
1          CRDC Monitoring and Evaluation Reporting Framework  Clever Cotton 2023–28 www.crdc.com.au

MONITORING AND EVALUATION  
REPORTING FRAMEWORK

CLEVER COTTON 
2023–28



2          CRDC Monitoring and Evaluation Reporting Framework  Clever Cotton 2023–28 www.crdc.com.au

Contents

Acknowledgement of country 

CRDC acknowledges the Traditional Custodians of the lands of Australia’s 
cotton communities, and recognises their enduring connection to the land and 
waterways that sustain us. We value the Aboriginal and Torres Strait Islander 
people who have cared for this country for thousands of years. We pay our 
respects to their Elders past, present and emerging, and extend that respect 
to all First Nations peoples today.

Introduction ...................................................................................................................................... 3

Context  ...............................................................................................................................................4

Clever Cotton’s impacts and measures ...........................................................................5

Measuring and reporting impact ..........................................................................................8

Reporting ........................................................................................................................................... 11



3          CRDC Monitoring and Evaluation Reporting Framework  Clever Cotton 2023–28 www.crdc.com.au

The CRDC Monitoring and Evaluation (M&E) Reporting Framework 
enables the assessment of CRDC’s effectiveness in delivering 
impact. It is a companion document to the CRDC Strategic Plan 
2023-28, Clever Cotton.  

The framework provides a consistent approach to measuring, 
monitoring, evaluating and reporting performance against Clever 
Cotton. Specifically, the framework:

•	� Monitors performance: Tracking and reporting on CRDC’s 
activities and progress towards desired outcomes, enabling timely 
adjustments where necessary.

•	 �Demonstrates impact and value: Determining the extent to which 
outcomes have been achieved and the tangible impact and value 
delivered through CRDC’s investments.

•	� Informs decision-making: Providing reliable evidence and insights 
to guide strategic planning, investment priorities, and adaptive 
management, enabling continuous improvement and managing risk. 

•	� Supports accountability and transparency: Providing timely, robust 
evidence on RD&E progress, challenges, and outcomes to CRDC’s 
key stakeholders.

Introduction
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CRDC exists to grow the sustainable future of cotton through innovation with impact. CRDC 
delivers world-class research, development and extension (RD&E) outcomes for the cotton 
industry through thought leadership, innovation, adoption and collaboration. 
Cotton growers are at the heart of CRDC: they determine the RD&E priorities and co-fund 
research through a grower levy, matched by Commonwealth contributions.
Innovative and adaptive growers, supported by RD&E and world-leading researchers, have 
driven Australian cotton's success. CRDC’s role is to continue driving this success through RD&E. 

Our mission 
Deliver world-class RD&E outcomes for the cotton industry through thought 
leadership, innovation and adoption through collaboration and partnership.

Our purpose 
Grow the sustainable future of cotton through innovation with impact.

Our values 
Bold, collaborative, future-focused and trusted.

CRDC’s role
Context
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CRDC’s Strategic R&D Plan 2023–28 Industry & government

Clever Cotton Accountability

CRDC’s investments are 
governed by the Strategic RD&E 
Plan 2023–28: Clever Cotton.

Clever Cotton sets out CRDC’s vision 
for a sophisticated, prosperous 
and sustainable Australian cotton 
industry that is strongly connected to 
its value chain.

Clever Cotton is unashamedly 
ambitious. It commits CRDC to invest 
in RD&E to address and capitalise 
on challenges and opportunities for 
the benefit of levy payers, the cotton 
industry and the wider community. 
Investments made via Clever Cotton 
are helping the industry increase its 
productivity and profitability, mitigate 
and address the impacts of climate 
change, and improve decision 
making using data and digital 
technologies. CRDC’s goal is to add 
$1 billion in economic value to the 
Australian cotton industry over the 
next five to 10 years.

The investments are made via three pillars 
of investment – Paddock, People, Planet – 
aligned with the Australian Cotton Industry’s 
Sustainability Framework. Each of these 
pillars contains three themes, creating nine 
key investment areas: 

Paddock: our future fields
+ Data-driven decisions
+ Adaptive systems
+ Connected market intelligence

People: central to our success
+ Design and innovation
+ Leadership and capacity
+ Adoption and impact

Planet: our shared future
+ Natural capital
+ Carbon
+ Circular economy

The three pillars and nine themes are both 
distinct and interconnected. Each supports the 
other while directly targeting bold strategic 
priorities and outcomes to meet the ambitions 
of the cotton industry and our communities.

CRDC is accountable to the cotton industry through 
cotton’s representative organisation, Cotton 
Australia and the Australian Government through 
the Minister for Agriculture, Fisheries and Forestry. 
Government communicates its expectations of 
CRDC through Ministerial directions, policies, 
and the administration of the Primary Industries 
Research and Development Act 1989 (PIRD Act) and 
Public Governance, Performance and Accountability 
Act 2013 (PGPA Act). 

