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What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Involvement in this project was originally prompted by lessons learned from conducting our last 

contractually mandated client survey in May 2022. That survey involved a staff member and student 

volunteer calling 49 past clients for a quite intensive interview that we had been asked to administer. 

The experience was poor for both clients and the staff member and volunteer with too many 

questions, overly complicated questions, and additional questions for another project. The survey 

pool included people the centre had lost contact with in terms of whether it was safe to call or if 

things had changed; many had received services a long time prior to the call so memories were hazy; 

and it was recognised that often they were asking someone to revisit a difficult time in their life with 

very little support around what happened after they concluded the phone call. Staff recommended to 

the senior executive team that they not repeat such a survey approach. 

For the pilot, we set about designing a survey that better considered the impact on the client and a 

plan to roll it out along with an implementation of a new case management system in early 2023.  

However, due to a series of operational challenges, the resourcing for the project disappeared and the 

implementation plan timeline was delayed to late 2023. Initially the plan was to trial 4-5 shortlisted 

questions with all service users as well as an optional free text field for ‘any other comments’, or a 

longer summary of what the client’s experience was like.  

After learning with the pilot group, we have now come full circle and want to have 
deeper conversations about the ethics involved so the initial investment is likely to 
be much higher than previously expected. We are thinking about starting with a 
reflective set of questions for staff and asking clients what people would prefer in 
terms of being contacted which was found by others in the pilot to improve 
response rates. ARC have a future focus on asking all clients if they understand the 
advice/instructions provided, and if there is any more help they need. 

While frustrating to have not been able to progress during the timeline of the pilot, the ARC team have 

valued the opportunity to share and learn with colleagues in the pilot group and are in the process of 

building reflective practice and client-centred design thinking into our new case management system 

which will be rolled out early 2024. 

What worked well, and why? 

Having the short and long list of questions was a great start as it prompted discussion within the 

team about which were best suited to what they wanted to measure and the needs of the community. 

The team felt the ‘Problem’ and ‘Person’ shortlisted questions were well designed. Being involved in 

the community of practice was enormously beneficial and resulted in accelerated learning despite 

lack of resourcing. Carving out time for the meetings prompted other research, for example listening 

to the Design thinking 101 podcast’s feedback episode which helped us think through who do you get 

to do the survey? SMS, volunteer, or person providing service.  
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What didn’t work well, and why? 

The team felt that the shortlisted ‘Service’ question would be likely to beget more questions and not 

result in as meaningful insights as some of the others in the longer list.  This was particularly likely if 

applied to clients receiving discrete services as in many cases what was possible in a brief interaction 

may not meet their needs fully or have enough time to generate an outcome. Timing was the major 

issue for ARC.  Despite best laid plans, it was a one in 15-year period where many major upheaval 

points coalesced and derailed our efforts to implement what we were learning through the pilot. 

What resources did you use? What would you need to continue this work in a meaningful way? 

Given ARC’s resourcing dried up it is hard to know exactly what the costs would have been. We need 

dedicated resources to support the design and assessment processes.  To embed best practice, 

more investigation and understanding is required of the purpose of the evaluation process, how to 

assess it well (formative, normative, summative) and how to respond to insights gathered. 

What is the main story or lesson you would like to share from your centre? 

The project has really accelerated our thinking in this space, and it has been terrific 
to have convening support by better resourced partners.  Our key lesson is that 
evaluation is not one size fits all and to do it well requires dedicated resourcing 
otherwise it is the first thing to be set aside when capacity is constrained. 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

In 2021, we developed our first organisational theory of change and monitoring and evaluation 

framework. We currently have limited resourcing to implement our framework across our organisation 

and are instead measuring outcomes across our specifically funded project work.  

For the pilot we focused on our Health Justice Partnership (HJP) which we have recently expanded to 

include all regional health services in our catchment, which includes Barwon Health, Colac Area 

Health, Hesse Rural Health, and Great Ocean Road Health. 

What worked well, and why? 

Using Microsoft Forms for a phone survey worked well, and we were able to link the responses to 

demographic data from Actionstep. We hope to use this process for future client surveys. Our Project 

Coordinator conducted the client surveys. There were some advantages to this, because it meant they 

could incorporate learning into the project (but it wouldn’t be feasible to have this as part of their role 

longer term).  

What didn’t work well, and why? 

This expanded HJP took longer than expected to set up, due to bringing on new partners and the 

significant impacts of COVID on health services. We therefore saw less than expected numbers of 

clients particularly through our more regional health services. This impacted the number of clients 

available to survey.  
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Also, most of the HJP legal services were one-off legal advice and for many of the clients, many 

months had passed between receiving legal advice and receiving the client phone survey phone call. 

This could have impacted the number of clients willing to participate in the survey.  

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

We currently have very limited resourcing available for measuring our outcomes – our Community 

Development Manager and Project Coordinator made time for this work in addition to their usual 

roles. We need to consider how we resource this work across the organisation in future. We were 

mentored by Health Justice Australia, who played an important role in looking at our questions and 

providing feedback. We also received support on Actionstep configuration from the Victorian 

Federation of CLCs.  

What is the main story or lesson you would like to share from your centre? 

Based on what we have learned from participating in the pilot, we are currently 
looking at what we can learn from shorter surveys and streamlined data collection. 
We see the value of data but need to find ways to fit this work into existing 
resources, because it isn’t funded.  

For example, we are currently looking at ways to build a brief survey into Actionstep and see if our 

lawyers can facilitate these questions being asked as part of the appointment in an appropriate way 

that doesn’t put pressure on the client. It will also allow us to run reports on Actionstep at regular 

intervals to monitor this data, rather than choosing one-off timeframes to conduct client surveying 

within the project.  

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

We are currently developing an organisation-wide outcomes framework that employs a range of data 

collection methods to capture the needs, strengths, challenges, and preferences of our clients. This 

includes online surveys, focus group sessions, in-depth in-person interviews and client journey 

mapping. This pilot aligns perfectly with the timing of this larger body of work.  

The pilot’s client survey was almost identical to our current BMCLC client survey, with significant 

overlap in terms of themes - which reassures us we are on the right track regarding best practices. 

The pilot has been a great opportunity to revisit the BMCLC’s client survey with the aim of making it fit 

for purpose - this resulted in a shorter survey with more accessible language and a stronger focus on 

wellbeing indicators. Our survey was also informed by the Federation of CLC’s outcomes framework. 

What worked well, and why? 

Microsoft Forms is an effective and efficient data collection tool with features that streamline 

response collation for easy review and analysis, along with data visualisation capabilities. Most of our 

clients have smartphones and can complete the survey on their personal devices which feeds directly 

into the Microsoft Forms program. The pilot provided us with an opportunity to take a collaborative 
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approach to client survey development with contributions from staff across both leadership and 

frontline service delivery, ensuring diverse perspectives and insights.  

Additionally, the survey has been refined and modified over time based on evolving sector best 

practices. Maintaining consistency and uniformity in core survey themes will be advantageous for the 

CLC sector in the long term as it enables benchmarking, comparative analysis amongst centres, and 

assists in identifying emerging legal needs, trends, and gaps in services. 

What didn’t work well, and why? 

BMCLC serves a highly disadvantaged catchment area with a high proportion of clients from culturally 

and linguistically diverse backgrounds. Correspondingly, there are low levels of English proficiency 

which serves as an ongoing challenge in terms of response rates and quality of responses. We will 

monitor this and adapt our data collection methodologies as part of continuous improvement 

practices. We are keen to hear about the methodology other centres employ to collect data and which 

methods have yielded the highest response rates and quality. We are also interested in practices 

around survey consent (whether client surveys are sent as a matter of course - noting the need to 

seek consent from victim survivors of family violence to ensure safety).   

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

The BMCLC client survey was set up by the Managing Lawyer (with the assistance of the Manager for 

Policy, Impact & Enterprise). The survey results are collated and analysed by the Managing Lawyer at 

the stage of funding acquittal and reporting.  

