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Introduction. 
 
The Cardinia Food Circles Project aims to support the Shire of Cardinia, community food 
leaders and residents in the establishment, promotion and expansion of a healthy, delicious 
sustainable and fair local food system for all Shire residents. The project was initiated in 
November 2016, and this final report details the progress, key achievements, lessons and 
reflections of Sustain: The Australian Food Network who have assumed the backbone role 
across the first two years of this Collective Impact initiative.   
 
The report is therefore structured to report against: 

a) The Framework of Collective Impact including the five conditions, core backbone 
functions and indicators of backbone effectiveness 

b) The Project Action Plan and Key Deliverables as set out in the initial contract 
between Cardinia Shire Council and Sustain.  

 
This report also provides an opportunity to reflect on the range of achievements, learnings 
and insight accumulated over the past two years of extensive work, relationship building 
and implementation. Therefore the final sections of the report are structured as a narrative 
reflection briefly outlining: 

c) Key Achievements  
d) Key Learnings, Reflections and Recommendations.  
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Where we are at: A simplified theory of change for collective impact 
in relation to systems and population changes 
 
At the initial outset of the Food Circles initiative, an ambitious 10-year vision was set that 
detailed a range of complex systems and population level changes Food Circles was working 
towards which are detailed below: 

• Reduce the overweight and obesity rates by 30%  

• The ratio of healthy food outlets to fast food outlets is 1:1 

• Reduce per capita visits to fast food outlets in the Shire by 20% 

• 80% of the Shire’s population are food and health literate 

• 50% of the Shire’s population has regular (i.e. weekly) access to fresh fruit and 
vegetables within a 1km walk from their home.  

• An increase in local jobs and business opportunities in food and agriculture 
  
The Cardinia Food Circles project team have been working to develop an understanding and 
framework for how the collective impact initiative will translate to these systems and 
population changes and to map out the phases and conditions the project needs to move 
through in order to make meaningful headway on those complex issues.  
 
A study by the Spark Policy Institute and ORS Impact, commissioned by the Collective 
Impact Forum in 2017, looked at 25 collective impact initiatives across Northern America to 
investigate ‘to what extent and under what conditions does the Collective Impact approach 
contribute to systems and population changes’1. The extensive report on this research was 
published earlier in 2018 and has been an invaluable resource for the Food Circles team.  
 
The research team and study site participants developed a framework for process tracing 
from collective impact conditions through to impacts at a systems or population level as set 
out in this simplified theory of change: 
 

 
Figure I: Simplified Theory of Change courtesy of Spark2 
 
 
Definitions for these phases, relevant to the Cardinia context and using the framework 
developed through the Spark and ORS research are provided below:  
 
 

                                                      
1 Spark 3.  
2 Spark 17.  
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Table 1: Collective Impact Phases of Change in relation to Cardinia Food Circles.  

Phase of 

Collective 

Impact Changes 

Definition Where we are at in Cardinia Food Circles 

 

The five conditions of Collective 

Impact are in place or in 

formation/development 

• Backbone Support: Sustain: The Australian Food 

Network. 

• Common Agenda: Cardinia Community Food Strategy. 

• Mutually Reinforcing Activities: Cardinia Community Food 

Strategy Action Plan + additional activities and work. 

• Shared Measurement: Some project baseline data has 

been developed, and a shared measurement framework 

is being developed. 

• Continuous Communication: Communication platforms, 

regular steering group, network and working group 

meetings have been initiated and are underway. 

 

 

‘Defined as changes to the 

environment that lay the 

foundation for systems and policy 

changes including such things as 

-increasing partnership and 

collaborating, 

- increasing awareness of the 

issue among policy makers and 

the public 

-increasing community 

engagement 

-increased availability and use of 

data 

-expanded coverage in the media 

or other communication shifts 

• Increasing partnership + collaboration: Dedicated 

partnership and stakeholder network and platforms 

developed through Cardinia Food Network, Strategic 

Steering Group, Governance Group and development of 

shared Strategy & Action Plan.  

• Increasing awareness of the issue among policy makers 

and the public: Policy makers at a Local Government 

level engaged through development of Food Strategy, 

but still work to do at this and a State Government level. 

Over 500 residents engaged in consultation process for 

the food strategy.   

• Increased availability and use of data: Framework under 

development for next phase of project, some baseline 

data established.   

• Expanded coverage in the media or other 

communication shifts: Ongoing engagement work with 

local media with a range of food system focused stories 

published, as well as activation of digital media 

platforms.  

 

 

Defined as changes to core 

institutions within Cardinia Shire 

including schools, local 

governments, private sector, non-

profits, community organisations. 

Systems changes can be 

formalized (i.e a new policy) or 

more informal experiments (i.e. a 

one off workshop or staff 

training).  

 

The Cardinia Community Food Strategy and Action has set out a 

work plan for the next 8 years to create systemic changes across 

the region’s core institutions in both formal and informal ways 

ranging from educational events, workshops and film screenings 

(informal at a community level) all the way through to advocating 

for policy change to protect local farmland (formal systems 

change).  

 

 

Defined as changes in the target 

population for a Collective Impact 

Initiative 

Cardinia Food Circles is working towards population changes 

across Cardinia Shire including: 

-Increase in food and health literacy levels 

-Increase in consumption of fresh, healthy food 

-Reduction in obesity 
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This framework makes it clear that two years into the project, Cardinia Food Circles sits 
across the initial two phases of implementing and consolidating the five conditions of 
collective impact, and the early changes these conditions make possible.  
 

 
 
Figure 2: The changes in this early phase of the Cardinia Food Circles initiative are happening 
across the two phases of collective impact conditions and early changes. 
 
