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About us – PIAC, HPLS and StreetCare

I would never 
have gotten that result 

without you.

LOCAL
COURT 



Stakeholders Activities Outputs Outcomes

Short term Medium term Long term (Social Impact) 

Visualising HPLS’ Theory of Change

HPLS Vision: Everyone in our community has a secure, appropriate place to call home. We help realise this vision by helping people who 
are homeless, or at risk of homelessness, to resolve legal problems. 

Clients

PIAC

(Staff & Volunteers)

Pro Bono 

Lawyers/Law Firms

Clinic Host 

Agencies

Referral Partners

(e.g. Legal Aid)

Street Care

NSW Government

Solutions
• Training to pro-bono partners (PBP)
• Develop a referral network with service 

delivery organisation
• Propose alternative laws, policies and 

contractual arrangements

Empowerment
Maintain and increase homeless consumer 
participation, including through StreetCare

Improved individual outcomes as a 
result of access to appropriate 

non-legal services

Collaborations with legal and non-legal 
partners that improve the system as a 

whole

Changes to laws, policies, and/or 
practices resulting from coordinated 

advocacy

Number of 
collaborations with pro 

bono solicitors

Improved awareness of barriers 
facing people in homelessness 

and possible solutions

Number of services in 
referral network 

Transparency

Exposure of laws, policies and practices that 
make people more likely to become 

homelessness or make it harder for people to 
enter stable housing

Changes made to improve laws, policies and practices for 
people experiencing or at risk of homelessness

Number of 
communications with 

decision-makers

Increased support within government for policies that offer 
solutions to homelessness

Accountability
Assist clients with legal problems relating to 

their homelessness:
• Free Legal Clinics
• Legal representation for clients

Human rights cases resolved

More positive outcomes in the criminal 
justice system

Financial position of clients 
strengthened

Number of advice 
sessions provided 

Number of clients 
served

Number of clinic hours 
provided

Number of legal cases 
supported

Number of pro bono 
lawyers involved

Changes to laws, 
practices or policies 

resulting from cases

1 2 3 4 5 6

2 3 5 6

2 3 4 5 6

1 2 7

1

2

3

4

5

6

7

= Substantive revisions/additions to previous ToC documentation 

Adoption of changes proposed by homeless 
consumers in the delivery of services to people 

experiencing homelessness

Number of policy 
processes initiated, 

informed and/or 

influenced by members

Number of consumers 
engaged in and through 

training and StreetCare

Improved individual 
outcomes for StreetCare 

members and consumer 

participants

Consumers 
independently engaged 

in local advocacy in 

community

Improved service 
responsiveness and 

quality in specialist 

homelessness sector

HPLS Vision: The human rights of people experiencing homelessness are recognised and respected. We help realise this vision by 
protecting the legal rights of people experiencing primary homelessness.

Housing issues resolved

The rights of all 
members of our 

community are 

recognised and 
respected

Number of 
submissions and 

reports 

Improved understanding 
of the perspectives of 

people experiencing 

homelessness

7

Access to services obtained

7



v 2. Desired Outcome 3. Is the outcome ‘binary’ or a 
‘degree to which’ the outcome 

has been achieved?

4. Outcome Indicator i.e. what measure 
would indicate the outcome has been 

achieved?

5. Is PIAC currently 
collecting data on this? 

(Y/N/Partial)

Accountability
Assist clients with legal barriers to 
accessing and maintaining housing:

• Free Legal Clinics
• Legal representation for clients

Housing issues resolved Binary e.g. renegotiated and executed tenancy 
agreement, defended an eviction

Y - via outcomes tick 
boxes in database

Alternative outcomes to criminal penalties Binary e.g. client offered rehabilitation program, 
criminal penalty dismissed

Y – via outcomes tick 
boxes in database

Financial barriers overcome: debts or fines 
waived, reduced or managed. Binary Legal ruling result (captured in case file 

notes)
Partial – via case notes 
and database

Changes to laws, practices or policies 
resulting from cases. Degree

Outcome of PIAC legal casework eg, 
favourable judgments or negotiated outcomes 
resulting in changes to practices as a result of 
settlement or development of case law

Y - via outcomes tick 
boxes in database and 
the narrative

Transparency
Exposure of laws, policies and 
practices that make people more 
vulnerable to homelessness or 
present a barrier to people entering 
stable housing

Increased public awareness around the 
possible solutions to homelessness Degree

e.g. awareness survey with relevant general 
public, media coverage and social media 
engagement

N

Changes made to improve laws, policies and 
practices in relation to people who are 
homeless or at risk of homelessness

Degree
Outcome of PIAC policy submissions or 
StreetCare recommendations i.e. # of 
adopted recommendations by government

Y – via policy 
submissions 
spreadsheet (shared 
across PIAC)

Solutions
• Training to service delivery 

organisations (SDOs)
• Develop a referral network with 

service delivery organisation
• Propose alternative laws, policies 

and contractual arrangements

Improved PBP awareness of possible 
solutions to legal legal problems related to 
homelessness

Degree e.g. awareness survey with participating law 
firms/lawyers To be done in 2020

Increased client trust in the program as a 
result of access to appropriate services Degree Increased uptake of PIAC referrals to other 

participating services
Y – via ‘referred to’ field 
in database

A collaborative sector that promotes the 
need/possibility for legal change around 
homelessness

Degree Number of collaborations with other 
participating service providers

N (but consider partner 
survey for 2021?)