To continue to derive meaningful data quality, it is necessary to have a dedicated 
and specialised role to conduct a broader set of data collection activities (client 
interviews, focus group sessions, client journey mapping and benchmarking) as well 
as to collate and analyse the datasets on an ongoing basis. Funding for a dedicated 
role would create capacity to regularly review the data collection processes and 
framework to ensure that we continue to capture meaningful datapoints that will 
not only allow us to measure the impact and effectiveness of our programs but also 
to have an ongoing understanding of client needs, strengths, and priorities. This will 
ensure services are congruent with a person-centred model of service delivery.  

At the broader sector level, additional funding for the peak body (FCLC) to develop 
resource templates and guidelines that embody best practices and thought 
leadership would progress the adoption of more evidence-based practices. These 
resources could be customised to meet the specific needs of different centres. 

What is the main story or lesson you would like to share from your centre? 

This pilot project is one component of our organisation's broader strategy to transition towards a 

data-driven practice. The Senior Leadership Team at commUnity+ recognises the significance of 

understanding client needs and goals by amplifying the voices of our diverse communities. This 

involves committing resources to the development of an outcomes framework, which requires 

extensive data gathering initiatives. Therefore, it's essential for leadership teams within CLCs to 

recognise and actively support the move towards evidence-based practices. Additionally, specific and 

separate government funding is necessary to build on this pilot's momentum and learnings. This 
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funding will ensure the establishment of specialised roles to develop an outcomes, evaluation, and 

evidence-based framework tailored for each centre. 

 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Consumer Action has a well-developed impact framework1 which has been in place for around 6 

years. It has been reviewed on a similar cycle to the strategic plan and sets out key indicators for 

success.  

When we entered the pilot we began by reviewing our existing client survey that is sent to clients 

accessing both our legal and financial counselling telephone triage lines.  We noted that it already 

included questions that align to those used in this pilot so reviewed some of the others for potential 

inclusion.  Being triage lines where service is necessarily time bound, some of the questions around 

adequacy and timeliness of service were inappropriate however we identified one (regarding to the 

ease of understanding information provided by lawyers) that we wish to add to our helpline surveys 

when we review our impact framework in 2025. 

During the pilot period we had planned to launch a series of digital tools using a chatbot platform and 

so we took the opportunity to embed more of the pilot questions into the evaluation approach applied 

to those tools.  We also developed surveys to capture feedback from users of our digital tools chatbot 

immediately after use followed by an additional survey 3 months later.  The proposed pilot questions 

informed the design of these surveys and further work will be undertaken to embed the key questions 

in future outcome measurement tools we use. 

What worked well, and why? 

Having the short and long list of questions to consider was useful and the timing was opportune to 

embed outcomes measurement into a new resource being launched to help people experiencing 

credit and/or debt issues through the development of an online digital tools platform. There was a 

strong and positive response when the tools were launched. To date, Consumer Action has received 

62 responses to the survey with overall positive feedback regarding accessibility, ease of use, quality, 

and understanding of rights and options pre and post use of the tools. 

Community of practice sessions have been fundamental in helping people doing evaluation work to 

develop their expertise and share approaches that work, being supported by each other and being 

able to learn together in a collaborative space has been extremely valuable. At Consumer Action, 

actually having a dedicated evaluation and learning role reinforces the value to the organisation of 

investing in outcomes focus.   

 
1 Consumer Action’s Impact Framework: 210713_ImpactFramework_V9 (consumeraction.org.au) 

https://consumeraction.org.au/wp-content/uploads/2021/09/210713_ImpactFramework_V9.pdf
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What didn’t work well, and why? 

Resourcing is always a challenge and the design and embedding of outcomes 
measurements requires time for deliberation and consultation.  

During 2023 there were some key leadership changes (CEO, Director of Engagement & Learning) 

which naturally impacted the capacity for internal project work while recruitment or induction was 

underway.  This included the Outcomes and Evaluation Lead role responsible for the centre’s work on 

the pilot so as a late (re)entrant it took a little while to catch up and be fully across what had been 

committed to, and how best to progress the work. As mentioned, the adequacy/timeliness question 

was not as relevant for the type of services our advice lines deliver. 

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

The main resources used were a dedicated position (0.6 FTE Outcomes and Evaluation Lead) along 

with input from our 0.8 FTE Data Analysis and Insights Lead and the Microsoft Forms product within 

Office 365.  In developing the survey for our digital tools I worked closely with staff from the Legal 

Practice team designing the tools and input from relevant members of the senior leadership team 

was also sought at times. 

To continue this work in a meaningful way would require: 

• Dedicated position be maintained and enhanced with access to resources and skills 

development such as that provided through the pilot by the Federation of Community Legal 

Centres and the Victorian Collaborative Planning Committee  

• Access to current data management tools and systems that support evaluation functions 

across all CLCs 

• Adequate resources for the ongoing monitoring and reporting function of the surveys, 

including follow up calls to clients where required. 

What is the main story or lesson you would like to share from your centre? 

Consumer Action continues to embed evaluation practices in relevant service and business areas that 

reflect the outcomes stipulated in the Consumer Action impact framework. For example, Consumer 

Action is currently working on the evaluation of the SCAMS campaign and its effective use of allowing 

people affected by Scams to represent their own voices to Treasury. Surveys have been developed to 

capture the expectations of the clients prior to their meeting with Treasury representatives and then 

post the meeting.  Treasury representatives were also invited to provide feedback as well as 

Consumer Action staff involved.  Our aim is to embed reflective practices that measure our 

effectiveness against the Consumer Action impact framework across all services and business areas.   

Whilst the sector has a well-developed response to outcomes evaluation, the pilot 
has highlighted the need for resources and specialised skills in evaluation as 
necessary components of an outcomes-focused sector. The links to quality and 
accreditation practice are not apparent and should be made so, and the 
encouragement of data and outcomes review to make meaningful changes to 
service delivery should also be considered. These are important interrelated and 
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powerful elements of a responsive sector that listens to and effectively responds to 
the needs of the community.  

The passion and commitment of the sector overall, and Consumer Action, was well demonstrated 

through the pilot outcomes workshop held in August 2023.  Dedicated resources by way of adequate 

staffing of the Federation of Community Legal Centres as articulated at the workshop, will support the 

sector in furthering its work in this area and in allowing the sector to share its resources, skills and 

knowledge.   

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Djirra has recently developed an organisation-wide Outcomes Framework aligned to the new Djirra 

Strategic Plan. We are also developing an accompanying measurement framework and looking at 

data collection and data systems across the organisation and how to operationalise Indigenous Data 

Sovereignty principles. The organisation-wide work was intentionally done internally through an 

Aboriginal led, participatory process with a focus on how this work can contribute to self-

determination. It was the first time we were able to articulate changes at an outcome level and define 

common outcomes across the diverse suite of programs and services Djirra offers (including our 

Legal service). The strategy level work was only possible due to foundational work in building trust, 

organisational demand and capacity in service design, monitoring, evaluation, and learning (DMEL) 

and working with teams at the project/program level.  

The focus of the pilot was to critically review how we currently approach client outcomes and client 

feedback and identify where we could draw upon lessons from the organisation-wide outcomes work 

and other parts of the organisation. An assessment and scoping process was also designed and is 

currently being carried out with legal staff across our regional and metro offices to hear from the 

‘ground up’ what the key considerations are in developing a culturally safe and meaningful client 

outcomes and feedback process. We are also conducting external consultations to seek input on 

operationalising Indigenous Data Sovereignty in an Aboriginal Community Controlled Organisation 

(ACCO) service delivery context.   

What worked well, and why? 

Some key findings from the review conducted during the pilot has been: 

• Any approach to outcome measurement and client feedback must be situated in context, 

recognising that historically evaluation and research has been top down, disempowering, 

extractive, and of little benefit to ACCOs and to communities. Processes must be very 

carefully designed and implemented to ensure they are not contrary to principles of 

Indigenous Data Sovereignty and Indigenous Data Governance.  