It is worth noting here that this is to be expected in the timeframe of Collective Impact, 
given the time intensive nature it takes to build relationships, platforms and trust and to 
develop a common agenda.  For the Spark Policy research, initiatives had to be at least three 
years in to participate in the study, and have two of the five CI conditions in place. From 
Sustains perspective four of the CI conditions are in place and under ongoing development 
(Common Agenda, Continuous Communication, Mutually Reinforcing Activities and 
Backbone Support) with the remaining in development (Shared Measurement).  
 
The next section of the report examines in more detail the progress to date on developing 
those five Collective Impact conditions.  
 
 

Where we are at: Collective Impact Conditions  
A key point of difference of Collective Impact from other collaborative projects is the 
implementation of the five conditions of Collective Impact.  
 

 
Figure 3: Five Collective Impact Conditions courtesy of Spark3 
 
Recent research into the practice of Collective Impact has developed understanding of the 
staged process in developing the five conditions in practice, with the presence of a 
Backbone a ‘foundational element that supports the presence of other conditions’ 4.  
 
 

                                                      
3 Spark 16 
4 Spark 54 
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Analysis of 25 successful CI initiatives showed that alongside the backbone, the other 
foundational elements for CI are the formation of a Common Agenda and Continuous 
Communication. Once these are underway, the remaining two conditions of shared 
measurement and mutually reinforcing activities are enabled as illustrated in the figure 
below:   

 
Figure 4: The Relationship Between the Collective Impact Conditions5.  
 
After two years of the Food Circles initiative, the project has the three foundational 
conditions in place (albeit still evolving), and the remaining two conditions are also either in 
place or under development. 
  
Our assessment of these conditions is set out in detail below, drawing on the research and 
assessment framework developed by the ‘When Collective Impact Has an Impact’ multi-site 
study. 6 Note this assessment will be expanded on through the development and 
implementation of evaluation tools to measure the effectiveness of the backbone and the 
strength of the five collective impact conditions from partner and stakeholder perspectives.  
 
 
 
 
 
 

                                                      
5 Spark 55 
6 ibid 46.  



 
Table 2: The status of the three foundational Collective Impact Conditions in the Food Circles initiative as of October 2018. 

CI Condition Element of Condition Indicator Status Process for Evaluation 

Backbone 

Support 
 

One or more orgs with committed staff 

designated to perform backbone 

functions 

Sustain: The Australian Food Network 

has assumed the backbone role 

Sustains presence as the backbone 

org is now well established but 

resource constraints have placed 

limits on scope of work.  

Evaluation tools being developed to 

measure effectiveness from 

stakeholder and partner perspectives.  

Well functioning leadership structure 

established, responsible for 

governance & decision making 

 

A governance group and strategic 

steering group have been established.  

The governance group has been 

meeting regularly since the first 

quarter of 2017.  

The strategic steering group is still 

in early stages of development 

(convened in August 2018, two 

meetings to 31 Oct 2018) but has 

solid levels of commitment and buy 

in.  

Evaluation tools being developed to 

measure effectiveness of backbone 

from participant/member perspectives 

Backbone infrastructure coordinates & 

supports core initiative activities 

 

Sustain has been working to coordinate 

and support core initiative activities.  

Successful completion and 

coordination of a range of core 

initiative activities (refer to action 

plan report below) 

Evaluation tools being developed to 

measure activity outputs and 

coordination/support impacts.  

Backbone staff have appropriate skills 

& credibility to perform backbone 

Sustain staff are appropriately qualified 

and experienced to perform backbone 

functions 

Sustain has recruited and retained 

an experienced core team whose 

skills and experience are 

complementary and who have good 

standing in the community and with 

food system stakeholders in 

Cardinia and beyond 

Evaluation tools being developed to 

measure effectiveness from 

stakeholder and partner perspectives. 

Continuous 

Communicati

on 

Structures & processes in place to 

inform, engage & seek feedback from 

internal partners 

Governance group, team meetings, 

strategic steering group and Cardinia 

Food Network meetings are underway.  

Governance group well established, 

steering group and food network 

still developing. The Food Network 

has been meeting regularly since 

May 2017.   

Evaluation tools being developed to 

measure effectiveness from 

stakeholder and partner perspectives. 



 9 

Internal communications support 

effective functioning of initiative work 

Communications strategy and internal 

comms team developed. 

Effective internal comms but work 

to do re cross partner channels. 

As above 

External communications inform & 

engage public about initiative, facilitate 

knowledge & understanding, increase 

buy-in & provide opportunities for 

feedback & input. 

External communications strategy and 

platforms in place including website, 

social media platforms, newsletter, 

events and local media connections.  

Staffing (retention, resourcing, 

capacity) has been a challenge, but 

effective engagement numbers for 

consultation and events indicate we 

are heading in the right direction.  

Evaluation tools being developed to 

measure effectiveness from 

stakeholder and partner perspectives 

as well as reach/outputs.  

 
 
Table 2 continued: The status of the three foundational Collective Impact Conditions in the Food Circles initiative, October 2018.  

Collective 

Impact 

Condition 

Element of Condition Indicator Status Process for Evaluation 

Common 

Agenda 

Identifiable overarching goal & vision 

for initiative within clearly defined, 

bounded/actionable problem space 

Overarching goal and vision developed + 

tested through consultation and 

stakeholder workshop and articulated 

within the Cardinia Community Food 

Strategy. 

Still work to do to refine goal, 

theory of change and bounded 

problem space – this work is 

underway with a first draft to be 

presented to the governance and 

strategic steering groups by the 

end of 2018.  

Evaluation tools being developed to 

measure relevance from stakeholder 

and partner perspectives as well as 

reach/outputs. 

Partners have common understanding 

of problem  

Key partners and stakeholders 

participated in Cardinia Food Forum, 

consultation process and stakeholder 

workshop all of which aimed to build a 

common understanding.  

Progress made, but still work to do 

to refine focus and deepen 

understanding across broad 

partner groups.  

Evaluation tools being developed to 

measure partner understanding.  

