AUSTRALASIAN EVALUATION SOCIETY

INTERNATIONAL CONFERENCE : o @5‘;“%.& EVIDENCE svd EVALUATION
31 AUGUST - 4 SEPTEMBER 2009 o

Evaluation in the Australian Public
Sector:

After 25 years of federal Government
Departments' involvement in
evaluation - what have we learnt?

2 September 2009

Prof. Peter Bycroft

T Manag.ing Dire:ctor
& Corporate Diagnostics Pty Ltd )
) "\ R AUSTRALASIAN
= G Adjunct Professor [EvaLuaTion]
& Faculty of Arts and Social Sciences SOCIETY INC
arre® University of the Sunshine Coast B i

AUSTRALASIAN EVALUATION SOCIETY " ¢ N -
CcO - "

INTERNATIONAL CONFERENCE oo 1SS EVIDENCE and EVALUATION

Wrm - 3 .

CEN L

I,I
31 AUGUST - 4 SEPTEMBER 2009 1

&
The Evaluation
Journey

i,

AUSTRALASIAN

SOCIETY INC

o @ 2 v




AUSTRALASIAN EVALUATION SOCIETY LT 5
cO jﬁiir.—-l
INTERNATIONAL CONFERENCE - |

, / I Covanton IENEA EVIDENCE and EVALUATION
31 AUGUST - 4 SEPTEMBER 2009 CENTRE = e

Public sector reform in Australia - the journey to evaluation
Setting the agenda for measurement

The emergence of Program Logic and logical-functional
analysis

5 The emergence of evaluation frameworks

6 The emergence of balanced scorecards

1. The emergence of the science of organisations

8

9

00 Dol

What is the marketplace telling us?
. What are client Agencies telling us?
10. What have we learnt?

— 11. Where to from here? -
- ——

AUSTRALASIAN

ﬁ A personal view Ve luariow

SOCIETY INC,

o
o
n1h® -

1978 - Pogi-Occliozricy EVelltziijor]

FUALLAL Awearcd-winning ouilcling

University of entry award jury's comments

Queensland Sports and
Recreation Club

This building which is to provide social
recreation for University sporting bodies has
an unusual triangular floor plan with a well
expressed strong plan....a controlled solution
on a difficult site which is happily related to

the sporting field.
The building's unique main entry from the
roof terrace by a pleasantly planted circular
stair shaft has allowed it to be integrated with

- - steeply banked landscaping.
schematic elevation only
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1986 - Posi-Cecliozinicy Evaliziion)

1988 - Posi-Uccligziricy Evalifzilor)

Auditor General's Report
April 1989

Described the ACS POE Program
as:

"A valuable and innovative mechanism for reviewing
the quality and effectiveness of major construction
activities and, in particular, the acceptability of
completed works...(and having) considerable

potential for improving product and client
satisfaction...."
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or Reform Initiatives Internationally

Key movements in
public sector reform

Service delivery implications

1. Downsizing (1970's) —
desire to reduce the size
of government

Introduced the concept of
accountability & measurement of
performance against objectives

. Continuous
improvement (1980's) —
emerging from the quality
movement

Implications for internal
processes by engaging staff in
decision making & quality
processes

. Re-engineering (early
1990's) — introduction of
private sector ideas

1stintroduction of a profit
metaphor, shift towards private
sector modes of operation and
out-sourcing




Public sectox reformiin Australia
—ifle jourriay to avealiEtior) -

Key movements in public
sector reform

Service delivery implications

4. Re-invention (early 1990's) —
based on entrepreneurial
aovernment

Osborne & Gaebler (1993); Reinventing
Government; Plume Book; London

Move from input to outcome
thinking, entrepreneurial
thinking and multiple methods of
service delivery

5. Delayering (early 1990's) —
based on reducing the
layers of management

Devolving decision-making and
introduction of “matrix

management” —from “top floor to shop
floor”

6. Virtual integration ( early
1990's) — knowledge and
information revolution

Increased focus on
client/market segments through
decentralised structures and
public-private partnerships

