASX, including their industry engagement, has been compromised. The 
Business Committee, which was established in 2013, has not been an effective forum for industry 
engagement. 
 
In February 2023, ASX established a new Technical Committee, seeking input on the technical 
aspects of the new solution. However, this is only one part of the governance framework needed to 
optimise project success.  
 
Without an adequate overarching governance framework, and the right skills and project program 
framework, there is a risk that mistakes of the CRP will be repeated. ASX may understandably 
require additional technical support from stakeholders, as it asserted when forming the new 
Technical Committee. However, this is a sub-committee of the Business Committee and cannot 
currently direct ASX or hold it to account. The project is also critically deficient in high-level policy 
guidance, advice, governance, engagement and oversight. In our view, a new industry-led 
governance committee, with ASX representatives working together with stakeholder representatives, 
needs to be introduced to provide effective governance for clearing and settlement services. The 
existing consultation groups, Business Committee and Technical Committee, do not effectively 
undertake this role. 
 
Despite recent scrutiny of ASX's project management and governance processes, we continue to 
encounter poor engagement by ASX with the stakeholders. Examples of this include: -  
- The Technical Committee meetings. For two of the three technical committee meetings 

held by ASX this year, meeting documentation was shared with participants less than one 
hour before the meeting commenced, leaving no time for review and limiting discussion 
between stakeholders. 

- The CHESS Replacement Project Partnership Program. Without any industry consultation, 
during their half year results presentation on 16 February, ASX announced a partnership 
program to pay rebates and incentives to market stakeholders. No meaningful detail on 
how it would operate, including eligibility, was provided.  ASX released limited additional 
details on 28 April 2023 and have sought feedback from the market with only a 1-week 
turnaround.   

Additionally, as part of a revised governance framework, ASX should face greater scrutiny over use 
of its rule-making authority. During the CRP, ASX issued hundreds of pages of draft rule 
amendments that would have the effect of embedding processes and structures that disadvantage 
various stakeholders’ established market positions.  
 
Computershare has engaged Ashurst and Dr. Robert Austin AM1 to assist it to identify an alternative 
governance framework under which the interests of stakeholders might be more effectively taken 
into account in the CRP and clearing and settlement services more generally.  Ashurst and Dr. 
Austin have deep experience in relation to the regulation of financial market infrastructure in 
Australia. We note that any legal advice provided to Computershare by Ashurst and Dr. Robert 
Austin is subject to legal professional privilege and we do not intend to waive that privilege.   
 
2. Lack of an effective business case 
ASX never published a business case defining the scope of requirements, market-wide business 
impacts or commercial benefits that would flow from the changes it proposed for the upgrade of 
CHESS.  
 

 
1 Relevantly, Dr. Austin was intimately involved with the initial development of CHESS.  He has also served as a professor of corporate law 
and equity at the University of Sydney, as a partner in a large law firm, and as a Justice of the Supreme Court of New South Wales, 
before joining the New South Wales bar. 
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Today, there remains a lack of clarity from ASX on its strategy and goals for this next phase of the 
CRP. ASX is proposing to update the market on 6 June 2023, however we have also been advised 
that it does not expect to set the revised CRP requirements until the end of 2023. It is essential that 
ASX, in conjunction with the CSG Committee, establishes a clear business case which outlines the 
market-wide principles and goals for the revised CRP, and collaboratively discusses, negotiates and 
agrees these with the industry.   
 
ASX appears to have taken the position that it no longer has the necessary technology skills to 
rebuild the CHESS platform inhouse and will need to license or acquire technology from another 
third-party supplier.  It remains unclear what these suppliers are being asked to deliver, i.e. what 
the business requirements for the revised CRP are and the overall intended scope. Equally, it is 
unknown if ASX is contemplating one partner or to integrate aspects from multiple suppliers, with 
associated increase in complexity and perhaps cost. Starting with a different technology will mean 
new key decisions will need to be made and prior assumptions will need to be retested. An effective 
consultative approach is essential for ASX and stakeholders to collectively work through this.  
 
 
GLOBAL MARKET TRENDS 

The international market-structure environment is continuing to evolve. Markets are progressing 
towards a T+1 settlement cycle, from the current T+2 standard. The US and Canada have 
confirmed deadlines for transition to T+1 in late May 2024. Other markets, including the UK and the 
European Union are studying the impact of T+1 settlement, with recommendations expected later in 
2023.   
 
This will put pressure on the Australian investment community who regularly interact with the North 
American equities markets, and on those with Australian-domiciled products (e.g. ETFs) that consist 
of underlying US assets, to upgrade cross-border business practices.  Importantly, the move to T+1 
by North American equities markets in 2024 will bring pressure on all international exchanges 
(including ASX) to follow suit for conformance, business efficiency, market inter-connectedness and 
competitive reasons.  
 
This is a significant market change, halving the time available for post-trade pre-settlement 
processes.  Planning and resourcing for this will need to be considered in the overall scope of the 
new project.  
 
Delivery and operation of a robust, secure and efficient clearing and settlement system, for the 
benefit of the national economy, is ASX’s primary responsibility under the terms of its license and 
this should be the primary focus of the CRP.  
 
In our view, resolving the governance of the CRP and other clearing and settlement matters is key 
to not only ensuring the success of the CRP but, even more importantly, to unlocking Australia’s 
innovation and future growth. Australia needs market infrastructure that preserves and supports 
competition and fosters innovation.  
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RECOMMENDATIONS 

There is unanimous agreement on the need to successfully deliver the CRP and future-proof critical 
Australian financial markets infrastructure. To achieve this, substantive revisions in management 
protocols, governance and accountabilities of the CRP need to be conducted to avoid further failure.  
 