• Consider adopting more qualitative methods which are used in other parts of Djirra. We heard 

from our Community Engagement teams that qualitative methods including semi-structured 

interviews, focus groups, digital story-telling, reflective practice sessions with staff are often 

more appropriate in our context and for our client groups. These methods (and the processes 
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wrapped around them) are trauma informed, culturally safe, holistic in focus and provide 

deeper insights to inform learning, service design adaptation and evidence-based advocacy.  

Any approach must have ‘do no harm’ at the forefront.  Our client group is 
predominantly Aboriginal & Torres Strait Islander women who are victims/survivors 
of family violence. Predetermined surveys typically dictated by funders (either sent 
to postal addresses or emails) are not safe, culturally safe, nor transparent about 
how they will be used.  

• Through the pilot and other projects, Djirra has been exploring the intersection between 

outcomes-based practice and service funding. Djirra has been engaging in a range of funding 

reform initiatives to advocate and transform the way Djirra is currently funded (short-term, 

fragmented, compliance, output focused) to achieve more self-determined and longer-term 

outcomes. Single Funding Agreements and outcomes led practice is currently being piloted 

with DJCS and DFFH with a recent evaluation showing positive progress.  

What didn’t work well, and why? 

Some initial findings (still in progress) from the scoping with front-line legal staff are: 

• There has been a legal client feedback survey introduced multiple times over the years, it has 

mainly been influenced by funder requirements with a focus on satisfaction, not clear about 

its purpose and use, and it has been ineffective (few responses, skewed positive responses) 

• Our front-line legal staff feel uncomfortable using a survey with women who are in 

crisis/experiencing family violence. 

• Our legal service is holistic (legal and non-legal support) and the client outcomes and 

feedback needs to take into account a more holistic and integrated service model 

• Given Djirra is a complex, multi-faceted organisation offering a range of services, clients may 

use more than one service at a time or come back for other services when needed. Files are 

not closed quickly and may be open for a number of years. The timing of when to do feedback 

and focus on outcomes needs further unpacking. 

• While qualitative methods could be applied in the legal service, there is obvious different 

resourcing required (time, skill-set to do/analyse qualitative data)  

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

As part of the recognition that MEL should start with a clear service/program model, and that 

evidence should be feeding into service design and adaptations, Djirra has recently invested in an 

organisation-wide new team that spans the functions of grants, program/service design and MEL (4 

FTE). To continue this work across the org and in our legal service, to genuinely shift to outcomes-

based practice and to align approaches and data ecosystems with principles of Indigenous Data 

Sovereignty - a long term vision, sustained resourcing and a focus on building internal capacity is 

needed.  
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What is the main story or lesson you would like to share from your centre? 

Any client feedback process sits within a broader context of how we want to approach outcomes-

based practice across the program/service cycle. Taking a step back from doing more surveys 

requires deeper conversations about what questions we want to answer, the purpose of asking clients 

for feedback and how we properly resource more culturally safe, trauma informed, appropriate and 

meaningful ways to do that. Using internal staff to drive this process adds value to the organisation 

through more nuanced understanding of contexts, having specialists on hand to support the 

organisation’s capacity building, and drives a learning focus (rather than a compliance focused 

approach to evaluation). While we need resourcing to continue this work, we also need government 

funders to transform their practices (program/policy development, reporting frameworks, 

commissioning of evaluations) and create an enabling environment for long-term outcomes to be 

achieved.  

 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Eastern Community Legal Centre (ECLC) is a multidisciplinary legal service that works to prevent 

problems, progress fair outcomes and support the wellbeing and resilience of communities and 

community members in Melbourne’s East. For the pilot, ECLC shared existing practice for how we 

collect and combine service administrative data with client feedback from help seekers.  

Understanding Needs and Informing Person-Centred Legal Assistance Service: Understanding and 

improving ‘legal capability’ through person-centred, trauma informed approaches tailored to help-

seeking needs, particularly for those experiencing marginalisation and disadvantage, is a necessary 

and evolving space in legal assistance service provision.  

Establishing robust data collection and analysis practices have enabled ECLC to 
implement and adapt its services based on evidence/data insights, particularly at 
the front-end.  

Through technology-facilitated data collection and service data analysis, ECLC has gained valuable 

insights into legal help-seekers’ specific needs and intersectional factors they present with at the 

point of entry.  

These insights have led to adaptation in the way ECLC teams collaborate, including the following key 

outcomes:  

• Improved accessibility and data capability at the service entry point  

• Development of an Enhanced Entry & Triage Framework  

• Strengthened Intake Team’s capacity with support of a Client Advocate role to better 

responds to individuals’ complex and inter-related social, legal and financial needs during 

initial contact.  
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• Embedded in-language post-call feedback at service entry point  

The effectiveness of this approach is evidenced through the high Net Promoter Score of +44 and 

positive feedback received following the Intake and Triage service.  

Informs Triage Effectiveness: Understanding and taking time to interrogate integrated service 

data/evidence has played a pivotal role in enhancing the efficiency and effectiveness of ECLC’s Intake 

and Triage services. Valuable insights have allowed ECLC to correlate peak day/time of calls with 

problem matters and better align resources at the entry point in line with service demand. Equally 

important, data insights continue to shed light on service aspects that require improvement. This 

includes conducting feedback following a referral service, with the aim of better understanding 

effectiveness and appropriateness of referrals in assisting individuals with required supports.  

Enhanced Accessibility: To improve service accessibility based on Contact Centre data insights, ECLC 

developed an online Appointment Request Form to help engage intake services online at any time and 

provide key information to assist the Intake Team in providing the most suitable assistance. This has 

helped avoid the need for longer engagement at the intake stage. Data insights and feedback have 

also informed Centre preventative work in response to emerging matters, including delivery of 

Community Legal Education on matters such as family violence, storm prevention and response, 

tenancy, scams, employment rights and family law, tailored to specific priority communities.  

What worked well, and why? 

Analysis of both quantitative and qualitative datasets has guided data-driven decisions that optimise 

resource allocation, particularly at intake, ensuring limited resources are allocated where they are 

most needed and impactful. This approach has strengthened the efficiency and effectiveness of 

intake services. Feedback from post-call surveys remains instrumental in assisting in gaining deeper 

insights into help-seeking requirements. This in turn aids in refining and adjusting service delivery to 

align with the evolving needs of those seeking legal assistance.  

What didn’t work well, and why? 

Challenges were encountered when attempting more frequent post-call surveys, primarily due to the 

sensitive nature of the issues individuals were facing during interactions. Consequently, the Intake 

Team adopted a more selective approach when administering surveys. Careful consideration of 

individual well-being, issue sensitivity and appropriateness before issuing surveys proved effective, 

evident in high response rates. Striking a balance between gathering valuable feedback and 

respecting the individual’s unique, sensitive circumstances proved essential in designing survey 

questions and mode of engagement.  

What is the main story or lesson you would like to share from your centre? 

The utilisation of administrative and feedback data has not only allowed ECLC to 
better understand and meet legal help-seekers’ needs but has led to more efficient 
triage, improved service experience and highlighted valuable lessons for 
improvement.  

Perhaps the most significant lesson learnt is the critical importance of investing in building ‘legal 

capability’ that is evidence-based and informed through data insights. 
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What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Approach prior to this pilot centred on sending text messages to a random sample of 100 clients to 

comply with NLAP survey requirements. Low response rates were common, which meant 

administratively burdensome follow up phone calls were often required. Survey Monkey was the 

platform utilised. For this pilot, we continued surveying but broke it into 6 distinct categories of 

service to enable analysis of results by the service the client received. Each area received the same 

questions. The survey data was collected from 20 March 2023 to 5 July 2023 mostly through 

communications with clients through the Actionstep client portal. Compared to usual practices in 

surveying clients, during the pilot we altered our method of collection, changed the way that survey 

participants were chosen, and changed the questions asked in the survey. Given the low response 

rate, the data has not resulted in any service changes.  

What worked well, and why? 