Puglie sgciar refornn e Atlgcrelfzl
—ine jourriey to avallEtior) -

Key movements in public
sector reform

Service delivery implications

7. Balanced scorecard
reporting (mid-1990's) —
based on internal and
external, efficiency and
effectiveness measures

Raising awareness of the role of
the different performance
indictors — financial, non-
financial; lead and lag
indicators,

8. The experience
economy(late-1990’s) —
based on the realisation
that the consumers of
government services do not
differentiate experience into
Agency-based parcels

The emergence and
strengthening of concepts of
joined-up government and
wrap-around service provision




Public sector reform in Australia
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SP=ECIFIC FEDERAL GOVERNMENEINEEATES
IpilEieitirle) feciors * Dilute entrenched bureaucratic power

The 1984 Department of Finane's )
Budget Reform Paper:

1 A baottor voaaone of idontif o and

Mapping outcomes & outputs to planning and balanced scorecard systems

CORPORATE,
OUTCOMES & FUNCTIONAL or BALANCED SCORECARD
OUTPUTS BUSINESS PLANNING PERSPECTIVE

Strategic A\
level: purpose
Tactical level:

products &
services,
deliverables
Operational
level: activities v

(adapted from: DoFA (2000); The Outcomes & Outputs Framework Guidance Document, November)

Bllglle seeior fafor 1o Atlsiralia
—ifle Jourrey o aveallliiion) -

So frofm ine micd-1980°s to 2000, tre faclari] guglie segior
flzle) seit trle scerle for 2 rastar focls of)
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The next problem was
how to set up a system
of measurement
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SELURERENREGEREENGINTEESUREENL

_ constancy of purpose

] quality

B 5. Continuously improve
training
leadership

1 9. Break down internal silos

Mary Walton
with an introduction by Dr. I

& 12.Remove barriers to pride in workmanship

education and training
accomplish the
transformation




Clarity of direction by locating the three
functions logically in your strategic plan
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Vision N Mission/
Purpose

H. IGOR ANSOFF

CORPORATE
STRATEGY St

AN ANALYTIC APPROACH To select product STRATEGIES
T0 BUSINESS POLICY mix which opt
FOR GROWTH AND EXPANSION frm's ROI® b

S OBJECTIVES Strategic ~ Operational ~ Administrative

A logical functional cascading of objectives

Strategic decisions/

functions &%ﬂ

ROI to-morrow ‘Administrative
decisions/
function§

Operational decisions/,
. Infrastructure
functions

Return on Investment (ROI) today

g0 X ot n vt (ihis concopt wil be explosed fally in Chep. 3).

SELURERENREGEREENGINTEESUREENL

1980's the technology arrived: from Typing Pool to the Data Entry Pool

- I (= iy M

Moving from data storage to
data manipulation and
business analysis in real time
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E'?EE‘PE%&; E Financial Management
PP — Improvement Program
FMIP Report
1983 - 1989
Australian Public Service
Board and Department
of Finance in
cooperation with

The fissberaf

2

1965 5?%,

« Strategic Planning

» Market-driven
Management

* Organisational

* Software
Engineering

* Software
Development Budgeting

* Business Analysis Outcome/ Resul

Dynamics h
= Accountability/
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Strategic
Plan
Corporate

Plan Performance
. h Management
Business
Unit Plans




Locztiric) Parforizrie

Locating Key Planning Documents

. Organisational
A A Vision/Outcome A
: : i«—1- performance

e | 4 . M ; Business Unit
: Corp;rate Objectives ! < performance
: Plan A l Performance
v Strategies Managiement Team
Busiess Ta}:tics 2 performance
Vv Aciites v Individual
performance
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NSWEHEALTH

Cri mi nal Justice Evalua’tici)n’Framé\nriorik
Evaluation
Framework

Guidelines for evaluating
criminal justice initiatives

Queensland

Queensland the Smart State

Victoria

Neritlopzl] Flezilie) Parforznce Erzippayy/or

EALTH SYSTEM PERFORMANC

Accessible
Appropriate
Continuous
Safe
Responsive
Capable
Efficient




Tyoes of Bvallizitjon

stitute of Healthy Communities

Australia

pt of Health and Ageing — Evaluation Methodolc
Workshop 9/7/04)

