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Introduction

The Massey Matters project began in 2006, and aims to develop long term, community driven, sustainable neighbourhood development in Massey.  This will occur through the Waitakere City Council working alongside the local community and other partners.  The two key goals of the project are:

1. Strengthening community activity and networks, local identity and pride.

2. Improving the way Massey looks, feels and functions; for example its public transport, walking and cycling connections, local shops, community services and facilities, parks and recreation, the natural environment, local employment opportunities and so on. 

The project is currently working on a ten year timeframe and covers a population of 25,000.  It aims to be an umbrella for a range of initiatives across Massey, for example within marae, schools and neighbourhoods.  The Council is providing $100,000 project funding in 2006/2007 and has signalled a further $150,000 for each of the following two years.  Resources will be directed towards coordination, collaboration and community led projects.  Alignment of other Council spending in the area will also occur through this project, and external partnerships will be formed to bring in further resources.  

It should be noted that there is no formal budget available for evaluation to date, and that the project is being built slowly, given that .3FTE project coordination is available.  The project has a big vision but has limited resources at this stage.
Purpose of report

This report provides evaluation advice for the Massey Matters project, focusing on the following.

· How to reflect the project’s focus on sustainability through evaluation. 

· How to evaluate the establishment phase of the project to December 2007, including suggested indicators for the 2006/2007 project goals and priorities.

· Advice on how to approach the evaluation of various project strands and emerging projects (at a high level).

· Suggestions for project evaluation longer term.

The report is structured in line with the above.

1.0
Reflecting sustainability through evaluation

The main purpose of Massey Matters is to support local sustainable development in Massey.   Two key interconnected avenues for this are: 1) improving physical infrastructure, connectivity and the natural environment; and 2) enhancing social infrastructure, in the early stages through supporting community networks and a sense of community, identity and pride in the area.

Evaluation needs to capture what sustainable development means for the project, and whether the project is in fact making Massey more ‘sustainable’.  This section provides advice on how to do this, based on current documentation for the project, an international literature review on how to evaluate local sustainable development projects
, additional literature and lessons from the formative evaluation framework
 developed for the Council’s Project Twin Streams.

1.1
Describe how Massey Matters conceives of sustainability

A short description in simple language of what sustainability means for the Massey Matters project can be developed.  This can be used as a basis for discussion with the local community and stakeholder groups and refined over time.  This can be visual as well as word based (see for example the Nine Clouds diagram for Project Twin Streams), and can be built upon images developed by local residents, for example children’s art or photographs.  Such a description could be part of a Communications Plan developed for the project, as suggested in 2.2.  Phrases commonly used to describe a sustainable development approach are set out below.
· Quality of life and health for people and the environment.

· Making connections among the social, economic, environmental, cultural and spiritual aspects of life (recognising the unity of all things).

· Taking a long term view and considering future generations.

· Developing local solutions.

· Acting as stewards or guardians of the earth.

· Taking responsibility.

· Showing leadership and being accountable.

· Taking a precautionary approach.

· Cooperation and collaboration at all levels.

· Active community participation and involvement in decision making.

· Fairness, equity and justice.

· Learning to live more lightly on the earth.

· Learning from the past.

A range of Maori concepts can also be used, such as whanaungatanga (kinship and ties between people), wairua (the life force of all things) and manaakitanga (support and reciprocity).  Local iwi and Maori organisations may be interested in playing leadership roles in communicating sustainability to others.
Graeme Colman
 also suggests using the following words when referring to sustainable development:  new thinking, new technologies, planning ahead, smartness, forward thinking, balanced alternatives, efficiency, prudence and caring.  
Care should be taken to state that any description of sustainability for Massey Matters will evolve over time as the project moves on, and as discussions continue on what the project is about and how it can make Massey more sustainable.

1.2
Describe practically how Massey Matters aims to make Massey more sustainable 
The above suggests providing a description of sustainability overall, in relation to Massey Matters. As part of this or separately, it is also proposed that how Massey Matters aims to support a more sustainable Massey in practical terms is recorded and communicated.  This can be done in general terms and also for each calendar year, in line with changing annual priorities and goals. 
For example, overall Massey Matters aims to make Massey more sustainable by:

· Improving the look and feel of Massey by funding local community groups to run small projects such as events, art works, planting and beautification. 

