
evaluation.treasury.gov.au

How the UK and Australia 
are improving evaluation 
in government 
Lucie Moore
Director, Health Impact Evaluation Unit, Australian Centre for Evaluation



evaluation.treasury.gov.au

Acknowledgment of Country
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Question

What percentage of government's largest programmes do you believe 
should be rigorously evaluated to ensure value for taxpayer money?
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Governments make decisions about 
extraordinary sums of money

A$1.2 trillion per year ($42,000 per person per year)

£1.3 trillion per year (£19,000 per person per year)
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(a trillion is one million millions!)



evaluation.treasury.gov.au

We need more evaluation

We don’t have good data on the volume/quality/use of evaluation but… 

5

Statistic Indicator Source

222 (24/25) 305 (25/26) Number of evaluations in the APS 
(likely underestimate)

Australian Centre for Evaluation 
State of Evaluation

$64m (21/22) (0.007% of total 
gov expenditure)

Total value of procured 
evaluations (where data was 
public) (likely underestimate)

Australian Evaluation Society 
State of Evaluation 2023

8% (2019) 35% (2025) % of gov major projects with 
robust evaluation plans in place

UK Cabinet Office review
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We need more evaluation…
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UK National Audit Office, Evaluation Government Spending (2021)

“…the use of evaluation continues to be variable and 
inconsistent…[so] government cannot have 
confidence its spending in many policy areas is 
making a difference”
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We need more evaluation…
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Independent Review of the Australian Public Service (2019)
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Improving evaluation in government 
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Both teams are working to improve the quality, quantity, and use of evaluation evidence in 
government 

From 2021 From 2023
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ACE / the ETF are one part of the wider 
evaluation system in government
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What does it take to build an effective 
evaluation system in government?

Incentives

Capability

Resources
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The UK
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Incentives to do evaluation in the UK

• Linking evaluation to spending and investment decisions.
• Asking departments to think earlier about how they will know whether major programmes have 

succeeded.
• Encouraging transparency about the strength of existing evidence.
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“Business cases are unlikely to receive approval without a robust and proportionate 
evaluation plan, properly aligned with the delivery context of the specific project or 
programme.”
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Incentives to do evaluation: transparency
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Capability to do evaluation in the UK
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17,000 accredited government analysts
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Building capability to do evaluation
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The Evaluation Academy The Policy School
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Capability to do evaluation: The What 
Works Network
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Centre 
Homelessness 
Impact

https://moneyandpensionsservice.org.uk/
https://www.homelessnessimpact.org/
https://youthfuturesfoundation.org/
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Capability to do evaluation: the What 
Works Network
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Capability to do evaluation
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Capability to do evaluation
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Resources to do evaluation
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Evaluation Accelerator Fund (£22m) Labour Market Evaluation and Pilots Fund (£37.5m)



Australia
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Incentives to do evaluation
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• Entities are to 
– develop evidence based New Policy Proposals
– Provide sufficient detail to demonstrate that an evaluation plan will 

be established in the early stages of policy implementation, taking 
into account the Commonwealth Evaluation Principles to allow the 
effectiveness and efficiency of programs to be measured and 
assessed over time, consistent with the Commonwealth Evaluation 
policy
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Incentives to do evaluation in Aus: 
transparency 
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Incentives to do evaluation: transparency 
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Capability to do evaluation
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Capability to do evaluation
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Capability to do evaluation
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Capability to do evaluation: evaluation 
trainer network
Evaluation trainer network
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Capability to do evaluation
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Using Artificial Intelligence tools to support evaluation in the Australian Government
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Capability and resources to do evaluation 
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Reflections on my time in the ACE and the ETF

• No single intervention is enough
• Incentives is the hardest nut to crack
• Evaluation reform is fundamentally organisational / system change
• Consider transparency over mandates
• Leadership matters – need senior to leaders visibly support evaluation
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Further reading
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Thank you! Questions?

lucie.moore@treasury.gov.au
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Commonwealth 
Evaluation Policy
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OFFICIAL

OFFICIAL

Review dimensions

1. Aims - clarity of evaluation rationale, 
research questions, audience.

2. Methods - quality of overall evaluation 
and individual components (impact, 
process and VfM)

3. Management - suitability of 
management plans

Quality assessment framework developed with Ipsos 

Scoring

0 = substantial missing information to 
judge this criteria

1 = limited info to assess quality, and/ or 
significant improvement required

2 = substantial and satisfactory info 
included. Some improvement possible

N/A = criterion doesn’t apply.
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OFFICIAL

OFFICIAL
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Components of a ‘typical’ high quality evaluation for a 
major project

1. Clear aims: well articulated evaluations questions and objectives
2. Mixed methods:

a. Strong emphasis on theory of change - reflecting complexity
b. Components of quantitative experimental/QED designs e.g. diff-in-diff, A/B 

testing for digital programmes
3. Iterative:

a. Early evaluation planning, baseline and data collection
b. Phases of process/impact/VfM evaluation - learning

4. Embedded into the wider programme:
a. Alignment with monitoring and benefits realisation
b. Clear governance and senior buy-in for use of evaluation findings
c. Suitably resourced
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Barriers to eval

• Designing evaluation early enough
– Many programs are already underway before evaluation is considered.

• Data access and quality
– Administrative data may not be available or may be underutilised.

• Competing priorities
– Evaluation competes with delivery pressures.

• Capability gaps
– Not every agency has the same level of evaluation expertise.
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OFFICIAL

OFFICIAL

- Lack of political interest in, or support for, evaluation
- mismatch between political timetables and the timelines of evaluation producers; 
- electoral cycle; 
- political decisions being driven by values rather than outcomes; 
- project owners disinclined to evaluate due to negative exposure if harmful or neutral impact is 

detected.
- Project owners seeing evaluations as an imposed process or hurdle rather than as necessary Research & 

Development (R&D) to ensure good value for money and optimal design of future interventions.
- Weak integration of people and processes to join policy and analysis effectively. Policy not designed 

with testing and evaluation in mind and analysts involved too late in the policy-making process. 
Evaluation plans not built into standard project approval processes at a sufficiently early stage.

- Lack of resources to manage evaluation effectively.
- Shortage of evaluation specialists 
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Barriers to evaluation identified by the UK NAO - 2021
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