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Introduction

Drowning Prevention Auckland (DPA) engaged Cogo to carry out an external evaluation of the Wai Ora
Tamaki Makaurau (WOTM) Strategy, a collaborative approach to reducing drownings in Tamaki
Makaurau Auckland.

The evaluation research is focused on the progress of the Strategy and its implementation since February
2023. Its purpose is to support WOTM stakeholders to better understand the achievements as well as the
challenges of the collaboration and to provide recommendations for future improvement and
sustainability.

Drowning Prevention Auckland (DPA) is a lead agency for drowning prevention education and the
promotion of water safety in the Tamaki Makaurau Auckland region

Cogo is a research and evaluation agency founded in 2014 and based in Tamaki Makaurau Auckland. We
have extensive experience in insights research, evaluation, stakeholder engagement processes and
strategy development.

The Wai Ora Tamaki Makaurau Strategy

Wai Ora Tamaki Makaurau (WOTM) is Auckland's water safety and drowning prevention strategy. It is led
by Drowning Prevention Auckland (DPA) and collaboratively designed by representatives from Auckland’s
aquatic and injury prevention sectors. WOTM is aligned to Water Safety New Zealand’s Wai Ora Aotearoa
(WOA) national strategy and was approved by a governance Steering Group in November 2022.

The purpose of the WOTM strategy is to ensure that “Everyone in Tamaki Makaurau Auckland has the
opportunity to safely connect with and enjoy the water”.

To achieve this vision, a collection of nine WOTM Working Groups was collaboratively designed by the
current Reference Group during 2023 using drowning statistics, research, sector experience, Te Ao Maori,
and multi-ethnic representation.



A brief description of the purpose of each Working Group is provided here:

Working Group 1: Integrated Aquatic Pathway (IAP)

Develop a sector map that identifies current aquatic programmes and services in Tamaki Makaurau
Auckland that are offered across the lifespan. This interactive resource will inform users of age and stage
appropriate options and seek to address duplication, gaps and opportunities.

Working Group 2: Business Engagement Strategy

Improve water safety education by engaging with retailers and supplying them with collateral to provide
to their customers at point of sale. The educational collateral will incorporate key messages and links to
specific legislation and other information sources.

Working Group 3: Employment Journey

Develop a resource that increases awareness of aquatic employment opportunities and career pathways
by outlining courses, employers and intern opportunities, working with event organisers (e.g. ASB
Polyfest) and other partner organisations (e.g. Ministry of Social Development).

Working Group 4: Tamaki Makaurau Event Calendar

Develop a platform for an online regional calendar that is a resource for WOTM stakeholders to better
coordinate and collaborate on activities and streamline promotions.

Working Group 5: Auckland’s Navigational Bylaw Amendment (PFD)

To advocate for the amendment of Auckland’s Navigational Bylaw through advocacy and engagement
with Auckland Councillors and senior policy officials.

Working Group 6: Profile and Identity

Create a brand identity to reflect stakeholder collaboration and the regional approach.

Working Group 7: Funding and Capacity

Develop a 2024 funding plan and apply to funders, including philanthropic sources. Clarify the funding
required for individual Working Groups and explore stakeholders’ capacity to share the responsibility of
funding.

Working Group 8: Water Safety Messages

Support national discussions to create a set of generic Water Safety Code (water safety) messages.

Working Group 9: Aviation Project

Improve water safety knowledge for visitors and new migrants by partnering with airlines to deliver pre-
flight, in-flight and post-flight water safety education.



Four strands working towards systems change connect the nine Working Groups:

Collective impact
Behaviour change
Improved service delivery
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Increased funding and capacity

There are 25 active stakeholder organisations collaborating on the Strategy, who are represented in the
WOTM Reference Group (see Table 1).

Table 1: Wai Ora Tamaki Makaurau active stakeholder organisations, 2024

WOTM Active Stakeholder Organisations
ACC

Aktive Auckland Sport & Recreation

Auckland Council

Belgravia Health & Leisure Group
Coastguard NZ
Community Leisure Management (CLM)

Drowning Prevention Auckland (DPA)

Fergs Kayaks

John Walker Find Your Field of Dreams Foundation
Maritime NZ

Maritime Police

New Zealand Stand Up Paddling

New Zealand Search and Rescue

SafeKids Aotearoa

Safety Collective Tamaki Makaurau
Sir Peter Blake Marine Education & Recreation Centre (MERC)
Surf Life Saving Northern Region

Swimsation Swim School

Te Ahiwaru Trust

Te Mahi Ako

Vector Wero Whitewater Park
Water Safety New Zealand (WSNZ)
WorkSafe

Yachting NZ

YMCA North




Evaluation approach

The evaluation has covered the following aspects of the WOTM collaboration:

1. Governance and management structure, including the roles and functions of the Steering Group,
Reference Group, and Working Groups.
Workstreams, including the identification, selection, and delivery of initiatives and activities.