While we support the legislative reforms recently proposed by Treasury2 to provide new powers to 
ASIC and ACCC with regard to the competitive access to the clearing and settlement facility, we 
remain concerned they will not be implemented swiftly enough to impact the near-term CRP 
structural governance and management deficiencies. The market needs immediate action by 
government and the Regulators, utilising existing regulatory tools (such as through imposing license 
conditions or the giving of directions).  
 
We recommend the government and Regulators take steps to address the following: 
 
1. ASX to be required to establish an effective governance framework with industry-

representative governance committee. All major stakeholder groups must be represented 
in a manner that directly and substantively influences strategic direction and project 
management. This should take the form of a high-level governance committee (CSG 
Committee) with direct and substantive involvement in clearing and settlement matters 
(including the CRP) with representation from such key stakeholders and regulators.  
Importantly: 
 
i. When it comes to matters relating to clearing and settlement (including the CRP), these 

would be subject to oversight and direction by CSG Committee; 
 

ii. CSG Committee would report directly to the ASX Board;  
 

iii. CSG Committee would have unrestricted access to all decisions and deliberations within 
the ASX Group regarding clearing, settlement and registration matters;  
 

iv. CSG Committee and the ASX Board would have in place appropriate and binding 
processes for the resolution of matters of disagreement (as between ASX and industry 
representatives), and ASX representatives would not comprise a majority on the 
governing body of CSG Committee, and 
 

v. There would be full and transparent engagement by both CSG Committee and the ASX 
Board with the Regulators with respect to the matters considered by CSG Committee. 

 
This structure will ensure that the interests of all relevant stakeholders are taken into account, 
with ultimate accountability of the ASX Board to ensure this occurs, consistent with the 
statutory governance obligations of ASX, ASX Settlement and their directors.  
 
We would be happy to arrange a meeting with Ashurst and Dr Austin to discuss our proposed 
governance framework.  

 
2. ASX to be required to communicate its intended guiding principles and core 

attributes of the new platform. This should include identifying what is intended to 
change from the current system and what (if any) of the system and processes proposed in 
the prior attempt of CRP is intended to be retained. A key element of this communication is 
the presentation of a business case which includes the impact on all key stakeholder groups, 
to ensure proper market-wide implications of what is expected. This business case should be 
one of the first items for consideration by CSG Committee. 

 
2 See our recent Treasury consultation submission attached to this document 
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3. ASX to clearly articulate the impact of the business case on the relevant 
stakeholder groups, engage in effective consultation on it and negotiate with 
stakeholders and Regulators to achieve a fair and representative balance of 
interests in the final overall project strategy. In our assessment, it will take 4-6 
months to conduct this initiative and reach satisfactory market consensus. It may be 
necessary for CSG Committee or government to help negotiate the project strategy and 
goals to establish a balanced and fair commercial outcome for all parties. 
 

4. Only after the above 1 – 3 steps have been concluded should development 
recommence. If ASX were to pursue development in advance of completing the above 
steps, there is a high risk of further failure, and consequential delays for the project and 
further adverse impact on stakeholders. 
 

5. ASX should provide clear and comprehensive project status communications to 
stakeholders and Regulators, including on its internal development milestones. 
Proper project discipline (including communicating the final business case, project plan, and 
regular reporting) and risk management techniques should be implemented, with the 
appropriate oversight of the ASX Board and CSG Committee.  
 

6. ASX should also prepare the market for the introduction of T+1 settlement and 
progress other critical market initiatives. This will ensure that the Australian market 
keeps up with changes being made in international markets. With broad agreement 
regarding the scope and timing of CRP, and effective engagement, the market will also be 
better positioned to drive further innovations.  
 

We note that some parties have proposed that ASX Settlement should be separated from the ASX 
Group, as either a partial or full spin-off. While we are not endorsing this approach, and perceive 
significant complexities to it, we recommend this option (and any alternative models to ensure 
effective stakeholder governance of the CS infrastructure) should be analysed by the proposed CSG 
Committee, Regulators and government to ensure that the entity structure of this critical 
infrastructure is appropriate for the needs of the national market now and in the foreseeable future. 
However, as with the proposed reforms from Treasury, we do not see this as a near-term solution 
to support successful delivery of the CRP.   
 
Notwithstanding the need to redevelop CHESS, it is important to note that ASX recently advised that 
CHESS is stable and can continue to service the market until 2032. We are not advocating a 2032 
timeline, however, given this information and the challenges the industry has experienced in recent 
years, we believe there is time for these recommendations to be properly considered and adopted 
to maximize the probability of project success.  
 
CONCLUSIONS  

Computershare has been an active and constructive partner in the development and operation of 
CHESS since the very early 1990s when the business case and the blueprint for the platform were 
first established. We are a significant contributor to the operation of the market infrastructure, 
maintaining the CHESS interface for 800 clients and 13.4M shareholdings. We will continue to 
support our clients and their stakeholders via our technical and business interface to existing CHESS 
over the coming years until it is upgraded.   
 
As a global leader in share registry services, we have, at Group level, also participated in many 
other major international market infrastructure projects. Most recently, we were a substantial 
contributor to the successful post-Brexit transition of the Irish market to a new settlement system 
operator and market model in 2021. We will continue to leverage our international experience to 
support this critical development for Australia.  

Oversight of ASIC, the Takeovers Panel and the Corporations Legislation
Submission 6



7 

Our commitment to the Australian market, our clients, and their investors (and the market 
generally) remains. We look forward to having a stronger voice going forward, allowing us to 
contribute our considerable local and international experience more effectively for the benefit of the 
Australian market. We continue to seek to be partners and collaborators with ASX, other 
stakeholders, the Regulators and government.  
 