The integration of standard feedback information into ongoing matters worked well. The inclusion of 

template paragraphs in opening and closing letters was a relatively simple way to increase the 

visibility of the feedback processes without additional administrative burden.  

The use of the Actionstep Client Portal to integrate feedback processes for ongoing 
matters worked well, with clients using the portal regularly in preference to email. 
Given the constant presence of the feedback documentation in the portal, this was 
also a relatively simple way to increase visibility without additional administrative 
burden. 

What didn’t work well, and why? 

The use of the Actionstep Client Portal to integrate feedback processes for discrete matters, such as 

Legal Advice, did not work well. Because of the nature of discrete services, the steps required to 

activate the portal were seen to add additional administrative burden to matters, which resulted in 

mixed compliance from lawyers in following processes and limited feedback from clients being 

received.  

The processes did not work well for some client cohorts, such as the clients accessing services from 

the Clean Slates Health Justice Partnership. The findings may demonstrate that a different model is 

needed to engage clients with mental health conditions engaged with Community Mental Health 

Services. Whilst the small sample size made analysis easy for the purposes of the pilot, navigating 

multiple systems (Qualtrics, paper and Actionstep) is not seen as sustainable in the long term. The 

most obvious solution to this challenge is to collect all data within Actionstep where it can be 

extracted for analysis.  
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What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

The Principal Lawyer was responsible for the development of documents, resources, and processes. 

They had administrative support developing the surveys, but staff members already had very full 

workloads. The approach integrated the provision of the survey information into the existing 

processes used by lawyers, such as the inclusion of standard paragraphs about feedback in opening 

and closing letters. This required minimal time for lawyers doing client-based work but did require 

time for the Principal Lawyer to develop the required documents and processes. 

What is the main story or lesson you would like to share from your centre? 

Internal systems and policies can be challenging to navigate and add time to the implementation 

processes of new outcomes measurement approaches. A change from Survey Monkey to Qualtrics 

made by Anglicare Victoria during the survey period delayed the implementation of the pilot and 

resulted in a smaller than expected timeframe to collect data.  

The adoption of changes in the organisational approach to outcomes measurement 
requires a low profile for the process changes to be adopted by staff and must also 
offer lawyers value or efficiency gains. The new processes were much more readily 
adopted for ongoing matters where the changes were part of increased efficiency 
through use of the Actionstep Client Portal for communication with clients. The new 
processes were not as readily adopted for discrete matters like advice services 
where the portal was seen as an added administrative requirement that would only 
be used for collecting feedback. 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

An early partnership project for Hume Riverina Community Legal Service (HRCLS), Invisible Hurdles, 

included an embedded evaluation from the start. This embedded evaluation helped to demonstrate 

the value of evaluation to support reflective practice and service improvement. HRCLS has since 

continued to invest in evaluation and client outcome measurement, including having external 

consultants conduct evaluations for a number of its programs and having new project grants include 

a component for evaluation.  

Bagaraybang bagaraybang mayinygalang (BBM): Empowering & Alleviating: A Health Justice 

Partnership (HJP) offering legal support for social & emotional well-being with Aboriginal Peoples in 

Southeast NSW and Northeast Victoria has embedded evaluation, using the same tools as Invisible 

Hurdles. Other projects, including a disaster recovery project and a NSW family violence integrated 

partnership (ONE), have evaluation as an important part of the project deliverables. A partnership with 

Centre Against Violence is currently being evaluated. 

For this pilot, HRCLS focused on HALO, a health justice partnership between HRCLS and Gateway 

Health. The partnership had already implemented a client outcomes survey between late August and 

early October 2022, with the support of Health Justice Australia. The survey was revised based on 
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lessons learned from that pilot and updated to better align with the wording of the Sector Outcomes 

Pilot questions. The new survey was implemented between April and July 2023.  

What worked well, and why? 

HRCLS has a strong partnership with Gateway Health. Both partners agreed on the need for improved 

outcomes data, so Gateway Health contributed the time of its medical reception staff to conduct the 

telephone surveys. An advantage of this arrangement is that these staff have training and experience 

in responding to distressed clients over the phone, and clear referral pathways to mental health 

support if needed.  

What didn’t work well, and why? 

The arrangement of having Gateway Health staff conduct the telephone surveys was initially 

successful; however, staff turnover meant a gap in data collection while the team was short-staffed 

and while new staff were trained in the data collection processes. HRCLS is also in the process of 

transitioning from CLASS to Actionstep during this period, which introduced challenges with data 

collection and made the process difficult for the legal team.  

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

HRCLS did not have additional resources for this outcomes measurement pilot, but the support of 

Gateway Health staff made it possible. Health Justice Australia provided support for survey design 

and advice on setting up data collection.  

To continue this work, HRCLS would need to have additional resources internally to 
support outcomes measurement. It would also be useful to have more collaborative 
support across the sector. Community legal centres have strengths in responding to 
local need and tailoring place-based approaches, but they also need connections to 
external supports and resources shared across the sector so they’re not ‘reinventing 
the wheel’.  

What is the main story or lesson you would like to share from your centre? 

The initial telephone surveys, conducted by an experienced medical receptionist, led to several clients 

being connected back to services, either to HRCLS because there was ongoing legal need, or to 

Gateway Health services for mental health support. This demonstrated that the surveys were not only 

a point of data collection, but also an opportunity to check on client progress. The lesson we’d like to 

share is that outcomes measurement can be done in a client-centred way. Data collection is an 

opportunity to hear the client’s voice, providing data to shape project design and understand impact, 

and also a way to support individual clients.  
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What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Clients are asked by the lawyer during an appointment if they would be willing to provide feedback on 

the service. Their response is recorded on Actionstep. Number of participants is low; exclusion 

criteria include if the client is distressed. Clients are surveyed in-person or by phone, and as pick-up 

rate is low, during this pilot we also trialled an online survey. The questions asked of clients were 

altered from our previous client feedback survey. Two of our earlier seven questions were deleted, six 

added and one changed in wording. The online version of the survey was created on Spark Chart, and 

clients who had agreed to participate were sent an individual link via email or text.  

What worked well, and why? 

• Asking clients for their feedback face to face immediately following an appointment with a 

lawyer works better; it has a high response rate and leads to more detailed additional 

comments. However, it is time-intensive and impractical in longer-term. 

• We have deliberately kept surveys short and simple; tick box replies and an open text field for 

further comments.  

• The value of client feedback can be individual too – sharing positive feedback with staff (de-

identified lawyers) is up-lifting for all, and an addition to the occasional feedback or thanks 

they receive directly from clients.  

What didn’t work well, and why? 

No responses received through online survey sent through text, including individuals known to be 

more contactable by text than by phone. We have continued to offer this method as an option, and 

since the pilot some clients have preferred, and responded to, a survey link sent to their phone.  

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

Evaluation officer time, online survey (Spark Chart; small annual fee). We have previously used more 

volunteer resources to complete client surveys; this is a resource we may use again in the future.  

What is the main story or lesson you would like to share from your centre? 

Collection of client feedback requires a large time commitment and dedicated 
resourcing.  

We’ve found on survey design that less is better; a long list of questions is daunting for the 

respondent. Use of plain English is also very important.  

Connection with the wider sector through this pilot and the long-standing Community of Practice has 

been beneficial, in pooling ideas, exploring possibilities, and sharing what can work or not work.  
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What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

At Justice Connect, we have four distinct programs (Not-for-profit Law, Homeless Law, Seniors Law, 

and Access Program), which each have different key cohorts, different levels and locations of 

staffing, and operate within different jurisdictions. Each program runs a range of legal interventions 

across a spectrum of intensities, from lighter-touch services such as information and self-help 

resources through to higher-touch pro bono referrals or casework. Consistent across all programs is a 

focus on self-help resources (including digital self-help tools such as Dear Landlord), strategic 

engagement, and using digital strategies to scale our services. 

We are lucky to have had a dedicated Measurement, Evaluation and Learning (MEL) Lead since 2021. 

