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Introduction to evaluation questions
The questions listed in this document form a bank, or menu, from which to develop the evaluation questions that will underpin the data collection requirements of individual programs and inform their evaluation strategy.
The questions are organised into four focus areas: design; efficiency; outcomes and impact; and lessons learned. Every program evaluation should include questions from each of these areas.
The individual questions are neither obligatory nor exhaustive. For any particular program, questions may be added, subtracted or modified depending on the characteristics of the program and the type of evaluation being conducted. The terms of reference approved for particular evaluations may focus on particular areas and/or include questions beyond those provided here.
Note that:
Questions relevant to continuing programs are generally phrased in the present tense, while questions relating to impact and/or completed programs use the past tense. For the purpose of this document, questions are phrased in the past tense unless they relate only to continuing programs;
Although the department and its partners deliver a range of programs to support Australian businesses, the questions below are framed primarily for grant programs and programs that comprise a number of funded projects. The questions are readily adaptable for other program types.
Evaluation types
Under the department’s Evaluation Strategy 2017-2021, and depending on the size and significance of individual programs, up to three types of evaluation may be conducted over a program’s lifetime:
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	Post-commencement evaluation (around 12 months after implementation)
A ‘check in’ on a program soon after its commencement, focusing on initial implementation, design and delivery. Reporting to internal stakeholders enables issues to be identified and corrective action taken early in the program lifecycle.
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	Monitoring evaluation (18-24 months after implementation)
An assessment of a program’s progress in its’ business as usual’ phase, focusing on short and medium-term outcomes and contribution to the department’s strategic objectives. It is also an opportunity to test the program’s data sources. Reporting is primarily intended for internal stakeholders but can also include external stakeholders.
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	Impact evaluation (after around 4 years, or on program completion)
An assessment of a program’s performance against its objectives, together with its impact (ideally tested against a counterfactual). It may also assess the program’s value for money, cost-effectiveness and other attributes. In most cases, the evaluation report is intended for external publication.


The question listing includes an indication of which questions are likely to be relevant to which type(s) of evaluation.
Questions
Design
This focus area examines the extent to which the design of the program aligns with its stated policy objectives. It considers the original and continuing rationale for government intervention, the extent to which the program design incorporates a logical and evidence-based theory of change, and alignment with other government programs and the government’s overall strategic objectives.
Source data: Original program documentation, current policy documents, literature reviews
	KEY QUESTION:  How appropriate was the design of the program?

	
	Questions

	Original rationale for the program
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	What was the nature, magnitude and distribution of the problem or opportunity that the program was designed to address?
What was the concern or opportunity that gave rise to the program (e.g.as articulated in the NPP)?
How many businesses were potentially affected? What types of businesses were they? What costs or obstacles were apparent? What potential benefits were being forgone?
What particular industry sectors or regions were affected?
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	What services or service improvements were needed?
What actions were needed in order to overcome the problem or exploit the opportunity?
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	What was the likely consequence of not addressing the problem or opportunity?
Had no action been taken, how likely is it that the problem or opportunity would have continued?
To what extent might the problem have worsened or the opportunity dissipated in the absence of any action? How many businesses might have been affected? What might have been the economic consequence for those businesses, their industry sector and/or the economy?
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	Did changes in the nature of the problem or opportunity occur over the program’s lifetime that warranted a change in the program’s design or scale? If so, how was this addressed?

	Continuing rationale for the program
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	Is there still a need for the program?
Has the nature, magnitude or distribution of the problem or opportunity changed since the introduction of the program? If yes, how, and to what extent, and does the program still address this changed need?
How and to what extent would businesses and the economy be affected if the program were to be reduced or abandoned?
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	Are the original and/or current policy objectives still relevant?
Have changes in the situation or environment overtaken the policy objectives? What, if any, amendments to the objectives would enable a more effective response to the problem or opportunity?
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	Are the original targets or outcomes still desirable and achievable?

	Original rationale for government intervention
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	Was it appropriate for the federal government to intervene? Why/why not?
Were existing or prospective private sector activities likely to be less than fully effective in resolving the problem or maximising the potential benefits?
Was a market failure apparent? Were externalities or spillovers being generated or forgone to the detriment of the Australian community?
What gaps or barriers prevented a solution being reached independently of government involvement? 

	Continuing rationale for government intervention 
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	Is government intervention still appropriate?
Are private sector solutions still unlikely to deliver an effective outcome for businesses, industry, the economy or the Australian community?

	Alignment with strategic objectives 
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	To what extent was the program consistent with the Australian Government’s strategic policy objectives?
If relevant, did it also align with the government’s science and research priorities?

	Interaction with other programs 
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	How well did the program align and/or interact with other government or community programs targeting similar objectives, clients or activities?
Did any other government or community programs target similar firms or objectives? If so, to what extent did the objectives of the different programs complement or conflict with each other?
Did any other government or community programs engage in similar activities? If so, to what extent did the activities of the different programs complement or conflict with each other? 
Were conflicting incentives being delivered?