 
 

 
 
We look forward to working with all stakeholders to achieve a balanced outcome and the right 
regulatory framework for the future. 
 
Yours sincerely 

Marnie Reid       Paul Conn 
CEO, Computershare Investor Services, ANZ   President, Global Capital Markets 

     
 
i 

 
 
About Computershare 
Computershare (ASX: CPU) is a global market leader in transfer agency and share registration, employee equity plans, mortgage 
servicing, proxy solicitation and stakeholder communications. We also specialise in corporate trust, bankruptcy, class action and a range 
of other diversified financial and governance services. 
 
Founded in 1978, Computershare is renowned for its expertise in high integrity data management, high volume transaction processing 
and reconciliations, payments and stakeholder engagement. Many of the world’s leading organisations use us to streamline and maximise 
the value of relationships with their investors, employees, creditors and customers. Computershare is represented in all major financial 
markets and has over 14,000 employees worldwide. 
 
For more information, visit www.computershare.com 
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20 April 2023 

Capital Markets Unit 

Financial System Division 

Treasury 

Langton Cres 

Parkes ACT 2600 

Lodged by email: CICS@treasury.gov.au  

 

Competition in the provision of clearing and settlement services 

We refer to the recently issued exposure draft legislation amending the Corporations Act 2001, the Competition 

and Consumer Act 2010 and the ASIC Act 2001 to facilitate competitive outcomes in the provision of clearing and 

settlement (CS) services for Australia’s financial markets. Computershare appreciates the opportunity to provide 

our comments on this important legislative initiative, following our continuing engagement with Treasury and the 

Regulators – ASIC, RBA & ACCC – on critical governance issues in the provision of clearing and settlement services 

in Australia.  

We support the Government’s goal of facilitating competitive market outcomes in the provision of CS services by: 

a. Providing ASIC with the authority to make CS services rules that deal with the activities, conduct and 

governance of CS facility licensees. We understand that the purpose of these new powers is to establish 

and enforce requirements so that ASX, as the current monopoly provider of CS services, must operate in a 

manner that achieves competitive outcomes, while ensuring safe and effective competition in clearing 

and/or settlement should a viable competitor subsequently emerge.  

b. Establishing a framework for parties to seek access to CS services and providing ACCC with the capacity to 

make binding arbitration decisions to resolve access disputes.  

In our view, these proposals are an appropriate step towards an enhanced regulatory environment that ensures 

provision of CS services in a manner that supports the interests of the Australian economy as a whole and provides 

fair and effective outcomes for all market stakeholders.  

Computershare has raised concerns with the Regulators about the current governance and management of CS 

services, particularly regarding the CHESS Replacement Project (CRP). This was most recently discussed at the 

Parliamentary Joint Committee on Corporations and Financial Services (PJC). Stakeholders have incurred significant 

costs during the course of the CRP – both realised and opportunity costs. Our submission is attached. 

 

While Computershare welcomes the proposal, we note it will not provide near-term resolution of the ongoing 

concerns with ASX’s governance of the CRP. Further, the full potential impact of these proposals will not emerge 

until ASIC’s draft CS service rules become available, after passage of this legislation.  

Accordingly, while we support in principle the proposed new regulatory framework, we wish to highlight the 

following concerns, which in our view require additional governmental action: 

1. The urgent action to immediately remedy governance of CRP, and  

2. Remaining barriers to effective competition in CS services. 
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1. Expedite improvements to governance of CRP 

 

Immediate action is needed to implement proper governance of the CRP by ASX, recognising the impact of the 

success of the project on the national economy and on the large number of stakeholders, external to the ASX, who 

are instrumental in its delivery.  

 

The Exposure Draft proposes a structure for ASIC to issue rules regarding the activities, conduct or governance of 

CS facility licensees in relation to CS services (as defined). This would provide ASIC with the powers that it said 

were necessary during the development of the Regulatory Expectations for Conduct in Operating Cash Equity 

Clearing and Settlement Services, published in 2017. Exercise of these new powers is of course contingent on 

completion of the necessary legislative and administrative processes; passage of the proposed legislation; the 

issuance of certain declarations by the Minister; the processes of drafting, public consultation, finalisation, and 

publication of the CS services rules by ASIC; and presumably some implementation period to facilitate new 

compliance processes.  

 

Accordingly, while we welcome the proposals, they will not be a timely mechanism to address the specific 

pressures facing the Australian market today. While valuable in the medium-term to establish an over-arching 

environment that facilitates competitive outcomes, the proposals will not provide the immediate action the market 

needs to resolve the continuing deficiencies in ASX management and governance of the CRP, which have been 

most recently documented in representations to the PJC.  

 

The legislative framework for licensing and regulation of CS facility operators:  

- places a duty on the licensee to provide the CS facility in a fair and effective way; and  

- requires the licensee to have adequate arrangements in place for handling conflicts between its 

commercial interests and its discharge of that duty. 

 

The RBA’s Financial Stability Standards also require governance arrangements which ensure the design, rules, 

strategy and major decisions of a settlement facility appropriately reflect legitimate interests of its participants and 

stakeholders. 

 

There are grounds for serious concern that ASX may be unfairly using its monopoly position by developing the CRP 

in a way that would facilitate the expansion of the ASX business into the provision of services related to securities 

administration, at the expense of the service providers who currently conduct business in that space. Such 

securities administration services include registration of ownership, aspects of administration of various securities 

processes such as IPOs, corporate actions and proxy voting, not directly related to settlement of securities trades, 

and could be collectively referred to as ‘post-settlement’ services.  