Prior to their joining, monitoring and evaluation was directed at a program and project level. As much 

as possible, we often relied on external evaluators and evaluations, resulting in different practices 

across programs depending on staff and their experience. Since embedding a MEL Lead within the 

organisation, we have focussed on standardising and strengthening monitoring, evaluation, and 

learning across the organisation. This has been through a two-pronged approach: coaching and 

assisting programs on an on-demand basis, while also working at an organisation-wide level to build 

capacity, standards, and best practices. 

Justice Connect’s MEL work since 2021 has focused on three main streams of work:  

1. Establishing and championing our MEL Framework. This takes our organisation-wide theory 

of change and operationalises it, by creating standardised evaluation questions for clients 

across programs. 

2. Standardising more organisation-wide feedback mechanisms. This is to establish open 

channels of feedback from clients across all programs, as well as freeing up time for staff to 

focus on service delivery (rather than manual and intensive feedback processes). This has 

been difficult as our programs work across such diverse client cohorts and have established 

nuanced practices on how to collect feedback in a way that is client-centred. Automating 

these processes has required care, innovation, and deep collaboration with programs.  

3. Improving the way we communicate and report outcomes and impact. Instead of relying on 

external expertise, we’re building our capacity to internally produce high-quality reports and 

impact stories. These artefacts also serve to strengthen our MEL capacity, through practice, 

by increasing shared understanding across programs, identifying gaps or differences in 

processes and data, and creating space for critical reflection. We’ve also focussed on 

improving the way we spot and tell stories about impact, with senior staff receiving training 

and working to embed new practices and frameworks.  

Given the complex and emerging nature of this work, we decided not to adopt a new set of questions 

for the pilot period and instead share this case study on what we’ve learned from our own journey so 

far. 

What worked well, and why? 

With developing our MEL Framework, keeping it simple at the outset and not aiming for perfection, 

leveraging research and models developed by others, ensuring the language used is simple and clear, 

https://apps.justiceconnect.org.au/dear-landlord/
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and starting to use it early on to build engagement have all been important. In developing feedback 

mechanisms, clear authority and backing from leadership combined with persistence and regular 

meetings to maintain momentum have all worked well in driving change. Our MEL Framework has 

meant we spend less time on question development and more time on client-centred processes for 

collecting feedback.    

With our reporting, clear planning and achievable timelines, along with promoting a culture of 

innovation and trying new things have seen positive results. We are also lucky to have a wealth of 

communications expertise in our Engagement team, who are responsible for Justice Connect's 

strategic communications, marketing, and design. This has enabled strong collaboration between our 

MEL and engagement work, helping us to build the narratives, communication structures, and designs 

to effectively communicate outcomes and impact. An example of this can be seen through our newly 

introduced “Quarterly Deep Dives”, which provide us an opportunity to evaluate and reflect on data 

from a particular topic each quarter (e.g. pro bono referrals, high-intensity services, or self-help 

resources). These are currently shared with staff and our board, with a view to making them publicly 

accessible in future. 

What didn’t work well, and why? 

A challenge for the development of the MEL Framework has been embedding it and updating old 

feedback processes with the newer questions, due to workloads and the demands of service delivery. 

We also struggled with perfection itself being a barrier to getting something workable. With 

establishing new feedback mechanisms, new systems take time to bed down. We’ve also learned that 

with more data, we need good data governance so that we can be confident in data accuracy for 

decision-making. We’ve also been slowed down due to needing to learn about new systems and being 

constrained by external service providers in setting them up or integrating them.   

With our reporting, the breadth of our work means it can be hard to know if we’re surfacing the right 

things. We have also struggled with the balance of equal representation across all programs when 

reporting as an organisation. We are continuing to strengthen our data hygiene and build trust in 

standardised ways of measuring key indicators, as well as managing expectations that the MEL Lead 

will have all the answers and insights.  

Across all these areas, staff turnover is also something that has led to knowledge loss and the need 

to be regularly supporting new people into the processes. 

  

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

Having a dedicated MEL Lead has been instrumental in our progress as an organisation, to drive 

forward new processes, clarify and build shared understanding across the organisation on what 

outcomes we’re working towards, and build a stronger culture around outcomes. We’ve also 

benefitted greatly from strong communications and design supports.  

Culturally, a mindset of genuine curiosity, learning, and innovation has been important for anyone 

involved in MEL work (from the board and leadership, through to staff at all levels). This has been 

crucial to challenge ideas of evaluation purely for retrospective analysis, or for funder-driven 

purposes, rather than a chance to continuously learn, grow, and improve services and outcomes.  
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Finally, we’ve leveraged a number of platforms: Miro for planning, templating, and developing ideas, 

Airtable for documenting, Canva for reporting, Power BI for analysis, Microsoft Dynamics for our CRM, 

Customer Voice for surveying, Microsoft Teams for sharing MEL-related resources, updates and 

learning materials across the organisation, and numerous APIs for supplementary data analysis (e.g. 

ABS data sets). 

What is the main story or lesson you would like to share from your centre? 

A dedicated MEL role provides the drive to embed MEL work and outcomes focus 
across an organisation. It has taken time to build trust and confidence across the 
organisation, because historically MEL has been tied to funding or performance. 
We’ve seen that good facilitation skills, time, stakeholder management, and an 
inclusive approach to MEL has been key to moving forward.  

The MEL Lead works closely with Justice Connect’s Innovation and Engagement teams, as well as 

Operations, to progress MEL work also. Further, sustained backing from our organisational leadership 

team, along with consistent and considerable investments of time and resources has been crucial for 

our MEL journey. An example of this, and a significant enabling factor for our MEL work, was the 

implementation of our new CRM (Microsoft Dynamics) which allows us better visibility, useability, and 

accuracy of service data. 

We’ve benefited from an existing culture of innovation at Justice Connect, which has enabled us to 

adopt a learning mindset and build feedback collection processes responsively and iteratively. We’ve 

also benefitted from the generosity of other community legal centres, peak bodies (e.g. Federation of 

Community Legal Centres), and research organisations who have shared their standards and findings 

openly, enabling us to build off their knowledge and reduce duplication.  

We believe that our client-centred approach to gathering feedback is crucial in 
improving our services and client outcomes. While we have focussed on 
automation and standardisation, it is never at the expense of tailored processes and 
experiences for our clients. 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Mallee Family Care Community Legal Centre (MFC CLC) offers free and confidential legal advice, 

information, referrals, and casework. Operating within an integrated practice framework, our Solicitors 

work alongside our Social Workers and Financial Counsellor. We also provide community legal 

education and engage in law reform activities.  

MFC CLC is committed to strengthening its approach to social impact measurement and 

management by developing an outcomes measurement framework. This has been developed with a 

consultant and involved training, developing a program logic and tools, and implementing client 

feedback processes using a survey.  
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We decided we needed to give clients the choice as to how they would receive the 
survey. This then accounted for age group, internet or mobile phone access, safety, 
and personal preference. We offer phone interviews, text to mobile phone with link 
to survey, email link to survey, paper form sent in the mail. Consent and preference 
are obtained at intake. The majority of clients prefer the phone interview.  

Since January 2023 to May 2023, 85 clients have given consent to participate in the feedback. Of this 

85, one person wanted a paper form sent out, three preferred an email link and 81 wanted to be 

contacted for a phone interview. 61% (n=52) have responded. All responses are uploaded to Frevvo 

forms and fed into the Power BI platform. Analysis has been manual so far, but we are exploring how 

to automate that with advice from consultants. Feedback has been shared and disseminated 

internally to the MFC CLC team, Executive Group and CEO. 

What worked well, and why? 

• Consultants to implement the project – this enabled experienced and skilled knowledge for 

implementation and allowed for an external perspective of the service. The consultants could 

challenge subjective opinions and offer innovative viewpoints as well as support staff, many of 

whom had limited experience in outcomes measurement frameworks. 

Involving the CLC staff from the initial stage – the consultation process was thorough 
and comprehensive, enabling staff to understand, question and be a part of the process 
and end product. Staff ownership of the tools was key for the success of the 
framework.  

