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THE ROLE OF THE AUDITOR-GENERAL

The roles and responsibilities of the Auditor-General and
the Audit Office are set outin the Government Sector Audit

Act 1983 and the Local GovernmentAct 1993.

We conduct financial or ‘attest’ audits of state public
sector and local government entities’ financial
statements. We also audit the Consolidated State

Financial Statements, a consolidation of all state public GPO Box 12
sector agencies’ financial statements. Sydney NSW 2001
Financial audits are designed to give reasonable
assurance that financial statements are true and fair,
enhancing theirvalue to end users. Also, the existence
of such audits [.)rowd‘esaconstantstlmulustoentltlesto The Legislative Assembly The Legislative Council
ensure sound financial management. . .

Parliament House Parliament House
Following a financial audit the Audit Office issues a Sydney NSW 2000 Sydney NSW 2000

variety of reports to entities and reports periodically to
Parliament. In combination, these reports give opinions

onthetruthand faimess of financial statements, and In accordance with section 38EC of the Government Sector

commenton entity internal controls and governance, Audit Act 1983, | present a report titled ‘Government
and compliance with certain laws, regulations and advertising 2024-25’

governmentdirectives. They may comment on financial
prudence, probity and waste, and recommend
operationalimprovements. \

We also conduct performance audits. These assess
whetherthe activities of government entities are being
carried out effectively, economically, efficiently and in
compliance with relevant laws. Audits may cover all or
parts of an entity’s operations, or consider particular
issues across a number of entities. Our performance
audits may also extend to activities of non-government
entities that receive money or resources, whether directly Auditor-General for New South Wales
orindirectly, from or on behalf of government entities fora 23 June 2026

particular purpose.

Bola Oyetunji

Aswellasfinancialand performance audits, the

Auditor-General provides other assurance engagements,
related services and reporting services, including when
requested under section 27B(3) of the Government Sector
AuditAct 1983, and section 421E of the Local Government
Act 1993.

RECONCILIATION STATEMENT

We pay our respect and recognise Aboriginal peoples as the traditional custodians of the land in NSW who have cared for and protected the environment,
waterways, and sacred sites over many millennia. We honour and thank the traditional custodians of the land on which our office is located, the Gadigal
people of the Eora Nation, and the traditional custodians of all the lands on which our employees live and work. We pay our respects to their Elders pastand
present, and to the next generation of leaders.

We also acknowledge that our long history is shared with the histories of colonisation in New South Wales. We acknowledge the impacts of colonisation, and
the resulting marginalisation and disadvantage of Aboriginal and Torres Strait Islander peoples in this state.

We embrace our role in holding government agencies to account for the delivery of effective services for Aboriginal and Torres Strait Islander peoples. We
are committed to ensuring that our audits are culturally responsive, respectful and inclusive, and that we engage with Aboriginal and Torres Strait Islander
peoples and communities in a meaningful and collaborative way.

We recognise the ancestral tie of Aboriginal and Torres Strait Islander peoples to this land, and we acknowledge that we have much to learn from their wisdom,
rich and diverse culture, languages, knowledge and practices.

Image: ‘Yarning Circle’ by Caitlin Liddle, Audit Office Indigenous Internship
Program participant. Used with permission.
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1. Report snapshot

Objective

This audit examined whether the Department
of Primary Industries and Regional
Development’s (DPIRD) Make the Move
2024-25 advertising campaign was carried out
effectively, economically and efficiently, and in
compliance with the Government Advertising
Act 2011 (the Act), Government Advertising
Regulation 2024, and the NSW Government
Advertising Guidelines.

Key findings

The campaign largely complied with the
mandatory requirements

The campaign largely met legislative
requirements, was supported by analysis and
research, and was an efficient and
cost-effective way to achieve a public
purpose. Compliance certificates issued by
the Secretary did not address the cost-benefit
analysis requirement.

DPIRD did not complete a cost-benefit
analysis before commencement of the
campaign

DPIRD interpreted the cost-benefit analysis
requirement as applying to campaigns with
annual budgets exceeding $1 million,
consistent with advice it received from the
Department of Customer Service (DCS).

The Act requires agencies to consider the total
cost of a campaign over its duration. It does
not limit this assessment to annual budget
allocations.

In the absence of a cost-benefit analysis,
DPIRD could not demonstrate that the
campaign represented value for money.

Fast facts

The campaign exceeded its relocation target
and largely achieved positive outcomes

The campaign increased Make the Move
website traffic by 16%, lifted The Welcome
Experience registrations by 44% to around
4,700, and exceeded its relocation target, with
1in 4 registrants moving to regional NSW.

The campaignh did not meet targets for key
attitudinal measures, including relevance,
engagement, believability, and serious
consideration of relocating to regional NSW.

Post-campaign evaluation and effectiveness
assessment was delayed

DPIRD’s campaign effectiveness reports were
submitted late in both years of the campaign
due to delays from the media agency,
highlighting the need for better management of
third-party dependencies to support timely
evaluation and peer review.

Recommendations

The audit makes 2 recommendations:

. DPIRD should complete a cost-benefit
analysis before launching future
advertising campaigns likely to exceed
$1 million over one or more financial
years. It should complete compliance
certificates after all regulatory
requirements are met.

. DCS should ensure its advice and
guidance clearly communicate
agencies’ obligations under the Act,
including the requirement to complete a
cost-benefit analysis for campaigns
likely to exceed $1 million over one or
more financial years.

$79.5m

government advertising
expenditure in 2024-25

$1.6m

Make the Move campaign cost in
2023-24 and 2024-25

1,323

website registrants relocated to
regional NSW
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2. Executive summary

Context

The Government Advertising Act 2011 (the Act) sets out the requirements NSW Government agencies
must follow when conducting a government advertising campaign. The Act is accompanied by the
Government Advertising Regulation 2024 (the Regulation). The NSW Government Advertising
Guidelines (the Guidelines) provide additional requirements.

The Act prohibits political advertising and requires a peer review and cost-benefit analysis before a
campaign commences.

Section 14 of the Act requires the Auditor-General to audit the activities of one or more NSW
Government agencies in relation to government advertising campaigns each financial year. The audit
must assess whether a government agency (or agencies) has carried out Government advertising
campaigns in an effective, economical and efficient manner and in compliance with the Act, the
Regulation, other laws and the Guidelines.

