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CBAx experiences and developments

Why develop the CBAx tool?

What is CBAx?

Where to?

https://www.treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/plan-investment-choices/cost-benefit-analysis-including-public-sector-discount-rates/treasurys-cbax-tool


Why we developed the CBAx tool

• How do we lift CBA practice?

• How do we make it easier for agencies to do?

• How do we make CBAs more comparable?
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CBAx fits with standard CBA steps



De-mystify and de-scare CBA
IQM: Identify, Quantify, and Monetise

Levels Effort / cover of impacts Comment

1. Identify Comprehensive
• Positive and negative
• All people
• Total Economic Value

• Think broadly
• Link with other agencies/ perspectives
• Indicate across domains and in intervention 

logic

2. Quantify a 
subset of 
identified 
impacts

To extent/where possible
• Impact assumptions
• Put most effort into the most 

significant impacts
• Include in wellbeing analysis as 

non-monetised

• What do you know? 
• Important impacts may be outside the sector 

and expertise, ie don’t focus on what you 
know most about

• Iterate, eg, run quick CBAx analysis to help 
guide efforts and research

• Indicate magnitude in final advice

3. Monetise a 
subset of 
quantified 
impacts

Selective and robust
• Significant impacts
• Good evidence base

• Focus monetisation on key 1-3 impacts, to 
include in final advice

• Provide present values for the key impacts

Identify -
wide

Quantify –
where 

possible

Monetise -
selective
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Provide a fit-for-purpose CBA for initiatives
• with a focus on identifying and quantifying impacts to support a wellbeing analysis and 

• well evidenced and robust intervention logic, 

• rather than focussing on metrics such as return on investment or benefit-cost ratio.

Intervention logic
Provide an intervention logic for each initiative, underpinned by evidence, including:

• understanding of the current state and counterfactual 

• different options proposed to address the problem

• the assumed outcomes behind the proposed initiative, and

• how the initiative will be implemented and evaluated.

Wellbeing analysis includes CBA
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CBAx encourages wider and longer view

• CBAx takes a broad perspective on impacts and makes different initiatives 
comparable, thereby facilitating trade-off discussions.

• CBAx encourages longer-term view e.g., intergenerational impacts.

• CBAx encourages agencies to identify impacts comprehensively, including: 

• fiscal impacts for government, such as hospital cost savings, and 

• wider wellbeing impacts, such as less physical pain.

Fiscal and wider wellbeing impacts

• CBAx is pluralistic and does not constrain the user’s choice of impacts, 
measurement or valuation methodology. 

• It does, however, require the user to be transparent about these and the 
assumptions.

• CBAx values 

• cover different types of impacts and 

• are derived from different methodologies.

Pluralistic measures



How CBAx lifted quality of CBAs
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Budget requirements

• First, mandatory CBAx

• Then, focus on CBA front 

end, rather monetisation -

CBAx not mandatory

• Practice: Agencies submit 

CBAx when required

• Future expectations?



What is the CBAx tool?



What does the CBAx tool do?

CBAx is a spreadsheet model that helps agencies
• Monetise and discount impacts

• Take a long-term and broad view of costs and benefits

• Rigorously assess these by monetising impacts, where possible

• Be transparent about the assumptions and evidence base

CBAx makes it easier and faster to do a CBA
• Standard model to easily perform a CBA, eg discounting

• Impact database to consistently value impacts

• Estimates, eg present values and benefit-cost ratio, for CBA advice

• Sensitivity analysis, eg discount rate

http://www.treasury.govt.nz/publications/guidance/planning/costbenefitanalysis/cbax
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http://www.treasury.govt.nz/publications/guidance/planning/costbenefitanalysis/cbax


What does CBAx deliver?
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CBAx developments and where to?

Issues

Updating CBA/CBAx guidance



CBAx developments and where to?

Issues

• Non-market valuation – subjective wellbeing

• Long-term, resilience and environment

• Distribution

• Discount rate

• Evaluation and ex-post

Updating CBA/CBAx guidance

• User friendly

• Expectations – Fit-for-purpose



Who we are

• Includes scholars, practitioners, and policymakers from government, 

academia, nonprofits, and private industry.

• Integrates across disciplines, approaches, policy areas, and countries

What we do  

• Encourage evidence-based policy decisions

• Collaborate: Conferences and professional development workshops

• Journal of Benefit-Cost Analysis

Leverage SBCA …

https://www.benefitcostanalysis.org/

https://www.benefitcostanalysis.org/


Kirsten Jensen (she/her) – SBCA Board Director
Principal Advisor | CBAx lead |Te Tai Ōhanga – The New Zealand Treasury
Email/IM: kirsten.jensen@treasury.govt.nz | LinkedIn
Visit us online at https://treasury.govt.nz/
Please contact me for CBAx and SBCA information and involvement

Paper: Valuing Impacts | Policy Quarterly (victoria.ac.nz)

Thank you!

• CBAx empowers policy people

• Valuing impacts

• IQM Identify, quantify and monetise 
impacts

https://www.treasury.govt.nz/information-and-services/state-sector-leadership/investment-management/plan-investment-choices/cost-benefit-analysis-including-public-sector-discount-rates/treasurys-cbax-tool
mailto:kirsten.jensen@treasury.govt.nz
https://nz.linkedin.com/in/jensenkirsten
https://treasury.govt.nz/
https://ojs.victoria.ac.nz/pq/article/view/6357