• The project was prioritised within the organisation - this demonstrated to staff the importance 

and emphasis placed on the process.  

• Supporting infrastructure within Mallee Family Care – having internal programs support the 

project was beneficial to its success (ICT/ETR)  

• Using phone calls to obtain client feedback also enables us to check-in with clients or for clients 

to ask questions and they can then be connected to any relevant supports 

What didn’t work well, and why? 

• Initially, staff buy-in was low – this was due to a variety of reasons, most notably not 

understanding the ‘why’ or the process 

• Client feedback regarding receiving a link via their mobile – many are on prepaid mobiles and do 

not want use data for the survey (this was used in the last 3 months of the project) 

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

Consultant support was important in getting this project underway and bringing in expertise to help 

develop it and support staff. Developing a program logic and monitoring tools was done in 

collaboration with staff and stakeholders and there was a range of internal staff time required. Given 

the high proportion of clients who prefer a phone call to an online survey for providing feedback, we 
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need to explore how to balance the resources required with the resources available once our 

consultancy support has come to an end. 

What is the main story or lesson you would like to share from your centre? 

Staff buy-in is so vital to the process. Although we spoke about the end result, and what it would look 

like, a well-developed change management strategy should be implemented. At the same time, this 

change requires time to see how the process is working and flexibility to respond to client needs as 

well as staff feedback. But all of this reinforces our client-centred approach. Laying the foundation is 

vital. Before the initial consultations take place, an introductory meeting outlining the project, 

resources utilised, and staff time needs to be clearly defined. Buy-in also applies to the internal 

supports that enabled the project to develop – such as ICT – and ensuring client feedback is utilised 

in terms of highlighting our successes and gaps.  

 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

We aligned our client feedback surveys with the FCLC Outcome Measurement Framework back in 

2020, having a common framework to use was useful. For the Sector Outcomes Pilot, we focused on 

our Safe Landing project (in partnership with South-East Monash Legal Service, SMLS) which 

responds to the legal needs of women on temporary visas experiencing family violence. When 

developing the evaluation framework, we incorporated the pilot questions into the project’s client 

feedback survey. For this particular project, we invested a lot of resources into the development of an 

evaluation framework with support from an evaluation consultant. We wanted to explore the 

complexities of measuring the impact of our work in the family violence space – and to explore the 

extent to which our work is effective in making a person safer or improving their overall wellbeing, and 

further outcomes associated with providing an integrated and collaborative model of service 

provision.   

What worked well, and why? 

Lessons so far: 

We learned the value of time spent participating in the development of the theory of 
change, and collaborating in this process with our partners to ensure we had a 
shared understanding of what we were trying to achieve, and how the different 
elements of a project fit together.  

It was a learning experience for our staff, and for some it was quite new. So often we don’t know what 

the end result of our work is and whether we’ve impacted someone’s life and wellbeing. We get some 

lovely feedback from people from time to time, but don’t have a clear picture of our impact. 

Participating in this process helped our staff develop a shared understanding of the project’s 

objectives, and to also recognise the importance of their role in contributing to the intended 

objectives.  
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We explored the different elements of the evaluation process that contribute to an understanding of 

outcomes. We looked beyond the wording of survey questions to how and when we survey and by 

whom.  

We deliberately steered away from lawyers conducting the project survey, instead 
having staff, such as a social worker or the Project Coordinator, who has skills in 
trauma informed practice, conducting the surveys by telephone or in person. Doing 
the surveys in person rather than by email was beneficial, particularly when 
obtaining feedback from women who are newly arrived and/or who required an 
interpreter. 

We were also conscious of not over surveying clients, particularly where each client had multiple files 

across different areas of law (migration, FVIO, family law, Victims of Crime etc). A survey at the end of 

each file closing may result in multiple surveys being sent. Instead, we opted for an annual progress 

survey and another survey to be sent at the closure of the last file. 

What didn’t work well, and why? 

We know that people are less likely to return surveys if sent by email – and we generally don’t get 

many returned. We decided to adopt the model used by SMLS of conducting client feedback surveys 

by telephone or in person. However, SMLS have a bigger social work team than we do at NCLC, and 

so taking this approach is more of a challenge from a resourcing perspective.  

The types of matters we are working with for this project include migration matters which may take 

years to resolve. Rather than wait until the end of the file to obtain feedback, we implemented 

progress surveys to ensure we could obtain earlier feedback. These progress surveys are conducted 

annually. However, being able to map which clients have open files, the number of files opened per 

client, and how long they have been open for, required a project specific overview file list. For this 

project we have about 100 clients per year with multiple files that are included on this list, which is 

currently in Excel. Without this list it would be really hard to have an overview of when to conduct 

progress surveys. Maintaining this list also requires a lot of resources. For this project we have a 

Project Coordinator who does this work, but we wouldn’t have the resources to do this across the 

whole of the organisation.  

We decided to only survey casework clients and not advice only clients to ensure that our limited 

resources are used most effectively and recognising that casework clients are more likely to be our 

target clients for this particular project. They are also able to provide better feedback as they have 

had long term engagement with our service.  

The development of the evaluation framework for this project explored how to demonstrate the 

impact of an integrated service model, with multiple lawyers working collaboratively across different 

legal areas that impact upon each other. For example, the FVIO obtained is evidence for the migration 

hearing which impacts upon the family law outcome etc. This value of the integrated model is 

important to capture to support future funding advocacy and we agreed that case studies would be 

the best way to capture this. This work was supported by having a Project Coordinator who is able to 

collate the information from all of the various lawyers involved with the client and combine the 

actions and outcomes into one client case study. Again – resourcing for this model across the 

organisation would be difficult without specific project coordination and evaluation funding.  
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Another factor that we had to resolve – is how to obtain consent from clients to contact them after 

their file/s have closed.  This is something we had to incorporate into our file opening procedures so 

that we could contact them at a later date to conduct the survey.  

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

We need a better resourced model for developing evaluation frameworks.  Many of our projects are 

only funded for one year and the development of the evaluation framework can take many months 

when done properly. Standardised frameworks would assist.  

We were fortunate to have a Project Coordinator dedicated to this project. Without this resource we 

wouldn’t have been able to apply such a comprehensive evaluation framework.  

Working with a consultant was extremely beneficial and our staff learned a lot about evaluation by 

going through this process which we can now apply to other projects. Ongoing access to an 

evaluation specialist who can provide guidance and support would be extremely beneficial. 

We need better software for having an overview of client’s files so that we can determine the 

appropriate timeframes for surveying clients who have multiple files opened and closed, and to 

ensure that we are not over-surveying clients. 

We have limited resources – everyone is stretched to the limit. Having a Project 
Coordinator is a luxury, and we have learned that doing evaluation is a lot of work 
and adds to work pressure. Particularly in our community development team that 
relies on project grants with multiple funders and reporting requirements. Having 
access to a skilled evaluator that could guide us, provide us with established 
templates, or facilitate a theory of change workshop, would greatly enhance our 
ability to demonstrate project outcomes when working within limited resources. 

What is the main story or lesson you would like to share from your centre? 

Evaluation is not just about asking the right questions, but involves consideration of many factors 

including:  

• Providing opportunities for project members to come together to develop theories of change 

• Identifying opportunities for collecting data in different ways,  

• Consideration of when to obtain client feedback and how often 

• Ensuring our client feedback process is inclusive for people of different language groups and 

other marginalising factors 

• Demonstrating not only how well we followed our intended project plan, but also whether the work 

we did actually improved the circumstances of the person we are assisting (were they safer, 

improved well-being, financially better off, access to housing etc).  

• Considering how to best demonstrate medium-term outcomes as well as short term outcomes. 

• Having the appropriate software or case-management systems in place to apply the evaluation 

framework and to collate the data (which may require the capacity to manipulate case-

management systems by creating customised fields for additional data collected).  
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This specific project funding allowed us to properly invest time and resources into developing a 

comprehensive evaluation framework. Our learnings from this process are that applying an evaluation 

framework requires participation and application across all of our organisation, and across many 

steps of the client’s journey. Without dedicated resourcing and appropriate expertise, committing to 

quality evaluation is generally not viable. 