The Auditor-General selected the Department of Primary Industries and Regional Development’s
(DPIRD) Make the Move 2024-25 advertising campaign for audit.

This multi-year advertising campaign is part of the NSW Government’s $24 million Essential Worker
Attraction Program which aims to attract essential workers to regional NSW by promoting employment
and lifestyle benefits. It promotes The Welcome Experience, a concierge service that provides local,
practical relocation support to registered participants.

DPIRD spent $892,667 on the campaign in 2024-25 and $705,256 in 2023-24.

Audit objective

This audit examined whether DPIRD’s Make the Move 2024-25 campaign was carried out effectively,
economically and efficiently, and in compliance with the Act, Regulation, and the Guidelines.

Conclusion

The campaign largely complied with the Act, Regulation, and the Guidelines. It was for an allowable
purpose and did not contain political advertising.

The campaign achieved positive operational outcomes, including increased website traffic and
registrations for The Welcome Experience. DPIRD exceeded its relocation target and delivered the
campaign within its annual budget, using established procurement arrangements.

DPIRD did not complete a cost-benefit analysis before the campaign commenced in 2023-24, despite
the cost exceeding $1 million over 2 financial years. Without this, DPIRD could not demonstrate the
campaign represented value for money. Compliance certificates issued by the Secretary did not
address the cost-benefit analysis requirement.

Recommendations

1. DPIRD should complete a cost-benefit analysis before launching future advertising campaigns
likely to exceed $1 million over one or more financial years. It should complete compliance
certificates after all regulatory requirements are met.

2. The Department of Customer Service should ensure its advice and guidance clearly
communicate agencies’ obligations under the Act, including the requirement to complete a
cost-benefit analysis for campaigns likely to exceed $1 million over one or more financial years.
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3. Introduction

3.1. About government advertising in NSW

Government advertising is funded by or on behalf of a NSW Government agency. It is disseminated
under a commercial advertising distribution agreement through media such as radio, television, the
internet, newspapers, billboards or cinemas.

Government advertising campaigns in NSW may:

. encourage changed behaviours or attitudes that will improve public health and safety or quality
or life

. maximise public and commercial compliance with laws and regulations

. encourage use of government products and services

. encourage public involvement in government decision-making

. raise awareness of a NSW Government initiative and report on its performance

. help preserve order in the event of a crisis or emergency

. recruit staff, disseminate statutory information or promote business opportunities with the
NSW Government.

In 2024-25 the NSW Government spent $79.5 million on government advertising.

Exhibit 1 shows NSW Government advertising expenditure over the last 10 financial years. This
represents media advertising expenditure only; it excludes costs such as production.

Exhibit 1: Government advertising media expenditure by financial year
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Source: Audit Office of NSW analysis of government advertising expenditure.

The increase in advertising expenditure in 2021-22 and 2022-23 related to COVID-19, road safety,
tourism, tobacco and littering.
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The NSW Government made a 2023 election commitment to reduce general government sector
advertising expenditure, starting at $30 million per year and escalating at the same rate as the Sydney
Consumer Price Index.

3.2. Regulation of Government advertising in NSW

The Government Advertising Act 2011 (the Act), administered by the Department of Customer Service
(DCS), sets out the requirements NSW Government agencies must follow when conducting a
government advertising campaign. It is accompanied by the Government Advertising Regulation 2024
(the Regulation) and the NSW Government Advertising Guidelines (the Guidelines).

Table 1: Overview of the government advertising regulatory framework

Element Purpose

Government Advertising Act 2011 Sets out legal requirements for government
advertising campaigns, including certification of
compliance with the framework by the head of the
agency

Government Advertising Regulation 2024 Sets out a threshold for requiring a peer review and
defines exemptions to the Act

NSW Government Advertising Guidelines Sets out requirements in relation to the style and
content, dissemination and cost of government
advertising campaigns, as well as guidance on cost-
benefit analyses and peer reviews

Evaluation Framework for Advertising and Sets out an evaluation framework to show and
Communications and associated guidelines for improve the impact of NSW Government advertising
implementation and communications

Source: Audit Office of NSW analysis of government advertising legislation and supporting documentation.

3.3. Prohibition of political advertising

Section 6 of the Act prohibits political advertising as part of a NSW Government advertising campaign.
Government advertising campaigns must not:

. influence (directly or indirectly) support for a political party

. contain the name, voice or image of a minister, a member of Parliament or a candidate
nominated for election to Parliament

. contain the name, logo, slogan or any other reference to a political party.

The Guidelines provide further information for agencies to deliver government advertising campaigns
that are politically neutral and clearly distinguishable from party political messages.

3.4. Initialrequirements

Under the Act, government advertising campaigns must not commence unless the head of an agency
has signed a compliance certificate stating that the campaign:

. complies with the Act, the Regulation and the Guidelines

. contains accurate information

. is necessary to achieve a public purpose and is supported by analysis and research
. is an efficient and cost-effective means of achieving its public purpose.
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Table 2 summarises the key legislative and policy requirements that agencies must meet before
commencing an advertising campaign.

Table 2: Legislative and policy requirements

L. Compliance Budget approved X Cost-benefit
Advertising cost il i Peer review .
certificate by Cabinet analysis
<$250,000 Yes No No No
$250,000 to $1 million Yes Yes Yes No
>$1 million Yes Yes Yes Yes

Source: Government Advertising Act 2011 and Government Advertising Regulation 2024.

The Act defines further requirements for campaigns likely to exceed $250,000 or $1 million.

Government advertising campaigns likely to cost over $250,000 are subject to peer review before
commencement. DCS staff assess the proposed advertising campaign against criteria in the
Guidelines in 2 stages:

. Budget approval — government agencies submit an advertising budget proposal to the DCS
Advertising Reviews and Effectiveness Team. The team reviews the proposal and makes
recommendations to the Expenditure Review Committee (ERC) of Cabinet. The ERC is
responsible for approving annual campaign budgets.

