
 

 

Case Study: Living Positive Victoria 

Streamlining evaluation, shaping strategic directions and understanding influence 
 

Living Positive Victoria, Victoria’s peer-based organisation representing all people living with HIV in 

the state, is using W3 to streamline and improve programmatic evaluation, shape culture and 

strategic direction at the organisational level and positioning the organisation to understand and 

enhance its influence at the system level. 

 

Streamlining and improving program evaluation 
The W3 Framework has been in operation within a small number of Living Positive Victoria programs 

for up to 18 months, with results beginning to emerge.   The Phoenix program (supporting people 

with a new HIV diagnosis) and the Positive Leadership Development Institute (designed to build 

leadership and resilience amongst positive people) are both applying the W3 Framework.  The 

Phoenix program is utilising W3’s Facilitator Feedback tool to more systemically capture peer 

facilitator reflections and knowledge of the groups they work with, while also monitoring changes in 

the wellbeing of participants by using the PozQol survey, which measures quality of life and provides 

indicators of social connection (engagement, influence).  Additionally, the Phoenix Program is using 

W3’s Community Profile and Workshop Evaluation tools to assess the observable aspects of the peer 

dynamic and the usefulness of participants sharing their HIV experiences with other people living 

with HIV.   

Together, these allow the program to monitor and demonstrate the quality of the unique peer 

dynamic created within a peer-led workshop. Program staff report that modifying the Phoenix 

evaluation processes to be more systematic and gather more informative data is helping the 

organisation improve knowledge of its community: 

“We could previously talk about examples [of impacts] that we knew of […] but survey 

results now showing how many people are in [participant’s] social networks with HIV 

and [the surveys] are giving us more information about how participants are going”. 

 

 



 

 

 

Similarly, redesigning the evaluation for the Positive Leadership Development Institute is producing  

new data and a better understanding of the impacts of the program.  Previous evaluation focused on 

internal changes within participants, utilising psychological-type scales to measure self-reported  

changes in emotional resilience as well as leadership knowledge.  In redesigning the evaluation, 

Living Positive Victoria considered what was most important to find out about the program and re-

focused the evaluation to capture the actions and impact that peer leaders were having in their local 

communities (influence).  Data collection tools still measure change in resiliency of participants 

however the focus of evaluation now also includes external action.  The redesigned evaluation has 

also had the benefit of shortening data collection tools for both peer facilitators and peer leaders, 

making the process less onerous and more streamlined (adaptation). 

 

Shaping strategic direction and culture 
In the past four years, Living Positive Victoria has experienced rapid growth and begun working with 

new communities after merging with Straight Arrows, the lead organisation in Victoria for 

heterosexual people and their families affected by HIV. This rapid growth created a need for a 

consistent and streamlined evaluation processes to ensure that Living Positive Victoria understands 

its impact across all its programs and actions, as well as adapt to its changing environment. 

The organisation was selected as a pilot site for the W3 Framework and, as such, was able to fund a 

small amount of staff capacity to oversee implementation of the Framework throughout the 

organisation.  This dedicated resource is helping enhance the link between programmatic outcomes 

and strategic goals by enabling the organisation to collate insights gathered through programs and 

feed these back into the annual business planning process, as well as monitoring organisation 

performance (adaptation). This stronger linkage is helping drive an evaluation culture at Living 

Positive Victoria, where evaluation is a central part of project planning rather than an add-on at the 

end, a stronger feature of budgeting and an element of staff recruitment.  W3 is also seen as a 

quality improvement process for the organisation and a way to move the principles of Greater 

Involvement of People Living with HIV into whole of organisation practice (alignment).    

 



 

 

 

Understanding and enhancing influence 
The data being returned by W3 is also helping Living Positive Victoria to both demonstrate the 

impact of programs as well as identify its unique contribution to the HIV sector. 

By developing indicators across W3’s four functions, applying these across a range of programs and 

actions and collating these to observe impact from a whole-of-organisation perspective, the 

Framework is helping Living Positive Victoria understand how it supports people living with HIV in a 

more holistic way:  

“The value in what we are finding is across all of [W3’s functions] because we aren’t just 

looking looking at program delivery – we are looking at systemic approaches to improve 

supports for people with HIV.”  

In turn, this is enabling the organisation to better articulate and communicate the distinct and 

unique value that peer-led responses create – a critical requirement as the HIV policy environment 

in Australia continues to evolve (alignment, influence).  Program staff are positioning their work 

within the broader HIV sector and describe the way that W3 is helping articulate the organisation’s 

unique contribution: 

“It shows that peer programs work […] we have skills and we know what other people 

with HIV need and we can help you get to [HIV policy goals] – we have an impact in the 

way that a doctor can’t, or a social worker can’t.  Its complimentary and if we work 

together, we get better outcomes.” 

See the What Works and Why (W3) Project: Impact Analysis for more case studies and to read about 

the way the W3 Framework is impacting other peer and community-based organisations.  The report 

is available in the publications section at www.w3project.org.au  
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