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Programme Monitoring and Evaluation: 
A Framework for Westminster (Church 

Street). 
 

Executive Summary 

This report outlines work undertaken to assist Westminster Sure Start (Church Street) in 
developing an integrated approach to monitoring and evaluation. It aims to help local 
policymakers meet, and exceed the requirements of programme funders as currently defined, 
and sets the scene for the next phase of work. 

The approach to monitoring and evaluation described in this report draws upon multiple 
sources of information to provide an accurate and complete picture of how services are being 
provided. Together they provide a useful framework to consider ‘programme governance’, 
incorporating service accomplishments, cost effectiveness, corporate learning and changes to 
practice. 

Work undertaken to date has resulted in an agreed pathway for the enrolment of eligible 
children and parents into the Sure Start programme. A database has been commissioned to 
act as a register of contacts and generate monthly monitoring returns as required by the Sure 
Start Unit. 

Sure Start providers and representatives of mainstream services have generated a pathway 
for joint working based upon the definition of a collective vision for the future.  Against this 
backdrop individual projects have developed their own evaluation criteria and identified 
methods of enquiry to assist them in evaluating what they are doing and how well they are 
performing. This work has been set within the context of meeting the National Public Service 
Agreement (PSA) targets2, local delivery plan3  and updated outputs and outcomes for the first 
year.  

Completion of this initial phase of work sets the scene for phase two of the local evaluation 
consistent with published guidelines. Areas of possible investigation are presented for further 
consideration. 

Introduction 

Sure Start represents a unique approach to early intervention for children 0-4, their families 
and communities5. The initiative aims to secure accessible and acceptable services across 
traditional agency boundaries in partnership with parents and the wider community. The 
programme aims to act as a ‘change agent’ by re-shaping, adding value and increasing co-
ordination between mainstream provision and the Sure Start community6. 

The founding principles of Sure Start represent a departure from policymaking driven solely by 
professional or community interest alone.  The programme tests a ‘third way’ based upon the 
active involvement of local people from policy formation through to provision. All sections of 
the community, not just those traditionally representing consumer interests are encouraged to 
be part of the process7. It is hoped that by seeking out marginalised and/or minority groups 
that a voice be given to those previously excluded from decision making and most subject to 
health inequalities 8,9. 
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Illustration 1. 

 

Effective evaluation is an integral part of maintaining and raising the quality of Sure Start 
services and for planning new developments1. All local programmes are therefore expected to 
plan and implement robust mechanisms to demonstrate well co-ordinated and integrated 
services to children and families. They will examine how well their services are performing, 
progress towards agreed targets and changes to practice based upon the sound findings of 
their investigations. 

Project Aims 

To establish a monitoring and evaluation framework for Westminster Sure Start in order 
to: 

1. Meet the monitoring requirements of the Sure Start Unit and; 

2. Inform a local evaluation consistent with national guidance. 

Approach 

The Manager of the Research, Development and Clinical Audit Department, Sure Start Director 
and project lead met to define the work schedule. Time was spent exploring ways of meeting 
the complex data requirements of the monthly monitoring returns.  The co-ordinator acted as 
the primary link with local projects to discuss monitoring and evaluation and facilitate 
individual and team action. A local evaluation workshop was held to consolidate work from 
across Westminster Sure Start and provide a foundation for future work. 

Monitoring Requirements 

Good monitoring data is essential for good evaluation10. Sure Start programmes are 
required to collect information on the numbers of children and families using their services, 
and progress towards PSA and local targets. 

Data to be drawn from all partner agencies concerning numbers of children and families 
seen, frequency of usage and outcomes. Sure Start will not just concern itself with 
numbers of people utilising particular types of services alone, but examine the extent of its 
combined ‘reach’ across the Sure Start community. In this way the total percentage of 
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eligible children and families can be calculated and inform key decisions about the future of 
the programme. 

Progress to Date 

Westminster Sure Start has made good progress in meeting its obligation to deliver robust 
and effective monitoring processes by: 

1. Identifying all eligible children within the Sure Start boundary and establishing a 
mechanism for routine up-dating of births and transfers out of the area via the 
Parkside Community Information System (CIS). It is accepted that the future of CIS 
within Primary Care Trusts is yet to be determined and that this will need to be 
monitored with plans made accordingly; 

2. Collecting, analysing and submitting base-line data as required by the Sure Start Unit. 
This data forms one of the building blocks of the local evaluation and will help 
determine the programmes achievements and cost-effective use of public money; 

3. Meeting with individual project leaders to prepare the way for the collection and 
submission of monthly monitoring data. A number of projects have noted that their 
remit extends beyond children and families to encompass child minders, and other 
community occupations/groups whose data is not required for the monthly monitoring 
returns. It is recognised that this data is important in understanding the workload and 
impact of projects and that ‘hard’ data will need to be considered alongside 
professional records and summary reports at local level; 

4. Designing and piloting data collection forms with service providers to inform the 
collection and collation of monthly monitoring statistics for the Sure Start Unit.  