. Peer review of the advertising campaign — the DCS team assesses the need for the proposed
advertising campaign, the creative and media strategy (including objectives and target
audiences) and how the agency will manage the campaign. This review considers:

- alignment with NSW Government priorities and commitments, and the life of NSW
customers, including approaches to regional, Aboriginal or culturally and linguistically
diverse (CALD) customers

- creative strategy

- media strategy

- how the advertising integrates with other communication approaches

- clarity and appropriateness of campaign objectives and evaluation approaches

- likely effectiveness of the campaign based on previous campaign performances (if itis a
repeat) and campaign research.

Peer reviews provide independent assurance for the agency regarding the campaign's compliance
with legislative and policy obligations.

The Act also requires an agency proposing to run a government advertising campaign likely to cost
more than $1 million to complete a cost-benefit analysis before the campaign commences. A cost-
benefit analysis evaluates the net economic cost or benefit of the campaign and assesses options for
achieving these objectives, including the option of not advertising.

3.5. NSW Department of Primary Industries and Regional
Development

The NSW Department of Primary Industries and Regional Development (DPIRD) is responsible for
protecting, supporting and developing the state’s primary industries and regional economies.

DPIRD’s Make the Move advertising campaign aimed to encourage people to relocate from
metropolitan areas to regional NSW. The campaign promoted regional NSW as an attractive place for
essential workers, aligned with the objectives to address workforce shortages.

Under the Act, the Secretary of DPIRD signs advertising compliance certificates.
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3.6. Relevant whole-of-government plans

The Make the Move campaign is part of the NSW Government’s Essential Worker Attraction Program, a
whole-of-government initiative that addresses workforce shortages in regional and rural NSW.

The program combines advertising with practical relocation support, incentives and settlement
services such as The Welcome Experience. Make the Move is the primary communications
mechanism to attract target audiences and direct them to the broader workforce initiatives.

By encouraging people to relocate to regional NSW, Make the Move can help boost labour supplies by
encouraging more people to stay in or move to regional areas of greatest need. This can underpin the
productivity and viability of primary industries and regional businesses. The campaign aligns with:

. the Regional Economic Development Strategies, which identifies workforce availability,
population growth and liveability as essential to sustainable regional economies

. The NSW Workforce Strategy, which recognises regional workforce shortages as a systemic
issue that requires coordinated action across government to improve workforce mobility and
attraction

. broader whole-of-government objectives relating to regional lifestyles, service access and

community wellbeing, including outcomes relevant to Aboriginal and regional communities.

Attracting or retaining essential workers to regional NSW will improve community access to health,
education and emergency services in regional areas. This can support social cohesion and community
resilience, which are recurring themes across NSW regional and social policy frameworks.
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4. Make the Move campaign

The Make the Move campaign is a multi-year (2023 to 2026) initiative that forms part of the NSW
Government’s 3-year $24 million Essential Worker Attraction program. The campaign directs essential
workers to register on the Make the Move website.

It supports The Welcome Experience, a concierge service that provides personalised support to
essential workers who register their interest in moving to regional NSW. This support includes:

. sourcing housing

. making social connections
. finding partner employment
. accessing local services.

The Make the Move 2024-25 campaign expanded The Welcome Experience across all NSW regions
experiencing workforce shortages and ran for 22 weeks (2 September-13 October 2024,

27 January-9 March 2025 and 5 May-23 June 2025). It targeted non-government essential workers in
health, education, community and justice services, and government and non-government workers in
childcare, aged care, mental health, Aboriginal medical services and disability services.

The campaign is administered by DPIRD, previously Department of Regional NSW (DRNSW). DCS
provides whole-of-government oversight of advertising compliance, including compliance with the
Act’s requirements.

4.1. Compliance with requirements

The campaign was for an allowable purpose under the Guidelines

As noted in 3.3, Section 6 of the Act prohibits political advertising as part of a government advertising
campaign. The review of the campaign materials found no matters that would breach these
requirements.

Section 4 of the Act states that government advertising campaigns are for ‘the dissemination to
members of the public information about a government program, policy or initiative, or about any
public health or safety or other matter’. To support this, the Guidelines list the objectives that a
government advertising campaign could achieve, including raising awareness of a planned NSW
Government initiative.

In aiming to increase awareness of the benefits of living in regional NSW, the campaign was for an
allowable purpose under the Guidelines.

The campaign largely complied with the Act’s mandatory requirements

Agencies must comply with a range of requirements set out in the Act. Before a campaign
commences, the head of the agency must issue an advertising compliance certificate that states that,
in the opinion of the head of the agency, the proposed campaign:

. complies with the Act, the Regulation and the Guidelines

. contains accurate information

. is necessary to achieve a public purpose and is supported by analysis and research

. is an efficient and cost-effective means of achieving that public purpose

. has been subject to a peer review, confirmed by a peer review completion letter from the DCS
. has completed a cost-benefit analysis, if required.
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https://www.nsw.gov.au/regional-and-primary-industries/makethemove

DPIRD’s Secretary issued compliance certificates for Burst 1 (July 2024) and Bursts 2 and 3
(December 2024) of the campaign. These stated the campaign:

. complied with the Act, the Regulation and the Guidelines
. was supported by analysis and research, and
. represented an efficient and cost-effective means of achieving a public purpose.

The certificates were based on DPIRD’s briefings that outlined the campaign’s purpose and
background, supporting analysis, financialimpact and stakeholder consultation. While briefings did
not address whether a cost-benefit analysis was required, DPIRD interpreted the cost-benefit analysis
requirement as only applying if the annual budget exceeded $1 million, consistent with DCS advice.

DPIRD did not complete a cost-benefit analysis before commencement of the Make the Move
campaign in 2023-24

The Welcome Experience is essential to the NSW Government’s Essential Worker Attraction program.
The NSW Government approved $24 million in funding for Essential Worker Attraction in 2022-23, with
funding for advertising determined annually.

In 2024-25 the actual cost of the Make the Move campaign was $892,667 against an approved budget
of $900,000 and in 2023-24 it was $705,256 against an approved budget of $705,000. An additional
$900,000 is budgeted for 2025-26.

Section 7 of the Act states that:

(1) The head of a Government agency must ensure that a cost benefit analysis
of a Government advertising campaign of the agency is carried out before the
campaign commences if the cost of that campaign is likely to exceed
$1,000,000 or such other amount as may be prescribed by the regulations.

