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Session overview

1. Introduction 

2. Entity approaches

— Robert Grimshaw | Evaluation Hub, Australian Taxation Office 

— Lyn Henderson | International Development Program, Department of Foreign Affairs and Trade

3. Commonwealth approach 

—Suzanne Butler | Australian Centre for Evaluation, Department of the Treasury

4. Panel discussion – Q & A 
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Share your thoughts and 
questions
Join at slido.com or in the Slido app 
using the code:

#2726 334
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Acknowledgment of Country
We acknowledge the Traditional Owners and Custodians of Country throughout Australia and 
their continuing connection to land, waters and community. We pay our respects to them, their 
cultures, and Elders past and present.

We recognise the unique relationship Aboriginal and Torres Strait Islander peoples have to 

Country, culture, community and the important role this plays in us all walking together as 

Australians.

We value the contribution Aboriginal and Torres Strait Islander peoples make to our 

organisation and the broader tax, superannuation and registry systems.
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The Evaluation Hub is a 
driver for changing 
evaluation culture, 
capacity and practice.

We operate as a hub and spoke model 
connecting evaluation areas and related 
functions across the ATO.
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Building

evaluation
capacity

Building evaluation culture

Building

evaluation
practice

Evaluation Hub

Business line 
evaluation areas

Portfolio and 
program 

management

Learning and 
development

Planning and 
performance 

reporting

Risk 
management

Research

Design and 
behavioural 

insights
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A maturity model is a common business tool to 
help organisations reflect on their current level of 
maturity in a particular function or capability.

It can help achieve a shared understanding of the 
function and what types of changes might enable 
it to reach a higher level of maturity.
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The Evaluation Hub 
developed the 
evaluation maturity 
model as a foundational 
resource

It is designed to:

• provide a common understanding of 
evaluation culture, capacity and practice 

• describe pathway of changes that should 
lead to a mature evaluation function

• generate discussion and reflection as a 
means for continuous improvement across 
the organisation or within business areas.
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Four levels of maturity

EXTERNAL

Evaluation is not well 
understood but pockets 
of knowledge and good 
practice are emerging, 
typically involving 
quantitative 
measurement.

Evaluation is largely 
integrated with relevant 
business functions. 
Evaluation insights for 
decision-making are 
becoming multi-
dimensional.

There is a general 
understanding of the role 
of evaluation. Evaluation 
processes are developing 
and becoming connected 
to relevant business 
functions.

New and 
emerging

Conducive 
and developing

Adapted 
and integrated 

Advanced 
and leading 

Evaluation sustainably 
produces multi-dimensional 
insights that are used for 
learning, continuous 
improvement and evidence-
based decision-making.
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Three interrelated categories
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Culture

Capacity Practice

‘a broad concept…[that] 
describes evaluative 
mindsets and how people 
make evaluation fit into 
local beliefs and tradition’

The ability of, and access 
to, adequate resources to 
perform the evaluation 
practice, function, and 
processes.

A bundle of principles and 
guidelines that work 
closely with each other to 
inform evaluation practice 
and processes.

For example:
• the existence of processes, 

principles and guidelines for 
evaluation and their integration 
within policy, program and risk 
management life cycles

• the design of fit-for-purpose 
evaluations and the production 
of evaluation findings and 
insights.

For example:
• the availability and nature of 

evaluation capabilities in the 
organisation

• the understanding and use of 
evaluation competencies, terms 
and concepts

• the availability and engagement 
in evaluation learning 
opportunities.

For example:
• the availability and use of evaluation evidence and 

insights to inform decision-making, learning and 
continuous improvement

• the place and prominence of evaluation within 
policy, program and risk management life cycles

• the discussion and promotion of evaluation by 
senior leaders

• the practice of evaluative thinking.

Dahler-Larsen and Boodhoo (2019)
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A reflective practice tool

EXTERNAL

• Generate discussion about 
current level of evaluation 
maturity and desired changes

• Questions for individual or group 
discussion and reflection

• Document and share reflections 
in a way that encourages their 
use

• Continuous cycle of reflection, 
action, and learning

Reflective practice questions

• What have been positive drivers for building evaluation 
maturity?

• What have been challenges to building evaluation 
maturity?

• Where are future opportunities for building evaluation 
maturity?

– What positives can you build upon? What do you need 
to change?

– What are the priorities for growth or change? Why?

– What actions can you take for these priorities? Who, 
how, when?

• What have we learned from past actions that will help us 
improve future ones?
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Thanks for listening

Contact us at evaluation@ato.gov.au 
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Evaluation Capability Maturity Model
for the International Development Program
DFAT presentation to the aes25 International Evaluation Conference
September 2025



Drivers for strengthening DFAT evaluation capability

• International Development Policy 

• Evaluation Improvement Strategy



Targeted Evaluation Improvement Program

Objective: DFAT has a strong evaluation culture with staff at all levels valuing and 
using evaluation for better program management and decision making.

Evaluation practice, 
quality and use

Senior leadership supportEvaluation capability

Provides support and mentoring to build monitoring, evaluation and 
learning capabilities at overseas posts.



Evaluation capability maturity model



Applying the model
Baseline

Prioritise 
areas where 

improvement 
is important

Set level of 
ambition  
in each 
domain 

Plan 
support 
activities 

and 
resources

Implement 
post 

support 
work plan

Check, 
reflect, 

adjust, keep 
going 

Ongoing cycle of 
improvement



Lessons learned to date

• Long term support through a cycle 
of continuous improvement

• Staff motivation, interest and 
engagement

• Senior leadership support

• Strong relationships with posts 
• Responsiveness to a range of monitoring, 

evaluation and learning requests
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Commonwealth Evaluation 
Maturity Model
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Maturity models in context
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Research – cross discipline examples
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Maturity model pilot
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Emerging Maturing Embedded

Evaluation 
capability

Evaluation design, 
planning and 

delivery

Evaluation use

Action plan

Maturity levelsDomains

Receive and analyse 
results

Evaluation culture 
and leadership
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Pilot design principles

• System focus – support diverse entities across government 

• Strengths-based – celebrate strengths and build capability

• Flexibility – provide flexibility to accommodate different contexts

• Alignment – support and complement existing entity approaches

• Simple – identify a clear and simple journey to enhance maturity

• Action oriented – practical steps to improve evaluation maturity
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Pilot findings

• Valuable for collaborative discussion and reflection

• Supported teams to think broadly about evaluation capability and culture change 

• Scalable across different levels

• Useful tool for monitoring evaluation maturity progress

• Flexible enough to adapt to different contexts

• Consider prerequisite knowledge required to complete assessment 

• Consider ongoing support and practical examples

26

“It is the conversations that 
happen because of this tool 

that are important. 

“Teams were able to use the results to think about 
things they would not think about otherwise to build 

evaluation culture and capability.”



evaluation.treasury.gov.au

Embedding a culture of evaluation
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Share your thoughts and 
questions
Join at slido.com or in the Slido app 
using the code:

#2726 334
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