 

In our view, the Regulators should have regard to the legislative framework and the RBA standards and: 

- establish clear, immediate expectations that ASX reform its management and governance, in a verifiable 

manner, to balance the interests of all stakeholders in the conduct of the CRP, and 

- ensure that conflicts of interest of ASX, as the CS facility operator, are handled in compliance with its statutory 

duty.  

 

We are currently finalising specific recommendations for reform of ASX’s governance structure for CS services, 

designed to avoid the conflicts of interest demonstrated during the CRP, that will be provided in our written 

submission to the PJC, due early May. We would be pleased to share those recommendations with you once made 

available through the PJC process. The original CHESS project in the 1990s adopted a strongly representative 

Board and governance model that acknowledged the impact of the project on the national interest and a wide 

range of market stakeholders, and is a useful reference point for what is now needed for the CRP.  
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The CRP is at a critical juncture, with considerable costs incurred by all stakeholders to date. The current ASIC 

investigation into potential breaches of provisions of the ASIC Act & Corporations Act by ASX entities, and/or 

directors and officers with respect to oversight of the CRP, and statements and disclosures made by or on behalf of 

ASX as to the status of the CRP, highlights the criticality of management and governance of this project. 

Australia risks falling behind global market standards and suffering further damage. For example, as major markets 

look to gain efficiencies and cost savings from reducing the settlement period to T+1 and even T+0 in the next 

several years, the ASX’s path forward on CRP remains opaque. Australia faces further economic costs and lost 

opportunities unless urgent action is taken to require ASX to progress the CRP in a manner that clearly and directly 

reflects the interests of the market as a whole.  

 

We respectfully suggest that Treasury consider consulting with ASIC to determine whether the Regulator’s existing 

powers under Part 7.3, and other provisions of the Corporations Act and the ASIC Act, are sufficient to enable it to 

prescribe and monitor the governance arrangements that, in our opinion, are essential for the sound and 

successful development of the CRP. If there is a deficiency in the existing powers, it may appropriate to amend 

those powers by legislative instrument. 

 

2. Review remaining barriers to effective competition in CS services 

While we appreciate that the proposed framework will allow issuance of CS service rules by ASIC and resolution of 

service access disputes by ACCC, there remain certain arrangements in the over-arching regulatory environment 

that we anticipate will continue to impact competitive outcomes, deriving from ASX’s historical monopoly over CS 

services. These include various provisions in the Corporations Regulations on title transfer by electronic messages 

that specify application to ASX Settlement, as well as ASX’s monopoly rulemaking control over many aspects of the 

operation of dematerialised (uncertificated) securities holdings.  

We recommend that Government and the Regulators consider these within the context of developing ASIC’s CS 

services rules, as well as any separate action required to balance the advantages that ASX has from its historical 

position. These areas were highlights in our recent comments to the PJC and our prior submission to the 

Regulators on the 2017 consultation on Safe and Effective Competition in Cash Equity Settlement (attached).  

a. Dematerialised securities record-keeping 

At present, the ASX Group entities (ASX and ASX Settlement) control most aspects of rulemaking for the structure 

and administration of all dematerialised (uncertificated) securities registers in Australia. Under the ASX Settlement 

Operating Rules, ASX Settlement prescribes the structure and operation of the CHESS subregister as well as many 

aspects of the administration of securities holdings on the issuer sponsored subregister, where issuer sponsored 

holdings interface with the operation of the CHESS environment (eg transfers between the two subregisters). In 

addition, ASX Listing Rules Chapter 8 prescribe the operation of many aspects of issuer sponsored holdings, 

unrelated to interaction with the CHESS subregister or operating environment.  This is derived from ASX’s historical 

role as the defined and only operator of a CS facility, prior to the policy-shift to support competition.  

 

This gives the ASX Group significant power over the operations of securities recordkeeping. The Corporations Act 

and Regulations do not make any direct provision for registration and transfer of dematerialised securities – this is 

governed primarily by the various ASX rulebooks. In our view, this creates a real risk of ASX inhibiting fair and 

effective competition by controlling the requirements for operation of the subregisters, as well as access to them. 

Throughout the CRP, ASX has sought to leverage this rulemaking authority to require centralisation of data 

unrelated to operation of the settlement facility, to its commercial advantage. For example, compelling issuers 

(through their registrars) to provide ASX with a daily download of the full issuer sponsored subregister.  

 

We appreciate that the proposed legislation seeks to address any issues of interoperability and access, and the 

Explanatory Memorandum states that ASIC’s CS services rules would deal with matters including the coordination 

and cooperation between CS facilities, registries and issuers in respect of transfer and administration of holdings. 

However, we question the continued appropriateness of the ASX Group exerting such extensive control particularly 

over the operation of the issuer sponsored subregister. This creates a significant conflict of interest risk, which has 

been evident during the CRP.  
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If a competitor CS facility is established, further unnecessary uncertainty will be created where that facility may 

provide differing terms for operation of aspects of the issuer sponsored subregister. This has the potential to not 

only create interoperability issues between competing CS facilities, which the new framework contemplates, but 

also places issuers and their registrars in the middle of potentially conflicting expectations and requirements for 

securities administration from the CS facilities’ rule-making.   

 

We appreciate that this control of dematerialised securities administration derives from the historical development 

of CS services in Australia. It may require some time to agree and establish updated principles regarding where 

ASX should and should not be able to make rules with regard to these aspects of securities administration. In our 

view, ASX rules relating to operation of the issuer sponsored subregister should be limited to matters necessary for 

the interaction with the CHESS subregister (eg transfers between the subregisters).  

 

We recommend that Government and the Regulators consider the appropriate principles and whether, for example, 

the operational requirements for administration of the issuer sponsored subregister and the complete register of 

members should be governed by ASIC rulemaking. In our view, this issue should be considered in parallel with the 

implementation of the proposed legislation and subsequent ASIC rulemaking on CS services but should not become 

a dependency for progression of that broader effort.  