Partners have clearly articulated 

approach/set of high level strategies 

to solve problem 

 

Cardinia Community Food Strategy and 

Action Plan – developed and signed off 

on by multiple stakeholders and 

Partners.  

The Strategy and Action Plan has 

been finalised and provides a clear 

approach – this is a live document 

so will be refined and developed by 

practice and as understanding 

grows.   

Evaluation tools being developed to 

measure partner understanding and 

usability/clarity of document.  
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Partners have high level of buy-in to 

shared vision for change, agreed upon 

goals & approaches.  

 

Partners have taken on ownership or 

support roles for actions and are 

signatories to the goals and strategies.  

High level of buy in developed 

through food strategy development 

– the challenge is now to maintain 

that through implementation.  

Evaluation tools being developed to 

measure partner buy-in and 

commitment.  

 
An assessment of the two Collective Impact conditions subsequent to these foundational conditions are set out below.  
Table 3: The status of the remaining Collective Impact Conditions in the Food Circles initiative, October 2018 

Collective 

Impact 

Condition 

Element of Condition Indicator Status 

Mutually 

Reinforcing 

Activities 

 

Collective action plan specifying 

strategies & actions different partners 

commit to implement 

 

Cardinia Community Food Strategy and 

Action Plan 

2016-2018 Cardinia Food Circles 

Action Plan that included development 

of Community Grocer, Food Network 

and other activities.  

Food Strategy finalised and up for Council adoption.  

Food Circles 2016-2018 Action Plan implemented.  

Partners implement strategies to 

advance shared action plan 

 

Cardinia Community Food Strategy and 

Action Plan Reporting mechanisms.  

Strategy and Action Plan not yet launched. Will be publicly launched, if 

adopted, in December 2018. 

Working groups/collaborative 

structures established to coordinate 

activities aligned with action plan 

 

Formation of working groups for action 

plan activities. 

A range of working groups already formed including the food hub 

working group, community farm school, community grocer, healthy 

education network and various food network working groups. 

Others to be activated at stakeholder forum in February 2019.  

Partners hold each other accountable 

for implementing activities as planned.  

 

Reporting and measurement systems. Not yet developed.  

Shared 

Measurement 

System 

Agreed-upon common indicator(s) 

established to consistently track 

progress across time 

Measures and indicators established 

for priority objectives.  

Under development 

A considerable amount of baseline data has been collected/developed 

through an array of methodologies including the Cardinia Food Security 

and Food Literacy Survey 2018, and the Background Mapping and 
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Food Profile Workshops of 2016-2017 that led to the participatory food 

system profile for Cardinia Shire.  

Functional approach & system to 

collect, store, analyse, & report valid & 

reliable data 

Dashboard system or equivalent 

established to track and report impact 

Under development 

Output/results of shared measurement 

system are actionable for data use  

Dashboard system or equivalent 

established to track and report impact 

Under development 

Where we are at: The Core Functions of a Backbone and indicators of effectiveness 
In 2012, the Greater Cincinnati Foundation and FSG developed a framework to define and communicate what backbone effectiveness entails 
in Collective Impact. This framework outlines 6 core functions of a backbone and 27 indicators of effectiveness. This framework has been used 
to assess the work of Sustain over the past two years as set out below:  
 
Table 2: Self Assessment of the six core functions of a backbone and indicators of effectiveness we can talk to at this point in time 

Backbone 

Function 

Indicator of effectiveness Status + Rationale Critical gaps/next steps 

Guide Vision 

& Strategy 
 

Partners accurately describe 

the common agenda 

The common agenda has been workshopped with partners and is now clearly articulated in the 

Cardinia Community Food Strategy.  

Enabling the remaining indicator 

for this function, and developing 

evaluation tools to formally 

monitor and assess these 

indicators.  

Partners’ individual work is 

increasingly aligned with 

common agenda 

 

Partners have aligned work through the development of the shared 8 year Action Plan.   

Board members and key 

leaders increasingly look to 

backbone for initiative 

support, guidance and 

leadership 

Sustain staff have been drawn on to support and provide advice/input into a range of 

initiatives including: Community and School Gardens, Funding applications and campaigns, 

development and ongoing support of the Healthy Education Network and Community Grocer.  
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Support 

Aligned 

Activities 

Relevant stakeholders are 

engaged in the initiative 

A wide range of stakeholders have been engaged in the initiative: 

-over 500 people reached through food strategy consultation 

-a core membership of local food leaders on the Cardinia Food Network of 10-15 

-17 different organisational partners leading or supporting actions as part of the Food Strategy 

Action Plan.  

-Steering Group of 9 key organisational leaders/representatives established 

Enabling the remaining 

indicators for this function, and 

developing evaluation tools to 

formally monitor and assess 

these indicators.  

 

Partners increase 

scope/type of collaborative 

work 

-The Cardinia Community Food Strategy sets out a range of collaborative actions partners have 

agreed to. 

-Increased collaboration already occurring through activities such as developing/supporting 

The Community Grocer, the Healthy Education Network, the Cardinia Food Network and the 

Pakenham Community School Farm.   

Partners feel supported and 

recognized in their work 

Backbone has been consciously working to celebrate and recognize the work of partners 

through: 

-Case studies in Community Food Strategy 

-Showcasing partners at the Cardinia Food Forum 2017 

-Media and social media platforms 

 
Table 2 continued: Self Assessment of the six core functions of a backbone and indicators of effectiveness we can talk to at this point in time 

Backbone 

Function 

Indicator of effectiveness Status + Rationale Critical gaps/next steps 

Establish 

Shared 

Measurement 

Practices 
 

Shared data system is in 

development 

The common agenda has been workshopped with partners and is now clearly articulated in the 

Cardinia Community Food Strategy.  

Enabling the remaining 

indicators for this function 

and developing evaluation tools 

to formally monitor and assess 

these indicators.  