 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Southside Justice (SJ) are currently developing a 5-year strategy. Once complete, we aim to develop a 

monitoring and evaluation plan against this new strategy. We have no dedicated FTE for this work and 

called on internal resourcing to participate in the pilot. We decided to survey clients we provided an 

advice appointment with over 1-2 months or until we reached a total of 20 survey responses.  

What worked well, and why? 

The sample questions were short and sharp which worked well to ‘demystify’ the M&E process for our 

team. 

We saw a much better response rate when clients were asked to be surveyed following in person 

appointments - more than half of the responses were obtained this way. 

We learned that we need to do more as an organisation to build a culture of 
evaluation - particularly getting ‘buy in’ from the lawyers delivering legal services to 
be evaluated. 

What didn’t work well, and why? 

The participation rate was low (of 20 clients, 9 picked up the call, 7 participated) with half in person, 

half on phone (if the appointment was in the office, we popped down and did survey there). It is hard 

to engage clients in this process, particularly for clients who prefer services delivered remotely/via 

telephone. Most people we called to survey did not pick up the phone. 

We attempted to reach clients directly after their appointment to increase engagement. However, due 

to resourcing limitations, surveying clients directly after their appointment was often difficult even 

when the responsibility of surveying was shared across the team. 

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

We have no FTE/resourcing available to develop and support our monitoring and evaluation plan. 

Smaller centres without dedicated FTE for monitoring and evaluation or resources for external 

consultants are very limited in their ability to meaningfully engage in monitoring and evaluation. 
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What is the main story or lesson you would like to share from your centre? 

Moving towards a more coordinated approach for the sector – including CLCs, VLA 
and the FCLC – means that smaller centres like ours can learn from others and get 
help to problem solve. Importantly this would also create consistency in what is 
being measured. This could include the key questions we are asking and the 
approaches we are using to measure outcomes. This consistency would also 
ensure undertaking outcomes focused work becomes ongoing/business as usual. 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Tenants Victoria is in the process of building a stronger evaluation culture and approach and 

revisiting and reprioritising our outcomes framework. As a first step, we developed a legal capability 

framework (and diagram) focusing on seven themes: self-worth; legal awareness; access to trusted 

legal information; legal knowledge, choice; legal confidence; legal action; and legal resolution. The 

framework was informed by the Victoria Law Foundation legal needs research (the Public 

Understanding of Law Survey), themes in our client feedback surveys and our service experience.   

For the pilot, we have shared our current work in progress for applying this framework to our work to 

understand how our activities, programs and services affect client outcomes. We introduced a client 

feedback survey applied to our legal and financial counselling services and we continue to gather and 

analyse demographic and service use data. The client feedback survey is a phone survey and link to 

online survey, with two open-ended questions. We have only done two surveys so far with this 

framework, but it is done six monthly.   

What worked well, and why? 

Better aligning survey questions with outcomes/themes in our legal capability framework - we 

experimented with the number of questions, reducing them to make it more manageable. Aligning 

with the PULS questions, which is also built on legal capability themes, to give us insight into people’s 

engagement with the law beyond our own data. 

It helps our organisation to make sense of client feedback on our services and has 
informed our work to develop a new approach to our services to help more renters. 
We have prepared a presentation of the results and shared with staff and leaders 
and are working on ways to build this into our regular cycles of reflection and 
planning.  

What didn’t work well, and why? 

• Low response rate to surveys (initially 13% now 11%)  

• Much of our current reporting is focussed on quantitative data, so we are in the process of finding 

ways to gather, understand and act on themes in qualitative data.  
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• We have so far only applied this legal capability lens to our work in some parts of our service 

(direct services to renters), not yet actively applied to our community engagement or training work 

however we can see the potential for that.  

• Building leadership and staff capacity and interest in evaluation-related activities, terms, and how 

we can learn as programs and services is challenging in a reactive, stretched and service 

focussed environment.  

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

Undertaking additional qualitative research involves more resources and an 
organisational approach to making it work. We also need investment in tools, 
systems and developing a shared vision to support general data collection and 
analysis. Tenants Victoria has prioritised some staff roles in data, research, and 
evaluation, however the program is in the early stages of development and still 
being embedded in organisational mindset, practices and decision making.  

What is the main story or lesson you would like to share from your centre? 

Grounding evaluation and outcomes work in sector evidence and taking steps to action these (for 

instance through our client survey) even if they are imperfect has been important. Developing our 

conceptual framework and testing it with our leadership team (and getting their agreement to it) was 

key. Having a leadership role which supports the mindset, technical and collaborative efforts needed 

to prioritise evaluation and outcomes has helped to accelerate this change in orientation for our 

organisation however this work is ongoing. Embedding an evaluation approach within an organisation 

isn’t easy and in order to keep up the momentum requires leadership, agility (in terms of adapting to 

organisational needs) patience and frequent communication with colleagues and decision makers 

about the challenges, opportunities and benefits of deepening our evaluation and outcomes 

approach. In addition, being involved in a community of practice through the pilot has also helped 

immensely in terms of sharing ideas and understanding challenges.  

 

What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

An organisation-wide theory of change was developed with the predominant desired impact of 

Aboriginal and Torres Strait Islander people being able to fully exercise their legal rights as Australian 

citizens, reduce the rate of adverse contact with the justice system and have improved wellbeing. In 

2020 VALS enlisted SVA Consulting to develop an Outcomes Framework proposal. The adopted 

framework provided 12 recommendations (4 for legal practices, 5 for Community Justice programs 

and 3 for Policy & Advocacy) to collect and report data for the two key beneficiaries, Aboriginal and 

Torres Strait Islander people living in Victoria and legal systems and institutions. 

Outcomes and service delivery standardised data collection required by the National Legal Assistance 

Partnership (NLAP) and VALS is embedded into Actionstep and collected throughout the matter 



 

Appendix A. Case studies 

Victorian Sector Outcomes Pilot – Final Report – December 2023 27 

OFFICIAL 

progression. VALS’ Legal Matter Questionnaire, recorded in Actionstep, is a three-phase survey 

conducted with consent, to establish baselines for clients at intake and review with them at matter 

closure and approx. 6 months post closure.  This work is conducted through VALS Client Feedback 

Program (CFP) implemented in January 2022. The Volunteer Coordinator is responsible for 

monitoring an automated system and managing the client’s suitability for and progression through 

the phases. Under the supervision of the Volunteer Coordinator, volunteers attend three half days per 

week to conduct scripted, yet informal telephone interviews. A satisfaction survey is embedded in the 

Legal Matter Questionnaire and is offered at a minimum to all clients completing their assistance for 

service types of Court/Tribunal, Dispute Resolution and Other Representation. 

Recently VALS are seeing that funding agreements include specified outcome metrics to be 

incorporated into reporting requirements.  Where these metrics do not already exist in our program, 

they are input into Actionstep, and responses annotated by the solicitor at matter closure.  

VALS continued with their current works throughout the pilot. 

 What worked well, and why? 

The introduction of the Volunteer Coordinator overseeing volunteers to conduct telephone interviews 

works well in that it removes the administration burden from the legal team members, and the 

scripted telephone interview ensures that survey questions are answered and allows the interviewee 

to provide qualitative responses.  

The Client Feedback Program has vastly improved the information provision to 
VALS of the client experience. VALS have found that conducting telephone 
interviews enables the organisation to respond quickly to client unmet needs and 
qualitative responses. As response rates continue to grow, we are developing a 
considerable resource that can be utilised to prove and improve the service delivery. 

VALS have been able to immediately:   

• Refer clients to the appropriate legal team where unmet legal needs are identified. 

• Refer clients to appropriate organisations for support with other identified needs, such as 

housing, food relief etc. 

• Refer clients to VALS Client Support Officers where specific skill sets are required for support 

with identified needs.  

• Implement improved practices for identified service delivery issues identified.  