(2) The head of a Government agency must ensure that a peer review of a
Government advertising campaign of the agency is carried out before the
campaign commences if the cost of that campaign is likely to exceed $50,000'
or such other amount as may be prescribed by the regulations.

DPIRD did not complete a cost-benefit analysis before commencing the Make the Move campaign in
2023-24, advising it interpreted that the cost-benefit analysis requirement as applying to campaigns
with annual budgets exceeding $1 million, consistent with advice it received from DCS.

The Act requires agencies to consider the total cost of a campaign over its duration. It does not limit
this assessment to annual budget allocations. In the absence of a cost-benefit analysis, DPIRD could
not demonstrate that the campaign represented value for money.

DPIRD completed peer reviews

Before agencies can proceed with a Government advertising campaign above the $250,000 threshold,

DCS:

. reviews the business cases and campaign proposals

. provides advice on supporting evidence and alignment with whole-of-government priorities
. assesses materials before launch.

DCS also reviews post-campaign activities such as evaluation and reporting.

DPIRD completed the Burst 1 peer review process in June 2024 and received in-principle budget
support. The Burst 2 and 3 peer reviews were completed in November 2024, prior to the campaign
launch.

There were separate peer reviews for the 2023-24 and 2024-25 campaigns.

" Section 4 of the Regulation increased this threshold to $250,000.
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All facts were presented accurately, objectively, and in a fair and accessible manner

Section 2 of the Guidelines states that all government advertising campaigns must adhere to the
principles of:

. accuracy in the presentation of all facts, statistics, comparisons and other arguments; all facts
and claims of fact included in government advertising campaigns must be able to be
substantiated

. objective presentation in a fair and accessible manner.

The campaign materials complied with these principles.

It promoted regional NSW as an attractive place for essential workers and their families by
emphasising improved quality of life, including community connection, work-Llife balance and housing
affordability.

It also highlighted government-provided financial and career incentives and The Welcome Experience
service. These statements in the advertising were substantiated.

4.2. Effectiveness, efficiency and economy

DPIRD conducted research to justify the campaign need and approach

Section 8(2) of the Act and section 5.2 of the Guidelines require agencies to demonstrate justification
for campaign need through sound data, analysis and research.

To justify the campaign, DPIRD outlined the critical workforce shortages across regional NSW and how
this impacts access to essential services. It conducted research to inform the need for, and approach
to, the campaign.

DPIRD used research from third-party sources that cited persistent and growing workforce shortages
in regional NSW, particularly in education, health, emergency and family and community services —
shortages exceeding that of metropolitan areas.

Research highlighted how:

. the low number of essential workers in regional NSW limits access to basic services such as
healthcare, education and emergency support, particularly in smaller and more vulnerable
communities, including older people and people with disability

. training the local workforce alone was unlikely to address workforce shortages in the short
term, and that attracting suitably qualified workers from metropolitan areas was a more
practical response

. most essential workers were not seriously considering relocation, despite their awareness of
issues, indicating that awareness alone would not influence behaviour; paid advertising could
address lifestyle, isolation and family concerns more effectively than word-of-mouth or internal
government communication channels

. the campaign should focus on critical workforce shortages in essential service sectors,
including childcare, aged care, disability services and private medical services that were not a
focus of the Year 1 campaign but were a challenge in regional communities.

Baseline research commissioned before the Make the Move 2023-24 campaigh commenced
assessed awareness, attitudes and relocation intent among essential workers. It found that:

. 74% of essential workers were aware that the NSW Government was seeking to attract workers
to regional NSW, yet only 38% had seen related communications or advertising

. only 16% of essential workers would seriously consider relocating to regional NSW, while 38%
would only possibly consider it and 25% would not consider it at all

. awareness of government relocation support programs, including The Welcome Experience,
was limited.
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These findings identified a gap between general awareness and behavioural intent, supporting the
need for a coordinated, multi-year advertising and communications campaign.

The research also indicated that targeted paid advertising highlighting the practical benefits of regional
living was more effective in influencing relocation decisions than broad place-based or tourism
marketing.

Campaign developed as part of whole-of-government workforce and regional development
priorities

Section 5.2 of the Guidelines requires agencies to demonstrate a link between a campaign and
relevant NSW Government priorities and objectives. Section 5.3 requires agencies to demonstrate that
mainstream advertising is the most appropriate medium when considered against available cost-
effective, non-advertising alternatives.

The wider, whole-of-government Essential Worker Attraction program combines paid advertising with
non-advertising measures, such as local relocation and settlement support through The Welcome
Experience. DPIRD designed the campaignh to support these measures by increasing awareness of
available assistance and guiding essential workers to existing services, rather than relying on
advertising alone to address workforce shortages in regional NSW.

The peer review found that paid advertising was necessary given non-advertising and non-paid,
targeted communication and engagement activities had not changed behaviour at the scale required.
Despite a long-running, agency-led promotion and support programs, awareness of relocation
assistance remained low, and few workers were seriously considering relocation.

Clear objectives and targets that align with NSW Government priorities were established
Section 5.2 of the Guidelines also requires campaign objectives to be clearly set out and realistic.
The objective of the campaign was to:

. increase the number of essential workers seriously considering relocating to regional NSW

. support those who relocate to settle successfully and remain long-term.

A range of whole-of-government workforce and regional development strategies informed these
objectives, including:

. the NSW State Outcomes 2021-2026, which aims to strengthen regional economies, build a
skilled workforce and improve access to essential services

. the NSW Government’s Fresh Start Plan 2023, which seeks to recruit and retain health workers
and teachers and reduce workforce attrition in these professions

. the Regional Economic Development Strategies, which aim to strengthen regional economies
and essential services through investment in schools, hospitals and emergency services
infrastructure

. recruitment activities by non-government organisations seeking essential workers in disability,

aged care, health, education, childcare and Aboriginal medical services.

The campaign sought to positively influence attitudes towards regional living, reduce perceived
barriers to relocation, and ultimately drive behavioural change towards relocation to regional
communities experiencing workforce shortages.
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DPIRD developed performance indicators and measurable targets against these objectives (Table 3).