· Improved coordination of Council activity and investment in Massey to 2016 and beyond.
· Funding ‘Community Brokers’ to work with local community groups to network, undertake projects and support local leadership and skills.

· Funding several events each year that bring local people together.

· Supporting small to medium businesses and working with others to create more local jobs.

· Working with others to increase walking and cycling options and improve public transport use.

· Improving the quality of local parks and playgrounds.

· Creating more identity for Massey through signage, improvements to shopping centres and public places.

In 2007, Massey Matters aims to make Massey more sustainable by:

· Providing $25,000 in grants funding for local community groups to run a project that supports the goals of Massey Matters.

· Employ a Community Arts Worker to work with the nine local schools.

· Employ at least one Community Broker to strengthen local community organisations and help them to become active in the project.

And so on.

This could also be shown visually in various ways.
1.3
Consider how to structure project goals and activities

As the project goals are developed, they need to be presented in ways that demonstrate the sustainable development approach being taken – for example the links between the social realm and the physical and natural environments, and the principles underlying the project.  Two options are provided, which are adapted from Baines and Morgan (2004)
.
The ‘four pillar’ approach

In line with a Quadruple Bottom Line approach, this involves structuring project goals under the following four headings:
	Social
	Economic
	Environmental
	Cultural

	
	
	
	


This has the advantages of showing clearly the main realm that each contributes to, but is less able to show the linkages between goals and the four realms.  Project Twin Streams uses this approach as part of the QBL model adopted for the project by Council.  A downside of this approach is that it can perpetuate the myth that these four realms are separate, if links are not very clearly and continuously made.
Principles and subsystems approach

This involves structuring goals around a set of ethical principles guiding the project, and a systems view in which all parts of the system are dynamically interdependent (Peet and Bossel 2000)
.  Peet and Bossel suggest that assessing the state of progress towards sustainable development can be broken down into five main tasks (the following is significantly adapted to suit this context).
1. Identify the overarching goal (in this case a more sustainable Massey).
2. Adopt an ethical framework based on an inclusive approach, for example partnership (connectivity, kinship, relationship, mutuality, extended reciprocity) and on meeting all people’s basic needs.  This means clearly laying out the principles underlying the project.
3. Identify and develop sufficient knowledge about the key elements that will support the sustainability goal, and their role and function within this (for example greater physical connectivity in Massey, quality parks and playgrounds, functioning retail centres etc).

4. For each key element, develop goals and indicators of success.

5. Define the indicators clearly, both qualitative (descriptive and subjective) and quantitative (numbers based).

Project goals and subsequent indicators can then be grouped within the following categories within the overall ‘system’ of Massey:

	System
	Description

	Human and social subsystem


	Personal development, social system and government sectors, and the accumulated result of tradition, culture, socio-political and economic conditions.

	Support subsystem
	Infrastructure and economic system that is the physical ‘backbone’ of economic and social activity.

	Natural subsystem
	Renewable and non-renewable resources of materials, energy and biosystems, including the capacity for waste absorption and regeneration.


Each participating element of each subsystem is an essential part of the total system.  
Other principles based approaches include the Natural Step System Conditions
 and the principles developed by the Government of Western Australia in its State Sustainability Strategy
.  Note that these are both very high level.
These and other options can be explored with key stakeholders.
1.4
Base evaluation on project goals by linking measures and indicators to these goals

Massey Matters currently has four priorities for 2006/2007.  The aim is to develop more detailed project goals through collaborative processes as the project develops. Whatever the means of categorising or structuring project goals decided upon, evaluation must be based on the project goals and be flexible enough to change as these goals change.  

A core set of baseline measures for Massey Matters that would continue to be measured over the life of the project can be developed.  These would be supplemented each year by a set of annual measures and indicators, based on annual priorities and the annual work programme.  Section 2.3 suggests developing a collaborative process during 2007 to start to establish some baseline measures (linked to goals), and provides some possible measures as a starting point for discussion.  Note however that 2007 may be too soon to establish project goals, and that until these are in place then baseline measures cannot be confirmed.

