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Research and Evaluation, an annual meeting for researchers and practitioners in the advice sector 

to share research findings and promote evidence-based practice
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SDGs, poverty (SDG 1), good health and wellbeing (SDG 3) inequality 

(SDG 10), collaboration (SDG 17) justice and strong institutions (SDG 

17).

In 2019 and 2023 the UN identified  five pillars for people-centred justice which 

require addressing people’s everyday justice and needs through access to 

effective and efficient dispute resolution mechanisms, the legal protection of 

human rights and the ability for all people to live in safety and security. 

Context Internationally Sustainable 

Development Goals (SDGs)



Harry P. Hatry and Linda M. Lampkin (2003) See Source 

https://www.urban.org/research/publication/key-steps-outcome-management

‘A nonprofit should have certain characteristics to successfully develop and implement an outcome 
management process. They include the following: Leadership support. There must be visible support 
from top management in the organization. Commitment of time and staff resources. Initial development 
and introduction of the process often requires the time and effort of many staff members. Once the 
process is in place, the effort required typically decreases, as outcome management becomes part of 
basic program management. Program stability. Programs that are undergoing major change in mission 
or personnel are not good candidates for introducing performance measurement. A stable organizational 
environment is needed. Computer capability. Even if the organization is very small, the capacity to use 
computers to record data and prepare reports is very desirable. Hardware and software (even if 
rudimentary) as well as staff with the necessary expertise are needed. ‘

Provocative Question - Here in the UK do we have ‘characteristics to successfully develop and 
implement an outcome management process’ ?

Key Steps in Outcome Management

https://www.urban.org/research/publication/key-steps-outcome-management


▪  Theory of Change – what is the change you are looking for, when and how will you get there- enable it to be flexible as 
things change over time too. A structured description of the characteristics and stages of improvement i.e. to describe 
what poor, good and great look like. (See Data maturity in references section)

▪ Relevant 

▪ Realistic 

▪ Capable of informing and improving practice 

▪ Sustainable 

▪ Can enable comparisons and contrasts 

▪ Useful 

▪ Measures what is measurable (also Data Maturity is key and not necessarily consistent across the sector in the UK. See 
References)

▪ Measures what is in the service’s ability to control •

▪ and for us - low burden and not expensive 

Summary of Literature - what makes a measurement effective in 

human services evaluation context such as  advice and legal 

support services:



▪ Set Some Basic Definitions (so all parts of the sector are on the same page)

▪ Link Outcomes to Outcome Indicators to Strategic Aims and Objectives, Alignment with 
participating Agency Aims and Objectives will be key – not to set agencies up to fail. This 
rarely gets consideration in ‘top down’ Government led outcomes frameworks, Link 
Outcomes to Outcome Indicators  to relevant Data Sources – who and what are these 
sources and are they relevant? 

▪ Select Data Sources and Data Collection Procedures for Each Indicator.

▪ Training of participating agencies and staff – who is best and most relevant.

▪ Basic Tasks in Implementing for example who already has a  Regular Client Survey Process

▪ Low Burdensome as sectors already under strain and not currently resourced for this. Do 
they have the capacity or are they being set up to fail?

Challenges in the UK – is this being done?



▪ To learn and improve service delivery by checking what works well and why and what is not working so well 
and why not and how to improve – reflective practice and continuous learning and development. 

▪ To gain an evidence base for practice 

▪ To attract funding based on evidence base 

▪ To share the story more broadly and encourage others to see the benefits, complexities and challenges. 

▪ Establish replicable models of care & build and maintain a collaborative relationship between legal & non-
legal to better reach and meet the needs of clients/community. 

▪ Increasing demands of funders and in accountabilities for an evidence-based approach to service delivery 

▪ To see if we are making progress over time in changing lives/policies and administration of policies 
by our interventions and how and if not what we might need to do to make the change

▪ BUT limited funding of sector for services and for such evaluation

Why evaluate and look at outcomes? 



▪ Take time to understand the real situation (otherwise set up to fail) i.e. analysis of 
needs, resources, strengths, weaknesses, opportunities, threats, and/or power 
analysis.

▪ Ensure what is agreed to be evaluated for outcome and ensure agreement about it 
and boundaries as well as resources to be deployed at local and governance levels.

▪ Realistic timeframes for outcomes to occur as well as attribution and realistic 
benchmarking that are within control of the agencies.