Process — quality of activities
Impact — immediate effects
Outcome - long term effects

al Suicide Prevention Strategy




r National Suicide Prevention Strategy

formation & knowledge to inform 1. Increased levels of
ommunity practice health promoting &
% enhanced accessibility of knowledge, attitude
sist the development of evidence- among community
s and interventions risk groups
ery of other strategies that build the 2. Improved social str
ice systems & communities to social environment
promotion & suicide prevention . Enhanced social co
vities cohesion & socio-e
e system capacity to develop & & experiences in the
ained implementation of LIFE community
cide prevention programs & 4. Individuals at risk e
improved services &
unity capacity to develop & support5. Reductions in healt!
plementation of LIFE promotion & problems that are p
on programs risk factors for suic

for (fictitious) Academic Research
Alliance

Academic research is established as the critical component of good governance

Policy and program decisions are evidence-based o k—)| . Research outputs are effectively & efficiently managed
() ()

Researchers routinely adopt needs-based |(_)| The investment value of reliable & valid research Reliable research information is accepted as

research prioritisation & action openly accepted by stakeholders critical to sound policy development

New research paradigm articulated and Policy & Research Consumers value and actively seek out
applied across Research Centres management monitoring relevant research
* strategies identified strategies improved

N
L] T
Research policy& Researchers adopt Multi-lateral models of user-scientist interaction Research uptake at Systemic change in
technical skills user-based developed & applied policy level is identification of
improved research paradigm improved research priorities

User partnerships Multi-disciplinary, | Improve understanding of cross-silo issues & Improve collaborative research skills of
are copfirmed research begins research implications researcher-user teams
T
Research Centres strengthen governance and | Broaden employee understanding of priority Consumer market is identified and engaged in
i i research themes project development
T

Confirm Research Capability Improve Research Intelligence | Improve Applicability of Research
L\

National Research Committee selects, funds and sets up those projects which best meet need (e.g. governance, principles, strategies)

Increased awareness & unc ing of h needs & priorities Academic researchers identify projects that respond to identified priorities

Program is set up to respond to research priorities

Research gaps and needs are identified and communicated (research priorities)
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So what have we learnt
about Program Logic?

Tre plotlen of is a truism

The Outcorrnas ywe saai

Individuals reach their
potential

A fair and cohesive society Families are stronger

.
FAMILIES ARE STRONG

Communities are stronger




Tra plotlen of IS a truism

Corporeie Ogjeciives

Individual participate in
HENOULEEIIES S economic & social life

People work to their capacity

People fully develop their
capabilities

Individuals reach their
potential

People access a “safety net”

Children get the best possible
start in life

- Family relationships are healthy
Families are stronger

Families nurture individuals &
are connected to the community

Tre plotlen of is a truism

Corporate Objeciives

Communities help themselves

The GUICOIIES 5 Communities engage their

— members
Communities are stronger
Communities thrive

Partnerships between business,
community & government thrive
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Policy and programdecisions are vidence-based o  Research outputsare effectively & efficiently managed
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research prioritisation &action openly acceptedby stakeholders. criticalto s
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Newresearch paradgmartcuated and Policya Research

l management monitoring

N technicalskills user-based developed &applied
research paradigm

User partnerships It-disciplinary, Improve collaborative e
areconfirmed researchiny researcher
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Consumer marketisidentified and engaged in
policyskills researchthemes projectdevelopment
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Financial
Ny Perspective
ssion

The Balanced

Customer Internal
Scorecard Perspective'| ‘

% ~—— Strategies
e

«—— Objectives \

Learning
& Growth

Three good concepts:
1. “balanced”;

2. “scorecard”, and
3. cascading logic.