1.5
Continue the participatory and community focused nature of the project

Community participation and collaboration are cornerstones of a sustainable development approach.  Community input to the project’s goals and priorities for 2006/07 was gained via community meetings in March, July and November 2006. This will be continued through quarterly community forums are also planned. As the project progresses this approach should remain a foundation for the project and continue to be reflected in its principles.

1.6
Be clear about the values and principles underpinning the project
Sustainable development is a values based concept.  It is a way of working and about the processes used as much as the goals it is working towards.  As such, the values and principles underpinning Massey Matters should be made clear to all involved.  Four establishment principles currently guide the project: 

· Working with the Massey community.

· Sustainable suburban development.

· Collaboration and partnership.

· Planning and acting at the same time.

The first is about being community based and participatory.  The second reflects a goal and the principles underlying this goal need to be unpicked to clarify what is meant.  The third reflects a way of working and a desire to be inclusive.  The fourth relates to being action and goal focused.  There is a need to revise the principles driving the project over time and to clarify how they relate to the project’s vision and goals.  Again, visual images should be used as far as possible.
1.7
Be practical, realistic and pragmatic

It is common with new and broad projects such as Massey Matters to be over ambitious in the early phases.  Massey Matters is however demonstrating a pragmatic approach by taking care to prepare a solid framework for its ongoing activities, undertaking small scale projects and being careful not to over promise.  Setting clear annual priorities and goals that have been agreed by key stakeholders, within a broad vision is ideal.  This should be accompanied by an annual work programme that includes measures and indicators for each priority and goal.

1.8
Communicate effectively

Clear and effective communication channels for the project should be developed, preferably via a Communications Plan, to maintain high visibility, a sense of momentum and ownership across the board.  Simple and clear language is needed, along with evaluation measures and indicators that engage people, including decision makers.  A key aim of evaluating is to improve communication of sustainable development issues and to help initiate creative and innovative solutions to identified issues.

1.9
Review context

The contextual information available for Massey should be pulled together and analysed, as a framework within which to interpret and qualify results coming from the project.  This includes SHORE research
 and existing Council research, data and information.   This can also be made available in summary form for local community groups and residents.
The results from Massey need to be explained in the context of other activities occurring in the area (for example any major retail centre changes, metropolitan urban limit changes or roading projects), and any events and other projects linking with or impacting on the work of Massey Matters should also be made clear (an example any Waicare stream projects in the area or major marae or school based projects).

There is also a need to consider how evaluation for Massey Matters relates to reporting and evaluation undertaken for related projects, such as NOSGA, integrated catchment management planning and parks reporting.  While Massey Matters evaluation should focus on its direct activities and goals, its results are likely to need interpreting within the context of this wider work.  Where appropriate Council evaluation and reporting relating to Massey should be integrated, or undertaken with the bigger picture in mind.

2.0
Evaluation of the formative (set up and establishment) phase (March 2006 – December 2007)

This section presents a suggested approach to evaluating the formative or establishment phase of Massey Matters, from its beginnings in early 2006 to December 2007.  It is based on the project goals and priorities for the project in 2006/2007, as adopted by Council in October 2006, which are:

· Promotion and understanding of the project within Massey.

· Community Brokers established and working with Massey organisations.

· Massey community organisations participating in the project and working together in new ways.

· Celebrating the good things about Massey and reinforcing a pride of place and a growing sense of local identity.

The suggested core evaluation components and methodology for this formative phase are presented below.

	Evaluation component
	Methodology

	1. Description of core activities and achievements
	This will set out what Massey Matters has undertaken and achieved in the period covered by the formative evaluation.  It will plot key milestones, describe core activities and create a high level picture of the progress of the project in this time.  Much of this can be taken from Council reports and other project documentation.

	2. Indicators and methods
	A set of proposed evaluation indicators (based on project goals and priorities), and methods for this phase are provided.

	3. A visual record
	This consists of a photo record and archive of project activities, including before and after images.

	4. Develop baseline measures
	During 2007, a collaborative process can be developed to identify the baseline measures for the project that will be measured over time (as opposed to annual indicators based on the work programme in any one year).

	5. Capture stakeholder views
	Individual and group interviews with key participants to gather their views on the project to December 2007.


Implementation of the evaluation should occur as soon as possible in 2008, in order to inform planning and the work programme.  Some actions can occur earlier; for example the visual record should begin as soon as practicable and be ongoing.  Annual reporting in line with the Council’s annual planning processes will also occur.