 

b. Corporations Regulations relating to title and transfer 

Given the evolution of the electronic settlement system with the introduction of CHESS, the provisions of Part 7.11 

of the Corporations Regulations, which govern title and transfer of securities by electronic messages, refer 

specifically to ‘ASTC’, meaning ASX Settlement & Transfer Corporation, a predecessor entity to the current ASX 

Settlement.  This is the case even if the framework of Division 4 of Part 7.11 contemplates a "prescribed CS 

facility" which should have been agnostic as to the operating legal entity.  If a competitor operator of a CS facility 

emerges, it is unclear if the intent would be to amend these Regulations to become neutral to any prescribed CS 

facility, or if bespoke Regulations would be issued for the new CS facility.  

We therefore recommend the Government and Regulators consider and communicate their intended approach to 

remove this current barrier to competing CS facilities, including the potential for other CS facilities to offer services 

with respect to the same asset classes as ASX (eg listed cash equities) or for different asset classes (e.g. unlisted 

securities). Computershare would welcome the opportunity to provide a more detailed submission on these 

matters. 

 

Computershare supports the Government’s goal of facilitating competitive market outcomes and considers that the 

proposed legislation will provide the Regulators with important additional tools to achieve this. The full scope of the 

new regulatory environment will only be evident once ASIC has the capacity to issue the draft CS service rules, and 

therefore the urgent need to address the ASX governance deficiencies for the CRP remain the highest priority.  

We appreciate the opportunity to provide our comments on the Exposure Draft.  If you have questions, please 

contact: Scott Hudson, General Manager Market Liaison at scott.hudson@computershare.com.au or 0448 526 827. 

 

Yours sincerely 

     

Marnie Reid      Paul Conn 

CEO, Computershare Investor Services, ANZ  President, Global Capital Markets 
Marnie.Reid@computershare.com.au   Paul.Conn@computershare.com 
 

Attachments:  1. Computershare PJC Opening Statement 23 February 2023  

2. CoFR Safe and Effective Competition in Cash Equity Settlement 20 April 2017 
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23 February 2023 

 

Parliamentary Joint Committee on Corporations and Financial Services  
Computershare Opening Statement, Marnie Reid  

 
We thank the committee for its interest in this matter and for inviting us today.  

 
Founded in 1978, Computershare is Australia’s original fintech start-up success. In Australia alone, we 

employ 1300 staff, service over 800 listed companies and manage 13.4 million investor accounts. 

Operating in 20 other countries we are deeply experienced with financial market infrastructure around 
the globe. 

 
We believe the Australian market model remains one of the best in the world and we support the 

fundamental need to modernise the underlying technology. 

 
ASX’s principal focus on the technological aspects of the project may have distracted it from 

appropriately resolving other important aspects of the overall business model and the governance 
framework required to successfully deliver a project of this scale. 

 
It should also be noted, ASX did not publish a Business Case defining the scope of requirements, 

business impacts or commercial benefits that would flow from the changes it proposed for the 

upgrade of CHESS. During consultations on scope and subsequent rule changes, we believe ASX may 
have been using its powers to extend its monopoly into post-settlement activities, that are beyond the 

clearing & settlement remit of its licence.  
 

The CHESS Replacement project raises questions regarding ASX's governance arrangements. ASX has 

statutory obligations to manage conflicts-of-interest and to consider the interests of all users and 
stakeholders, providing its clearing and settlement services in a fair and effective way. There are 

questions around whether these obligations have been discharged by ASX under its current 
governance model. 

 

We consider ASX’s governance weaknesses contributed to the failure of the project. Consultants have 
pointed out significant issues with the technology chosen by ASX, but it was further complicated by its 

attempts to change the market structure and rules to ASX’s commercial benefit adding unnecessary 
complexity.  

 
We ask ASX’s regulators to commission a new high-level industry steering group to confirm the core 

guiding principles for the next phase of CHESS Replacement Project.  

 
We also ask ASX’s regulators to commission a detailed independent report that specifically addresses 

whether ASX complied with its statutory obligations, including its obligations to have adequate 
arrangements for managing conflicts-of-interest and to conduct itself in a fair and effective way.   

 

These recommendations should be implemented without delay. 
 

We do not believe the actions announced at ASX’s half year results, notably a new technical sub-
committee and partnership program, acknowledge the wider governance and business model 

concerns we have outlined.  
 

Computershare will continue to actively contribute to support the resilience of the existing CHESS 

platform and the evolution of our world class market infrastructure to underpin the Australian 
economy and for the benefit of public companies and their investors.  

 
END 

 
For further information contact  
Marnie Reid marnie.reid@computershare.com.au  
Paul Conn paul.conn@computershare.com  
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Thursday, 20 Apr 2017 
 

 
 

Market Infrastructure 

Australian Securities & Investments Commission 

GPO Box 9827 

Sydney NSW 2001 
 

 
 
By email:            Competition.Settlement@asic.gov.au 

 

 
 

Dear Dodie & Ayesha 
 

 
 

Consultation Paper on Safe and Effective Competition in Cash Equity Settlement 

in Australia 
 

 
 

Thank you for the opportunity to respond to the Council of Financial Regulators’ consultation on Safe 

and Effective Competition in Cash Equity Settlement in Australia. 
 

Our confidential comments on the consultation paper are offered from our particular perspective as 

share registrar.  We have accordingly not addressed a number of the broader themes in the paper 

regarding settlement infrastructure and models, but have confined our comments to areas that impact 

securities registration, administration and transfer.  We address these issues in response to questions 

1, 2, 3, 4, 18 & 19 only. 
 