	Level of government 
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	Was the activity undertaken by the most appropriate level of government?
Did the activity lie within the powers and responsibilities of the Commonwealth Government? If not (or not solely), what was the reason for Commonwealth Government involvement?
Did other levels of government take action instead of, or alongside, the Commonwealth? Why or why not?
If the activity occurred in different States and Territories, were the relevant governments consulted when the program was developed?
To what extent were State, Territory and local governments involved in program activities?

	Program design
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	Did the program have clear and consistent objectives?
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	Did clear, evidence-based links exist between the program’s inputs and activities and its expected outcomes?
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	Were mechanisms in place for outcome achievement to be assessed? Were appropriate KPIs identified?
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	Was the program adequately resourced to undertake its planned activities?
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	Did the program design address the need?
Did any changes occur that reduced the effectiveness of original design elements? Could changes to elements of the design have produced a better outcome?
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	Why was a grants/ tax incentive program/ this program considered to be the most efficient and appropriate way to deliver this program? What alternatives existed?
What evidence supported the design choice?
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	Were lessons from previous programs or previous rounds taken into account in designing the program?
If previous reviews or evaluations of the program had been conducted, were the findings taken into account and recommendations actioned?
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	Have any changes or improvements been made to the design of the program since its inception (as a result of continuous improvement or other)? How effective were they?

	Governance
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	How effective were the program’s governance arrangements?
Were the roles and responsibilities of all parties involved in the administration of the program clearly defined?  
Were lines of accountability clear for all parties involved in the administration of the program?
Are record-keeping procedures in place to demonstrate compliance and ensure consistency in decision-making?
Are procedures in place to identify and manage potential conflicts of interest?
How well did the governance arrangements compare against the Australian National Audit Office good governance focus areas (Performance orientation/Openness, transparency and integrity/Effective collaboration)
Is the governance structure, including Board membership and secretariat arrangements, appropriate to achieve the intended objectives?
Were governance arrangements consistent with the Commonwealth Grant Rules and Guidelines?
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	Were there areas for improvement in the program’s governance structure?


Efficiency
This focus area examines the way the program’s inputs and activities were organised in order to generate its expected outcomes. It considers the targeting of the program, the effectiveness of the assessment, payment and reporting processes and the adequacy of resourcing.
Source data: Program administration data
	KEY QUESTION:  Was the program administered and delivered efficiently?

	Category
	Questions

	Rollout
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	Was the program rollout completed within standard AusIndustry/BGH timeframes? If not, what obstacles were encountered? What, if any, action was taken to overcome them?
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	Was the program rollout completed on budget? If not, why not?

	Administration
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	Did program operations and procedures work effectively?
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	Were program delivery timetables realistic? Were there delays? If so, what caused the delays? What action was taken?
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	Were any significant administrative constraints or costs experienced?
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	Did the program have clear and consistent guidelines to enable consistent administrative decision making?
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	Were mechanisms in place to enable continuous program improvement? If so, how effective were they?
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	Were there areas in which the program’s operations and procedures could have been more efficient? What changes or improvements were introduced? How effective were they?

	Inter-agency cooperation
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	If other agencies or groups were involved in the administration of the program, how effective were the joint working arrangements?

	Risk management
	[image: C:\Users\jm6747\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.Outlook\4ORUAJL4\All icon.png]
	What were the major risks associated with the program? How well did the program design anticipate and mitigate those risks?
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	Were changes made to program operations or governance arrangements to improvement the management of identified risks?
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	What were the consequences of facing and/or managing program risks?

	Participation
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	To what extent did the characteristics of applicants (successful and unsuccessful) match those of the program’s intended participants?
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	To what extent did the projects proposed by applicants match the program’s intended focus? 
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	Were efforts made to increase awareness of the program among firms or project types under-represented among applicants? What was the outcome of those efforts?
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	Was the program over- or under-subscribed?
If the program was under-subscribed, were efforts made to increase awareness of the program among targeted firms or project types? What was the outcome of those efforts?
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	How many businesses proposed projects that were funded? What were the demographic characteristics of those businesses (size, age, etc)?
How many projects were funded? 
What was the geographical distribution of funded projects?
What was the sectoral distribution of funded projects?
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	In what ways did applicant firms who were successful in obtaining funding differ from applicant firms who were unsuccessful?
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	In what ways did projects that were funded differ from projects that were not funded?

	Project management 
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	Did all projects commence as planned? If not, what obstacles were encountered? How were they dealt with?
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	Were program funds disbursed within planned timeframes?
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	Were all projects completed as planned? Why / why not?
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	In what ways did projects that were completed differ from those that were not completed? What obstacles were encountered?

	Grant payments
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	How well was the payment of funding linked to project delivery?
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	Did any recovery of funds occur? If so, how much and in what circumstances?

	Project reporting
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	Were reporting requirements and processes adequate and effective?
Were projects issued with clear reporting guidelines?
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	Did projects maintain and submit the required information? 
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	Were project reports submitted in a timely way?

	Project monitoring
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	Was oversight of participants’ progress, and their completion of the funded projects, efficient and effective?
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	To what extent were projects able to change course to accommodate unexpected barriers or developments, or to take advantage of unexpected opportunities?