▪ What does a ‘good outcome’ look like? When and in what circumstances did or does 
it occur? What is the change or outcomes being sought and what will show you are 
getting there (Short, Short to medium, Medium to long-term)

▪ What approach is best including to systematically synthesise and value and choose 
the best data method there are heaps so think – e.g. Cost-benefit analysis, Lessons 
learnt, Social return on investment

To be able to use the right tools for outcomes measurement and find the 

right questions time needs to be spent in co-design on:

https://www.betterevaluation.org/methods-approaches/methods/cost-benefit-analysis
https://www.betterevaluation.org/methods-approaches/methods/cost-benefit-analysis
https://www.betterevaluation.org/methods-approaches/methods/cost-benefit-analysis
https://www.betterevaluation.org/methods-approaches/methods/lessons-learnt
https://www.betterevaluation.org/methods-approaches/methods/lessons-learnt
https://www.betterevaluation.org/methods-approaches/approaches/social-return-investment


Impact evaluation, which focuses on understanding the long-term results from interventions 
(projects, programs, policies, networks and organisations), always includes attention to 
understanding causes. See Rainbow Framework Better Evaluation 
https://www.betterevaluation.org/frameworks-guides/rainbow-framework/understand-causes

Consider the different types of questions that might be asked about cause and effect:

▪ Did the intervention make a difference?

▪ For whom, in what situations, and in what ways did the intervention make a 
difference?

▪ How much of a difference did the intervention make? E.g. Counterfactual what would 
have happened without the intervention, alternative explanations?  Could there be 
more than one cause?

▪ To what extent can a specific impact be attributed to the intervention?

▪ How did the intervention make a difference? Unpack what this looks like.

Outcomes  -Causation?



Sector Outcomes Pilot 2022-23 (Slides to follow in Blue from the Federation of Community Legal Centres 
Victoria) Victorian Collaborative Planning Committee

Selected as an example by Dr Curran of how it can be done if its low burdensome on a strained sector.

 My view is need to start modestly and with a pilot before scaling up.

▪ Members of the CPC Outcomes Working Group: VLF (Hugh McDonald), 
Federation of CLCs (Skye Forster), VLA (Jacqueline Storey, Paul Crossley, 
Manoja Wickramarathne), Djirra (Kathryn Robb), DJCS (Goksen Ozdemir and 
Leesa Bevan), VALS (Natasha McGregor), and Health Justice Australia (Ruth 
Pitt).

▪  Post Pilot Outcomes Frameworks VictoriaA 10-Year Plan for Community Legal 
Centres in Victoria - Federation of Community Legal Centres

▪ Data Project - Federation of Community Legal Centres

Examples from Abroad
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One of our greatest strengths is the diversity of the services offered …but this 

also poses a challenge. Even basic demographic information or service details 

can be reported in a multitude of ways, and many existing case management 

systems no longer meet the needs...

In 2021, the Federation took significant steps to help our Community Legal 

Centre Members improve their systems for collecting and using client and case 

information. We know how important access to detailed data can be. That’s why 

we’re developing strategies for using data more effectively within the Victorian 

community legal sector.

From Federation of Community Legal 

Centres- Data Management Project



Principles
• Start small, use what you are doing already

• Do not need it to be perfect

• Balance between rigor and practicality – err on the 

practicality side

• Realistic about where we are starting from and the 

resources organisations have to do this

• Willingness to fail

• Focus on lessons learnt – and how these should be 

applied moving forward

• Just try something – need to move beyond the 

frameworks and theory and have a dip!



Resourcing Needs

A key part of this pilot was to identify (and then advocate for) the resourcing and capability 

that is needed to do client outcome measurement.

Kept the pilot very simple and small and propose simply adapting existing client feedback 

tools to test out common questions, using existing resources.

The working group coordinated the pilot and can provide a range of support throughout.



Planning and conducting the pilot together

Co-design of the tiers 
for participating

You can change your 
mind about the level of 
involvement later

Discuss ideas for how 
to action

Consider what support 
would be most helpful



Support from the Working Group

Tailored 

support

Reflect 

and share 

lessons

• Working group members ‘on call’ for tailored support and advice

• Support to identify an easy way to build the questions into your existing 

client feedback activities

• Support with how you can analyse and report the client outcome data

• Facilitate regular meetings with participating centres

• Follow up to write up case studies – reflecting on the time and 

resources you used, and the lessons and challenges in collecting and 

using outcome data

• Summary report with examples and lessons across our sector

• Coordinate sharing the lessons from the pilot, and advocating for useful 

and feasible approaches and resources for outcomes



Options for participating in the pilot

We expect that the different ways centres opt-in to the pilot will largely 

fall into these three ‘tiers: 

1. Share a case study of existing client outcomes work

2. Adapt and trial some of the common questions

3. Trial the full set of client questions and share results

All centres will be asked to share a short case study on lessons learnt 

and resources used.  

