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Driving evaluative culture: 
Grosvenor’s evaluation 

capability model

DESIGNED TO IMPROVE ORGANISATIONAL 

EVALUATION CAPABILITY
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What is evaluative culture?

Aspiring to an ‘evaluative culture’

While effective evaluation is a key underpinning of ensuring our public sector’s 

high performance and stewardship of programs and services there is 

acknowledgement that evaluation capability in the public sector requires 

improvement. This is reflected in recommendation 26 and 27 of the Independent 

Review of the APS which calls for embedding:

 “a culture of evaluation and learning from experience to underpin evidence-

based policy and delivery” (page 223)

 “high-quality research and analysis and a culture of innovation and 

experimentation to underpin evidence-based policy and delivery” (page 226).

“There is very little data currently available on APS-wide evaluation capability, 

but there is little doubt that improvement is required”. (APSC, 2019, p. 21)

Grosvenor’s evaluation capability model

Grosvenor has developed a capability framework that can be used to review and 

assess the evaluative culture of any organisation. 

This framework has been developed based on a review of evaluation guidelines 

and capability frameworks used in other areas and over 10 years’ experience 

delivering program evaluation consultancy services.

The framework is structured to enable the key strengths and weaknesses of 

organisational practice to be surfaced. The output is a point in time assessment 

of capability which can be used to inform the development of an action plan for 

capability uplift. 

Driving evaluative culture: Grosvenor's evaluation capability model

A strong evaluative culture is needed in our public service in order to deliver value to the Australian public

John Mayne (2008) defined evaluative culture as “an organizational 
culture that deliberately seeks out information on its performance in 

order to use that information to learn how to better manage and deliver 
its programmes and services, and thereby improve its performance.”

https://pmc.gov.au/sites/default/files/publications/independent-review-aps.pdf
https://www.apsc.gov.au/sites/default/files/apsc_state_of_the_service_report_2018-19.pdf
https://www.betterevaluation.org/sites/default/files/ILAC_Brief20_Evaluative_Culture.pdf
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Using our model to improve evaluation capability 

Capability assessments in general

Capability assessments are designed to assess performance, most commonly 

of an organisation or individual. They may be general and holistic in nature or 

focus on a specific function or performance area.  

The output is a point in time assessment of capability (current state) which can 

be used to inform the development of an action plan for capability uplift to the 

desired state. 

Capability assessments for evaluation, monitoring and reporting

There are a number of capability assessment frameworks that exist relevant to 

evaluation, monitoring and reporting*.

Evaluation capability at an organisational level in not just about the skills of 

individuals to do evaluation, it includes this, as well as the skills to manage, plan 

and use evaluations. It also includes the enabling and supporting structures of 

the organisation such as technical infrastructure, policy and process and the 

supportive environments that allow and encourage a good evaluation function 

and culture to flourish. To assess organisational evaluation capability at the 

organisational level all of these various domains need to be addressed. 

*Refer to references on page 8

Driving evaluative culture: Grosvenor's evaluation capability model

Our model is based upon maturity matrix frameworks and draws on existing evaluation frameworks and guidelines 

GAP

Action 

Plan



4

Grosvenor’s evaluation maturity model domains

Driving evaluative culture: Grosvenor's evaluation capability model

The 10 domains of organisational evaluation capability 

Governance

Assesses the organisational 

program evaluation 

responsibilities, roles, strategy, 

policy and procedures 

Leadership

Assesses to extent to which the organisation’s 

leadership communicates an inspiring shared 

vision for evaluative culture

Collaboration and engagement

Assesses the nature of stakeholder 

relationships and level of influence 

and thought leadership

People

Assesses how people are 

supported to deliver and the level 

of skills, competencies and 

experience

Systems

Assesses how systems support the 

delivery of program evaluation, monitoring 

and reporting

Conducting

Assesses how program 

evaluation activities are 

conducted

Using

Assesses how the outcomes of 

program evaluation activities are 

used and communicated 

internally and externally to 

continually improve

Culture

Assesses the organisational 

attitude towards program 

evaluation Managing Performance

Assesses how the performance 

of the program evaluation 

function is measured and 

improved 
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Evaluation 

maturity 

model

Planning

Assesses how program 

evaluation activities are planned 
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Gather 
information

Collate 
evidence

Determine 
rating

Design 
actions to 
close gaps

Implement 
and review

Assessment process

Driving evaluative culture: Grosvenor's evaluation capability model

Our five step process to undertake a evaluation capability assessment 

1 2 3 4 5

We undertake semi-structured 

interviews and a document 

review once we have a full 

understanding of your context 

and stakeholders

Evidence is mapped to each of 

the domains to build a 

comprehensive picture of the 

current state

The evidence is ‘matched’ to 

the best fit descriptor in order to 

determine the current maturity 

level for each domain

Where there are gaps between 

the current and desired state 

we develop recommended 

actions and activities to close 

the gap 

We help you to prioritise the 

recommendations, develop an 

implementation plan, and then 

follow up to with health checks 

at the 6 and 12 month mark to 

ensure implementation is 

progressing and make 

adjustments, if necessary
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Maturity levels

Determining current and desired state

Assessment is undertaken against four maturity levels (opposite). Prior to 

undertaking an assessment we will work with you to determine the desired 

maturity level. 

