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Remote Australia Employment Service Theory of
Change, Program Logic and Inquiry Framework
Extract from the RAES Monitoring, Evaluation and Learning (MEL) Framework
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The Remote Australia Employment Service (RAES) MEL Framework is designed to inform all monitoring, evaluation and learning activities for the lifecycle of the service. It provides a structured approach to continuous improvement aligned to the RAES’ initial intent and throughout its delivery. The Theory of Change, Program Logic and Inquiry Framework are three key components of the broader RAES MEL Framework that outline the aims of the RAES, the expected outputs and outcomes, the inputs needed to create change and the key questions that will guide future evaluations of the service. 
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Theory of Change
A Theory of Change describes the change a program or initiative aims to create. It links an initiatives outcomes and activities to explain how and why the desired change is expected to occur. A Theory of Change helps to understand what success should look like for the initiative as it is being monitored and evaluated. 
	[bookmark: _Toc167987884]The context for change:
	So if the Australian Government invests in a remote employment service that… 
	Which looks like:
	Then:
	This should lead to…

	· There is a strong appetite for locally-based, community-led remote employment service provision. 
· Thin labour markets exist in remote Australia. 
· High barriers to employment and job-readiness for remote job-seekers. 
· Previous remote employment service programs, in some instances, were unable to overcome the high rates of unemployment and welfare reliance in remote Australian communities. 
· There is a need for a service which links participants with employment opportunities and supports their transition to employment, including jobs created through the RJED program. 
· Employment service participants in remote Australia have more diverse and complex needs. 
· Low levels of community trust in the employment services system. 
· A need for a program which will effectively drive local workforce development. 
	Supports internal and provider staff and organisational capacity and capability… 
	· Building NIAA capability for working with RAES providers. 
· Training, Communities of Practice, infrastructure and support for providers to deliver RAES program.
	· NIAA can support and work in partnership with RAES providers.  
· RAES providers will have improved capability and capacity to deliver quality remote employment services.
	· Increased local job opportunities through community projects and enterprise development. 
· Individual skill development and job readiness. 
· Increased participant employment. 
· Greater access to meaningful pathways to work for participants. 
· Better quality remote employment services.  
· Opportunities for community and local business development.  
· Increased opportunities for RAES participants to transition from income support payments to employment. 
· RAES participants being supported to stay in employment for longer.  
· Increased participant engagement in RAES. 
· More people find, and stay in, jobs that suit their needs, aspirations and communities. 
· Improved collaboration between providers, government, employers, and third-party organisations.

	
	Embeds learnings from data, evidence, and pilots…
	· ICT systems and processes to collect and share data (e.g. monitoring systems in MEL and RAES Provider Performance Framework). 
· A strong evidence base to inform RAES implementation and operation. 
· Progress and learnings are regularly shared with providers, peaks and remote communities in an appropriate and timely way.
	· Continuous service improvements occur at the local and program level. 
· There is increased trust and buy in of RAES (community, providers, peaks).
	

	Therefore: 
Sitting within the employment services ecosystem, RAES seeks to:  
· provide participants with tailored case management support that is high quality, strengths-based, culturally safe and appropriate, to increase participant skills and experience in order to gain and sustain employment 
· link participants with employment opportunities and support their transition to employment, including jobs created through the RJED program; and 
· drive local workforce development through Community Projects.
	Listens & responds to remote community priorities…
	Providers have community connections or can be supported to build these connections, and remote communities have mechanisms for feedback on the service. 
Partnerships between providers, community and local employers. 
Community projects and participation options that reflect community aspirations and needs and are community-led. 
RAES local service delivery includes local governance.
	Participants receive training and support that is preparing them for available jobs (i.e. there are clear links between local work opportunities, community need and participant upskilling).
	And, in RAES regions, this contributes to… 
Strengthened local decision-making and community control. 
Sustainable community led economic development. 
Individual and family economic security and wellbeing. 
Transformation and cross-government learning in how remote employment services are designed, governed and experienced across Australia (CtG PR3). 
Increased remote employment, education and training rates for youth (15-24) and adults (25-64) (relates to CtG Targets 7 and 8). 
Formal partnerships and shared decision-making (CtG PR1). 
Building the community-controlled sector (CtG PR2). 
Shared access to data and information at a regional level (CtG PR4).