Each evaluation component is described in more detail below.

2.1
Description of core activities and achievements

This provides a record of the key activities of the project, and is not meant to be an onerous task, with much of the information having already been captured through reports to Council and other groups.  It should be relatively brief and in summary form, to include:

· A visual timeline showing key milestones (eg formal start date, community meetings, Council decisions, key events such as advertising the Community Funding Pool or hiring Community Brokers etc).

· A short description of key activities and achievements.

Note that there are several elements of the project that are likely to be ongoing, and make up core ‘building blocks’ for the project that can be assessed over time. These are as follows.

The Community Projects Funding Pool – a contestable funding pool targeted at Massey community organisations who wish to undertake activities that contribute to the goals of Massey Matters.  The $25,000 provided by Council in 2006/07 may be increased in future years via contributions from other agencies.
Community Broker roles – based in local organisations, these roles will promote Massey Matters and encourage locally led action and discussion.

Massey Matters Quarterly Community Forum – this is seen as a possible ongoing way of reporting back on the project, involving the local community, sharing lessons, testing out ideas and mandating proposals.

Potential means to assess these elements of the project are as follows.

	Element
	Suggested means to assess 

	Community Projects Funding Pool
	· Through analysis of reports received from successful applicants (note that advice on what the reporting requirements should involve has been provided separately)

· Analysis of who is applying and what for (to inform communication of the fund)

· Through participant interviews (see 2.5 below)

	Community Broker roles
	· Through 3 monthly reports provided by Community Brokers on activities and achievements

· Through participant interviews (see 2.5 below)



	Quarterly Community Forum
	· Through the forums themselves (eg testing peoples enthusiasm for them and whether they should continue)

· Through participant interviews (see 2.5 below)




2.2
Proposed indicators and methods
The table below presents proposed core indicators and methods in this phase, based on the agreed action areas for 2006/2007.  It is designed to be simple and achievable within the limited resources of the project. 

	Action area
	Indicators
	Method/s
	Responsibility

	Promotion of the project within Massey
	· A Communications Plan is agreed and implemented.

· Number of vehicles used to promote the project.

· Number of times the project is formally communicated or promoted.
	· Development of Communications Plan.

· Document how the project was promoted and communicated.
	Project Leader and Community Brokers

	Community Brokers established
	· Number of Community Brokers in place.
	· Description of process for establishing Community Brokers and number of brokers in place.

· Reports on activities and progress of Community Brokers to end December 2007.
	Project Leader

Community Brokers

	Massey community organisations actively participating in the project
	· Profile/directory of Massey community organisations established.

· Number of Massey community organisations attending quarterly community forums.

· Number of applications to the Community Funding pool.

· Reports received from successful funding applicants.

· Analysis of events and projects undertaken via the Community Funding pool.
	· Attendee register at quarterly community forums.

· Community Funding information.

· Reports from successful applicants (including attendance at events, community participation in projects etc).
	Project Leader

	Completion of Council’s ten year plan of investment in Massey (Massey Investment Plan 2006-2016)
	· Massey Investment Plan 2006-2016 completed.
	· Council staff integration forum
	Council staff

	Communication of the Massey Investment Plan 
	· The Massey Investment Plan 2006-2016 is reported to Council.

· The Massey Investment Plan 2006-2016 is communicated to key stakeholders, including the community.


	· Reporting the plan to Council.

· Communicating the plan to community (quarterly community forum, local media).

· Communicating the plan to partners (possible project newsletter, relevant meetings).
	Council staff

	Political liaison group
	· Bimonthly meetings of the political liaison group occur.

· This group approves community funding applications.

· Ongoing support and involvement in projects.


	· Meeting notes record decisions and progress.

· Meeting minutes of the community funding project meeting/s.


	Project Leader

	Quarterly staff integration forums
	· Quarterly forums are held.

· Attendance is high against those invited.

· Cross Council projects and priorities identified.


	· Meeting notes record attendance and progress.


	Project Leader

	Quarterly community forums
	· Quarterly forums are held.

· Attendance is high.
	· Meeting notes record attendance and progress.


	Project Leader


The indicators above are based on the priorities for 2006/07 as they currently stand.  During 2007 these are likely to be changed and/or added to.  If so, then the indicators above will also need to be supplemented.