Adoption of proposed alternative laws, 
policies, and/or practices identified Degree

• Outcome of PIAC policy submissions i.e. 
# of adopted recommendations by 
government

• Qualitative feedback from key 
stakeholders (e.g. FACS)

To be done in 2020

Empowerment
Maintain and increase homeless 
consumer participation, including 
through StreetCare.

Adoption of changes proposed by homeless 
consumers by community housing providers 
and NSW government agencies (e.g. FACS)

Degree Qualitative feedback from key stakeholders 
(e.g. FACS, StreetCare) To be done in 2020

Linking outcomes to data collection

The table below provides an overview of the desired outcomes for HPLS, the associated outcome indicators for these outcomes and an
assessment on whether data is currently being collected by PIAC to demonstrate the outcome.
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Prioritising Outcomes
Theory of Change maps are complex. To cut through the complexity and maximise available resources it is important to prioritise the 
outcomes that are considered to be most instrumental in achieving the overall mission. By doing this HPLS program can decide which 
outcomes to prioritise for data collection. The following matrix has been developed based on the outcomes in the visualised Theory of Change. 
Where…
• The scale or significance of the underlying issue. This relates to the scale of the underlying problem or issue addressed by each outcome (specifically in the community in which 

the program is working, and amongst its stakeholders/participants/clients).
• The unique ability of the organisation to affect change. This involves judging whether the program is critical in affecting the outcome, and addressing the underlying issue – that is: 

firstly, that the organisation has the funding, skills, location, standing in the community, and reputation with the target group required to conduct the program, and, secondly, judging 
whether any other organisation would address this issue if the program did not exist. If the assessment is that the organisation can address the issue well and that no-one else will, 
then the organisation has a unique ability to affect change.
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The unique ability of the organisation to affect change

Adoption of changes proposed by homeless 
consumers by community housing providers and 

NSW government agencies (e.g. FACS)

Changes to laws, practices or policies resulting 
from cases.

Housing issues resolved

Alternative outcomes to criminal 
penalties

Financial barriers overcome: 
debts or fines waived, reduced or 

managed.

Increased public awareness 
around the possible solutions 
to reducing legal barriers for 

homeless people

Changes made to remove barriers, improve laws, 
policies and practices in relation to people who 

are homeless or at risk of homelessness,

Improved PBP awareness of 
possible solutions to legal barriers 

around homelessness

Increased client trust in the program as 
a result of access to appropriate 

services

An ecosystem that promotes the 
need/possibility for legal change around 

homelessness

Improved service responsiveness and quality in 
specialist homelessness sector

Improved individual 
outcomes for StreetCare 
members and consumer 

participants

Consumers 
independently engaged 

in local advocacy in 
community



Activities Outputs Outcomes
Short term Medium term Long term (Social Impact) 

Towards output and outcome measurement

Transparency
Exposure of laws, policies and practices that 

make people more likely to become 
homelessness or make it harder for people to 

enter stable housing
Changes made to improve laws, policies and practices for 

people experiencing or at risk of homelessness.

Number of 
communications with 

decision-makers

Increased support within government for policies that offer 
solutions to homelessness

Accountability
Assist clients with legal problems relating to 

their homelessness:
• Free Legal Clinics
• Legal representation for clients

Human rights cases resolved

More positive outcomes in the criminal 
justice system

Financial position of clients 
strengthened

Number of advice 
sessions provided 

Number of clients 
served

Number of clinic hours 
provided

Number of legal cases 
supported

Number of pro bono 
lawyers involved

Changes to laws, 
practices or policies 
resulting from cases

Housing issues resolved

The rights of all 
members of our 
community are 
recognised and 

respected

Number of 
submissions and 

reports 

Access to services obtained

• Outcomes are much harder! 

• Not recorded in CLASS  

• Not recorded in a standard way in file closing forms

• Outputs are mostly countable and easy to identify. 

• These output types are recorded in a few places: 
• CLASS (and our own legal database)
• Clinic records
• List of pro bono lawyer sign up forms
• Records of meetings
• Database of submissions



How we track outputs – under CLASS

• We historically recorded four outcome types in CLSIS – referral, cease to 
act, litigation ended, and other. 