We appreciate the Agencies’ engagement on these topics and look forward to continuing to provide 

input on relevant aspects, as this initiative progresses.  If you have any questions in relation to our 

comments, please contact Claire Corney at  claire.corney@computershare.com or myself at 

paul.conn@computershare.com or Greg Dooley locally at  greg.dooley@computershare.com.au 
 

 
 

Yours sincerely, 
 

 
 
 
 
 
 

Paul Conn 

President, Global Capital Markets Group 

Computershare Limited 

paul.conn@computershare.com 
 

 
 
 
 
 
 

cc: Dodie Green, by email at  Dodie.Green@asic.gov.au 

cc: Ayesha Budd, by email at  Ayesha.Budd@asic.gov.au
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1.   Has the emergence of competition in cash equities settlement become more likely 

than it was considered during the 2015 Review? Please elaborate on your answer. 
 

Yes, we now consider targeted competition, e.g. for specific market segments, more likely than we did 

during the 2015 review; however we do not anticipate a wholesale replication of the market 

settlement infrastructure in a single step or in the near to medium term. This view of the changed 

competitive environment is predominantly due to the emergence of distributed ledger technology, 

which has the potential to offer alternate approaches to competitive equities settlement and to reduce 

the barriers to entry for competitive settlement operators. A very profitable vertically integrated 

exchange group is also a contributing factor and another catalyst for users to seek contestability in 

settlement and related services. Combined, these separate factors reinforce the position that previous 

perspectives concerning the viability of competition in settlement are appropriate to be reviewed. 
 
 

 
2.   What, if any, are the existing barriers to entry for a competing SSF in Australia? For 

example, are settlement services contestable without the additional provision of 

ancillary services? Are there other factors or particular market features that increase 

barriers to entry for a competing SSF? 
 

Computershare’s comments on the issue of barriers to settlement are offered within the context of our 

role as share registrar, and focus on aspects related to securities recordkeeping. 
 

Under Australian law and current market structure, the settlement process, on the one hand, and 

securities registration and administration, on the other, are closely entwined. From an operational 

and technology perspective, ASX operates the Clearing House Electronic Subregister System (‘CHESS’) 

as both the cash equities settlement system and as a system to record securities ownership on the 

CHESS subregister. Equally, from a regulatory perspective the ASX Settlement Operating Rules provide 

both for the regulation of settlement operations and also securities administration and transfer. The 

ASX is empowered to make such rules pursuant to its authorization as a Securities Settlement Facility 

(‘SSF’) under the Corporations Act.  Additionally, the ASX Listing Rules contain certain provisions 

governing aspects of securities registration. 
 

A competitive cash equities settlement provider that is also approved as a SSF is likely to seek to 

introduce equivalent rules regarding aspects of securities registration, administration and transfer to 

support their particular settlement model. We are concerned however that the current regulatory 

framework risks creating legal uncertainty in a competitive SSF environment. We therefore suggest 

that this issue of securities registration, administration and transfer needs to be considered in parallel 

with the broader discussions on facilitating a competitive settlement environment. 
 

Our primary concern is to ensure certainty and integrity of legal title to securities within the current ‘name 

on register’ market model: that transfer arrangements are properly authorized and provide valid instructions to 

transfer title, and correspondingly that we have certainty in the rules relating to administration of securities 

entitlements. Figures 2 & 3 in the consultation paper demonstrate that, as share registrar, we will be 

required to interface our clients’ securities registers with one (or more) new SSFs, additional to our 

current role interfacing with CHESS. We anticipate that a number of issues regarding securities 

administration and transfer will need to be considered operationally, technically and legally to 

effectively support a competitive SSF future state. This should include fundamental securities transfer 

and registration issues as well as the handling securities administration activities such as corporate 

actions. 

 
As the most fundamental example, and purely for illustrative purposes, it is conceivable that a 

registrar may receive transfer instructions from competing SSFs, and also off-market transfers, in
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relation to a particular parcel of securities on the issuer sponsored subregister. In addition to needing 

to determine processing protocols for such transfer instructions (which is an existing albeit uncommon 

risk between market transfers and CHESS-initiated movements), this creates a risk of the share 

registrar or its issuer clients being in breach of one of more SSF rule regarding transfer processing, in 

the absence of protocols for determining priority. 

 
Accordingly, while we do not take a particular view as to whether the current regulatory environment 

for securities registration poses a barrier to entry for a competing SSF per se, we are of the opinion 

that these issues need to be addressed as part of the Agencies’ efforts to facilitate a competitive 

settlement environment. While we appreciate how deeply embedded this is in the existing market 

architecture and ASX Rules, consideration could be given to ‘unbundling’ rules relating to settlement 

operations of a SSF from rules relating to securities administration and transfer. 
 

We suggest that one possible approach to address this would be for the Corporations Regulations to 

prescribe a set of common principles for SSF rule-making, to ensure the fair and non-discriminatory 

ability for all competing SSFs to effect (or at least instruct) securities transfers on the electronic 

subregisters, and for the establishment of common protocols for securities transfer and registration. 

Formation of the issuer sponsored subregister could also be addressed at the level of the Regulations 

rather than SSF rules to remove uncertainty regarding access by competing SSFs . 
 