5. Establishing a local database to act as a register of contacts and generate monthly 
monitoring returns (appendix 1) as required by the Sure Start Unit. The database will 
be routinely up-dated by information supplied by the CIS.  Data for all Sure Start 
children who exceed 4 years of age will be held on record for future evaluation 
purposes, including potential involvement in the the National Evaluation of Sure Start 
(NESS) longitudinal study on children, families and communities and possible selection 
for inclusion in the implementation study of 26 local programmes; 

6. Agreeing a pathway for the enrolment of local parents into the programme (appendix 
2). This to include existing children and families resident within the boundary and new 
births.  

Expectant parents: The Sure Start Midwife will be informed of all pregnant 
women in the area by the antenatal clinic at St. Mary’s and by the Health Visitors if 
they book elsewhere. She will visit all first time mothers and visit women who 
request during pregnancy. Once they have delivered a congratulations card will be 
sent with a reminder of the postnatal services available and details of the 
breastfeeding help-line. 

New Births: parents will be asked at the first (mainstream) Health Visitor visit if 
they would like to know more about Westminster Sure Start. They will be asked to 
complete a simple form agreeing to a visit by a member of the Sure Start team. 
This visit will occur before or at the time of the 6-8 week developmental check and 
introduce parent/s to Sure Start activities and services. 
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Families and Hard to Reach Populations: The outreach team will visit usually 
by two months and distribute the official welcome pack and joining information. 
They will engage and enrol families who have existing children within the 0-4 age 
range, and seek out hard to reach groups9. 

Local Evaluation Requirements 

Local evaluations should not be overly complicated and entail looking at the monitoring 
data in greater depth to understand more about the process of delivering services, how 
needs are being met (or not met) and outcomes for community members. Local 
evaluations must satisfy themselves that they are not duplicating the efforts of the 
national evaluation and are sufficiently focused on what is actually happening at ‘grass 
roots’. 

Progress to Date 

1. Agreement on production and submission of annual summaries by all projects prior to 
1st September to the Sure Start Programme Director. These are intended to 
compliment other reporting mechanisms including contract monitoring, associated with 
achievement of targets and milestones contained within the delivery plan; 

2. Support to local projects to  

• agree criteria to measure their effectiveness against stated objectives and; 

• select appropriate methods of enquiry to allow assessment of performance.  

3. A local evaluation workshop was held on the 5th September to consider how life for 
local people could be different. Participants included local service providers, local 
representatives and managers of mainstream provision. The values of Sure Start were 
explored and participants constructed a picture of what a more desirable future might 
look like (appendix 3). They described what life was like now and identified existing 
strengths to make a collaborative partnership work. Key themes included having a 
unique purpose, setting challenging but attainable goals, working alongside parents 
and children, sharing resources and expertise as well as continuous communication 
and sharing of ideas. 

Illustration 2 
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4. The evaluation of Sure Start capital projects requires further consideration. For 
example, it will be important to monitor not only the usage of play areas by young 
children, (as distinct from older children) but consider the factors that encourage or 
discourage up-take. It will also be essential to monitor the occurrence of accidents, 
including minor accidents and hazards within the immediate environment. Westminster 
Sure Start has established regular meetings with the Consultant and Paediatric 
Accident and Emergency Team for the area who have developed an information system 
for the easy identification of childhood accidents in the area. This data will be available 
to inform the wider evaluation of local projects. 

5. The Project Co-ordinator represented Sure Start at the National Sure Start Conference 
held in July 2001. The conference gave an opportunity to hear how first wave 
programmes had approached their local evaluations and detailed how local 
programmes would inform the national evaluation. Contact has also been made with 
the London and South East Regional Officer for Sure Start responsible for supporting 
the development of local evaluations.  

 Community Involvement 

Community wide involvement is essential to increase family/child access to supports and 
services, to reduce possible duplication of effort and create environments where good 
parenting can flourish. Furthermore, it is a key ingredient in making the community a safer 
and cleaner place to live. These two issues were raised at the evaluation workshop as 
contributing factors influencing programme success. 

All Sure Start projects have been asked to pay particular attention in their evaluation 
criteria to strategies that engage parents in the evaluation process as part of their 
everyday work. A number of existing projects extending or re-shaping have proven track 
records in parental involvement and are building on existing work.  

The continued involvement of parents and wider community will also be secured through 
the wider local evaluation. Avoiding evaluation ‘fatigue’ is critical to ensuring that local 
efforts do not become counter-productive1. Therefore, the combined impact of evaluation 
activity will need to be considered prior to commissioning. 

Collaborative Practice 

Work undertaken at the local evaluation workshop has set the scene for developing 
effective communications, and the strengthening of ability to understand, articulate and 
apply the core beliefs that drive the Sure Start programme. However, it is understood that 
taking this work forward will be a developmental process that moves participants from 
communication and networking towards collaboration.  

Illustration 3 
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Supporting collaborative practice and securing preserved times for such work to be 
undertaken will be essential to securing a sound process evaluation.  This will assist 
agencies to assess joint efforts, make mid-course corrections and celebrate achievements 
across the lifetime of the programme. 