HE EMEIERCEIOIREV N ERNIRINEWENRS

;
Quality &

Effectiveness

/
The Balanced
Evaluation Framework
Quantity &
Efficienc

Bellapielng Effleleney & Eifzaivanass Veastreas (DoEA Pl Caigari=s)

Efficiency




Thle energence gf avelleition Freriewo s
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Absolute

s

Quality &
Effectiveness

The Balanced
Evaluation Framework

Quantity

Quantity &
Efficiency

HENECOMMEREEE

1. Policy & Business objectives/ | 1. Quality of Process 1. Allocative efficiency 1. Quantity delivered
outcomes met e Conforms to requirements e Community affordability in terms of:

o Profit  Technical quality oW Doliew
eGrowth  Rights & obligations com 3
eCommunity benefit e Assurance LlFE
eOutcomes achieved © QA certification in
eObjectives achieved  Fraud control/ appeals bt
2. Stakeholder Management: 2. Quality of Products 2.R
o Community e Adequacy o Inf
e Government e Choice e Cq
o Minister e Right type, mix, range o St
© Partners © Technical quality & trg
o Clients e Coverage
o Staff
3. Preferred Supplier 3. Quality of Service 3.C
e Image/ reputation e Accessibility o Ab
o Influence e Equity e Cq
e Communication eJustice e Cq
® Positioning o Staff/ supplier professionalism | e Vg
e Contestable e Competence/ knowledge 4. Ti
eContinuously improving e Service management ole
elnnovative e Complaints handling oW

e Reg

o Delivery times
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The emergence of the science of organisations

1.
_qaw — ]
: A personal view o
A ~

Trle effergerce gf ine

systemic organisational
— ' commitment to program 2
performance assessment — [
quality, time, cost, efficiency,
effectiveness, outputs

achieving outcomes
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OUTCOM
FOCUS

“~ Defence Housing

AUSTRALIA

L

= Award for Best Business Improvement
o Public Sector Processes

BOCINY AME

o9g = Evaluation Study

IHE EMEYERCENCIRE

ANNUAL

IMPLEMENTATION




HE EMEERCENCIRHE

EVALUATION MODEL
/AND METHOD

REVISION OF EVALUATION ANNUAL
MODEL AND METHOD EVALUATIONS

c nt MONITORING AND MANAGEMENT
OF PERFORMANCE
k IMPROVEMENT

IMPLEMENTATION m Public Sector
S Evaluation System
& Methodologies

Human Resource

Marketing & Sales Development Policy

Newsletters/ Customer Process

Stattorkshops presentations workshops Improvement

Managers Complaints| Marketing & Human Resource Organisational
Toolkit Handling Business Plan Strategy: restructure

Trle enfergerce gf ine

£
@
©
2
2
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Personal characteristics
of staff

How the client Outcomes of
is treated the interaction

Professional
characteristics of staff

OVERALL PROFES: ‘ntended ‘
: Me{yﬂlui*txp I“ ith professionali n of staff. Futu re

n with the service provided.
ommend/refer oth

o

redicted
1 Treated with respectin | 1 Client provided with

1 Sincere 1 Take pride in their terms of their opinions consistent and accurate F utu re
2 Able to listen work and interests advice

3 Polite and 2 Competent Treated as an individual Client kept informed about

helpful Responsive with specific needs the details of their

transaction/ enquin
Client needs Y @iy

understood The matter handled fairly




AT 0N OFRTCE

ool Award for Best .
Ezram Evaluation Policy RECEIVABLES Shaping Our Future

MANAGEMENT
BENCHMARKING

=~ and Systems 1999

'URPUSE

TESION

em evolving

The emergence of the “Strategic
Intelligence Network (SIN)” R

" Child Support Agencgsi}‘
=) Business Direction
2002-03 ez )

1999: Special Minister of State’s Platinum Award for
integrating business direction, client charter, market
research & performance framework:

2002 and 2003: Silver Prime Minister's Award for
Excellence in Public Sector Management

SIGNIFICANTLY DRIVEN BY _ il
) achievements

ROUTINE ANNUAL CUSTOMER

AND EMPLOYEE ENGAGEMENT
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Customer Service
Institute of
Australia

Institute of Australasian
Management Evaluation

Consultantsof Tha market is Society
Australia )
demanding that

we become

members of...