Table 3: Examples of targets

Channel/objectives Role Characteristic Target
Audio - programmatic Awareness Reach 586,420
Video - programmatic Awareness Reach 1,956,794
Search engine marketing Traffic Reach 16,667
Social - LinkedIn Traffic Reach 4,000
Social - retargeting Conversation Reach 2,142,857
Social - Meta Traffic Reach 5,000,000
Audio Awareness Cost per thousand views $25
Video - broadcast video on demand Awareness Cost per completed view $0.05
Video - YouTube Awareness Cost per thousand $18
Digital display and native Awareness/ Impressions 2,400,000
consideration
Social - Meta Awareness Cost per thousand $5
Social - Meta and LinkedIn Traffic Cost per click $3
Social - Meta Conversation Cost per thousand $7
Search engine marketing Traffic Cost per click $3
Broadcast video on demand - NITV Awareness Cost per thousand $60
Display - print (CALD) Reach Insertions 18
Number of registrations for The Welcome Experience Average per day 9

Number of registrants moving to regional NSW

Actual relocation

25% of registrants

Source: DPIRD.

Peer review process completed for the campaign

With the 2024-25 campaign delivered in 3 discrete bursts, the 2-step peer review process included:

. an interim peer review of an initial component of $198,559 on 7 June 2024 (Burst 1)

. the final component of $701,441 on 24 November 2024 (Bursts 2 and 3).

Burst 1 largely re-used creative material from the Make the Move 2023-24 campaign. This enabled an
earlier commencement to align with peak job vacancy periods, the winter season (when essential
workers are more likely to visit regional areas and consider relocation) and winter school holidays.

At the time of peer review, DPIRD could not yet quantify the impact of the Make the Move 2023-24

campaign and relied on earlier baseline research. The research showed high awareness of the NSW
Government’s intent, however, advertising exposure, awareness of support programs and serious
consideration of relocation were low. This indicated the need for a sustained multi-year campaign to
address perceptions and barriers to regional relocation.

Bursts 2 and 3 were subject to a separate peer review as they required additional development and
approvals, including policy compliance and creative sign off for CALD media.
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Absence of a cost-benefit analysis means the investment decision may have been made without
a clear view of value for money

Carrying out a cost-benefit analysis before campaign commencement informs the head of an agency
if a proposed Government advertising campaign is an efficient and cost-effective means of achieving a
public purpose. DPIRD did not complete this analysis at the commencement of the Make the Move
campaign in 2023-24, despite the cumulative cost to 30 June 2025 of $1.597 million. A further
expenditure of $900,000 is budgeted for 2025-26.

This exceeded the $1 million threshold in the Act, requiring a cost-benefit analysis before
commencement.

DCS provided evidence that other agencies applied the same interpretation for repeat campaigns and,
consequently, did not complete analyses where cumulative campaign costs over multiple years
exceeded $1 million.

A cost-benefit analysis supports decision-making by assessing the likely costs and benefits of a
campaign over its duration, considers alternatives to advertising and can inform evaluation by
clarifying intended outcomes and measures.

Campaign funded within the annual budget

Section 5.4 of the Guidelines requires a sound approach to budget management, including whether
the campaign budget is appropriate to achieve the campaign’s objectives, and whether the campaign
production costs are reasonable.

DPIRD delivered its campaign within the established budget.

Table 4: Campaign budget and actual cost in 2024-25

Item Budget Actuals

Research and evaluation $45,600 $45,600

Creative, talent and production $62,400 $60,673

Media $792,000 $786,394

Total campaign expenditure $900,000 $892,667
Source: DPIRD.

The media plan outlined expenditure by month to allow tracking and reconciliation with the allocated
budget as well as breakdowns and forecasts by media type and CALD audiences. The digital plan
included forecasts by digital media type and included information about creative messaging and
placement for each item.

Actual expenditure data shows that 100% of media spend targeted metropolitan audiences, reflecting
the campaign’s focus on encouraging metropolitan-based essential workers to relocate to regional
NSW.

The NSW Government Multicultural and Aboriginal Advertising Policy requires at least 9% of media
expenditure to be directed to Aboriginal and multicultural audiences. Actual expenditure for these
audiences was 9.5% (6.7% multicultural and 2.8% Aboriginal), exceeding the minimum requirement
but falling short of the planned allocation of 10.4%.

DPIRD used appropriate procurement arrangements
Section 5.4 of the Guidelines requires a sound approach to procurement.

DPIRD used the NSW Government’s contract media agency to manage media planning and buying
services for the campaign, leveraging whole-of-government arrangements designed to achieve
competitive rates and probity.

NSW Auditor-General's Report to Parliament | Government advertising 2024-25 | Make the Move campaign



It engaged other suppliers through a request for quote process under the NSW Advertising and Digital
Communication Services Prequalification Scheme. This supported competitive pricing and
appropriate supplier selection, achieving cost-effective procurement.

DPIRD drew from lessons learned and other survey outcomes to improve the effectiveness of the
campaign

Section 5.3 of the Guidelines require agencies to demonstrate they have considered the effectiveness
of the tactical approach as well as creative and media strategies for the campaign. Agencies can also
benefit from examining past campaigns to improve effectiveness.

The Make the Move 2023-24 campaign report informed the strategy for the campaign, with interim
results used for Burst 1.

Other information that shaped the campaign strategies and messaging included:

. the baseline research showing high awareness of the NSW Government’s intent but low
advertising exposure and relocation consideration, with barriers including separation from
support networks, limited access to services and amenities, lifestyle disruption, social isolation
and health service availability, indicating the need for broader reach and sustained messaging

. results from the Burst 1 peer review, evaluation and stakeholder feedback, which refined the
campaigh objectives and supported expanding The Welcome Experience to new regions,
non-government workers and additional essential service sectors with repeated messaging

. research by the Regional Australia Institute indicating 43% of metropolitan residents take 6 to
12 months to decide to relocate after first considering a move, highlighting that relocation
decisions are typically slow and deliberate

. insights from the 2023-24 campaigh on engaging Aboriginal audiences through Aboriginal-led
case studies and targeted channels, developed with the former Department of Regional NSW
Aboriginal Outcomes Team, consistent with evidence that Aboriginal employment initiatives are
most effective when community-led and locally focused

. media performance results from the 2023-24 campaign showing strong outcomes from
LinkedIn and Meta retargeting and reduced efficiency from overly narrow YouTube targeting,
leading to broader targeting and refined optimisation

. creative lessons from the 2023-24 campaign indicating the campaign exceeded
cost-per-completed-view benchmarks on YouTube and NITV, with family-focused case studies
performing strongest — informing tighter targeting of mid-career essential workers and more
streamlined, efficient creative in 2024-25.