	
	Engages participants across remote Australia on to meaningful pathways to work and connects them with local jobs…
	Employment services and employment placement support that are high quality, tailored, culturally safe and valuable to participants. 
Connections with local employers and with suitable jobs – including those created through the RJED program. 
Supporting job seekers where work is not available through engagement in community projects that build their skills and help them become job ready. 
Community Projects embedded into the program to engage job seekers in meaningful opportunities that lead to employment and support enterprise development. 
	Participants become more job-ready. 
Participants can and do engage with RAES and feel culturally safe.  
RAES offices/activity centres are vibrant community hubs where community members know they can come for support.
	




Program Logic
A Program Logic details the resources and activities involved in delivering an initiative to achieve the outcomes set out in the Theory of Change. This Program Logic outlines how the NIAA will facilitate the provision of a high quality, culturally safe remote employment service that is tailored to support participants’ pathway to work. The RAES also aims to be flexible to suit varying remote labour market conditions and community needs. From 1 November 2025, RAES is supporting around 45,000 participants across 1,200 remote communities within 60 RAES regions. 

	Foundational inputs for RAES Success
	Activities
	Immediate outputs (1st year)
	Outcomes: 1 year
	Outcomes: 2-3 years
	Outcomes: 4-5 years
	Impacts: 5+ years

	Funding, Policy and Governance: A budget of $1.9 billion over 5 years, along with a legislative and policy framework and cross-departmental program governance is established that includes First Nations voices.
	Provider service delivery
	· Community members are aware of and accessing RAES
· Participants are satisfied with employment services
· Provider relationships with local stakeholders are strengthened
· Participants feel culturally safe when engaged in RAES 
· Remote Communities are satisfied with RAES
· Increased engagement in tailored skill development
· Strengthened capabilities (e.g. confidence, connectivity)
· Employment and training rated for participants 15-24 and adult participants (25-64) show signs of improvement (CTG 7&8)
· Increased work opportunities within communities and RAES regions
· Increased provider collaboration with local stakeholders
· Increased local employer awareness and support of RAES
· Improved operation capacity to deliver RAES
· Staff have capability and capacity to deliver RAES
	· Higher participant satisfaction with RAES
· Participants feel culturally safe when engaged in RAES
· Increased participant engagement in RAES
· Participants are progressing towards achieving their employment goals
· Participants job readiness improved
· Participants increase community participant and connection to community
· Employment and training rates for youth participants 15-24 and adult participants (25-64) start to improve in RAES regions
· Increased stakeholder trust and buy in of RAES program (at the local and national level) (community, employers, Peaks)
· Remote communities are satisfied with progress of Community Projects 
· More local employers engage with providers 
· Improved reliability and validity of RAES data 
· Continuous service and program improvements are being made, informed by community feedback, RAES learning loops, evidence and data
· RAES evidence and insights inform the broader employment service reforms
	Remote communities have:
· Increased rates of employment and job retention for youth and adult participants (CTG 7 and 8)
· Increased rated of training for youth and adult participants (CTG 7 and 8)
· More individuals find jobs that match their needs and aspirations 
· Reduced unemployment or underemployment & welfare dependence

· Partcipants have increased capability to undertake suitable work in community
· Remote communities satisfied with progress of Community Projects and RAES
· Community feedback informs future program design, implementation and operation
· Community Projects have led to strengthened enterprise development
· Community feedback informs future program design, implementation and operation
· NIAA has strengthened relationships with RAES providers and remote communities
· Providers are performing at their required level
	· Improved collaboration and partnership between providers, government, employers and third-party organisations
· Contributes to improved individual and family economic security and wellbeing
· Contribute to individual skill development and job readiness
· Contribute to strengthened local decision-making and community control
· Contribute to sustainable community-led economic development
· Contribute to transformation and cross-government learning in how remote employment services are designed, governed and experienced across Australia
· Reduced unemployment, underemployment and welfare reliance in remote communities

	
	· Provider high-quality, tailored and culturally safe case management and employment placement support linking to RJED where possible
· Develop community-led projects and participation options that align with the skills and resources they need to move into employment
	· Regular (monthly) tailored quality case management for all participants 
· Participants engage in RAES in ways aligned with and relevant to their goals and aspirations
· Participants engaged in employment receive employment placement support for up to 52 weeks
	
	
	