We suggest that the current hierarchy of regulation for securities registration, administration and 

transfer could deliver this outcome with some reconfiguration of the balance between prescriptive 

provisions in the Corporations Regulations and the remit of SSF rule-making, as follows: 
 

1.   Continuation of (i.e. no change to) the current enabling provisions in the Corporations Act 

allowing approved SSFs to make rules for securities settlement, administration and transfer, 

subject to the specification of Regulations; 

 
2.   The establishment of new provisions under the Corporations Regulations to set common 

principles for fair and non-discriminatory rights of access to the subregister system by all 

SSFs, including provision for the formation of issuer sponsored subregisters for issuers whose 

securities are settled through any SSF; and common protocols for securities administration 

and transfer to reflect the existence of multiple sources of transfer instruction; and 

 
3.   Continuing SSF rule-making to establish processes to support each SSF’s settlement model, 

subject to the principles established under the Regulations. As part of this, we would expect 

that ASX Settlement would continue to make rules in respect of the CHESS subregister, 

subject to the fair access principles established under the Corporations Regulations. 
 

We note that aspects of the Corporations Regulations require reconsideration in any event, as specific 

references to ASX Settlement and Transfer Corporation Pty Ltd (forerunner to ASX Settlement) are 

included. We would also suggest that as part of a review of the regulatory structure, consideration 

should be given to facilitating a move to electronic off-market transfers for the issuer sponsored 

subregister, in addition to the current paper-based off-market transfer process, to improve overall 

efficiency in securities transfer. 
 

The current structure is an understandable outcome of the historical development of CHESS and the 

longstanding centrality of ASX in the marketplace. However as the market structure evolves and in 

the light of potential competition for settlement activity, we suggest that it is timely and necessary to 

re-consider these arrangements and to future-proof the regulatory infrastructure.

Oversight of ASIC, the Takeovers Panel and the Corporations Legislation
Submission 6



4 

 

 

 

 

3.   What, if any, are the existing barriers to competition in the provision of ancillary 

services? How would competition in settlement impact upon the provision of ancillary 

services? For example, would you expect this to increase the prospect of competition 

in ancillary services? 
 

The Agencies note a range of ancillary services in the Consultation Paper, specifically asset 

registration, safekeeping, issuer services (e.g. corporate actions) and investor services. Overall we 

consider that a very competitive environment exists in Australia for these varying services. However 

discrete subsets of services are not currently contestable. This includes securities administration and 

transfer on the CHESS subregister, and certain communications to investors registered through 

CHESS. The structure of the CHESS subregister and ASX’s rule-making capability results in ASX 

control of such activities. 
 

For example, ASX issues holding statements to holders on the CHESS subregister, for which it charges 

issuers a prescribed fee that is not negotiable by the issuer. The ASX’s 2016 Annual Report stated that 

it produced 14m holding statements in the year. This investor communication is not a contestable 

service, unlike the majority of shareholders communications. By comparison, the issuance of holding 

statements to investors on the issuer sponsored subregister is a competitive service provided to 

issuers by a range of providers, subject to tender and negotiation on pricing. We also note that the 

CHESS holding statements are currently issued in paper form only and this is a substantial contributor 

to the high cost imposed on issuers and a significant revenue contributor to ASX (approximately 

A$17M per annum at current fees). 
 

In addition to allowing competition in the provision of this investor communication service to issuers, 

we suggest consideration be given to mechanisms to facilitate electronic delivery (via email or other 

form) while still ensuring investor protection. Further, under the rules as currently drafted, issuers 

would be required to pay for dual statement processing where a party moves securities between the 

CHESS subregister and the issuer sponsored subregister (and vice versa). We do not believe issuers 

should incur increased costs as a result of a competitive settlement system that delivers lower costs to 

market participants and investors. We believe this double impost issue can be resolved through 

removal of the duplicative triggers and greater use of electronic statement production processes. 
 

Similarly, issuers’ agents are very limited in the range of functions that can be undertaken in respect 

of holders on the CHESS subregister. For example, registrars are unable to update holder registration 

details on the CHESS subregister, despite common requests for this from securityholders (Note: At 

Computershare, we receive more than 1 million address change requests annually. We estimate that 

10-15% of these are received from Broker Sponsored holders, and we are unable to therefore 

administer the address change for the investor and must redirect them to their sponsoring broker). 

 
We also note that ASX is contemplating further service structures as part of its replacement of CHESS. 

While details of ASX’s intended future service model are not yet available, ASX’s comments on the 

topic have included mention of enhanced issuer services and changes to handling of corporate 

actions. It is possible that the CHESS replacement project will therefore give rise to further areas 

where ASX seeks to extend its control over ancillary services, utilizing its rule-making authority. While 

we fully appreciate that the current consultation relates to competition in settlement and not to ASX’s 

planned replacement of CHESS, we consider it impossible to entirely separate these two substantive 

and potentially transformative events in the cash equities market infrastructure. Additionally, we 

believe that ASX should not be able to use advent of distributed ledger technology to extend its 

monopoly position. 
 

In view of these considerations, we suggest that the Agencies consider mechanisms to allow access to 

competitive delivery of this subset of ancillary services.
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4.   Would the entry of a competing SSF have an impact on Australia's electronic sub- 

register system (i.e. the broker-sponsored and issuer-sponsored model)? 
 

In our view, the advent of competition in settlement (to augment the competitive trading environment 

in Australia) should prompt a parallel discussion around the appropriate future structure of access to 

the electronic subregister system. Under the Australian ‘name on register’ securities holding model 

and subregister system, investors can elect to be directly registered through either the issuer 

sponsored or broker sponsored model and thus obtain direct legal title to their securities, or to hold 

indirectly via a nominee on either subregister and receive only beneficial ownership. This system has 

been highly effective for the Australian market, delivering high levels of market efficiency while 

preserving investor choice regarding the administration of their securities, and it is critical that these 

benefits should be preserved and – where feasible – enhanced in a competitive SSF environment. 
 