DPIRD presented these observations and recommendations at kick-off briefings before they were
integrated into campaign planning.

The campaign exceeded its relocation target and largely achieved positive outcomes

Section 5.4 of the Guidelines require government advertising campaigns demonstrate measurable
campaigh objectives and that a sound approach to evaluation. These objectives should be specific
and achievable.

The campaign effectiveness report met these requirements (see tables 5, 6 and 7). The campaign’s
positive results included:

. an increase in website traffic by 16% year-on-year, averaging over 1,000 daily sessions

. an increase in The Welcome Experience registrations by 44% or around 4,700 unique
registrations

. one in 4 registrants going on to relocate to regional NSW, exceeding the program target.

The campaign did not meet targets for key attitudinal measures, including relevance, engagement,
believability, and serious consideration.
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DPIRD attributes this to a combination of creative and media factors, such as the greater use of
short-form advertising, changes in audience targeting, as well as external pressures including
cost-of-living constraints, housing availability and wage dissatisfaction. These factors contributed to
weaker relocation sentiment despite strong conversion results.

Table 5: Performance against key campaign targets — Burst 1

Channel Role Characteristic Target Result
Audio - programmatic Awareness Reach 586,420 593,334
Video - programmatic Awareness Reach 1,956,794 2,374,974
Search engine marketing Traffic Reach 16,667 523,877
Social-LinkedIn Traffic Reach 4,000 444,358
Social - Retargeting Conversation Reach 2,142,857 2,381,463
Social-Meta Traffic Reach 5,000,000 4,607,674
Source: DPIRD.

Table 6: Performance against key campaign targets - Bursts 2 and 3

Channel Role Characteristic Target Result

General population - Sydney Metro

Out of home - street furniture and Awareness Spots 290 291
train station takeover

Audio Awareness Cost per thousand views $25 $26.83

Video - broadcast video on Awareness Cost per completed views  $0.05 $0.04

demand

Video - YouTube Awareness Cost per thousand $18 $16.90

Digital display and native Awareness / Impressions 2,400,000 3,937,935
consideration

Social - Meta Awareness Cost per thousand $5 $3.53

Social — Meta and LinkedIn Traffic Cost per click $3 $5.12

Social - Meta Conversation Cost per thousand $7 $4.67

Search engine marketing Traffic Cost per click $3 $1.12

CALD - Aboriginal and multicultural targeting

Broadcastvideo ondemand-NITV ~ Awareness Cost per thousand $60 $46
Mobile display — CALD Awareness / Impressions 9,000,000 6,958,075
consideration
Display — print (CALD) Reach Insertions 18 18
Source: DPIRD.

Table 6 shows most advertising channels delivered efficient outcomes in bursts 2 and 3, with several
exceeding planned benchmarks. Outdoor advertising, digital display and native advertising exceeded
impressions targets, while results for traffic-focused activity were mixed. Aboriginal and CALD print
activity met planned insertions, while mobile displays fell short of planned impressions.
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DPIRD will use these findings to refine its approach for 2025-26. This includes:

. clearer and more targeted messaging

. channel optimisation

. improved audience targeting, including for CALD audiences
. prioritising longer form content to support engagement

. short-form advertising for sequencing and retargeting.

Table 7: Performance against key campaign targets

Objectives Target Result
Increase in prompted awareness of the campaign 42% 34%
Increase visitation to the Make the Move website (average sessions perday) 882 1,028
Increase in registrations for The Welcome Experience across all sites 9 16

(average registrations per day)

Increased awareness of the benefits of moving to regional NSW by eligible 77% 73%
essential workers

More positive attitudes to relocating to regional NSW by eligible essential 54% 43%
workers
Increase in serious consideration of relocating to regional NSW by eligible 53% 42%

essential workers

Number of registrants moving to regional NSW 25% 28%

Source: DPIRD.

Table 7 shows the campaign exceeded targets for website visitation, registrations for The Welcome
Experience and registrants moving to regional NSW. This indicates strong digital engagement and
conversion.

However, it did not meet targets for key awareness and attitudinal outcomes, with prompted
awareness, perceived benefits of regional living, positive attitudes toward relocation, and serious
consideration of relocating all below target.

Post-campaign evaluation and effectiveness assessment was delayed

DPIRD submitted its campaign effectiveness report to DCS on 17 November 2025. The report was late
—itwas due 30 September 2025 — but experienced delays in receiving reconciled information from the
media agency. This also occurred with the 2023-24 report.

In both years, DCS utilised interim results to inform peer review and ensure DPIRD appropriately
incorporated recommendations to strengthen the campaign.

These delays highlight the need to strengthen planning, monitoring and management of third-party
dependencies to enable timely evaluation of campaign performance and peer review.

Media channels and messaging were appropriate for its target audiences, and ensured
appropriate and inclusive messaging

Section 5.2 of the Guidelines require government agencies to consider whether tactical approaches
and creative and media strategies will be effective for the campaign issue and target audience.
Agencies should consider if the target audience is defined and understood, and whether CALD and
Aboriginal communities and their needs were considered.

DPIRD used industry and academic frameworks to guide audience selection for the campaign. It
assessed NSW Government priorities, labour market evidence and baseline research. It also used a
2023 DRNSW-commissioned Creative Concept Market Research Report, which found the selected
audiences were motivated to relocate to regional NSW due to perceived lifestyle benefits.
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Additional research indicated that people born between 1981 and 1996 and overseas-born
professionals living in metropolitan NSW are increasingly attracted to regional areas due to cost of
living and housing pressures.