	Program monitoring
	[image: C:\Users\jm6747\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.Outlook\4ORUAJL4\All icon.png]
	Was the program implemented on budget and on schedule?
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	Did the financial records provide a transparent, accurate and reliable view of how program funds were allocated and used?
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	Was reporting sufficiently informative and timely to ensure that problems or opportunities could be identified and addressed quickly?

	Monitoring and evaluation
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	Were the KPIs appropriate and related to the program objectives?
Were data in place to demonstrate that the program addressed the market failure underpinning the program rationale?
Were measures in place to assess high-level program attributes (such as cost-effectiveness, value for money, etc)?
Were measures in place to assess contribution to high-level outcomes (such as productivity gains, export competitiveness, spillovers, etc)?
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	Are more or different KPIs required?
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	Did the program have sound data collection methodologies?
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	Were any problems encountered with data collection? If so, how were they addressed?




Outcomes and impact
This focus area examines the extent to which the program’s objectives were achieved and the impact it had. It considers the magnitude and distribution of the changes observed, the extent to which they can be attributed to the program, the cost-effectiveness of the initiative as a whole, and the difference it ultimately made.
Source data: Analysis of program and comparative data, surveys, stakeholder interviews
	KEY QUESTION:  Did the program work?

	Category
	Questions

	Achievements to date
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	What data are available to determine initial outputs and early outcomes of the program?
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	What early outcomes or indications of future outcomes are suggest by the data?
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	Are the outcomes identified in the program logic model occurring as expected?
What is the likelihood that they will continue to be achieved?
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	Are mechanisms in place for robust later assessment of the program’s outcomes and impact in terms of:
What was achieved?
How much was achieved?
Who was affected?
Where the outcomes were concentrated?
How/why the outcomes were achieved (attribution vs contribution)?
Unintended consequences?
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	Is a mechanism in place to identify and analyse lessons learned from the program?

	Obstacles and success factors 
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	Have any issues or developments emerged that might limit the achievement of intended outcomes? If so, what actions are being taken to address them?
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	Have any issues or developments emerged that might reinforce achievement of intended outcomes? If so, what actions are being taken to exploit them?
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	Have external factors affected the program’s operations or outcomes in any way? If so, is mitigating action required?
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	What, if any, obstacles have been encountered by program managers or program participants?
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	What characteristics distinguish the most successful projects and participants from those that are less successful?

	What was achieved
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	Did the program achieve its intended outcomes? 

	How much was achieved
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	What was the magnitude of the changes that occurred?
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	Did the outcomes meet the targets, if any, established for the program?
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	How do the outcomes compare with those of related or alternative programs?
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	Was the program’s reach sufficient to realise the required scale of change?
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	How durable or sustainable are the outcomes?
To what extent do participants have sufficient ownership, capacity and resources to maintain outcomes after the funding has ceased?

	Who was affected
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	What were the characteristics of the program’s participants and/or beneficiaries (size, sector, etc)? 
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	Did the actual participants/beneficiaries differ from the intended participants/beneficiaries?
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	Were any groups negatively affected by the program? If so, how?

	Where the outcomes were concentrated
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	To what extent did the outcomes differ by region or sector? 
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	Did particular regions or sectors participate in, or benefit from, the program more than others?
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	Did the actual distribution of the outcomes differ from that which was intended?

	How/why the outcomes were achieved
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	What were the main factors contributing to the outcomes?
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	What, if any, obstacles were encountered? What was done to reduce their effect?
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	What, if any, external factors affected the program’s operations or outcomes?
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	Were the assumptions specified in the logic model correct?

	 Unintended consequences
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	Did the program have any unintended consequences, positive or negative? If so, what were those consequences? How and why did they occur?
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	What action, if any, was taken to reinforce positive unintended consequences and reduce negative ones?

	Counterfactual 
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	Were methods considered or developed to determine what the situation would have been had the program not been conducted (for example, BLADE or control groups)?
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	What would have been the situation had the program not been conducted?

	Return on investment
	[image: \\prod.protected.ind\user\user09\ma2718\Desktop\Evaluation Ready\I.png]
	To what extent can the return on investment be quantified for the program?

	Cost-effectiveness
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	Were methods considered or developed to enable future assessments of the cost-effectiveness of the expected activities, outputs, outcomes, impacts and benefits?
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	Was the program cost-effective? How did its outcomes compare with similar programs elsewhere, or with alternative ways of achieving the same outcomes?
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	To what extent did the benefits of the program outweigh the costs?

	Evaluation-readiness
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	How ready is the program for evaluation of its outcomes and impacts?


Lessons learned
This focus area distils lessons learned for future policy and program development.
Source data: Analysis of previous evaluations or reviews, analysis of the program logic, review of success factors and obstacles.
	KEY QUESTION:  What lessons does this program offer for future program and policy design?

	Category
	Questions

	Lessons learned
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	What, if any, lessons can be drawn from the program to improve the efficiency or effectiveness of future programs? (Eg: What went well? What didn’t go well? What can be improved? How can we improve?)
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