2.3
Agree high level baselines with Council, community and other partners
A collaborative process to identify and agree on ongoing baseline measures for the project needs to begin during 2007.  These baseline measures are the ones that will be captured regularly through the life of the project for the foreseeable future (the next five to ten years).  Note that baseline measures can be added to and amended if necessary, but that the aim is to keep a reasonably small number in place through the life of the project.

The baseline measures should:

· Be focused on the main goals of the project.

· Be limited in number.

· Be realistic and attributable to the project - directly related to the activities of the project, to make it as easy as possible to show cause and effect.

· Be multifaceted as far as possible (ie reflect a number of issues).

· Cover the scope of the project’s activities and reflect a Quadruple Bottom Line approach (ie social, economic, cultural and environmental activities and issues).

· Be linked where appropriate to the ten year investment plan for Massey.

· Be developed and agreed collaboratively, involving local community representatives and other key stakeholders.

· Be derived where possible from existing research undertaken in Massey, for example the SHORE research (2006) and past Council research and consultation (for example household surveys).  This is to provide for longer term tracking of changes.

· Be comparable with national measures, to allow for national benchmarking and comparison (this is ideal but not necessary; the priority is to ensure that the measures are right for Massey and the project).

Baseline measures can be supplemented each year by a set of annual measures and indicators, based on the annual work programme and priorities.  Section 2.2 above provides an example of this to December 2007.

The lower level indicators that sit underneath the baseline measures should:

1. Be based where possible on community feedback.
2. Be meaningful, clear, unambiguous, comparable, multifaceted, holistic (ie be an indicator of multiple things).
3. Focus on what the project can directly influence.
4. Show short and long term impacts, provide a sense of progress.  Note that expectations need to be managed in terms of the speed of what can be done; if in doubt err on the side of caution, better to under promise and over deliver than vice versa.
5. Make sure that all indicators and measures chosen move the project in a positive direction rather than reinforce the status quo (eg economic development indicators should not assume traditional economic growth as the goal), or focus on seeking less of what is not wanted.
6. Be reviewed periodically and changed as needed.
Based on project documentation to date and existing research (particularly SHORE’s work), some potential baseline measures and indicators to use as a starter for discussion are as follows.  They are presented in a QBL or four pillar matrix, which shows where the current stated foci for the project lie.  Note that each measure will usually need one or more indicators attached, and some are provided as examples.
	Social
	Economic
	Cultural 
	Environmental

	Local identity and pride 

· Number and type of local events and festivals 

· ‘Branding Massey’ projects

· Celebration of successes

· Living in Massey gives me a sense of pride (SHORE 2004 survey)
	Enhanced local hubs and community focal points 

· Number of local markets

· Beautification of existing shopping centres


	Increased community interaction and understanding 

· Increased local media and communication

· Local stories are shared


	Greater walking, cycling and public transport use

· More children walking and cycling to school



	Networking and coordination among community groups and agencies


	Increased local employment

· Undertake a local employment analysis

	Increased arts, creative and cultural activity 

· School based art projects

· Public art projects


	Increased recreation in Massey 

· Increased use parks 



	Community leadership and capacity building (movers and shakers)

· Number and type of community led projects


	Economic benefits catalysed by Massey Matters

· Business opportunities identified


	Support for new migrants
	Opportunities to enhance sustainable urban design and housing

	Social connectedness

Sense of community

Sense of belonging

· I feel like I belong in Massey (SHORE 2004 survey)
	
	
	Improved local infrastructure 

· Parks improvement projects

· Playground improvement projects



	Community participation in Massey Matters


	
	
	Improved natural environment

· Stream planting programmes


	Appropriate community safety measure and indicators
	
	
	Improved stormwater management
· Integrated catchment management plan/s developed

	Working collaboratively

· Number of partnerships developed

· Level of non-Council resource catalysed by the project

· Number and type of new projects catalysed

· Level of engagement by key partners (eg business community organisations, government agencies)
	
	
	


Categorising the above into the three subsystem categories suggested in 1.3 would see the social and cultural measures put into the ‘Human and social subsystems’ category, most of the economic and environmental measures would go into the ‘Support subsystem’ and measures relating to the ‘Natural subsystem’ would be developed as this part of the project gathers speed.  This does illustrate the people focused nature of the project at this early stage, as is necessary to develop energy and enthusiasm for the project and bring people on board.