3. Sector engagement, including the level of collaborative appetite, relevance, and support among
the stakeholders and partners.

4. Perceived utilisation of resources and funds, including the allocation and efficiency of funding and
human resources to deliver the outputs and outcomes.

5. Perceived successes and shortcomings, including the achievements, challenges, and gaps of the
collaboration.

6. Connection and relevancy with other sector strategies, including the alignment and integration of
the collaboration with the wider drowning prevention sector.

The evaluation used a mixed-methods approach, combining quantitative and qualitative data collection
and analysis. The data sources included a document review, a short online survey, and personal
interviews with representatives from stakeholder organisations.

Document review

To support our understanding of the history of the Wai Ora Tamaki Makaurau Strategy, the key
stakeholders involved, and the work programmes engaged in since its inception, Cogo carried out a
review of publicly available material, supplemented with internal documents shared by DPA. This process
was critical for informing the design of the online survey and interview schedule, and for supporting the
interpretation of all data collected.

Online survey

Using web-based survey software Alchemer, Cogo worked with the DPA team to design an online survey
that included a mix of quantitative questions (e.g. rating, radio button and multiple-choice style
questions) and qualitative questions to investigate the key areas of inquiry.

DPA supplied Cogo with a database of 74 individuals representing 39 stakeholder organisations, 25 of
whom are activel. Cogo used this database to distribute the survey via email campaign, which enabled

! See https://www.dpanz.org.nz/wotm/ for list of active stakeholders
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targeted reminders only to those stakeholders who had not yet responded. All email copy was reviewed
and signed off by DPA.

The survey was distributed by Cogo in early May 2024, with the evaluation research being promoted as
an opportunity for stakeholders to share their feedback and insights on the WOTM strategy and what has
been achieved so far, and their ideas on how to improve its processes and initiatives.

The email copy clearly communicated that the research was being conducted by an independent,
external research provider who guaranteed respondent anonymity in reporting and would not share any
information with third parties.

Personal interviews

Cogo director Tania Domett carried out 12 interviews with representatives from 10 stakeholder
organisations. Interviews lasted approximately 30-45 minutes and were recorded with the permission of
participants. The data collected during interviews was used to support the design of the online survey
and supplement survey data, and was key to understanding stakeholders’ engagement with WOTM and
their aspirations for its future.

Sample size and composition
Online survey sample

Cogo received 21 survey responses from individual stakeholders. Complete responses were received from
17 stakeholders, and we also received four partial responses that could be included in the dataset as
these respondents had progressed through the survey to a sufficient degree for us to include their data
(seven partial responses in total were recorded). Please note some quantitative results presented in this
report will have a different “n” number as a result.

In total, responses were collected from 17 organisations from among the 21 stakeholders responding; all
are active stakeholder organisations, showing excellent representation from the total of 25 organisations
actively involved in Wai Ora Tamaki Makaurau.

These numbers translate to the following response rates:

— 23% of all individual contacts responded (21 of 74 contacts who included those from non-active
stakeholder organisations)

— 68% of all active stakeholder organisations responded (17 of 25 organisations)



Figure 1: Sample breakdown: survey respondents by group membership (n=21)
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Showing excellent representation from key stakeholders of WOTM, five members of the Steering Group

and ten members of the Reference Group responded to the survey (see Figure 1). Representation from

members of the various Working Groups was variable, but to be expected given that the work outputs of

the groups also vary, however good representation in the survey sample is seen from the Integrated
Aquatic Pathway, the Employment Journey, the Navigational Bylaw Amendment, the Water Safety

Messages, and the Business Engagement Strategy Working Groups.

Please note that the commissioning entity Drowning Prevention Auckland contributed just three of the 21

responses received, as did one other stakeholder organisation (i.e. six responses from two organisations).

Personal interviews

Interviews were carried out with 12 representatives from five stakeholder organisations, with each

lasting around 30-60 minutes.






