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Building

capital in government



The Queensland Financial Accountability Act 2009 requires that:

“accountable officers and statutory bodies achieve 
reasonable value for money by ensuring the operations of 
the department or statutory body are carried out efficiently, 
effectively and economically” 
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Outline

DAF’s Impact and Investment Framework: 
- Helping keep our work on track and improve decision making

to building evaluation capital



Challenges to building evaluation capital



Mainstreamed evaluation – Why have past attempts failed in practice?

• A lack of knowledge of the logic underpinning programs 

• Literature suggests:
– Lack of leadership, poor participation culture, path dependence, vested interest 

opposition (Picciotto 2001)
– Preskill and Boyle (2008) state “participants must be provided with leadership 

support, incentives and opportunities to transfer their learning…to everyday work”. 
– Heider (2011) discusses the need for evaluation capacity at 3 levels; the individual, 

the environment and the institution

Building evaluation capital 



From theory to practice



In 2016/17 we established a DAF Impact and Investment 
Framework

• It provides a consistent, organisation-wide approach to: 
• identifying our work and the impacts we seek to achieve 
• monitoring and evaluating our performance 
• deciding where we should invest in the future

The Framework



In 2016/17 we established a DAF Impact and Investment 
Framework

• It links planning and performance to the delivery of impact

• Its aims to embed sustainable evaluation culture 

• It provides a clear line of sight for staff

The Framework



The Framework
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What work are we doing?

What impacts do we hope to have?

Are we on track? 

Are we making a difference?Where should we invest?



Evaluation building blocks
‘our work’ & ‘our impact’
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Describes the work undertaken within DAF in a consistent manner

• Data collected at the activity level on resources (financial and human)

• Data aligned to - impacts, industry, function and location

‘Our work’



Describes the impacts that DAF seeks to achieve

• Impacts are documented in the DAF Impact Map.
– A customer centric visual tool, comprised of 15 pages

• Underpinning each of the pages is a series of logic models describing 
how the programs of work will deliver impacts

‘Our impact’





Underpinning sustainable evaluation
‘our performance’, ‘our results’ & ‘our investment’
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Provides a way to monitor progress to the delivery of impacts 
and provides data for evaluation

• Data collection is summarised in the DAF Performance Measurement 
Plan

• Key focus of measurement was – ‘meaningful’

‘Our performance’





Is all about evaluation – for improvement and decision making

• It asks the questions:
– Is our work making a difference?
– Are we delivering impacts?
– What have we learnt?
– How can we improve?

‘Our results’



Is all about evaluation – for improvement and decision making

• It has two elements:
– A strategic program of evaluation

– Online evaluation toolkit 

‘Our results’





Is all about investment decision making

• It asks the questions:
– Where should we invest?
– What changes do we need to make?

• It positions us to ask these questions across business units and 
empowers business units to ask the questions of themselves

‘Our investment’





ECB and Evaluation Principles
Underpinning the framework

Support

Utility Independence

Business empowerment                  
& learning



Business empowerment 
& learning

Bottom up empowerment

Harnessed & built on knowledge skills and 
resources of Business Units through workshops

• Numbers
• Approximately 400 participants, over 30 workshops
• 25+ trained table facilitators
• 10 investment focus groups



Business empowerment 
& learning

Bottom up empowerment

Harnessed & built on knowledge skills and 
resources of Business Units through workshops

• Outcomes
• Promoted group ownership of the outputs
• Increased skills in logic modelling and performance measurement
• Built up enthusiasm and buy‐in for the Framework



Support

Top down supports

To support ECB at the individual level, supports, systems 
and structures were developed at the organisational level 

• A ‘priority project’ for DAF
• DG as Champion
• Cross‐DAF Steering Committee 
• Introduction of mandated systems/processes
• Reinforced at every Senior Leaders meeting



Utility

Usefulness

Throughout implementation of the Framework, utility 
was a central concept.

• Most of the benefit was focused on the users
• Critical element to ensure … evaluation is an integral part 

of the everyday operations of the department (Sanders, 
2002) 



Utility

Usefulness

Throughout implementation of the Framework, utility 
was a central concept.

• Impact maps – fill a gap between strategic and project level documents, providing 
a line of sight

• Performance measures – focused on providing data for                                                             
business improvement

• Activity data – Tableau dashboard for investment insights
• 3 above elements – provide automated business plans
• Also met accountability requirements & addressed audit findings



Independence

Independence

A fundamental principle of evaluation, ensuring creditability 
and providing quality assurance

• ‘Impact and Investment’ group established in the Office of the Director General
• Modelled on the IFAD approach
• Ensured consistent rollout across DAF
• Will enable evaluation across all business units
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Sarah Goswami | Principal Policy Officer | Impact and Investment | DAF
Ph: 07 3096 6515   email: sarah.goswami@daf.qld.gov.au