Discussing and agreeing these measures with communities, partners and Council will provide an excellent means for deepening awareness and understanding of Massey Matters, and is likely to result in a sharpening of its goals and priorities for 2008 onwards.  Of key importance is keeping the number of baseline measures small and meaningful – less is more!
2.4
Develop a comprehensive visual record

A solid visual/photo archive of Massey can be developed from early 2007, to incorporate:

· Before and after/photo records for each relevant project initiative (eg community funding pool projects, events and partnership projects).

· A photo archive of Massey’s public space, taking care to include likely sites for project activities, for example main streets, shopping centres, parks, facilities, playgrounds and natural environment (streams, reserves etc).  This can be supplemented by current aerial photos of Massey and new aerial photos as they are undertaken.

The aim of this visual record is to provide a clear picture of what Massey is like now, and how it changes directly through Massey Matters over time.  The ‘photovoice’ technique may also be used during the project with particular groups, for example young people, older people, disabled people and children.  Photovoice involves groups capturing through photos their perceptions of their local area and what it means to them.

2.5
Capture stakeholder/participant views 

In this early phase, the suggested approach is to capture views on the project to December 2007 of the main participants in the project only.  This is likely to include key Council staff, politicians, partner agencies and key community representatives.  This involves a qualitative or descriptive account of peoples’ opinions and views on the project, in order to capture the complexity and early history of the project, provide a means for people to air their views and suggestions, unearth new ideas and help to plan next steps.

Potential methods for doing this include:

· Holding several ‘review and reflection’ sessions or focus groups.  These can mix participants or be divided into Council, agency/stakeholder and community representatives.

· Individual face to face or phone interviews with selected people (no more than 20 at most).

· A mix of the above, for example a session each with the political liaison group, staff integration group, community representatives and stakeholder groups, plus individual interviews with the Project Leader, other key Council staff and external project champions.

The key consideration is that the same core questions are asked across the groups, with particular questions added to reflect the involvement of each group.

An external facilitator or interviewer should be used, although this could be a Council employee with the relevant skills who is not closely involved with the project.

Core questions to include across groups are as follows.

· Description of main purpose of project

· Strengths and what has worked well to December 2007
· Weaknesses and what could be improved

· What is creative and innovative about the project

· How the project has directly influenced local sustainable development so far
· How the project has indirectly influenced local sustainable development so far, ie what it has catalysed outside of its own activity
· What the priorities should be for the coming year

· Perceptions of Community Broker role/s

· Perceptions of utility of the Quarterly Community Forum

· Perceptions of the Community Funding Pool

· Perceived level of alignment and coordination within Council in terms of Massey and how this could be improved

· Key lessons learnt so far and implications going forward
3.0
Evaluation issues for project strands

A key aspect of Massey Matters is developing collaborative projects and partnerships with other agencies to pursue mutual goals.  It is also an umbrella for a range of independent activities or projects that can be linked to Massey Matters.  Key current projects within this category are as follows.

Supporting refugees and new migrants through identifying local priorities, in partnership with the Refugee and Migrant Support Service and New Out West.
A Massey Schools Place Making Project – which focuses on strengthening community identity and sense of place by engaging a contract community arts worker to work with each of Massey’s nine schools to develop arts projects which reflect what is special about Massey, its people and school-based local neighbourhoods.

Celebration of under fives in Massey – a community event focused on children and families in Massey has now been initiated by Te Piringatahi Marae.

A ‘healthy housing’ project in partnership with the District Health Board, Housing New Zealand and local agencies, involving housing retrofits such as insulation and household support in key areas such as literacy, budgeting and parenting skills. 
West Harbour Sustainable Neighbourhood Project – with Beacon Pathway and Housing New Zealand, aimed at improving quality of life in the neighbourhood around the West Harbour Primary School. There are many potential strands to this initiative and as such its recommended that a separate evaluation framework should be developed, in parallel with the methods and processes suggested in this report.
Social and community NGO network meeting (facilitated by Massey CAB) – a regular meeting designed to bring local organisations together to network, share information and plan joint ventures.