Performance of workstreams

Respondents to the online survey were asked about their awareness of the activities and outputs of the
Steering Group, Reference Group and the nine Working Groups that form the WOTM. The majority of
respondents displayed very high awareness of the activities and outputs of the Steering Group (with 19
out of 21 reporting that they were “Aware” or “Somewhat aware”, the Reference Group (again 19 out of
21), Working Group 8: Water Safety Messages (16 out of 21), Working Group 1: Integrated Aquatic
Pathway (15 out of 21), and Working Group 5: Auckland’s Navigational Bylaw Amendment (15 out of 21).
The group that had the least awareness was Working Group 9: Aviation Project (7 out of 21), followed by
Working Group 7: Funding and Capacity (8 out of 21).

These results indicate that communication from the WOTM Manager has been good and there is a high
level of engagement with the Strategy’s workstreams.

All WOTM stakeholders interviewed by Cogo made very positive comments in response to the WOTM
Manager’s project management and facilitation skills.

Figure 2: Respondent awareness of activities and outputs of WOTM groups, by total sample (n=21)

Wai Ora Tamaki Makaurau Steering Group 8 1
Wai Ora Tamaki Makaurau Reference Group 6 1
Working Group 1: Integrated Aquatic Pathway (IAP) 5 : HEE
Working Group 2: Business Engagement Strategy | EGEKEIEEGEG 6 5 3|
Working Group 3: Employment Journey 5 7 EN
Working Group 4: Tamaki Makaurau Event Calendar 5 7 EN
Working Group 5: Auckland's Navigational Bylaw... 5 s ER
Working Group 6: Profile and Identity 2 6 6 |
Working Group 7: Funding and Capacity | I + ] I
Working Group 8: Water Safety Messages 6 a
Working Group 9: Aviation Project: HEEE ¢ 5 9 |

0 5 10 15 20

o Aware Somewhat aware

11

Not very aware  m Not at all aware



This comment was also made in the online survey by one respondent in the “Final Comments” section:

— Bron has a very calm and confident manner that enables her to direct people into supporting
WOTM, without realising they are committing themselves. WOTM may not have been as
successful with different leadership.

The online survey respondents who reported being “Aware” or “Somewhat aware” of the activities and
outputs of a Group (see Figure 2) were then asked to rate its overall performance. The sample size for
some of these ratings is very small (e.g. just seven respondents for Working Group 9: Aviation Project)
and so please treat these results with caution (see Figure 3).

Figure 3: Overall performance of WOTM groups, by respondents with awareness of the activities and outputs of

each
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The WOTM Steering and Reference Groups were rated positively, with the majority of respondents
selecting “Good” or “Excellent” in response to the question, “Overall, how do you rate the performance
of [group]?” (11 out of 19 and 13 out of 19 respectively). As well, Working Group 5: Auckland’s
Navigational Bylaw Amendment received a positive rating with six out of 15 selecting “Excellent” and a
further seven selecting “Good”. Working Group 8: Water Safety Messages also rated highly, with 11 out
of 16 selecting “Good” or “Excellent”.
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WOTM Steering Group Follow-up Comments

The 11 (out of 19) respondents who rated the group’s performance as “Good” were asked a follow-up
qguestion: “Please tell us why you consider the performance of the Wai Ora Tamaki Makaurau Steering
Group to be excellent or good”. Eight respondents chose to make a comment, with many focused on the
management and facilitation of the group, and communications. For example:

— Good communications. Regular correspondence. Well documented.
— Cogent steering by the facilitator with clear thought gathering.

Other comments referred to the Strategy itself:

— The strategy is well developed and involved the sector well in its development.

— I think the SG has worked well to bring WOTM to life. | do think more could have been contributed
to guide the strategy. The SG owns the strategy, and it has been very hard for the WOTM Manager
to get engagement.

While other comments refer to the nature of Steering Group members’ engagement:

— The Steering Group are always transparent about their direction and goals.
— The members positively and collaboratively review and discuss the key achievements, results and
next steps.

— It brings the key players together.

The one respondent who rated the Group’s performance as “Poor” was asked a follow-up question:
“Please tell us why you consider the performance of the Wai Ora Tamaki Makaurau Steering Group to be
poor or very poor”. This respondent chose to make the following comment:

— I felt that the group lost focus with the loss of the independent chair. | regret not being more
assertive regarding the Working Group focus areas.