Build Public 

Will 

Community members are 

increasingly aware of the 

issues 

This is very much a work in progress, with a lot of engagement work done to date including:  

-over 500 people reached through food strategy consultation 

- 75 community members participated in baseline food system mapping workshops in three 

different locations across the Shire in March and April 2017 

- 70 community members regularly attending the weekly Pakenham Community Grocer 

-a core membership of local food leaders on the Cardinia Food Network of 10-15 

Enabling the remaining 

indicators for this function,  

and developing evaluation tools 

to formally monitor and assess 

these indicators.  
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-17 different organisational partners leading or supporting actions as part of the Food Strategy 

Action Plan.  

-The Cardinia Food Movement Gathering (96 people attended) and the Cardinia Food Forum 

2017 (over 100 people attended) 

-Activation of media and social media platforms,  

 

Community members 

express support for the 

initiative 

-Support and excitement expressed by community members at the Cardinia Food Forum, 

Kitchen Table Conversation and Idea Harvest events, on social media and in food network 

meetings.  

- Over 300 people voting for the Packenham Community Farm School initiative as well as the 

Sikh Community Kitchen in the Pick My Project funding round. 

Advance 

Policy 

Target audiences 

increasingly aware of the 

initiative 

At a local Government level: Council staff, Senior Leadership Team and Councillors engaged 

through events, development of food strategy and consultation process.  

-Developing advocacy platforms 

and relationships to advance 

policy at federal and state levels 

- Enabling the remaining 

indicators for this function,  

and developing evaluation tools 

to formally monitor and assess 

these indicators.  

Public policy increasingly 

aligned with initiative goals 

Cardinia Community Food Strategy, if adopted, will be a local government strategy and hence 

clear alignment with initiative goals. 

Sustain worked with Cardinia Shire Council to gain endorsement of the Urban and Regional 

Food Declaration, leading to the signing of the Declaration at the 2017 Cardinia Food Forum.  

Through Sustain’s networks and advocacy work across Councils, and showcasing the project at 

various events including the Urban Agriculture Forum, the national Sustainable Communities 

Summit, the Metropolitan Waste and Resource Recovery Group, the 3rd national New 

Economies Network Australia Conference, and the Kingston Food Summit. A number of other 

councils from across Victoria have expressed interest in the approach that Cardinia Food 

Circles is taking including the City of Hume, Brimbank City Council and Mornington Peninsula 

Shire Council. There is therefore considerable opportunity to leverage this work into public 

policy across other Local Government Areas and from there to State government level, through 

synergies with the newly-forming Melbourne Food Alliance and the policy agenda being 

developed by the Foodprint Melbourne research team at Melbourne University.  

 
 
Table 2 continued: Self Assessment of the six core functions of a backbone and indicators of effectiveness we can talk to at this point in time 

Backbone 

Function 

Indicator of effectiveness Status + Rationale Critical gaps/next steps 
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Mobilize 

Funding 
 

Funders are redirecting 

funds to support initiative 

goals 

Ripe for Change funders approached Sustain with left over funds seeking to reallocate them to 

support the Food Circles initiative, and have consulted with project staff about key needs and 

partner initiatives for the next funding round in 2019.  

-Developing stronger funder 

relationships to advocate for 

core/capacity building funding 

and not just discrete project 

funding.  

Enabling the remaining 

indicators for this function and 

developing evaluation tools to 

formally monitor and assess 

these indicators.  

  

New resources from public 

and private sources are 

being contributed to 

partners and initiative 

A range of funding sources have been mobilised into the Food Circles initiative over the past 

two years, with the Bakbone actively working to mobilise available funding opportunities 

including: 

-$20 000 ECP RMIT Funding to support communications and community engagement 

-$5000 from the Lord Mayor’s Charitable Foundation for a pilot of the Pakenham Secondary 

College Community School Farm 

-$10 000 from the 2017 Ripe for Change program for communications work on the Food 

Circles project 

-$199 000 from Pick My Project for the Community School Farm 

-$82 480 from Pick My Project for the Sikh Community Kitchen  

-$8000 from William Angliss Institute to support documentation and evaluation of the 

participatory food strategy development process 

TOTAL: $324 480 

A range of in kind support has also been mobilised including:  

-in kind support from Monash University: Public Health and Nutrition Placements 

-In kind support from RMIT University: communications and food literacy student internships 

$15 550 

-In kind support from Melbourne University: Agricultural science student internship $5775 

-In kind support from Melbourne University: Honorary Research Fellowship and 

mentoring/support to develop an evaluation framework for the Food Circles initiative. $5000 

- in kind support from project staff est. @ $89 832 

- in-kind consultancy to develop the Cardinia Food Hub Feasibility study est. @ $30 000 

-Community members volunteering to plan and host events, volunteer at the community 

grocer, community food animators and scribes for the kitchen table conversation process, 

guest speakers @ events, Food Network and Working Group Members meeting and volunteer 

work time 

: est. total @ $180 000   

Total estimate (excluding Monash University and Council in kind): $326 157 
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Report against the Cardinia Food Circles Action Plan and Key Deliverables 

Action Plan: Year 1 - 1 Nov 2016 – 31 Oct 2017 
Key  
(35 total  actions)  
Complete = 35/35 (100%) 

Activity 1:  Map and scope existing food systems work and future partnership opportunities 

Tasks   Responsible Status  

1.1 Investigate local food Launchpad operating in Cardinia with partners Sustain  Complete: Investigated but 

insufficient funding to deliver with 

scoped partners 

1.2 Scope viability of Community Grocer / Food Justice Truck operating in Cardinia  Sustain  Complete: The Community Grocer 

engaged and feasibility study 

complete for a Cardinia site.  