The partnership between Australian cotton growers 
and the Australian Government to co-invest in 
RD&E through CRDC is formalised in a Funding 
Agreement, which covers the 2020–2030 period. 
This agreement between the Government and CRDC 
sets out expectations about CRDC’s performance, 
transparency and accountability to levy payers, the 
Government and the public. The principles relating 
to M&E in these Acts and the Funding Agreement 
have informed this M&E reporting framework. 
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Clever Cotton
Impacts and measures

CRDC’s M&E reporting framework is 
designed to measure and report the 

degree to which CRDC’s investments have 
contributed to the impact and outcome 

targets detailed in Clever Cotton. 

Under Clever Cotton’s pillars – Paddock,  
People and Planet – CRDC has identified 

key objectives and impact targets.
This M&E reporting framework details  

how CRDC’s achievement against these objectives 
and impact targets is monitored and reported.
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Paddock Our future fields

Data-driven decisions

Objective
Improve productivity, profitability, and sustainability 
by accurately monitoring and measuring every field 
on every cotton farm.
Impact
In 2028, a transparent and trusted data platform 
will deliver increased profitability and productivity 
through better decision-making, facilitating innovative 
research, and building trusted engagement.

Adaptive systems

Connected market intelligence

Objective
Grow the profitability and resilience of Australian 
cotton-farming systems through innovative 
solutions, technologies and practices.
Impact
In 2028, Australian cotton-farming systems are 
resilient, biosecure, and able to thrive in an 
increasingly variable climate with enhanced 
resource efficiency.

Objective
Enhance the sustainability, market access and 
diversity, and value of Australian cotton. 
Impact
In 2028, Australian cotton growers are 
preferred suppliers of sustainable cotton.

People Central to our success

Design and innovation 

Objective
Embed collaboration in RD&E prioritisation, 
design, development, and adoption.
Impact
In 2028, growers can see RD&E addressing 
their problems and creating practical solutions 
to be adapted and adopted into their production 
systems.

Leadership and capacity

Adoption and impact

Objective
Develop people and skills to support industry 
RD&E.
Impact
In 2028, the development of world-class 
research capability supports industry goals.

Objective
Adopt knowledge and technology through 
dedicated development and delivery pathways.
Impact
In 2028, adoption has increased its rate, reach 
and effectiveness.

Planet Our shared future

Objective
Implement resilient natural capital practices that 
support productivity, help maintain biodiverse 
ecosystems, strengthen capacity for adaptation 
to climate change, and progressively improve 
regional water, land and soil quality.
Impact
In 2028, cotton farms have maintained and enhanced 
natural capital and are more resilient to shocks.

Carbon

Circular economy

Objective
Establish a sustainable low-carbon cotton 
production system for a changing future.
Impact
In 2028, the cotton industry meets market, 
community and government expectations for 
carbon.

Objective
Develop the circular economy for Australian cotton.
Impact
In 2028, the cotton industry can participate in the 
circular economy, providing lasting end-of-life 
solutions for cotton textiles.

Natural capital

Clever Cotton

Snapshot of the 2023–28 CRDC Strategic RD&E Plan
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Measuring and  
reporting impact 
Program logic
CRDC’s approach to measuring, evaluating and  
reporting impact follows a program logic model.  
This model identifies CRDC’s intended outcomes, and 
provides a line-of-sight through from inputs to impacts.

Clever Cotton

CRDC’s program logic outlines how performance and impact 
are measured. This approach is proportionate to the investment 
scale, recognises time lags between activities and impacts, and 
considers emerging evidence. It emphasises continuous monitoring 
and adaptive management to maintain relevance over time, while 
recognising that not everything that is meaningful can be measured.

+  �Inputs: The financial, human, and partnership resources invested 
to support research and development.

+  �Activities: The specific actions undertaken using the inputs 
to generate outputs. These include research, stakeholder 
engagement, knowledge translation, and extension efforts. 

+  �Outputs: The products or deliverables resulting from activities. 
These may include reports, technologies, events, tools, or 
participation metrics. 

+  �Outcomes: The short to medium-term changes that occur as a 
result of outputs. These include increased awareness, knowledge, 
skills, and changes in behaviour or practice among stakeholders.

+  ��Impacts: The long-term, systemic changes in the cotton industry 
that CRDC has contributed to. These include economic growth, 
environmental sustainability, and social benefits.

ImpactsOutcomesOutputsActivitiesInputs
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M&E components

Project and program-level M&E

Clever Cotton utilises a new program and investment plan framework for RD&E 
investments, moving where possible from focusing on individual RD&E projects 
to focusing on programs of investment, where researchers work together to 
achieve a common goal under the Clever Cotton themes. This enables CRDC to 
focus on delivering large-scale desired outcomes that provide better solutions 
for complex problems and have a greater impact for the industry. 

Under this framework, CRDC conducts M&E at key stages of the investment 
project and program lifecycle — initiation, implementation and completion — to 
ensure investments are progressing as planned and risks are addressed early.

CRDC Innovation Brokers oversee this process through regularly scheduled 
and standardised milestone and output tracking. Regular submissions allow for 
continuous oversight, and where appropriate, projects and programs include 
‘stop/go’ milestones. If the stop/go milestone is not achieved satisfactorily, 
funding will cease and the future of the investment is reassessed.