Local Evaluation 

The local evaluation should reflect current priorities, based upon the formulation of clear 
questions to be examined through evaluative research. As well as looking at the 
programme overall, the evaluation may wish to look at a sample of individual projects or 
activities in more depth at various times over the life of the project. The partnership board 
will need to consider which priorities they wish to focus upon and at what stage (refer to 
recommendations) 

Evaluative research across different London Sure Start programmes might be cost effective 
and lead to a better understanding of issues associated with the particular demographic 
features of West London. However, Sure Start Guidance is quite clear that local 
evaluations should focus predominantly on the delivery of their own services and should 
not unduly focus on wider regional issues. Exceptions to this general rule would be based 
upon a clear case for investigation where larger scale research would yield better or more 
reliable information or where comparisons would help in the assessment of cost 
effectiveness. 

In considering their priorities the board may wish to strike a balance between assessment 
of output (attendance and take-up rates) and outcomes which demonstrate how children, 
families and communities have benefited from the intervention. Qualitative data should 
help illuminate hard monitoring data to answer specific questions posed. Learning arising 
from the different parts of evaluation should be used to support the partnership board 
make change to existing practice and should be available to local people and practitioners 
to inform the process evaluation described in the previous section. 

Next Steps 

Priorities identified through consultation with the local community and documented within 
the delivery plan include: 

1. Engaging with hard to reach groups, learning from their experience and the re-shaping 
of existing provision; 

2. Support for parent/s to play an economic role in society through the provision of 
quality crèche and childminding facilities; 

3. The provision of clear and accessible information; 

4. Provision of proactive practical support to families to prevent crisis intervention that is 
costly to both families and services. 

Areas of Potential Enquiry 

Outreach Team: Project evaluation might examine: 

• How these populations are engaged, the strategies used, implications and impact on 
Sure Start as well as mainstream provision; 
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• Success in supporting parents to enter the job market, gain economic advantage and 
provide an enhanced standard of living for their families. Research would examine how 
employment may be contributing to wider outcomes concerning child health, well-
being and psychological health of parents as well as indications of economic prosperity 
for the local community. 

Parent Education and Support: Project evaluation might examine: 

• How new knowledge has influenced the re-shaping of existing provision and assess 
whether changes have been beneficial, how and why they have been successful and 
difficulties encountered. For example the impact of accessible and acceptable ‘parent 
craft’ or parenting classes on children and family life; 

• The role of fathers within the family and the support they might need to contribute to 
Sure Start objectives; 

• The impact of parents as trainers and evaluators themselves. 

Pre-natal Support and Health Gain: Areas of possible evaluation include: 

• The impact of early intervention programmes for families, for example the early 
detection and alleviation of post-natal depression.  

• Longitudinal research into the health gain to children arising from smoking cessation or 
breastfeeding maintained for 3 months and beyond. Collaborative work could be 
undertaken with the outreach team to examine the extent to which hard to reach 
populations are being engaged which research shows have most to gain from such 
health initiatives; 

Programme Governance 

The approach to monitoring and evaluation described in this report draws upon multiple 
sources of information to provide an accurate and complete picture of how local services 
are being provided. Five basic strands of information: process evaluation, monitoring data, 
contract monitoring, individual project evaluation and research into specific topics provide 
a useful framework for Sure Start policymakers to monitor accomplishments, change 
practice and assess value for money. Together, these inter-locking approaches should yield 
sufficient information to meet the future needs of the programme and Sure Start Unit.  

Since the introduction of the first wave of programmes, modifications and additions to local 
guidance has been made on several occasions. These changes reflect the growth in 
understanding of what is working at local level and the need to present government with 
data that demonstrates that the public pound is being spent wisely and well. It is 
understood that the demands placed upon local programmes will only ever increase, 
particularly as they approach maturity. However, the mix of different types of data and 
methods to be used in Westminster should identify good practice, support learning and 
avoid duplication with the national evaluation. 
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Recommendations 

1. To approve the evaluation of collective learning arising from the Sure Start initiative 
(process evaluation). This will involve all stakeholders and be based upon a model of 
participatory enquiry. Sure Start providers, mainstream colleagues and community 
representatives will meet at six monthly intervals to assess learning. This work to be 
augmented by an annual ‘search conference ‘ with the Partnership Board to consider 
joint work, accomplishments and strategic mid-course corrections/change to 
programme activity; 

2. To approve research into the impact of the Community Outreach Team who play a 
pivotal role in engaging with the local people, particularly hard to reach groups such as 
refugees, single parents and young first time mothers. A protocol for the research to 
be developed by the end of the current year in order that work can be commenced by 
January 2002; 

3. To map all evaluation activity occurring within the Sure Start community, refine ideas 
and produce a written evaluation strategy with incremental objectives; 

4. To review monitoring data Summer 2002 and identify areas of potential research 
arising. 

Conclusion 

Sure Start programmes are innovative by design and therefore local learning has 
implications for programmes in other parts of the country. Sure Start raises important 
questions about effective partnerships and the nature of communities. Further, it raises 
issues concerning the changing roles of professionals who increasingly require analytical 
and community building skills in addition to mastery of their own area of expertise. 
Effective monitoring and evaluation is therefore critical to understanding whether services 
are succeeding, and if so under what conditions. 
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