However, as discussed above, the structure that supported the implementation of CHESS and the 

introduction of fully dematerialised securities registers for ASX-listed companies embeds ASX rule- 

making control over substantial elements of the register structure. This should be reconsidered in a 

competitive SSF environment. Rules regarding securities registration, administration and transfer 

should be unbundled from rules relating to settlement operations, and consideration given to 

establishing common principles for the SSF rule-making on securities registration, administration and 

transfer at the level of Corporations Regulations. 
 

The CHESS and issuer sponsored subregisters are prescribed under ASX Settlement and Listing Rules. 

For example, the ASX rules determine when an issuer must establish each subregister, or indeed in 

some circumstances create the ability for ASX to waive establishment of an issuer sponsored 

subregister option for investors. The ASX rules also prescribe many aspects of the ongoing 

administration of the issuer sponsored subregister. Where an issuer is not ASX-listed, its securities 

register is required to be certificated, under the Corporations Act, and the issuer cannot currently 

provide an issuer sponsored subregister. 
 

With the advent of a competitive SSF with equivalent rule-making capability for securities registration, 

administration and transfer under the Corporations Act, it would be possible for the new SSF to 

establish rules for the creation of a new subregister structure to mirror the existing ASX structure. In 

our view, this is a less likely approach and would be detrimental for the market, issuers and investors. 

It also needs to be established beyond doubt that the new SSF would have the ability to prescribe 

rules in relation to transfer and registration on the issuer sponsored subregister, which is currently 

only capable of being established under the ASX rules. 
 

We also note that issuers are currently required to have a CHESS subregister to access the settlement 

environment – in a competitive SSF environment it is possible that some issuers listed on non-ASX 

Australian Market Operators may prefer to operate only an issuer sponsored subregister. This may for 

example suit some small to mid-cap issuers. 
 

For these varying reasons, we urge the Agencies to consider the most effective future ‘home’ and 

approach for rules relating to securities registration, administration and transfer. We do not advocate 

substantive change to the existing electronic subregister structure itself. As noted above, these have 

delivered substantial benefits to Australian investors, issuers and market efficiency. However, as 

discussed in our response to questions 2 and 3, the anticipated advent of settlement competition must 

prompt consideration of fair and effective means for the competing SSFs to access securities 

registration as part of the settlement process, without impacting the efficiency of the subregister 

structure or creating legal uncertainty.
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[Please note that we have not responded to questions 5 to 17] 
 

 
 
 
 

18. Do you agree that the controls and safeguards described above, in combination with 

the Minimum Conditions (Clearing), are adequate to mitigate the risks that may 

emerge with competition in settlement, and to ensure such competition is safe and 

effective? a) If not, please describe any additional controls or safeguards that you 

believe are necessary and explain why? b) Are any of the proposed controls 

unnecessary? If so, please explain. 
 

Please refer to our comments in response to Q19 below, where we discuss our view that 

interoperability should be addressed by fair and non-discriminatory access by each SSF to the 

securities register. 
 

 
 
 
 

19. Do you agree that securities should be able to be moved between competing SSFs 

(e.g. via a link or a bridge between the SSFs, or possibly at the registry level) or do 

you envisage other ways for efficient settlement to be achieved? 
 

We appreciate the importance of ensuring an effective capability for all competing SSFs to be able to 

access securities and initiate movement of securities. As discussed in our comments above, we 

recommend that the Agencies consider fair and efficient access to securities registration in conjunction 

with establishing the protocols for a competitive settlement environment. In our view it would not be 

efficient for all competing SSFs to establish and administer separate subregisters as part of the 

competitive settlement environment, which would be necessary if securities were required to be able 

to move directly between SSFs. Creation of additional subregisters would add to market complexity 

and costs to all stakeholders, including issuers. 
 

The CHESS and Issuer Sponsored subregisters are overall very efficiently interoperable. We do 

however advocate review of turnaround times and fees/costs for all parties to a transaction in light of 

a competitive environment. There are a number of points of friction in current inter-subregister 

movements of securities that need to be addressed, to prevent either an increase in costs for certain 

stakeholders or a detrimental impact on timeliness of movements which could potentially impact 

settlement processes. These include: 
 

-  While various parties to transfers and conversions are subject to turnaround times for 

processing, the ASX is not, creating a risk of potential delays; 

 
-  Issuers are charged a fee by ASX for each inter-subregister transfer and conversion, which 

has the potential to increase their costs if transactions increase in a competitive environment, 

and 

 
-  As noted earlier, under current rules regarding statements, these movements will result in 

duplicate statement issuance costs for issuers for the changes to both the CHESS and issuer 

sponsored securities holding. 

 
With regard to the above-mentioned costs to issuers, we suggest that these fees should be reviewed 

to ensure that they do not create barriers to the free movement of securities between subregisters
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and do not increase costs to issuers if the advent of competition results in a substantial increase in 

such movements. 
 

We also note that other Market Operators should not be required in a competitive SSF environment to 

implement access to CHESS in order to have effective settlement through the entrant SSF. Such 

access would not be necessary if the security did not trade on competing markets. 
 

The establishment of fair and non-discriminatory rules regarding access to the existing registration 

system, mandating response times on all parties including each SSF, would facilitate and support 

competition and interoperability. As discussed above, we envisage that this could be achieved by 

establishing core principles at the level of the Corporations Regulations to facilitate an even playing 

field between SSFs and, critically, to ensure legal certainty in securities registration, administration 

and transfer, while minimising overall changes required to the current regulatory environment. 

However we appreciate that there may be alternate mechanisms that could deliver this outcome, and 

we welcome an ongoing dialogue with the Agencies and other stakeholders to explore the most 

effective approach to achieve this. 
 

 
 

-- END OF SUBMISSION -- 
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