All centres will be welcome to join reflection and learning meetings and 

any training sessions throughout the pilot. 



Note different jurisdictions as a ‘mixed model’ not like UK neo-liberal ‘Judicare 
model’

Post Pilot Outcomes Frameworks Victoria

▪ A 10-Year Plan for Community Legal Centres in Victoria - Federation of 

Community Legal Centres

▪ Data Project - Federation of Community Legal Centres

▪ Victoria Legal Aid Outcomes Framework 2020-2030 

What's been done elsewhere since the pilot

https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.fclc.org.au%2F10_year_plan&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939453921%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=M2Q5yrMnTZ%2Bv0qae4Z38L3GcLIYM9yrUI35xfuNjkHc%3D&reserved=0
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International Development Research Centre in Canada

Outcome mapping is a theory of change approach that focuses attention on 

actors (individuals or organisations) and behavioural change. It helps define 

outcomes as changes in behaviour, relationships, or actions of actors with 

whom services work directly. It then provides a framework to monitor observed 

changes in behaviour over the course of the project and to document  

outcomes

OUTCOME MAPPING



Heidi Schaeffer and Sonal Zaveri

To better understand the changing contexts and systems they are working in, and at 
every step of the intentional codesign process, to learn, recognize and attend to power 
dynamics and inequities. The main additions of OM+ are the inclusion of power as a 
core concept of OM and guiding practices for a power and privilege-informed approach 
to transformative change. This refers to transformative change that includes 
behavioural changes (actions, interactions, relationships, and policies) related to 
access to power and resources. This comprises changes that challenge dominant 
biases, and privilege inclusion of perspectives and experience of actors without visible 
power.

Outcome Mapping + Equity, Gender, and 

Social Justice



OM+ is aligned with the same three principles inherent in OM. 

▪ 1. People contribute to their own well-being (however as Amaratya Sen notes, people 
need to have capability and resources, confidence and knowledge to be able to do 
so!). 

▪ 2. Social, policy, and systems changes depend on changes in human behaviour. 

▪ 3. Sustained improvements in people’s lives or environments depend on 
relationships. Recognises the necessity of equitable, inclusive and authentic 
relationships, together with diverse collaborative actions. Sustained improvements 
also require intentional actions across diverse groups and systems at multiple levels. 
Collaborative and inclusive actions are needed that promote and strengthen power 
and equity-related structural improvements in people’s lives and environments

Outcome Mapping + Equity, Gender, and 

Social Justice (continued)



Jess Dart Clear Horizon

‘Collaborative Outcomes Reporting (COR) is a participatory approach to impact 
evaluation based around a performance story that presents evidence of how a 
program has contributed to outcomes and impacts, that is then reviewed by 
both technical experts and program stakeholders, possibly including community 
members.’

Useful when the evaluation does not have well defined outcomes at inception, 
or if outcomes are emergent, complicated or complex.

Collaborative Outcomes Reporting



Outcome Mapping Learning Community

Transformative change in outcome mapping as growing inclusive teams and 
organisations and advancing collaborative initiatives that will disrupt the status quo to 
influence social and environmental well-being. This means making clear choices about 
who is included and centred. It means focusing on growing ally relationships with 
people and groups living in marginalised situations.

See https://www.betterevaluation.org/sites/default/files/2024-
07/Outcome%20mapping%20%2B%20equity%2C%20gender%2C%20and%20social
%20justice.pdf

Building on this ‘Transformative Change In 

Outcome Mapping’
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▪ Do you want to know if your service is making a difference?

▪ What do you think is critical in good outcomes that is within your control?

▪ Despite the challenges do you want to know if you are effective in improving 

lives and making a difference and what this looks like?

▪ Do you think we need to also include in core outcomes taking into account 

system wide factors that impede improved outcomes that until they are 

addressed impede change for the communities you help?

