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Regional Stewardship

“There is ... a great and pressing need to
strengthen the current arrangements if the trust and
confidence of the Australian community in the
government’s stewardship of the aged care system
is to be rebuilt and maintained... Stewardship
requires a governance system that is
characterised by active engagement to ensure
that the aged care system is the very best that it
can be.”

(Royal Commission, 2021, p. 87)
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While everything is
changing!




Bridging Developmental Evaluation and .
Value for Investment

Developmental Evaluation Complexity-aware Value for Investment
An approach that supports innovation, Rigorous way of determining how well resources
adaptation, and continuous learning in complex are used in public policy and social investment,
and dynamic environments. whether that use creates enough value, and how

more value can be created

* Peterson, 2026. Value for money on rough ground:
Rethinking economic evaluation for complex and systems-
change initiatives. University of Bath.

* King, J. (2019). Evaluation and value for money:
Development of an approach using explicit evaluative
reasoning [University of Melbourne].

Patton, M., & Patton. C. (2026, forthcoming). Developmental
Evaluation, 2nd edition Guildford Press.



DE meets VFI Arc

What is it? How well is it going? [s it worth it?
Value for Investment process Collective
judgement

Developmental Evaluation
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Discover and build
relationships

Understand Stewardship -
Logic Model

Agree what Value for
Investment looks like —
Value propositions/Rubric

Gather, synthesise and
make sense of evidence

Feed-back as you go, learn
and adapt

Test and refine — Rubric

Collectively make
judgements




Value Creation
Logic Model

Levels

Stewardship
Practices

Enablers
Culture and
mindsets

Enablers
Conditions

Foundations
Investments

Creating overall value and equity for older people and their families, First Nations people, providers
and policy makers relative to the investment.
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f Each criteria has been rated as to whetheritis:
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( Not yet emerging Emerging Strengthening E-
Domains of Value Criteria l
-
Creatingvalue Systemreach: System integration: System capability: System
through contributing Government Better connections, Local Network staff, responsiveness:
toimprovementsin engagement, coordination and aged care providers Increased trust, flows
system reach, coverage, and interface between and other of information and
capability, integration || presence have grown different levels of organisations are ability of the
andresponsiveness. locally. Providers, government and other better equipped to department to adapt
communities and First services. Stronger implement reforms, and respond to local
Nations people have relationships with identify local issues, needs. Higher quality
access to relevant communities and tailor responses and services in regional,
information, support providers lead to innovate. Local rural and remote areas,
andresources. improved aged care intelligence is used to improved transitions
and emergency better understand the and pathways of care
response. needs of the sectorand || for older people.
older people. Increased agency for
First Nations people.
Creating value for Solution brokering, Engaging across the Capacity, Gathering, analysing
systems change problem solving and sector and the wider capability-buildingand || andsharing
through stewardship innovation. system and building awareness raising. intelligence, especially
practices. trust. local voices.
Creating value for Thinking in systems. Valuing relationships Embracing learning Putting the voices of
systems change andinterconnections. and adaptation. older people at the
through culture and centre.
mindsetenablers.
Creating valuebybeing | Organisational Sufficient corporate Engaged and capable Clear strategy and
agood steward of structure and support. workforce. planning.
resources through the authorising
enabling conditions. environment.

Creating value by
investing inthe right
foundations for
change.

Leveraging existing policy and resourcing and investing $77.6 million to extend and expand the regional
stewardship approach fromJanuary 2023 to December 2026 including additional staffing in the
Local Network and central office, systems and tools, IT expenses, nine regional offices and developmental

evaluation.

Informed by: Peterson, H. (2025). Democratic
deliberation as a north star: Showcasing a
framework to assess the value for money of
systems-change efforts. Evaluation, 1-18.
https://doi.org/10.1177/13563890251386814



Mixed-methods data

collection

Case studies

Northern Territory:
Alice Springs/Mparntwe

Katherine

Western Australia: o

Kalgoorlie

Onslow
— Q
Tjuntjuntjara ?

South Australia:
Adelaide

Queensland:
Innisfail

New South Wales:
lllawarra-Shoalhaven

APY Lands

Victoria:

Statewide
Warrnambool

Tasmania:
North-West Coast

Primary data collection
methods

Discovery consultations

155

Local Network APS staff participated in one-on-one and
group discussions during the discovery phase.

Local Network Survey

2024 2025

141 107

Local Network Local Network
respondents. respondents.

63% 48%

Local Network Director interviews

2024 2025
Executive Level 2 staff. Executive Level 2 staff.

Senior Executive Service staff interviews
2024 2025

11 20

Senior Executive Senior Executive
Service Band 1 staff. Service Band 1 staff.

Central Office Director interviews

8

Executive Level 2 staff.

Deep dives

3

deep dives generated through interviews with
Local Network staff.

Secondary data collection

methods

Literature review

/6

peer reviewed articles.

Administrative data

10

9

grey literature related
to system stewardship
in health and aged care
governance.

departmental datasets informed national-level

trends monitoring,

Stakeholder and Emergency Management

Solution (SEMS)

4,308

interactions logged between 1 October 2024 and

30 August 2025.

Local Network Quarterly Reports

42

quarterly reports.

217

activities mapped to
stewardship practice
categories and
intermediate outcomes.

Service Delivery Division Communications

20

instances of impact from formightly newsletters.



The evidence won’t judge itself

_ : : Democratic
Data and rubrics Analysis and Collaborative . . Transparent
: : deliberation to :
Synthesis sensemaking reach reporting of
. agreement and
judgements

divergence




Reflections

1. Start learning before you start judging

2. Bridge learning and judgement deliberately

3. Invest in a collective judgement-making
process

4. Be open to shifting your role as an evaluator q-’ﬁ“




What does the
evaluator have to
successfully hold

in balance?

What does this
require of the
evaluator?

What can this
resultin?

To hold oneself with
integrity and conduct a
principled and ethical

evaluation

Requires reflexivity,
careful positioning as
trusted companion
rather than expert,
practical wisdom

Easier when the
evaluation can align with
personal values

Evaluator finds their work
meaningful

PURPOSE

HOLDER OF ATRUSTED PROCESS
To result in a more legitimate VFM assessment of a complex intervention, the evaluator is responsible for holding a trusted process

8 PRACTICALITIES

[N
P‘."'\ PEOPLE

To hold (sometimes
competing) visible
purposes (such as

commissioning intent)

with deeper purposes
(e.g., evaluation as
systems-change)

To hold stakeholders’
views, values and
journey toreach a

greater and shared
understanding (not only
of VFM but of the system
etc.)

To hold the responsibility
to deliver the evaluation
under practical
constraints (time,
budget, politics etc.)

To hold the pen and write
up clear, justifiable and
trustworthy judgements

Requires evaluator
agency and authority to
navigate purposes and
negotiate boundaries

Requires evaluator to
facilitate a delicate
dance of diverging
perspectives

Requires capability-
building for people to
engage with each other
and wider evidence

Requires the abhility to
balance principles with
pragmatism

Requires technical skills
to ensure transparency,
conceptual clarity, and
resonance with
stakeholders

Evaluation becomes systems change where people
understand and shift knowledge and values together

Legitimate evaluation judgements that can be used for
learning and decision-making

Source: Peterson, 2026. Value for money on rough ground: Rethinking economic evaluation
for complex and systems-change initiatives. University of Bath.
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