Australian Market Australian
& Social Research Human Resources
Society Institute

Public Relations
Institute of
Australia




customer
focused

t skilled
managemen researchers,

consultants With the methodologists
potential to
create a
discipline
understand  Of synthesis & inform

internal & L
organisational
external
change

markets

who can develop
communication
strategies
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9. What are client Agencies telling us?
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h Service Panel : full membership of Australial
ch Organisation (AMSRO) is a pre-condition;

th and Ageing (DoHA): major projects must be
ent evaluator - many are members of the Austre

yciety (AES);

using, Community Services and Indigenous Af
ajor projects must be evaluated by an indepe
any are members of the Australasian Evaluatio
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Knowledge of government
requirements

Training

Ethics & honesty

Industry influence

Leadership

Relevance & use of
research/ intelligence

Client Relations
Management

Accessible & skilled staff

Staff Professionalism

Value-added contribution

Efficiency

Overall Performance

Program/ Project Planning
& Management

Quality of service

Act in the best interests
of the government

Verification of Accounts

Willingness to listen

Accountability

Optimise outcomes

Performance Monitoring

Cost-effectiveness

Appropriate approvals

Accurate Invoicing

Comparative Performance




“\Neigel o) kpow = irziffic lgfii/dashiozarel reoor i)

Client Relations
Management

Comparative Performance

Cost-effectiveness Accurate Invoicing
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Liettjor) cultlre Iniftiatineg fegiors

1980 ’S Ad hoc Project and some

Program evaluations

1990 ’S Projects, some Programs and

some (usually) CEO-driven
pursuits of systemic
evaluation

2000 i S Agency accountability to

government for higher level
outcomes through systemic

2007: Evidence-based
‘ policy, joined up
_. government, natural
3y catchment, wrap around
24 service in “Rudd time”
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Australia
Denmark
Finland
Sweden

United Kingdom
EU25 average
EU25 lowest

EU25 highest

Eviderice-pased golicy

Dermehiraaclzine levraenarel Of
Figure 38 Per capita total expenditure on health (2001 and 2005)

0 500 1000 1500 2000 2500 3000 3500 4000 4500

$ per capita (PPP international $)

May 2009

'l have & minates of
d ranging discassion,
e 7

2001
™ 2005

government, natural
3 catchment, wrap around
I service in “Rudd time”

190 Welare it fron plara?

Nertlorizl Initiaiives

COAG Reform Agenda — 7 new national SPP Agreements

national SPP Agreements

Federal Govt Portfolio Chair

Climate change &
Water

Infrastructure

Finance & deregulation; small
business, independent contractors
& the service economy

—— - -
Education, employment &
workplace relations

- —— - -

Health & Ageing

Housing

Families, communities &
Indigenous affairs

Specific Purpose Payment (SPP)
Working Groups
Climate change &
water

Infrastructure

Business regulation
& competition

Productivity, education,
skills & early childhood

Health and ageing

Indigenous reform

March 2008, it was agreed to
h-State financial framework

92 Specific Purpose Payments
onal agreements for delivery of

D:
ies;

e;

e community;

nes rather than inputs;
erships arrangements;

1_§ of joint responsibility;

jurisdictions to allocate resources
Ie best outcomes for the

community;

» develop new performance and assessment arrangements
linked to agreed performance measures and milestones.
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NATIOMAL DARTHERSHTD
| Table 1: Outcomes and Performance Indicators
AGR Outcomes Performance Indicators
ATT/Increased participation of
TRANYoUNg people in education |Enrolment of full-time students in years 11 and 12
and training
M | 15-19 year olds without Year 12 certificate and not enrolled in school who are
enrolled in a vocational education and training (VET) course at certificate Il
level or higher

Young people make a
successful transition from
school to further education,
training or full-time
employment

The proprtion of young people aged 15-24 participating in post-school
education, training or employment six months after leaving school

The proprtion of young people aged 20-24 who have attained Year 12 or
equivalent

Increased attainment of
young people aged 15-24,
including Indigenous youth

The proportion of young Indigenous people aged 20-24 who have attained
Year 12 or equivalent

73 government, natural

July 2009 } : ; catchment, wrap around
. service in “Rudd time”

Queensland Government, April 2009

1 Clinines b 13 Denarm s, led by 18 brvsirs. This diagmem sk cioms ror refbacs i itar s Samiarty

Cammuniss i!-u—.lm |

Mimms (o Govra Bvamd
tameg
Wi o Woman
Tirae b Lo Gamwrn ot |
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