1.3 Map existing food system work and identify potential evaluation measures through desktop 

document review and discussions with past and present Council staff and partners     

Sustain / CSC Complete: Background Mapping 

Report 

Discussion:  

• Further focus needed on evaluation measures, and this is being actioned now through a dedicated honorary Research Fellowship position with Melbourne 

University’s Social Equity Institute. A draft evaluation framework with suggested measures will be workshopped with the Food Circles Steering Group and 

Governance Group in November/December 2018.  

• The Pakenham Community Grocer has been the most successful market to date across all Community Grocer sites. The Community Food Strategy includes 

actions to enhance the viability and local procurement of the market, and to scope the feasibility of additional sites across Cardinia Shire. Refer to 

Appendix V for the six-month report of this market. 

Recommendations:  

• Local Food Launchpad programs have had considerable impact in the City of Melbourne in fostering innovation and new food enterprises. It is worth 

keeping this action in mind in future years should the appropriate partner to lead (not the backbone) and funding opportunities become available.  

• There is still a need to further embed food systems thinking across stakeholders, including Cardinia Shire Council, as included in actions under Strategy 5 

of the Community Food Strategy. It is recommended that in future work plans for the Backbone there is an inclusion of capacity building/engagement 

activities to bring speakers and opportunities for learning to staff at council and other partners.   
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Activity 2:  Establish a Cardinia Food Network 

Tasks   Responsible Status 

2.1 Undertake community engagement process to identify food champions  Sustain  Complete:  

2.2 Facilitate information sessions and network meetings (venue hire, refreshments, 

administration)  

Sustain  Complete 

Discussion:  

• The depth and range of local food leaders across Cardinia Shire is extraordinary, from farmers to chefs to bakers and home gardeners extraordinaire. 

Building on and amplifying these strengths and passions has been an important part of the initial two years of the project, consistent with an asset based 

approach to community development. This work of engaging, connecting, supporting and celebrating will need to continue across the project.  

• The Cardinia Food Network is developing into the community engine room of the Food Circles project, as reflected in the number of actions they are leading 

across the Food Strategy Action Plan, as well as a focus on building capacity across the group.  

Recommendations: 

• To secure funding and develop strategic focus for building capacity and autonomy of the Cardinia Food Network.  

 

 

Activity 3:  Develop communications strategy and platforms for the Food Circles Project  

Tasks   Responsible Status 

3.1 Develop key messages  Sustain / CSC Complete 

3.2 Develop food circles brand   Sustain / CSC Complete 

3.3 Develop marketing material  Sustain / CSC Complete 

3.4 Investigate and establish webpage, social media  Sustain / CSC Complete 

Discussion:  

• An ongoing challenge for the project team is to develop and communicate simple, clear messaging about the initiative given the complexity of the issues we 

are working across, and the multi-faceted nature of the local food system. The development of the food strategy has assisted with this, but there is still 

some ongoing work to do in focusing and refining the messaging on this project.  

• Refer to Appendix I for media and marketing examples.  

Recommendations: 
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• The initial project budget included no budget line for communications, which is a key function of the Backbone Organisation. Future budget allocations and 

funding applications need to include a dedicated component for communications staffing and activities.  

• Further workshopping needs to happen to further refine and streamline messaging and communications avenues to key stakeholder groups across the food 

system, and ongoing discussion about more empowering and positive ways of communicating re health outcomes and obesity in particular.  

• There is considerable opportunity to engage with best practice research and work in this space at a national and international level, and to integrate with a 

major CRC research project, or at the minimum to bring strategic stakeholders around the table including the Obesity Prevention Centre.  

 

 

Activity 4:  Presentation to Councillors / Council staff about Food Circles Project 

Tasks   Responsible Status 

4.1 Develop SLT report   CSC Complete 

4.2 Develop Council Briefing  CSC Complete 

4.3 Develop presentations to deliver to Council staff CSC Complete 

Discussion + Recommendations: :  

• SLT and Council briefings have been an important way of engaging Council leadership and Councillors in the work of the project. It is recommended that 

regular report and briefings are scheduled across the lifespan of this initiative to build ownership, engagement and understanding.  

 

 

Activity 5:  Food systems profiling: stakeholder workshops x 5 with local knowledge holders 

Tasks   Responsible Status 

5.1 Identify key stakeholders (internal/external) to participate in workshops  Sustain / CSC Complete 

5.2 Schedule and run workshops  Sustain / CSC 

5.3 Generate food system profile  Sustain 

Discussion: 
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• Three workshops were held across the Shire, in Koo Wee Rup, Pakenham and Gembrook and a food system profile developed for each site, and a 

combined profile, with a report generated. 75 local community members attended, with these workshops representing an important early opportunity to 

raise awareness amongst the community of the key issues the project was seeking to address 

• Refer to Appendix II for the Food Profiles Report.  

Recommendations: 

• Thought needs to be given to when and how this participatory baseline will be revisited and at what stage of the project, as well as work to integrate it with 

the Community Food Strategy and Action Plan.  

• Engage with the Circles of Social Life methodology to integrate with the February 2019 Stakeholder Workshop for the activation of the Food Strategy to 

utilise the powerful communication tool of the profiles for visually measuring and tracking progress across the food system.  

 

 

Activity 6:  Cardinia Food Summit 

Tasks   Responsible Status 

6.1 Develop the objectives and agenda, secure speakers (Acknowledgement of/welcome to 

country), identify venue   

Sustain / CSC Complete 

6.2 Promotion and publicity and secure registrations  Sustain / CSC Complete 

6.3 Deliver summit Sustain / CSC Complete 

6.4 Produce report  Sustain  Complete 

Discussion:  

• Refer to Appendix III: Food Forum Report for full details  

• A highly successful event and launch of the project, with over 100 community members attending; but also resource intensive in terms of staff time.  