• In July 2017 we migrated to CLASS and now record the level of 
‘resolution’ of the case:



YEAR 1: How we started tracking outcomes (2017–18) 

• We keep track of file outcomes in our own (filemaker) database
• In July 2017 we started doing by looking at whether we were successful

in our (civil) cases, by recording five outcome categories: successful, 
unsuccessful, ceased to act, lost contact, referral

• We updated our file closing forms accordingly…



YEAR 2: Refining our outcomes tracking (2018–19)  

• As we started developed our theory of change, it became clear that 
needed more detailed information about our outcomes

• Using our existing file closing form, and the free text ‘outcome of matter’ 
we started keeping track of the following outcome types:

Resolved/successful 
outcomes

Unsuccessful/not resolved



Results from year 2: outcomes aligned with our theory of change  

• We recently reviewed the files we closed in 2018–19 and analysed the 
individual outcome types for ‘resolved’ cases

Civil settlement
1%

Criminal charges dismissed
12%

Criminal matter resolved
37%

Debt waived/written off
10%

Fines settlement plan
3%

Identification obtained
1%

Improved access to service
4%

Obtained access to service
2%

Resolved housing need
6%

Successful negotiation
10%

Tenancy issue resolved
5%

Victims compensation
2%

WDO
2%

No type recorded
5%



Results from year 2: outcomes aligned with our theory of change  

• This is easier to read if we just look at the civil cases… 

Civil settlement
1%

Debt waived/written off
19%

Fines settlement plan
6%

Identification obtained
1%

Improved access to service
8%

Obtained access to service
5%

Resolved housing need
12%

Successful negotiation
19%

Tenancy issue resolved
11%

Victims compensation
4%

WDO
5%

No type recorded
9%



Results from year 2: outcomes aligned with our theory of change  

• It was then possible to group outcomes according to ‘headline’ categories
• I also looked closely at ‘no type recorded’ and figured out the type!

Civil award
6%

Debt resolved
36%

Service access
17%

Housing problem 
resolved

23%

Negotiated outcome
18%



Results from year 2: outcomes aligned with our theory of change  

• I looked closely at negotiated outcomes – they related to financial issues, 
housing, or criminal outcomes so I merged in the civil outcomes…

Civil award
5%

Debt resolved
45%

Service access
16%

Housing problem 
resolved

34%



Results from year 2: outcomes aligned with our theory of change  

• Finally, combining ‘civil award’ and ‘debt resolved’ as a type of financial 
outcome…

• And maybe adding back in criminal outcomes, to give a picture of the 
whole practice?

Financial 
outcome

50%

Service 
access

16%

Housing 
problem 
resolved

34%

Criminal 
resolved

56%
Financial 
outcome 

22%

Housing 
resolved

14%

Service 
access

8%



YEAR 3: continuing refinement (2019–20)

• Updating to our theory of change! 
• New resolved/successful outcome types to reflect this work… 
• Updates to our file closing form
• Also to consider unsuccessful/not resolved types

Proposed new resolved/ 
successful outcomes



Year 3: new outcomes tracking

Ongoing

• Updated casework outcomes
• Updated Theory of Change
• Ongoing consideration of relationship between advice, casework, referrals, ‘turn aways’ and 

the quality of service we offer

2019–20 

• Policy and law reform submission outcomes to be tracked
• Qualitative feedback to be sought from:

• Pro bono partners
• StreetCare members

2020–21

• Planning for qualitative feedback from other stakeholders in 2020–21: 
• Government funders, especially DCJ
• Host agencies
• Other CLC sector partners
• Other homelessness sector partners



Key lessons

We might ‘know the answer’,
but we are more likely to get
there if we have a roadmap

02

01 The process of testing and course-
correcting happens over time: it is
‘iterative’ and takes longer than you
think it will! (But it does happen)

04

03

05

06

Our Theory of Change is our
working hypothesis about the
best route available

Internally, organisational support
and strategic alignment have been
crucial

Outcomes measurement is how
we test our hypothesis and
figure out if we are on course

Externally, collaboration has proved
key to our outcomes and eventual
impact



Questions? 

Roslyn Cook
Managing Solicitor – Homeless Persons’ Legal Service
Public Interest Advocacy Centre Ltd

Mobile: 0403 442 603
Phone: (direct) (+61 2) 8898 6511
Reception: (+61 2) 8898 6500
Pronouns: she/her/hers/herself

Address: Level 5, 175 Liverpool St, Sydney NSW 2000
E-mail: rcook@piac.asn.au
Web: www.piac.asn.au
PIAC is on Facebook | Twitter | YouTube
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http://www.piac.asn.au/
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http://www.youtube.com/user/PubIntAdvCntr