The desired maturity level should reflect what is required to achieve 

organisational goals and be reflective of actual/available investment.

Driving evaluative culture: Grosvenor's evaluation capability model

There are four maturity levels

Beginning

Developing

Embedded

Leading
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Value and benefits

Driving evaluative culture: Grosvenor's evaluation capability model

Reaching higher maturity levels is associated with these benefits

Continuous learning 

and improvement is 

normal practice

Agency’s vision and 

strategic goals are 

known

Evaluation activities and 

coordination is seamlessly 

integrated as part of BAU 

core business delivery
ICT systems support 

integrated data collection, 

analysis, insights and 

reporting

Knowledge sharing and 

individual empowerment. 

Collaboration and 

engagement is routine 

and  highly effective 

Parties take action 

individually and collectively 

to proactively achieve shared 

goals to the benefit of all 

Strategic agency level 

evaluation planning 

aligned with needs
Accountability and 

transparency 

Monitoring, evaluation, 

reporting and project 

management skills are 

widespread and 

integrated into BAU 

delivery

Relevant staff have 

higher order skills, 

capability and 

experience, which is 

effectively leveraged by 

the agency 

Management 

activity is proactive 

Clear strategic understanding of 

the skills, competencies and 

experience requirements for the 

agency’s evaluation capability 

Findings are routinely 

disseminated outside 

the agency

Evaluation findings routinely 

inform decision making and drive 

continuous improvement cycles

Evaluation planning is an 

integral component of 

policy/program 

development and delivery

Evaluation planning 

systematically leverages past 

and current evidence, data and 

activities and avoid duplication 

internally and externally
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References

Framework name
Year of 

development
Description

Australasian Evaluation Society’s 

Evaluator’s Professional Learning 

Competency Framework

2013  Supports individuals to develop their evaluation knowledge 

and expertise.

 Some elements are relevant to an organisational capability 

assessment.

Institute of Public Administration 

Australia’s professional capability 

standards for policy and regulatory 

professionals

Policy - 2014 

Regulation - 2015

 Outcomes based standards which reflect performance 

expectations of a skilled individual at Australian Qualification 

Framework level 9. 

 Of particular relevance is Part 4.4 Maintain ongoing policy 

accountability and re-evaluate and adapt policy in response 

to delivery performance and changing circumstances (see 

ATTACHMENT A).

Australian Public Service Commission’s 

model of capability

Commenced 2011  The model of capability was developed by the Australian 

Public Service Commission as part of their strategic 

capability review program. 

 It is designed to assess holistic organisational capability. It is 

not specific to evaluation. 

ACT Government Evaluation Policy and 

Guidelines

2010  Supports improved performance and accountability through 

a commitment to planning for and delivering evaluations. 

The policy and guidelines include details of organisational 

evaluation maturity rated across four levels and recognises 

that developing and maintain evaluation maturity is an 

ongoing process. 

Department of Infrastructure and 

Regional Development’s Monitoring and 

Evaluation (M & E) Capability Strategy

2017  Sets out the department’s strategy to build M&E capability 

including a monitoring and evaluation maturity table to be 

used for assessment of the department’s maturity.

Driving evaluative culture: Grosvenor's evaluation capability model

We drew on the following frameworks and guidelines when developing our capability model

Additional guidelines:

> Queensland Government (2014), Evaluation 

Program Guidelines, Brisbane

> NSW Government (2016), Program 

Evaluation Guidelines

> Australian and New Zealand School of 

Government (ANZSoG, 2012), Better 

Evaluation, Melbourne

> United Nations Development Programme 

(UNDP, 2008) Handbook on Planning, 

Monitoring and Evaluating For Development 

Results

> United Nations Environmental Program 

(UNEP, 2008) Evaluation Manual 

> HM Treasury (2011), Guidance for 

Evaluation, UK.

https://aes.asn.au/professional-learning/pl-resources.html
file:///C:/Users/dwinfield/AppData/Local/Microsoft/Windows/INetCache/Content.Outlook/BPXZLYZA/Institute%20of%20Public%20Administration%20Australia’s%20professional%20capability%20standards%20for%20policy%20and%20regulatory%20professionals
https://www.apsc.gov.au/capability-review-program
http://www.cmd.act.gov.au/__data/assets/pdf_file/0004/175432/ACT-Evaluation-Policy-Guidelines.pdf
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