WOTM Reference Group Follow-up Comments

The 13 (out of 19) respondents who rated the group’s performance as “Good” or “Excellent” were asked
a follow-up question: “Please tell us why you consider the performance of the Wai Ora Tamaki Makaurau
Reference Group to be excellent or good”. 12 respondents chose to make a comment, with the vast
majority focused on the good representation from stakeholder organisations at hui. For example:

— Good representation from many key partners.
— There is a great group of people in the Reference Group who are all dedicated to doing their part
in helping reduce drownings. This really shows through the passion and the work done.
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— It's a good sized-group of agencies with a common agenda working to keep Aucklanders safe on
the water.

— There has been great participation. There are still many organisations giving up time to
participate.

— Diverse group of committed stakeholders at the table. Sense of common purpose reinforced and
willingness to collaborate and contribute demonstrated.

— I think they have made a great start on the Strategy and achieved what others have set out today
and fail - getting all the interested parties around the table to collaborate.

Working Group 1: Integrated Aquatic Pathway

The seven (out of 15) respondents who rated the group’s performance as “Excellent” or “Good” were
asked a follow-up question: “Please tell us why you consider the performance of Working Group 1:
Integrated Aquatic Pathway to be excellent or good”. Six respondents chose to make a comment, with
most providing detail on what the IAP is delivering. For example:

— It's a sensible collation of safety programmes across the ages that will help avoid duplication and a
good awareness tool.

— The IAP is progressing to a more up to date representation of what aquatic training is available for
our communities across different ages and maybe different communities?

Two of the comments also refer to the need for funding and other support to keep the momentum going:

— We have created great progress with the IAP, although we are at a wall temporarily, once funding
is secured the finished product will be super useful.

— The work done to collate the activity across the sector has been great and has helped identify
duplication and gaps. My thoughts would move from good to excellent if it kept momentum, that
is, really tackled the issues that have been identified. It feels like it has stalled so more support
may be needed from senior leaders in key organisations to work through the tensions identified to
really amplify what is possible through this Working Group.

Working Group 2: Business Engagement Strategy

The seven (out of 13) respondents who rated the group’s performance as “Excellent” or “Good” were
asked a follow-up question: “Please tell us why you consider the performance of Working Group 2:
Business Engagement Strategy to be excellent or good”. All seven respondents chose to make a
comment, with most focused on the progress that has been made despite the barriers experienced. For

example:

— Good effort despite lack of leverage over the business sector.

14



— Based on the update provided to me: while there have been barriers (Torpedo 7 acquisition), there
also appears to be solid progress in continuing to develop potential stakeholders.

— This is demonstrable of blue-sky thinking, despite obvious challenges with engaging big business,
that if overcome could potentially make a significant difference. It has required some risk to be
taken given there are no guaranteed wins, or even small wins along the way, to make this a good
use of time. It has been great to see sector partners working on this together. It has also been
great to see research undertaken by DPA in conjunction with Maritime Police to add rigour to the
process and to understand more fully why this is important.

— Made some good progress with understanding the business sector so far through blind survey and
findings. Challenge is taking the business community on the journey. Currently no engagement
from the business sector as part of the strategy.

Working Group 3: Employment Journey

The 10 (out of 12) respondents who rated the group’s performance as “Excellent” or “Good” were asked
a follow-up question: “Please tell us why you consider the performance of Working Group 3: Employment
Journey to be excellent or good”. Nine respondents chose to make a comment, with many focused on the
progress made in trying new ways of reaching target populations. For example:

— It has been good to see engagement with young Pacific Peoples in ways that we haven't seen
before. This takes time and focus and is a good example of why having a WOTM Manager fully
focused on the implementation of concepts from the Working Groups offers so much value. The
activation at PolyFest was different to what we have seen in the sector and encouraging the
interest in WOTM work from other participating organisations at this event.

— Clear understanding of key issues for sector have looked at alternative staffing options for future.

— If at risk groups are employed, they can better bring water safety messages to their communities.

— Bronwyn has done a fantastic job at pulling this group together & getting along to events & using
young adults to create valuable content for the future.

Working Group 4: Tamaki Makaurau Event Calendar

The four (out of 12) respondents who rated the group’s performance as “Excellent” or “Good” were
asked a follow-up question: “Please tell us why you consider the performance of Working Group 4:
Tamaki Makaurau Event Calendar to be excellent or good”. Three respondents chose to make the

following comments:

— Calendar was produced.
— It's a good tool to see what's on, what's missing and to avoid duplication of activity.