When developing potential collaborative projects, the following issues need to be considered and discussed with regard to evaluation.

· How the project will be recorded and documented.

· How the project contributes to the goals of Massey Matters and its baseline measures.

· What level and type of evaluation or assessment of the project is appropriate.  

· If it is agreed that it should be evaluated, should it be separately evaluated or evaluated as part of Massey Matters?

· How any agreed evaluation will be resourced and carried out (and by whom). 
· Community involvement in evaluation and potential roles.

· How communication and reporting of the project will occur.

4.0
Longer term project evaluation

This report principally suggests how to evaluate the early or formative phase of Massey Matters to the end of 2007.  During 2007 the project is likely to grow and change significantly, requiring changes to the approach to its evaluation.  What is proposed here is a base to build upon.

Key issues to consider in terms of longer term evaluation are as follows.

Do annual reporting but formally evaluate every two or three years
A formal extensive evaluation process does not need to occur every year.  The table below suggests what can be done annually against more formal evaluation every two or three years or as needed.

	Annual reporting (compiled each year and reported to stakeholders)
	Formal evaluation

	Annual reporting against the work programme in terms of what was achieved against goals
	Occurs every two to three years

	A review and reflection session every year with key stakeholders
	Repeat the core methods in 2.0 as a minimum for each formal evaluation phase, ie describing core activities and achievements, measures and indicators (changed to suit changed goals and activities), a visual and creative record, take baseline measures and do stakeholder interviews

	Use of the Quarterly Community Forum to gauge progress, satisfaction and areas for improvement
	

	Use of the Staff Integration Forum to review internal alignment and coordination progress and staff views on the project
	


Annual reporting and evaluation should be placed in the context of wider Council activity and reporting and external events and forces impacting on Massey.
Investigate partnerships with research and evaluation agencies to support evaluation undertaken and explore areas of research interest within the project.
Develop shared learning processes

As suggested by the ‘think tank’ in July 2006, it would be helpful to have a regular sharing forum for participants so that perceptions and experiences can be shared, and lessons and opportunities identified.  These sessions could also be a source of innovative new ideas.

Develop community based evaluation

In the establishment phase, the main participants and drivers of the project will be Council based, as the groundwork for community involvement and leadership is prepared.  Over time, in line with the community based approach of the project and the principles of sustainable development, greater community involvement and ultimately leadership of setting evaluation goals and processes is the aim.  This involves a slow process and requires resourcing, building from self evaluation processes to approaches such as a trained evaluator working alongside community organisations.

A staged approach to increasing community involvement in evaluation is suggested, as follows.

Step one is to continue engaging local people and partners in goal setting for Massey Matters; the more collaborative this can be the better.  The process of revising goals requires asking questions such as ‘What would success look like?’ and ‘How will we know we are making a difference?’ which are two key evaluation questions.  Significant facilitation and time will be needed to collaboratively identify goals and how to measure progress.  Step one can include beginning to canvass potential partners to support ongoing evaluation, for example SHORE and/or UNITEC.

Step two is to start supporting self evaluation of community organisations involved and for those undertaking projects through the community funding pool
.  Templates and checklists can be provided and support given to undertake self evaluation.  The Community Broker role/s could be of assistance here.  Support for these roles could also be sought from external agencies such as the Department of Internal Affairs’ Community Employment Group.  Project Twin Streams’ templates for community organisations may be of assistance here, and further resources include:
· SKIP Self Evaluation guidance
· Community Net Guide to research and evaluation http://www.community.net.nz/how-toguides/Community-Research/
· Research tools and tips

http://www.community.net.nz/how-toguides/Community-Research/publications-resources/Research_Tools.htm

Consider also the use of a ‘strategic questioning approach’ within this project. This is based on the power of asking the right questions to catalyse changes in thinking and behaviour.  See Peavey’s work at http://www.context.org/ICLIB/IC40/Peavey.htm and http://www.jobsletter.org.nz/pdf/stratq97.pdf.
Step three is to begin to resource community organisations to undertake wider local research and evaluation relating to Massey Matters themselves.  This can include local people undertaking surveys or leading group learning and evaluation processes with other residents.  For example, the Genuine Progress Index Process
 involves local people surveying residents, plus local involvement in survey design and content.  A representative sample that is statistically significant for the local community is used.
Build on existing work

Existing Council research and SHORE research provide two core platforms to build on in terms of longer term evaluation of Massey Matters.  For example, the opportunity exists to repeat some or all of the questions in the 2004 Social Cohesion Survey in 2009 or thereabouts.