DPIRD aimed for appropriate and inclusive messaging, consistent with NSW Government advertising
requirements. The campaign featured real case studies representing different professions and
regional locations, with messaging focused on lifestyle, community connection and employment
opportunities rather than promotional or political content. Digital and social media channels applied
standard accessibility features supported by those platforms.

These measures supported equitable access to campaign information and reduced barriers to
engagement for audiences with disability.

DPIRD identified and considered the special messaging requirements for Aboriginal and CALD
communities. Testing and evaluation by consultants with specialist knowledge of these communities
informed the approach.

DPIRD also considered the needs of people living with a disability. For example, itincluded closed
captioning for its video advertisement, in line with the preferences for deaf and hard-of-hearing
people.
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Appendix 1 — Responses from entities

Response from the Department of Primary Industries and Regional
Development

Department of Primary Industries ‘\.““}l
and Regional Development N>
GOVERNMENT

VF26/1114

16 June 2026

Bola Oyetunji
Auditor-General for New South Wales
Audit Office of NSW

Re: Department of Primary Industries and Regional Development Response - Performance Audit -
Government Advertising 2024-25

Dear Auditor-General,

The Department of Primary Industries and Regicnal Development (DPIRD) welcomes the Audit
Office’s findings and notes the overall conclusion that the Make the Move 2024-25 campaign
was largely compliant, delivered within budget and achieved strong operational results, including
exceeding relocation targets and increasing engagement with The Welcome Experience. DPIRD
considers this a reflection of the campaign’s alignment with whole-of-government workforce
priorities, evidence-based design and effective procurement and delivery.

DPIRD acknowledges the finding that a cost-benefit analysis was not completed before the
campaign commenced, reflecting an interpretation of requirements consistent with advice received
at the time about annual budget thresholds. DPIRD accepts the report’s conclusion that the
threshold applies to the total cost of a campaign over its duration, including where a campaign
extends across multiple years. DPIRD supports the recommendation and will ensure future
campaigns expected to exceed the threshold aver their full duration are supported by a cost-
benefit analysis before commencement.

DPIRD also notes the delay in post-campaign evaluation reporting. Recognising reliance on

a third-party provider operating under whole-of-government contractual arrangements, DPIRD will
continue to actively manage performance and strengthen monitering of these dependencies

to improve the timeliness of data and reporting.

105 Prince Street
Orange NSW 2800 dpird.nsw.gov.au 1
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While noting these areas for improvement, DPIRD emphasises that the campaign performed
strongly against key operational metrics, including increased website traffic, higher

registration rates and relocation outcomes above target. DPIRD also notes that the unmet attitudinal
targets provide useful insight into external factors affecting relocation decisions and will inform
future refinements to messaging, targeting and channel strategies.

Overall, DPIRD supports the report’'s recommendations and sees the audit as a constructive
opportunity to strengthen shared governance and assurance across future DPIRD and government
campaigns, while building on the campaign’s demonstrated effectiveness in supporting regional
workforce objectives.

Sincerely

Steve Crr

Secretary

105 Prince Street
Orange NSW 2800 dpird.nsw.gov.au 2
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Response from the Department of Customer Service

Department of Customer Service M

Offi?e of the Secretary “\‘_!‘!_I)'
NSW
GOVERNMENT

Our reference: COR-02225-2026
Your reference: RO09-170535826-99178
15/06/26
Mr Bola Ovyetunji
Auditor-General for New South Wales
Audit Office of New South Wales
By email: mail@audit.nsw.gov.au

Re: Report on the Performance Audit — Government Advertising 2024-25

Dear Mr Qyetunji

Thank you for your report on the Performance Audit on Government Advertising 2024 -25 which
focused on the Department of Primary Industries and Regional Development Make the Move
campaign.

| note your recommendation that the Department of Customer Service {DCS) provide clear guidance
to government agencies about their abligations under the Government Advertising Act 2011 (the Act).
DCS is committed to continucusly improving the management and effectiveness of government
advertising and supports measures to strengthen compliance with the Act.

DCS accepts the audit recommendation and, in addition to the comprehensive support already
provided to agencies, will take further actions to encourage compliance with campaign
requirements.

Current support includes:

+ Regular written and verbal guidance including newsletters and presentations to agency
forums and webinars.

¢ An educational module and supporting resources on the NSW Government advertising
regulatory framework available via a sector-wide online portal.

e Website guidance on the Act’s requirements including cost benefit analysis, peer review and
compliance certification and maintenance of a central all-of-government repository of
completed advertising compliance certificates on nsw.gov.au.

During the audit process, DCS has delivered clear reminders to agencies, including a verbal briefing
to cross-secter communication leaders, targeted correspondence to senior campaign contacts in
more than 55 agencies and updates through the monthly NSW Government Communications
newsletter, which reaches over 4,000 recipients.

In addition to these actions, | will write to Department Secretaries to reinforce their responsibilities
under the Act including the need for a cost benefit analysis for campaigns likely to exceed $1 million
and to certify prior to campaign cemmencement.

MeKell Building Tel 02 9372 8877 ABN 81913 830179
2-24 Rawson Place, Sydney NSW 2000 TTY 1300 301181 nsw.gov.au
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|f you require further information, please contact_

Sincerely,

o Mbhocy”

Elizabeth Mildwater

Secretary
MeKell Building Tel 02 9372 8877 ABN 81913830179
2-24 Rawson Place, Sydney NSW 2000 TTY 1300 301181 nsw.gov.au
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Appendix 2 — About the audit

Audit objective

This audit examined whether DPIRD’s Make the Move 2024-25 campaign was carried out effectively,
economically and efficiently, and in compliance with the Act, Regulation and Guidelines.

Audit criteria

The audit used the following audit criteria:

1. DPIRD managed the selected Government advertising campaigns effectively, economically and
efficiently.
2. The selected advertising campaigns complied with the Act, the Regulation and Guidelines.

Audit scope and focus

In assessing the criteria, the audit considered whether:
1. DPIRD managed the government advertising campaign effectively, economically and efficiently.
DPIRD has:

a) justified the campaign need, approach and size through appropriate research and
considered other alternatives

b) identified appropriate, inclusive messaging and media channels to target its intended
audiences
c) implemented the campaign in line with its plan

d) ensured value for money through procurement and its expenditure on media placement

e) developed and measured performance targets aligned to its objectives and carried out
an evaluation of the campaign.
2. The selected advertising campaign complied with the Act, the Regulation and Guidelines
a) DPIRD has complied with laws, regulations and relevant guidelines.