Automating the process in Actionstep whereby the creation of the legal matter type and closing the 

legal matter generates automatic email notifications to the CFP Volunteer Coordinator. Whilst this 

could be developed further, in its current form the automation reduces administrative burden on the 

legal teams and the Volunteer Coordinator. 

What didn’t work well, and why? 

VALS discovered that placing the burden of outcome interviews and administration 
upon the legal teams was unproductive in terms of achieving responses.  
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Previously satisfaction surveys were issued with final correspondence to clients through the post with 

reply paid postage included. For the two years July 2020 to July 2022 through this method 41 

responses were returned.  In July 2022 VALS incorporated the Satisfaction Survey into the Client 

Feedback program with telephone interviews conducted. Over the following 12 months 128 

responses were recorded, thus indicating that personal interactions are more valued among VALS 

clients. 

The use of volunteers has greatly enhanced the Outcome Framework deliverance for VALS.  However, 

with the majority of volunteers being legal students they move through the program within months to 

alternative areas of the organisation or other endeavours. This causes interruptions to the program 

whilst new volunteers undergo training. 

Without assigned and skilled resources dedicated to collecting and monitoring data 
input, and conducting analysis against the organisation’s strategic plans, VALS are 
unable to fully utilise and evaluate data in a way that allows for regular examination. 

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

Deliverance of VALS Outcome Framework as proposed by SVA Consulting was incorporated into the 

roles of existing staff members across the organisation utilising readily available or free technical 

tools.  With the introduction of the volunteer Client Feedback Program financial expenditure was 

required to manage volunteer recruitment and to equip volunteers with laptops, phones, network and 

Actionstep access. 

A full-time-equivalent Outcome Framework role would allow VALS to provide its Outcomes 

Framework continuously and seamlessly in a meaningful and useful way that informs the 

organisation, community and sector on Aboriginal and Torres Strait Islander peoples’ experiences. 

What is the main story or lesson you would like to share from your centre? 

Outcome Frameworks structure, implementation, delivery, and review is a comprehensive program 

requiring cohesive input from all aspects of the organisation. At VALS, and other organisations, we 

are aware that resources are extended to accommodate existing fundamental requirements and 

needs with staff stretched to, and beyond their capacity.  In consideration of any contractual 

arrangement for outcomes it is essential that the funding incorporates dedicated financial resourcing 

to that endeavour encompassing all aspects.  

VALS have discovered that to obtain the highest level of response personalised telephone interviews 

reap the greatest reward and provide the client with the best opportunity to seek further assistance 

where it is required. 
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What does your centre do to measure client outcomes? For this pilot, did you test out anything 

different? 

Victoria Legal Aid (VLA) has an Outcomes Framework (2022-2030) and an Outcomes and Evidence 

Agenda (2022-26) that guide our planning, service designs, legal needs analysis, data projects, and 

evaluations and research. Outcomes-based practice at VLA was introduced in 2022. This was after 

two years developing an outcomes-focused approach to strategy and planning, and five years of 

conducting program and project level capacity building to understand and use evaluation to learn and 

improve in our services. Mixed method (qualitative and quantitative) research and evaluations are 

conducted at the program and service level (though inconsistent funding means this is not standard 

practice), to measure client outcomes that are relevant to specific program areas, client groups, and 

service contexts. VLA’s work is also guided by our Client First Strategy (2020-25), which is growing 

VLA’s practice in client centred and lived experience led services. 

In the pilot, we focused on sharing lessons from how we conduct and use annual Client Experience 

Surveys to measure client outcomes. Prior to 2022, VLA conducted biennial client satisfaction 

surveys using NLAP and state government measures of satisfaction. With the introduction of our 

Outcomes Framework, we revised the client survey to focus on client outcomes including service 

access, service experience, legal capability, problem resolution, and wellbeing. The questions 

proposed in the pilot were similar to questions we had already introduced, based on our client 

outcomes and literature review of previous research and survey instruments. A sample of our clients 

who received a closed service from July to December are contacted over a period of three weeks in 

February via email or SMS to complete an online survey. We also undertake telephone surveys with 

priority cohorts. The sample is screened to remove clients under eighteen, and any clients where 

family violence risks would make it unsafe to send a survey request.  

What worked well, and why? 

The Client Experience Surveys gather feedback from a large sample of VLA clients. We usually hear 

from around 700-1000 clients. For the most recent survey in 2023, we sent the survey to over 16,000 

clients and received 926 responses. Response rates range from 6 to 8% over recent years. In 2023, 

VLA contracted ORIMA Research to conduct the survey. It has been useful to bring in external support 

to help refine survey questions, discuss accessibility options and support with the enormous task of 

data collection, cleaning, and analysis. The findings of the survey provide a broad overview of clients’ 

views on their experience with VLA and outcomes of our services. The findings are used to report 

against our client outcomes; with key outcome measures now reported against our strategy and in 

our annual reports. This gives us a clear sense of the value of our services and overall whether we are 

meeting clients’ legal needs, achieving intended outcomes, and where we need to improve.   

The recommendations from the surveys in the last two years (2022 and 2023) have been used to help 

guide improvements and further learning across VLA, for example: 

• The feedback from clients who have disability, mental health and health conditions suggest that 

we need to better address their support needs. This is shaping plans for accessible, and trauma-

informed practice across our services, and via our Disability Action Plan.  
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• The results relating to legal capability and problem resolution outcomes have highlighted the 

importance of tailoring service intensity to client needs and capabilities, and these will be further 

examined in research and evaluation into service models across VLA.  

• Demonstrating the value of hearing from our clients to improve services. We have used the client 

survey results in forums with staff across the organisation reflecting on how they hear from 

clients in their program area, and how they have adapted their services in response. 

What didn’t work well, and why? 

There are limitations in conducting such a large and broad survey of clients. As we contact clients 

several months after their service may have closed, it may be difficult for them to recall aspects of the 

service experience questions. We would like to explore options to contact clients to ask about service 

access and experience closer to the time of the service (e.g., 1-2 weeks) and the impacts of that 

service (legal capability, problem resolution) further down the track (e.g., 1-2 months). In 2023, the 

survey was provided in five languages: English, Dari, Vietnamese, Simplified Chinese, and Arabic, 

however the response rates to translated surveys were extremely low and we are pursuing more 

tailored approaches to engage with clients in the languages and formats that suit them. Due to the 

rise in online security threats, we are also seeing greater reluctance from clients to answer phone 

calls and click on links from third parties, and therefore contacting a representative sample of our 

clients takes multiple strategies and follow ups. Reviews of the survey process have also highlighted 

that the survey may be too long and complex. This is under review for next year. 

What resources did you use? What resources would you need to continue this work in a meaningful 

and useful way in your centre? 

The survey is resource intensive, but it is currently appropriately budgeted for external consultants 

and VLA staff time to manage the project and reporting and use of the findings. The project takes up 

to six months to complete. Managing quality issues with our client data to select an appropriate 

sample and have all relevant service administrative data fields accurate for analysis takes time and 

manual checking. We have some additional funding from 2024 to support more focused research on 

key issues that the client survey cannot address. This will help us obtain more in-depth client 

feedback on key issues with clients to better understand how and why their legal problem was 

resolved, and what difference our services made. At the program and service level, even large-scale 

services and programs often do not have any, or very limited budget allocated for service design, 

reporting, or evaluations, meaning that we are often stretching the limited resources of our internal 

Research and Evaluation and Service Design teams across all our practice areas.  

What is the main story or lesson you would like to share from your centre?  

As VLA continues to implement our Outcomes Framework, Outcomes and Evidence 
Agenda, and Client First Strategy and builds in more lived experience insights into 
our work, the ways in which we have historically consulted clients on their 
experience needs to also change. Tools like our Client Experience Survey are just 
one way of hearing from our clients. To build the evidence base of outcomes we are 
increasingly using mixed methods (interview, client stories, focus groups, 
observation) to design and evaluate client-centred programs and services and 
better understand the drivers of client service experiences and outcomes.  