Discussion Prompts – outcomes can be measured and do 

not need to be hard but need proper frameworks 



Better Evaluation (2025) Developed by Jess Dart ‘Collaborative Outcomes Reporting’

(2022) Data maturity framework for the not-for-profit sector — Data Orchard

Heidi Schaeffer and Sonal Zaveri, ‘Outcome Mapping + Equity, Gender, and Social Justice’ Better Evaluation 

(2023) https://www.betterevaluation.org/sites/default/files/2024-

07/Outcome%20mapping%20%2B%20equity%2C%20gender%2C%20and%20social%20justice.pdf

Andrew Crockett & Liz Curran 2013, 'Measuring Legal Services: A Practical methodology for measuring the 

quality and outcomes of legal assistance services', University of Tasmania Law Review, vol. 32, no. 1, pp. 70-

95. https://classic.austlii.edu.au/au/journals/UTasLawRw/2013/4.html

Liz Curran (2019) ‘Evaluating projects in multifaceted and marginalised communities: the need for mixed 

approaches’ (with Pamela Taylor- Barnett) Evaluation Journal of Australasia.: How and Why? And Some Tips': 

Workshop 10 – 11 November 2016 for Law Centres Network UK National Conference (Presentation Slides) 

(November 11, 2016). 

References

https://www.betterevaluation.org/methods-approaches/approaches/collaborative-outcomes-reporting
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.dataorchard.org.uk%2Fresources%2Fdata-maturity-framework&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939543171%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=b2mr0YAgmRzGTstsGQwPm0hK5fN1CmSF6Mzs8hLsW7k%3D&reserved=0
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.dataorchard.org.uk%2Fresources%2Fdata-maturity-framework&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939543171%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=b2mr0YAgmRzGTstsGQwPm0hK5fN1CmSF6Mzs8hLsW7k%3D&reserved=0
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.dataorchard.org.uk%2Fresources%2Fdata-maturity-framework&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939543171%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=b2mr0YAgmRzGTstsGQwPm0hK5fN1CmSF6Mzs8hLsW7k%3D&reserved=0
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.dataorchard.org.uk%2Fresources%2Fdata-maturity-framework&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939543171%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=b2mr0YAgmRzGTstsGQwPm0hK5fN1CmSF6Mzs8hLsW7k%3D&reserved=0
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.dataorchard.org.uk%2Fresources%2Fdata-maturity-framework&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939543171%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=b2mr0YAgmRzGTstsGQwPm0hK5fN1CmSF6Mzs8hLsW7k%3D&reserved=0
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.dataorchard.org.uk%2Fresources%2Fdata-maturity-framework&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939543171%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=b2mr0YAgmRzGTstsGQwPm0hK5fN1CmSF6Mzs8hLsW7k%3D&reserved=0
https://eur03.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.dataorchard.org.uk%2Fresources%2Fdata-maturity-framework&data=05%7C02%7Cliz.curran02%40ntu.ac.uk%7C3351394761e544ed5cb408dd77bffc80%7C8acbc2c5c8ed42c78169ba438a0dbe2f%7C1%7C0%7C638798388939543171%7CUnknown%7CTWFpbGZsb3d8eyJFbXB0eU1hcGkiOnRydWUsIlYiOiIwLjAuMDAwMCIsIlAiOiJXaW4zMiIsIkFOIjoiTWFpbCIsIldUIjoyfQ%3D%3D%7C0%7C%7C%7C&sdata=b2mr0YAgmRzGTstsGQwPm0hK5fN1CmSF6Mzs8hLsW7k%3D&reserved=0
https://www.betterevaluation.org/sites/default/files/2024-07/Outcome%20mapping%20%2B%20equity%2C%20gender%2C%20and%20social%20justice.pdf
https://www.betterevaluation.org/sites/default/files/2024-07/Outcome%20mapping%20%2B%20equity%2C%20gender%2C%20and%20social%20justice.pdf
https://www.betterevaluation.org/sites/default/files/2024-07/Outcome%20mapping%20%2B%20equity%2C%20gender%2C%20and%20social%20justice.pdf
https://classic.austlii.edu.au/au/journals/UTasLawRw/2013/4.html
https://journals.sagepub.com/eprint/ZKNthDuA6yJpAPTih8ez/full
https://journals.sagepub.com/eprint/ZKNthDuA6yJpAPTih8ez/full
https://papers.ssrn.com/sol3/papers.cfm?abstract_id=2874390


Better Evaluation, Cost-benefit analysis
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