Audit exclusions

The audit did not consider other government advertising campaigns or other activities conducted by
DPIRD.

Audit approach

Interviews with key staff included:

. staff responsible for campaign planning and management
. staff responsible for procurement relevant to the campaign
. DCS staff involved in the peer review process.

21
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Documents examined included:

. campaign planning materials

. background research on the campaign subject

. campaign peer review documentation

. research on target audience, messaging and selection of media channels
. a sample of campaign creative materials

. campaign evaluations

. campaign procurement documentation

. data collected about campaign performance.

Quality assurance processes within the Audit Office ensured compliance with professional standards.

Audit methodology

The performance audit methodology satisfies Australian Auditing Standard ASAE 3500 Performance
Engagements and other professional standards. The standards require the Audit Office to:

. comply with relevant ethical requirements
. plan and perform the audit to obtain reasonable assurance and draw a conclusion on the audit
objective.

These processes also comply with Government Sector Audit Act 1983 and Local Government Act
71993.

Acknowledgements

The Audit Office acknowledges the cooperation and assistance provided by DPIRD and DCS.

Audit cost

The estimated cost of the audit is approximately $200,000.
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Appendix 3 — Performance auditing

What are performance audits?

Performance audits assess whether the activities of state or local government entities are being
carried out effectively, economically, efficiently and in compliance with relevant laws.

The activities examined by a performance audit may include a government program, all or part of an
audited entity, or more than one entity. A performance audit can also consider particular issues that
affect the whole public sector and/or the whole local government sector. They cannot question the
merits of government policy objectives.

The Auditor-General’s mandate to undertake audits is set out in the Government Sector Audit Act 1983
for state government entities, and in the Local Government Act 1993 for local government entities.
This mandate includes audit of non-government sector entities where these entities have received
money or other resources (whether directly or indirectly) from, or on behalf of, a government entity for
a particular purpose (follow-the-dollar).

Why do we conduct performance audits?

Performance audits provide independent assurance to the NSW Parliament and the public.

Through their recommendations, performance audits seek to improve the value for money the
community receives from government services.

Performance audits are selected at the discretion of the Auditor-General who seeks input from
parliamentarians, state and local government entities, other interested stakeholders and Audit Office
research.

How are performance audits selected?

When selecting and scoping topics, we aim to choose topics that reflect the interests of Parliament in
holding the government to account. Performance audits are selected at the discretion of the
Auditor-General based on our own research, suggestions from the public, and in consultation with
parliamentarians, agency heads and key government stakeholders. Our 3-year performance audit
program is published on the website and is reviewed annually to ensure it continues to address
significant issues of interest to Parliament, aligns with government priorities and reflects
contemporary thinking on public sector management. Our program is sufficiently flexible to allow us
to respond readily to any emerging issues.

What happens during the phases of a performance audit?

Performance audits have 3 key phases: planning, fieldwork and report writing.

During the planning phase, the audit team develops an understanding of the audit topic and
responsible entities and defines the objective and scope of the audit.

The planning phase also identifies the audit criteria. These are standards of performance against
which the audited entity, program or activities are assessed. Criteria may be based on relevant
legislation, internal policies and procedures, industry standards, best practice, government targets,
benchmarks or published guidelines.

During the fieldwork phase, audit teams will require access to books, records or any documentation
deemed necessary in the conduct of the audit, including confidential information that is either Cabinet
information within the meaning of the Government Information (Public Access) Act 2009 or
information that could be subject to a claim of privilege by the State or a public official in a court of
law. Confidential information will not be disclosed, unless authorised by the Auditor-General.
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At the completion of fieldwork, the audit team meets with management representatives to discuss all
significant matters arising from the audit. Following this, a draft performance audit report is prepared.

The audit team then meets with management representatives to check that facts presented in the
draft report are accurate and to seek input into developing practical recommendations on areas of
improvement.

Afinal reportis then provided to the accountable authority of the audited entity(ies), which will be
invited to formally respond to the report. If the audit includes a follow-the-dollar component, the final
report will also be provided to the governing body of the relevant entity. The report presented to the
NSW Parliament includes any response from the accountable authority of the audited entity. The
relevant Minister and the Treasurer are also provided with a copy of the final report for state
government entities. For local government entities, the Secretary of the Department of Planning and
Environment, the Minister for Local Government and other responsible Ministers will also be provided
with a copy of the report. In performance audits that involve multiple entities, there may be responses
from more than one audited entity or from a nominated coordinating entity.

Who checks to see if recommendations have been implemented?

After the report is presented to the NSW Parliament, it is usual for the entity’s Audit and Risk
Committee / Audit Risk and Improvement Committee to monitor progress with the implementation of
recommendations.

In addition, itis the practice of NSW Parliament’s Public Accounts Committee to conduct reviews or
hold inquiries into matters raised in performance audit reports. The reviews and inquiries are usually
held 12 months after the report received by the NSW Parliament. These reports are available on the
NSW Parliament website.

Who audits the auditors?

Our performance audits are subject to internal and external quality reviews against relevant Australian
standards.

The Public Accounts Committee appoints an independent reviewer to report on compliance with
auditing practices and standards every 4 years. The reviewer’s report is presented to the NSW
Parliament and available on its website.

Periodic peer reviews by other Audit Offices test our activities against relevant standards and better
practice.

Each audit is subject to internal review prior to its release.

Who pays for performance audits?

No fee is charged to entities for performance audits. Our performance audit services are funded by the
NSW Parliament.

Further information and copies of reports

For further information, including copies of performance audit reports and a list of audits currently
in-progress, please see our website www.audit.nsw.gov.au or contact us on 9275 7100.
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OUR VISION

Ourinsights inform and challenge
government to improve outcomes
for citizens.

OUR PURPOSE

To help Parliament hold
government accountable for its
use of public resources.

OUR VALUES

Pride in purpose

Curious and open-minded
Valuing people
Contagious integrity

Courage (even when it’s uncomfortable)
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