— Great idea, probably needs some tech improvement to make this easier for organisations to share.

15



Working Group 5: Auckland's Navigational Bylaw Amendment

The 13 (out of 15) respondents who rated the group’s performance as “Excellent” or “Good” were asked
a follow-up question: “Please tell us why you consider the performance of Working Group 5: Auckland's
Navigational Bylaw Amendment to be excellent or good”. 12 respondents chose to make a comment,
with most referring to the high degree of success experienced by this Working Group:

— This has been the quickest progress made, this is a small, knowledgeable group who are doing
amazing work.

— Key Working Group established - strategy to achieve objectives planned and delivered on with
senior representatives of organisations representing WOTM with Auckland Council.

— While I haven't been part of this group we have heard about the progress they have made and |
believe this group has been the best at taking concept to action.

Other comments focus on the collaborative effort required to make this Group a success:

— Key organisations working together have some Council support to change bylaw that was not
achievable by single organisations. Although not successful in expediating the time-frame, the
work has been done for a collaborative effort when the opportunity arises.

— Seeing DPA, WSNZ and CNZ represent this work at the Governing Body and have the issue
discussed by decision-makers was a great result. It is disappointing that we didn't achieve all that
we set out to but there is opportunity now in focusing on the community consultation phase to
support next steps. It has been great to see the momentum created in other regions and for our
work and wording to be used outside of the Auckland region. This can only be positive across the
country. | would really like to acknowledge the significant input from DPA and CNZ to provide the
robust supporting documentation that was then led by the CE's of DPA, WSNZ and CNZ.

Working Group 6: Profile and Identity

The six (out of nine) respondents who rated the group’s performance as “Excellent” or “Good” were
asked a follow-up question: “Please tell us why you consider the performance of Working Group 6: Profile
and Identity to be excellent or good”. All six respondents chose to make a comment, with most focused

on the logo/graphic design. For example:

— | like the logos/images that were developed and strategic goals that were identified.
— Nice graphics etc. Tells the story.
— New logo/visuals completed and accepted by WOTM members.

16



Working Group 7: Funding and Capacity

The three (out of eight) respondents who rated the group’s performance as “Excellent” were asked a
follow-up question: “Please tell us why you consider the performance of Working Group 7: Funding and
Capacity to be excellent or good”. All three respondents chose to make the following comments:

— Difficult to negotiate when it’s a group that may compete for funding but they have worked well
together.

— Funding has grown, there have been positive contacts and the approach of using small project
requests to build trust seems to be a positive direction.

— Although not huge funding, member organisations have used their own funding to support the
greater good of the WOTM initiatives. Also, external funding has been achieved.

Working Group 8: Water Safety Messages

The 11 (out of 16) respondents who rated the group’s performance as “Excellent” or “Good” were asked
a follow-up question: “Please tell us why you consider the performance of Working Group 8: Water
Safety Messages to be excellent or good”. Nine respondents chose to make a comment, with most
focussed on the success of delivering consistent messaging:

— Clear messaging and consistent messaging e.g. Float first.
— Shared messaging with the sector. Consistency for the public.

— Evidenced based messaging that target the key causes of harm.

One comment related to the potential for duplication of effort for members who also contributed to the
creation of national-level messaging:

— It has been interesting to see the input from the regional strategy into the broader piece of work. |
am not sure it added value and was a good use of time for those involved. Many involved here
were involved at a national level. Was this a duplication of effort?

The one respondent who rated the group’s performance as “Very poor” was asked a follow-up question:
“Please tell us why you consider the performance of the Wai Ora Tamaki Makaurau Steering Group to be
poor or very poor”. This respondent chose to make the following comment:

— Poor process which involved the wrong people. This is a role for Communication experts not
Marketing people or others without the necessary communications backgrounds.

17



Working Group 9: Aviation Project

The one (out of seven) respondents who rated the group’s performance as “Good” was asked a follow-up
guestion: “Please tell us why you consider the performance of Working Group 9: Aviation Project to be
excellent or good”. This respondent chose to make the following comment:

— This was interesting and innovative and a shame that it didn't get funding support.

