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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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Principal revenue 
collection agency of 

the Australian 
Government

Around 20,000 
employees

$515.6b net tax 
collected 

14m individual 
income tax returns
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2021-22

Australian Taxation Office



ATO corporate plan 2023-24

ATO performance 
measures are generally 
quantitative
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We build community confidence by sustainably reducing the tax gap and 
providing assurance across the tax, superannuation and registry systems.

Strategic objective: G1 Government
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Qualitative concepts 
have also been 
reported numerically
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We work with and through others to deliver efficient and effective tax, 
superannuation and registry systems.

Strategic objective: C2 Client
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ATO corporate plan 2023-24



Unsurprisingly, evaluation and 
performance monitoring at the program 
and tactical levels predominantly involves 
quantitative measures.
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We in the Evaluation Hub are trying to open 
space within the dominant discourse to 
explore more non-tax traditional 
evaluation methods and approaches.
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The Evaluation Hub is a driver for changing evaluation 
culture, capacity and practice

Leadership of the ATO Evaluation Community of 
Practice

Opportunities and resources to build evaluation 
capability and capacity

Guidance and support for planning and carrying 
out fit-for-purpose evaluations that produce 
actionable insights

Help with defining program purpose, outcomes 
and program logic 

Building

evaluation

capacity

Building evaluation culture

Building

evaluation

practice
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We operate with five core principles
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Our service principles

Collaboration

Utilisation

Fitness for purpose

Learning

Evaluative thinking

Our service delivery strategies

Modelling and coaching

Two-way learning

Client-led evaluation
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Our Evaluation Maturity Model – refocusing towards 
evidence and judgment
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New and 
emerging

Conducive 
and developing

Adapted 
and integrated 

Advanced 
and leading 

Investment decisions 
often involve adjusting 
previous strategy in light 
of experience.

Evaluation is not well 
understood but pockets 
of good practices exist 
for experimental or 
quasi-experimental 
methods and for 
quantitative  
measurement.

Decision makers are 
seeking evaluation 
evidence and insights 
but often can’t find it.

Informed evaluation 
practice and mixed 
method approaches are 
developing.

Evaluation processes are  
becoming connected to 
relevant business 
functions.

Decision makers make 
judgments informed by 
credible evaluation 
evidence and insights 
that are more multi-
dimensional.

Evaluation is integrated 
within policy, program 
and risk management 
lifecycles. Multifaceted
evaluations are designed 
for complex programs.

Investment and strategy 
decisions are routinely 
informed by meaningful 
and timely evaluation 
evidence and insights.

Fit-for-purpose 
evaluations produce 
timely, meaningful and 
credible insights which 
are utilised and 
integrated within policy, 
program and risk 
management lifecycles.



Addressing the challenges 
of ‘Regulating by numbers’

‘calculative practices have the 
potential to divert attention 
towards targeted measurable 
numbers and away from other 
important normative aspects of 
regulation that are less amenable 
to quantification’
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Gilligan, G., et al,. Regulating by Numbers: The Trend Towards 
Increasing Empiricism in Enforcement Reporting by Financial 
Regulators (February 4, 2016). Law and Financial Markets Review, Vol. 
9, No. 4, pp. 260-282. Available at: https://ssrn.com/abstract=2728071

https://ssrn.com/abstract=2728071


Performance 
measurement and 
evaluation need to work 
together in the APS

‘production of key performance 
indicators (KPIs) has become an 
entrenched element of APS 
reporting over several decades’

‘these indicators give at best 
only a limited insight into the 
efficiency and effectiveness of a 
program’

‘considerable scope for 
evaluation activity to 
complement the production of 
KPIs’
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Bray, J. Rob et al. Evaluating and Learning from Failure and Success: An 
ANZSOG Research Paper for the Australian Public Service Review Panel 
(March, 2019). Australia and New Zealand School of Government. 
Available at: https://www.apsreview.gov.au/resources/evaluation-and-
learning-failure-and-success

https://www.apsreview.gov.au/resources/evaluation-and-learning-failure-and-success


Reframing the conversation

Most requests start here

We bring them back here

• We bring the conversation back to a more logical starting point
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Reframing the conversation

• What problem or risk are we trying 
to address?

• What changes are we trying to 
achieve?

• How should that happen? 

• Is there a logic to how that should 
happen?

• We deliberately use questions to operate the life cycle – no templates or forms to fill in.
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Reframing the conversation

• We emphasise logical modelling as a 
way of working towards more theory 
based approaches. 

• Again, we start with questions rather 
than a template and have no set logic 
model format.
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For example, we might ask:
• ‘What do we need to know?’ 

rather than ‘What do we want to 
measure?’

• What change do we want to see? 
rather than ‘What target are we 
trying to reach?’

• ‘What evidence could help to 
answer that?’ rather than ‘What 
data do we have?’

• ‘What might we learn from that?’

We harness and reinforce words 
and principles from authoritative 
sources such as the 
Commonwealth Evaluation Policy:
• ‘embed a culture of evaluation 

and learning from experience to 
underpin evidence-based policy 
and delivery’

• fit for purpose, useful, credible, 
ethical and culturally 
appropriate

Reframing the conversation

• We’re deliberate in the language we use for questions.
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https://www.finance.gov.au/government/managing-commonwealth-resources/planning-and-reporting/commonwealth-performance-framework/commonwealth-evaluation-policy


Building an evaluation community

• We use our leadership of the ATO Evaluation Community of 
Practice to generate awareness and interest in new ways of doing 
things, while being responsive to the community’s interests

‒ for example, exploring the use of mixed methods using a 
variety of case studies from tax and other contexts. 

• We run a series of workshops to build foundation evaluation skills 
and we intentionally seek out external learning events that expose 
people to a range of methods and ideas.

• We support members to share their reflections on new learning 
with the community – encouraging multiple voices and different 
perspectives to be part of the conversation.
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Scaffolding new learning

• Scaffolding new learning is particularly important 
to embed new concepts,  challenge old habits and 
build confidence to try something new.

• We scaffold new learning before and after external 
workshops by sharing useful tips, reflecting on key 
concepts, and supporting participants to apply 
new learning in their roles.

• We offer participants continued guidance and 
support including through our suite of internal 
resources.

According to Bruner's 
Scaffolding theory, when 
students are provided with 
the support while learning a 
new concept or skill, they 
are better able to use that 
knowledge independently
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Scaffolding in Education: A teacher's guide (structural-
learning.com)

https://www.structural-learning.com/post/scaffolding-in-education-a-teachers-guide#:~:text=History%20of%20Scaffolding%20in%20Education,to%20use%20that%20knowledge%20independently.


What changes are we seeing?

• Shifting to criterion-referenced performance measures where relevant. These provide 
clear standards against which performance is judged using collected evidence, and 
results are reported as achieved or not achieved.

18OFFICIAL EXTERNAL



What changes are we seeing?

• Business areas are seeking to expand from 
simply reporting against traditional revenue 
measures to undertaking logic modelling 
and program evaluation.

• Some of our current projects include:

‒ developing new approaches to 
evaluating public advice and guidance

‒ defining and evaluating outcomes from 
implementing independent review 
recommendations

‒ evidencing broader non-tax revenue 
benefits from significant compliance 
strategies
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Thanks for listening

Any questions?

Contact us at 
cegevaluation@ato.gov.au
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