Programs of five years or longer are evaluated mid-term to provide a rigorous 
assessment of performance and to ensure any changes or new knowledge 
can be incorporated. The results of project and program tracking and mid-
term evaluations are used to assess performance, identify issues, and inform 
potential improvements to delivery.

Outcome assessments

CRDC outcome assessments are informed by evaluation results of completed 
projects, final reports, and ongoing performance monitoring. These 
assessments focus on identifying changes resulting from CRDC investments, 
including shifts in awareness, knowledge, behaviour, and practice.

Outcomes are viewed as part of a continuum — from immediate knowledge 
gains to longer-term adoption — with intermediate indicators such as 
stakeholder confidence or early adoption providing early signals of progress. 
Monitoring continues beyond project completion to capture delayed 
outcomes, particularly from extension and adoption activities, which continue 
past the completion of R&D projects. This supports adaptive management 
and ensures responsiveness to emerging evidence.

Recognising that attribution is complex and outcomes are influenced by 
external factors, CRDC applies a flexible, evidence-based approach to build a 
credible picture of change.

Key data sources include commissioned evaluations, and stakeholder 
and industry surveys. Stakeholder surveys, conducted every three years, 
provide valuable feedback from CRDC’s stakeholders on performance and 
engagement. CRDC also commissions annual surveys of growers and crop 
consultants to gather insights on industry demographics, on-farm practices, 
adoption of RD&E outcomes, and satisfaction.
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Impact assessments

CRDC conducts periodic impact assessments to evaluate the long-term 
economic, environmental, and social benefits of its investments. These 
assessments follow a triple bottom line approach and are guided by the 
Council of Rural Research and Development Corporation guidelines. 
Projects are selected for ex-post evaluation in clusters, aligned with Clever 
Cotton and assessed on a rolling basis.

Impact assessments recognise that benefits often emerge well after project 
completion. Attribution is inherently complex, as outcomes are influenced 
by external factors such as seasonal conditions, market dynamics, and 
concurrent initiatives. To address this, CRDC uses a mix of qualitative and 
quantitative methods to build a credible case for contribution rather than 
direct causation.

To complement formal evaluations, CRDC also develops case studies in 
partnership with CottonInfo — the cotton industry’s extension program, a 
partnership between CRDC, Cotton Australia and Cotton Seed Distributors. 
These case studies illustrate the tangible impacts of R&D adoption and 
highlight the roles of multiple contributors. Developed using interviews, 
surveys, and supporting data, they serve as a valuable communication tool 
for engaging stakeholders and demonstrating the value of CRDC’s work.

DATA SOURCE FREQUENCY TIMING

ABARES agricultural commodities and trade data Quarterly March, June,  
September, 
December

Better Cotton Initiative Annual December

Cotton Australia Australian cotton production estimates Annual April

Crop Consultants Australia consultant survey  
and market audit data

Annual November

CRDC Grower Survey Annual November

CRDC Stakeholder Survey Triannual November

CRDC internal data, generated by the Business & 
Finance and Innovation teams

Ongoing Ongoing

Data sources

Data to inform CRDC’s M&E is gathered from a number 
of sources, both internal and external to CRDC: 
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REPORT CONTENT STAKEHOLDER TIMING

Annual Performance Statement Reports CRDC’s performance against impact statements and high-level indicators. All stakeholders Annual

Annual Report Reports CRDC’s performance against strategic objectives. Contains details regarding RD&E investments, 
activities, key achievements against outcomes and CRDC’s financial position. Contains the Annual 
Performance Statement. 

Australian Government Annual

Performance Report Reports CRDC’s impact and performance. A short version of the Annual Report. Contains the Annual 
Performance Statement.

All stakeholders Annual

Portfolio Budget Statement Reports CRDC’s investment across the portfolio. Details the financial situation of CRDC, including investments 
committed.

Australian Government Annual

Funding Agreement Report Reports CRDC’s performance against the principles of the Funding Agreement, and key Government priorities. Australian Government Annual

M&E Snapshot Report Reports CRDC’s progress towards achievement of strategic outcomes and likelihood of achievement. Informs 
CRDC theme and investment planning. 

CRDC Board Annual

Impact Assessment Reports Reports the long-term economic, environmental, and social impacts of completed RD&E investments All Stakeholders Ongoing

Project Evaluation Reports Reports project outcomes and effectiveness at completion or mid-term for longer projects CRDC Management Ongoing

Project Milestone Reports Reports progress against agreed project milestones to support delivery and decision-making CRDC Management Ongoing

In addition to formal reporting, CRDC communicates with stakeholders about CRDC investments and their impacts, and the role and value of CRDC, on a regular basis through many communication channels.

Reporting
Clever Cotton

CRDC reports regularly on its performance, outcomes and impacts. These reporting activities ensure transparency, 
accountability and alignment with stakeholder expectations and Australian Government requirements. 

This reporting consists of both regulatory reporting requirements and performance and impact reporting.
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