Bring in evaluation skills when needed

The evaluation of Massey Matters will develop at the pace of the project, in line with its project goals.  External advice and support may be needed for the following.
· Translating project goals into appropriate measures and indicators.

· Supporting community groups to evaluate projects and to input to the evaluation of Massey Matters.

· Developing baseline measures.

· Facilitating group processes and undertaking interviews.

· Undertaking and writing up formal evaluation.

5.0
Summary
The key suggestions as to the evaluation of Massey Matters at this early stage are as follows.

· Describe how Massey Matters conceives of sustainability
· Describe the practical actions the project will take to support a more sustainable Massey, overall and in each calendar or financial year

· Show the above in visual form as far as possible and gauge the interest of local iwi and Maori in communicating sustainability in Massey

· Amend the above over time in collaboration with the local community and stakeholders

· Base evaluation on project goals and activities

· Develop a framework for structuring project goals, activities and measures
· Make the values underpinning the project clear

· Do not over promise and keep actions happening within a broad vision

· Communicate regularly and effectively as to progress, actions and proposals

· Pull together the contextual information available for Massey into short ‘fact sheets’ or similar for local communities

· Contextualise Massey Matters within other work and events in Massey; qualify results within this context and focus evaluation on the direct activity of the project

· The proposed evaluation of the establishment or formative phase of Massey Matters involves describing what occurred, key indicators, a visual record, starting to develop baseline measures and capturing stakeholder views.
· Formative evaluation can occur from January 2008, but some activities can begin in 2007, ie the visual record and baseline measures identification.

· Some baseline measures as a starter for discussion are provided.

· Evaluation of joint projects needs to be discussed and agreed early with partners.

· Annual reporting based on a work programme should take place, with formal, more comprehensive evaluation occurring every two to three years.

· Shared learning and reflection processes should be developed and community involvement in evaluation and learning steadily increased over time.

· External evaluation skills and support should be brought in as needed, and the actual and perceived independence of the evaluation is critical.

As a minimum, maintaining robust annual reporting, good documentation of the project, regular reflection on progress and next steps by stakeholders, and inclusive processes around goal setting and measuring success will support proper evaluation for the project.

Regular and effective communication of progress and activity will also assist.

�  Trotman, Rachael (2005), “Evaluating Local Sustainable Development Project: Insights from Local and International Experience”, accessible from � HYPERLINK "http://www.sustainableauckland.govt.nz" ��http://www.sustainableauckland.govt.nz�. 


� Trotman, Rachael and Susie Wood (2006), “Project Twin Streams Formative Evaluation Framework”, available from Waitakere City Council.


� New Zealand Business Council for Sustainable Development presentation to Local Government Communications Managers, 18 December 2006.


�  James Baines and Bronwyn Morgan, “Sustainability Appraisal: A Social Perspective” (2004), Taylor Baines and Associates, New Zealand, accessible at http://www.iied.org/Gov/spa/documents/SAbook/Chapter5_29Dec04.pdf


� Peet, J and Bossel, H. (2000) “An ethics-based systems approach to indicators of sustainable development”, International Journal of Sustainable Development, Vol. 3, No. 3, pp221-238.


� See http://www.naturalstep.org.nz/tns-f-system-conditions.asp.


� See http://www.sustainability.dpc.wa.gov.au/docs/Strategy.htm.


� SHORE, Massey University (January 2006), “Massey West Social Cohesion Survey 2004 – Results and Discussion (Draft for Discussion Only)”; Conway, Kim, Karen Witten, Lanuola Asiasiga and Hector Kaiwai (May 2006), “Scoping Study for Waitakere City Council: Massey Community Project”, SHORE, Massey University; Field, A, Witten, K (2003) Community Resource Access: North Shore and Waitakere, Report for Local Government officials, Auckland, SHORE, Massey University.


� Note that separate guidance has been provided as to reporting requirements for successful applicants to the funding pool.


� See http://www.gpiatlantic.org/community.htm.
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