Recommendations:  

• Ensure staff time and budget is adequately budgeted, and there is sufficient time for planning 

• Consider ways to focus future Food Forums/Summits on particular themes and hence sectors of the community – it is difficult to develop a program that 

will appeal to farmers, teachers, community health, businesses, families and residents. Thoughts need to be given for each forum as to who is the key 

stakeholder group to engage through this activity at this phase of the project.  
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Activity 7: Develop resources for community food systems animators & run workshops with animator teams 

Tasks   Responsible Status  

7.1 Identify community food animators  Sustain  Complete 

7.2 Develop kitchen table talk resources/materials to assist with food plan development (e.g. 

topic guides, talking points etc) 

Sustain  Complete 

7.3 Deliver train the trainer sessions  Sustain  Complete 

Discussion: 

• Ten community food animators were recruited and trained, with eight remaining highly engaged across the entire process  

• Kitchen Table Talk resources were continuously refined and developed across the process as we received feedback about useability, relevance and 

engagement strengths and challenges. 

• Refer to Appendix IV for the Community Food Animator Handbook 

 

Activity 8:  Workshops to establish food literacy definition x 3 with Cardinia Food Network, Council staff and others 

Tasks   Responsible Status 

8.1 Identify teachers, youth, health professionals, other stakeholders to attend workshops   Sustain Complete 

8.2 Develop workshop agenda, objectives Sustain Complete 

8.3 Schedule and run workshops  Sustain Complete 

8.4 Generate local food literacy definition and criteria for assessment of baseline  Sustain Complete 

Discussion:  

• There were some challenges with this activity given the broad range of local perspectives on food literacy, and the challenge of developing this into a 

useable research tool for a survey. 
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• Given the limited resources for project staff, one workshop was held with Cardinia Food Network members and supplementary activities were conducted 

with primary school students and teachers to capture the ‘voices of children’ and their lived experience of food literacy in the local food system.  

• In the end, the definition used to inform the survey was a standard definition that the food network group discussed and gave clearance on. 

Recommendations: 

• Workshop activities need to have specific benefit/outcomes/point of interest for stakeholder groups. In the future, consider tangible outcomes and take-

home learnings that participants would gain from attending.   

 

 

Activity 9:  Survey to establish food literacy: pushed back and completed in 2018 

Tasks   Responsible Status 

9.1 Design and implement survey via market research company  Sustain / CSC Complete 

Discussion: 

• Discussions with Monash University and CSC brought up the opportunity to utilise Monash University student placements to design and implement the 

survey  

• This approach saved significant funds, but did delay the implementation of this activity due to needing to align with student placement timings as well as 

additional barriers faced by the student team to accessing addresses/phone numbers etc to put the survey in the field 

• Final analysis of the survey findings will be complete in the summer of 2018.  

Recommendations: 

• Considerable savings were generated from the project budget through this partnership with Monash University. Planning for the future needs to consider 

how we can continue to work with Monash University for data collection, and focused discussions around the type of activities and work that would be of 

most benefit and interest for students.  

 

 

Activity 10:  Cardinia Food Plan kitchen table talks x 50 – carried forward and completed in 2018 

Tasks   Responsible Status 

10.1. Work with animators / Cardinia Food Network / CSC to locate venues, dates and times for 

kitchen table talks 

Sustain Complete 

10.2. Support animators to recruit participants to kitchen table talks (including meetings, visits 

as required) 

Sustain Complete 



 21 

10.3. Attend and support animators in the first round of kitchen table talks and subsequently Sustain Complete 

10.4. Animators run and document kitchen table talks  Sustain Complete 

10.4. Carry out review meetings with animators and generate interim report for discussion with 

CSC staff and Sustain Board / Cardinia Food Network members  

Sustain / CSC Complete 

Discussion: 

• The Kitchen Table Conversation process was pushed back to 2018 largely due to the capacity and workloads of the project team. Extensive planning was 

required to execute the process and support animators in running the events 

• A total of 30 kitchen table talks were held from February to May 2018, as well as an ‘idea harvest’ campaign across the month of May to provide a stay at 

home engagement option for busy families.  

• Refer to Appendix IV for a background to this work in the Community Food Animator Handbook. 

Recommendations: 

• This intensive participatory engagement process was resource heavy, and not adequately budgeted for in terms of project team capacity to plan, train, 

implement and support the talks. For future participatory processes, ensure there is adequate resourcing and time allocation for the time intensive nature 

of this work.  

 

 

Activity 11:  Internal food systems workshops with Council staff 

Tasks   Responsible Status 

11.1. Develop workshop objectives, agenda and materials Sustain Complete 

11.2. Schedule and run workshops x 3 Sustain / CSC Complete 

11.3. Document workshops / key points for incorporation in MHWP / Council Plan etc.  Sustain / CSC Complete 

Discussion: 

• For strategic reasons this activity has been given less focus then external engagement across the past two years. Early on the project team learnt that 

unless there is a specific ‘ask’ or reason for engagement with council staff it is difficult to get everyone to attend a workshop or meeting. 

• Recent work to engage staff with the Food Strategy Action Plan, and the interest shown in a recent lunchtime food systems workshop with international 

speakers indicates that it is now time to reactivate and focus on this action.  