	

	Culturally Informed Design: RAES design has been informed by consultation with remote communities and key stakeholders, cross-departmental input and evidence from previous trials to ensure the service is culturally safe, trauma-informed and strengths-based
	Engagement 
	
	
	
	

	
	· Providers develop relationships with local stakeholders (employers and community)
· Providers co-design community projects and participation options with community
	· Community Projects are all aligned to local priorities, needs and aspirations
· Participants engage in community projects
	
	
	
	

	Provider Ecosystem: This includes selecting providers on capability to deliver employment services including community connections, a Provider Payment Model (PPM) and performance framework to encourage quality service, and an expectation to recruit local staff.
	Data and evidence
	
	
	
	

	
	· MEL strategy developed (NIAA)
· MEL capability of NIAA and providers assessed
	· Improved data collection and reporting capability (NIAA and providers)
· Provider monitoring dashboards functional, first Program Health Checks available
· Communication of RAES progress to all stakeholders
	
	
	
	

	Essential Infrastructure: Systems and operational infrastructure to support quality service delivery and evaluation.
	Organisation capacity strengthening for NIAA and Providers
	
	
	
	

	
	· Assess and improve organisational capacity and capability where required (ICT and operational infrastructure, governance, management, etc.)
	· All relevant organisation capacity strengthening activities are complete
· Positive staff perceptions of support and training received
· Progressive enhancement of RAES ICT systems and provider capability to deliver quality case management
	
	
	
	


Underlying assumptions
The following key conditions and enabling factors must be in place to support the effective implementation and success of RAES:
1. Community is engaged and represented in RAES design, delivery and refinement and RAES is flexible to meet local needs and aspirations.​
2. Providers have the capability and capacity to embed culturally safe practices into RAES service delivery.​
3. NIAA supports providers to strengthen their capability to deliver remote employment services, including culturally safe practices.​
4. Governmental goodwill and commitment to program support including strong cross-government collaboration.​
5. Accessibility of real job opportunities and essential support services.​
6. Safe, secure and operational ICT systems.​
7. All RAES outcomes are measured at points which align with collection frequencies as outlined in RAES MEL Measurement and Data Matrix (page 58-62 of this MEL Strategy).   
8. Effective transition from CDP to RAES for all stakeholders, particularly participants and providers.​
9. Fit-for-purpose physical infrastructure for program delivery exists in all RAES communities.​
10. Suitable capability uplift for relevant NIAA staff.​
External factors 
The following factors exist in the environment where RAES is being implemented and are likely to affect service delivery and data quality. 
1. Environmental challenges (e.g. extreme weather events).
2. Cultural factors (e.g. Sorry Business, language barriers, seasonal movement).
3. High number of participants with complex health conditions and needs.
4. Technology challenges (e.g. unstable or unavailable internet).
5. Staffing challenges (e.g. high staff turnover and inability to recruit staff).

Inquiry Framework (Key Evaluation Questions)

The Inquiry Framework (commonly referred to as Key Evaluation Questions) outlines the overarching key questions that will guide the formative and summative evaluations of RAES. 
	
	Implementation
	Effectiveness
	Efficiency

	Objectives
	To understand how RAES is being implemented.
	To understand what RAES is achieving and what’s driving those achievements.
	To understand the resource and activity requirements to fulfil RAES objectives.

	Key Evaluation Questions (KEQs)
	Program-level
	KEQ 1: To what extent is RAES being implemented as intended
	KEQ 3: To what extent is RAES achieving its intended outcomes and emerging impacts?

KEQ 4: What factors/conditions are contributing to/inhibiting the program achieving its intended outcomes and impacts?
	KEQ 6: To what extent are resources being used efficiently to implement and manage RAES and achieve its outcomes?

	
	Service-level
	KEQ 2: To what extent are RAES providers delivering employment services that are strengths-based, flexible, locally-focused, community led, culturally safe, participant-centered and targeted to assisting participants into work?
	KEQ 5: How did participant outcomes vary within and across regions?
· What factors are contributing to these differences?
· What mechanisms or strategies are in place at the local and program level to address or strengthen these factors
	KEQ 7: To what extent do RAES program elements such as contractual requirements, funding and infrastructure (contract, payment model, ICT, performance framework, guidelines, training, reporting) enable providers to deliver quality and efficient services?
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