Recommendations: 

• Build internal workshops into future work programs to continue to build momentum, engagement, ownership and capacity.  
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Action Plan: 1 Nov 2017 – 31 Oct 2018 
Key  
(22 total  actions)  
Complete = 19/22 (86%) 
Ongoing = 3/22 (13.6%) 
 

Activity 1:  Cardinia Food Plan kitchen table talks x 50 

Tasks   Responsible Status 

1.1. Animators run and document kitchen table talks  Sustain Complete 

1.2. Carry out review meetings with animators and generate final report for discussion with CSC 

staff and Sustain Board / Cardinia Food Network members  

Sustain / CSC Complete 

1.3. Draft Cardinia Community Food Plan with animators and CFN members  Sustain / CSC Complete 

1.4. Circulate for discussion with participants, obtain feedback, carry out review sessions, 

incorporate and prepare final version for launch event in November 2017 

Sustain / CSC Complete 

Discussion: 

• As per discussion above – the Draft Cardinia Community Food Strategy is now going through the final processes to go up for Council adoption in 

December 2018.  
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Activity 3:  Support the formation of a Healthy Schools Network (in partnership with Stephanie Alexander Kitchen Garden Foundation) as part of the Cardinia Food 

Network 

Tasks   Responsible Status 

3.1 Meetings with Principals network, Food Studies teachers and students Sustain / CSC / SAKGF Complete 

3.2 Co-facilitate and help document the first six meetings of the Healthy Schools Network   Sustain / SAKGF 

Discussion: 

• Network now being delivered in partnership with Monash Health who are leading this activity, with the Kitchen Garden Foundation in a supporting role and 

Sustain co-convening with Monash. 

• Following extensive planning, meetings and a teacher survey the first meeting was  held in November 2018 with meetings to be held once a term based 

on teacher feedback, as well as the development of a digital platform for collaboration and resource sharing that will operate out of the Cardinia Food 

Movement website.  

Recommendations: 

• Include resourced for the network in future budgets to help cover capacity building and training needs. The initial meeting showed huge interest from Early 

Learning, Primary and Secondary Schools right across the Shire and provides a real opportunity to build capacity of local educators and collaboratively 

work to enhance food and health education in schools. So continue to plan and allocate resources accordingly.  

 
 

Activity 2:  Support the continued operation of the Cardinia Food Network 

Tasks   Responsible Status 

2.1 Facilitate network meetings (venue hire, refreshments, administration)  Sustain / CSC Complete 

2.2. Support and liaison with CFN members and supporters  Sustain / CSC 

Discussion: 

• As discussed for year 1, a critical focus moving forward is to build capacity and independence of this network 
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Activity 4:  Implement communications strategy and platforms for the Food Circles Project  

Tasks   Responsible Status 

4.1 Activate social media platforms, blogs Sustain / CSC Complete 

4.2 Develop local / state media contacts Sustain / CSC 

4.3 Generate media releases / media opportunities with animators / CFN / Healthy Schools 

Network / Monash Healthy Food Network etc.   

Sustain / CSC 

Discussion: 

• As discussed for first year action plan, this is an ongoing piece of work and there is still work to be done to build stronger relationships with local media.  

Recommendations: 

• Allocate resources for communications staff and activity in future project plans, as well as time for the project team to refine/develop the messaging, 

collate and generate stories, maintain website etc.  

 

 
 

Activity 5:  Presentation to Councillors / Council staff about Food Circles Project: establish project steering group as working  of Liveability in Cardinia  

Tasks   Responsible Status  

5.1 Develop SLT report   CSC Complete 

5.2 Develop Council Briefing  CSC 

5.3 Develop presentations to deliver to Council staff CSC 

Discussion: 

Refer to discussion and recommendations from Year 1.  

 
 



 25 

 

Activity 6:  Activate food social enterprise actions 

Tasks   Responsible Status 

5.1 Facilitate the establishment of one or more mobile or pop-up fresh food markets Sustain / partner 

organisation 

Complete 

Discussion: 

Refer to discussion and recommendations from Year 1.  

 

 
 

Activity 7:  Second Cardinia Food Summit: postponed do align with launch of Cardinia Food Strategy 

Tasks   Responsible Status 

6.1 Develop the objectives and agenda, secure speakers (Acknowledgement of/welcome to 

country), identify venue   

Sustain / CSC Carried Forward to February 2019 

due to timing of Council Meeting 

in December 

6.2 Promotion and publicity and secure registrations  Sustain / CSC 

6.3 Deliver summit, including launch of Cardinia Food Plan and associated materials Sustain / CSC 

6.4 Produce report  Sustain  

Discussion: 

• The delay in the kitchen table conversation process has pushed back the timing of the second Cardinia Food Forum as it is supposed to be the launch 

event for the Cardinia Community Food Strategy 

• The project team and governance group have discussed the need for an event in 2018 to keep momentum going and acknowledge the work to date, as 

well as the futility of organising a large stakeholder forum in December around the ‘silly season’ and with staff leave etc.  

• The revised plan for this event is to hold a ‘soft unofficial launch’ with a film screening and panel in December, and start 2019 with momentum through a 

stakeholder workshop focused on activating the Food Strategy and Action Plan and building capacity across partner organisations in Collective Impact 

Recommendation: 



 26 

• In the future, be realistic about the time it takes to plan and deliver a major Food Forum to avoid unrealistic workloads and time frames for the project 

team. To deliver a major event takes months of planning, engagement and communications and is not possible in tandem with other major activities such 

as consulting and develop a Local Food Strategy etc. Allow time!  

 
 

Activity 9:  Internal food systems workshops with Council staff 

Tasks   Responsible Status  

9.1. Develop workshop objectives, agenda and materials Sustain / CSC Complete 

9.2. Schedule and run workshops x 6 Sustain / CSC 

9.3. Document workshops  Sustain / CSC 

Discussion: Refer to discussion for Year 1 

 

 

Reflections: Key achievements across the past two years 
 
A review of our outputs to date, progress reports and reflection sessions held with the project team and governance group have highlighted a 
number of key achievements of the first two years of the project:  
 

• The breadth and depth of community engagement with the broader project and specific initiatives:  

Initiating with the food profile workshops in March-April 2017 the project has grown and deepened relationships across the broad spectrum of 
the food system from farmers to schools, local businesses to community groups. A key enabler of this has been the on the ground presence of 
Max Godber, our Community Engagement Coordinator, as well as the passion and initiative of local food leaders who have been waiting for an 
opportunity to contribute in the food space.  
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• The depth and quality of the engagement process for the Cardinia Community Food Strategy:  
The participatory process used to develop the Cardinia Community Food Strategy provided a depth of insight into the lived experiences of 
multiple residents in relation to the local food system. This process, together with the Stakeholder Workshop to develop an action plan based 
on consultation findings enabled the co-creation of a common agenda and action plan that is locally informed, led and owned.  
 

• The launch and success to date of the Pakenham Community Grocer:  
The Pakenham market is The Community Grocer’s most successful market to date, and has been warmly embraced and utilised by the local 
community.  
 

• Convening of strategic partners around the Food Strategy, Steering Group, Food Network and initial Food Forum: 

A broad range of partners are now on-board with the initiative, leading or supporting actions in the Food Strategy, as members of the Steering 
Group or Cardinia Food Network or as speakers/profiled local food leaders and allies on various initiatives.  
 

• Strong working partnership between Cardinia Shire Council and the backbone:  
Council has provided invaluable support and acted as a pivotal enabler to the work of Sustain as the backbone organisation and a close 
working partnership has developed, particularly between members of the project team.  
.  

• The development and activation of communications platforms to help facilitate continuous communication and 
build public will:  

Social media platforms are generating a strong local following, and becoming an active site of discussion and network while the website 
provides an invaluable platform for communication and information.  
 

• The funding mobilised to date both in-kind and financial:  
An estimated $326 157 in kind contribution has been provided to date, excluding the significant in-kind contributions from Monash University 

and the Healthy Communities Coordinator at Cardinia Shire. External funding mobilised is currently quantified at $324 480 from a range of 
funding sources. The initial commitment of the Council of $200,000 has accordingly been leveraged by a factor of 3.25:1, with a consequent 
major increase in the impact of the project in these initial two years.  
 

• Pick My Project Funding: Community Support mobilised and Long-Term Implications  
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Sustain in its role as the Backbone worked closely with two local food project applicants for the State Government Pick My Project Funding – 
The Pakenham Secondary College Community School Farm initiative, and the Sikh Community Kitchen. A dedicated communications strategy 
was run to mobilise votes and support from the community, leading to each project receiving over 300 votes to successfully obtain funding. 
The high level of funding obtained for the Community School Farm project is worth acknowledging, given the long-term implications this 
initiative has for the broader community through its focus on creating engaging vocational pathways for disengaged youth in the food and 
farming sector, and providing a model for business/education partnership that can be replicated by other schools across the Shire, and 
beyond.  
 

• The advocacy and networking role of Sustain: learning + partnership opportunities + regional interest  
The wider profile and work of Sustain through its other initiatives and focus on networking and advocacy work at a regional and state level has 
brought a range of learning and partnership opportunities to the Food Circles project in the form of international guest speakers (including 
Devita Davison (USA), Charles Levkoe (Canada) and Jose Luis Vivero Pol (Spain)) and the development of partnerships  and funding 
relationships with stakeholders including RMIT University, The Community Grocer, Stephanie Alexander Kitchen Garden Foundation and Lord 
Mayor’s Charitable Foundation. Featuring the project across Sustain’s national event and communication platforms has also mobilised interest 
from other local governments and organisations in this method of working, including the Cities of Brimbank, Kingston and Hume, and 
Mornington Peninsula Shire Council (MPSC). It is important to note that MPSC has recently launched its own food systems collective impact 
initiative in partnership with the City of Frankston and Peninsula Health.   
 

Reflections, Learnings and Final Recommendations 
 
A review of our outputs to date, progress reports and reflection sessions held with the project team and governance group have highlighted a 
number of key achievements of the first two years of the project:  
 

• A mis-match of resources to action plan and deliverables:  
As the above report makes clear, the work program across the past two years has been monumental and the part-time staffing permitted by 
project resources allocated by Council has placed a huge amount of pressure on the project team. As a result some actions were delayed or 
cancelled, and a considerable amount of in-kind contributions from the staff team themselves have been made. Moving forward it is vital that 
a realistic work plan that matches the resourcing is developed by the governance group.  
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• Collective Impact is a complex, multi-faceted framework that needs to be built into the action plan and also 
focused on in terms of capacity building for staff and key partners:  

The work plan and key deliverables for the initial two years of the Food Circles project sat separately to the Collective Impact framework which 
created a risk for the project team to go ‘’off track’. Moving forward it is recommended that Collective Impact directly informs the design and 
structure and reporting requirements   of the work plan of the backbone, and that co-learning and capacity building in Collective Impact is 
factored into the work plan.  
 

• A stronger focus on shared measurement and data collection is required moving forward:  
Recent work by the Food Circles project team has identified the need for a greater focus on developing shared measurement systems across 
the initiative, as well as an overarching evaluation framework that is realistic. Again, the time it takes to develop, coordinate and oversee this 
work needs to be factored into the work plan of both the backbone and partner organisations.  
 

• The challenges of communications and engagement:  
The project team have identified some real challenges in engaging sectors of the broader community, particularly busy working families and 
the CALD community and dedicated work and strategizing will be required to inform communications and engagement work moving forward. 
There is also further work that still needs to be done to refine and simplify the messaging of the project.   
 

• The challenge of equity in Collective Impact:  
Similar to the above point, it is recommended that moving forward the backbone and strategic steering group strengthen the equity lens 
across the project to guard against the potential of reinforcing existing inequitable patterns and structures in relation to the food system.  
 

• Take more time for planning:  
The project team have reflected on the constant rush of racing from one deliverable to the next, and the need for more time to plan and 
implement activities to ensure deep engagement and broader reach.  
 

• Building capacity and interest across Cardinia Shire Council:  
The project team have also identified the need to continue to build greater ownership of and engagement with the Food Circles project 
moving forward within Council itself. The focus to date has been largely external in terms of stakeholders and partners, but there is real 
interest and capacity within the Council to develop stronger relationships, and internal champions.  
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