Priority setting by WOTM

Respondents to the online survey were asked, “Overall, how strongly do you agree that Wai Ora Tamaki
Makaurau has selected appropriate interventions and activities to engage in and deliver?” (see Figure 4).

Figure 4: How strongly do you agree that WOTM has selected appropriate interventions and activities to engage in
and deliver? (n=20)

W Strongly agree

B Agree

m Neutral

M Disagree

W Strongly disagree

m Unsure/Hard to say

12 out of 20 respondents selected “Agree” or “Strongly agree”, with four selecting “Neutral” and two
“Disagree” or “Strongly disagree”. This result - the majority of respondents are supportive — could be
interpreted positively. However, given the high engagement from key stakeholders in the survey, and the
very positive performance ratings given in the previous results, we would expect these agreement scores
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to be higher, indicating that many stakeholders may not be supportive of the types of interventions and
activities being delivered by WOTM.

Respondents were then asked a follow-up question, “Please tell us your views on the selection of
interventions and activities for Wai Ora Tamaki Makaurau to engage in and deliver”.

Positive (strongly agree, agree)

Eight of the 12 respondents who either agreed or strongly agreed that WOTM has selected appropriate
interventions to engage in and deliver chose to make a comment, with many focused on the impressive
number/range of workstreams engaged in. For example:

— I believe all activities have been established from member feedback, but at times | am not sure
given not being involved with all Working Groups. | have been impressed with the different areas
of focus and broad range of activities and collaborations occurring to date in such a relatively
short time period.

— I think these have been accessible initiatives for the sector to engage in, to see progress, and
essentially to build trust in the process with. | am keen to see these initiatives get more impactful -
which probably looks like less Working Groups with more clearly defined outcomes and pathways
to get there. Given this has been a co-created work programme, we do need to challenge
ourselves as a collective to bring bold thinking and raise the initiatives we are focusing up a notch.

— Working streams are innovative, often outside what organisations would do themselves, but
achievable within a collaboration.

Negative (strongly disagree, disagree, neutral)

Three of the six respondents who selected “Disagree”, “Strongly disagree” or “Neutral” in response to the
guestion, “How strongly do you agree that WOTM has selected appropriate interventions and activities to
engage in and deliver?” went on to make the following comments:

— Some of the initiatives have been good (bylaw, employment) but these are short term goals. There
is a sense the initiatives have been extended further than they needed to be e.g. too many
meetings recapping and we need to deliver, complete and move to the next initiative.

— Currently think resources are stretched across too many areas which is impacting the results of the
hard work being done. | believe if unable to secure more funding then would be best to prioritise
the projects to ensure completion.

— I don't believe that these are the interventions that will reduce drowning across AKL. | don't see
how any of these (except Bylaw) would produce a measurable and meaningful outcome.

Many WOTM stakeholders interviewed by Cogo raised concerns that there are too many workstreams
and Working Groups, with many suggesting that these reduce in number.
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Some stakeholders would also like to see interventions more closely tied to drowning statistical data. As
just one example, they would like to see interventions targeting older men, drawing on data from 2022
showing that 83% of preventable drownings were men, with older men (55+) at the highest risk of
drowning.

Rating collaboration

The level of collaboration reported by WOTM stakeholders is extremely high; this was a common theme
in the interview data and is reflected in the quantitative results presented in Figure 5.

Respondents to the online survey were asked which success factors for collaboration they had
experienced during their involvement with WOTM. “Honest and open communication” followed by
“Trust and mutual respect” were rated the most highly with 14 out of 20 reporting they had experienced
these factors “To a great extent” and a further four and five respondents (respectively) reporting that
they had “Somewhat” experienced this (see Figure 5). “Commitment to achieving the goals of the
partnership” and “Common goals with no hidden agendas” also received high ratings.

Figure 5: Which of the following known success factors for collaboration have you experienced during your
involvement with WOTM? (n=20)
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For all factors bar one (“Honest and open communication”, where no respondents reported “Not at all”),
just one respondent reported that they had experienced that factor either “Not at all” or “Very little”
which is a very positive overall result for collaboration.

Five respondents chose to make the following comments linked to the questions on collaboration:

— For people all trying to save lives, there is a lot of politics at play.

— I have a small sample size to make these judgements.

— It's been beneficial and enjoyable for us collaborating with other agencies.

— I think DPA have led this well. It hasn't been all about their focus. It has enabled others to engage
in the work that is in their lane of expertise.

— | think there is still some confusion with DPA/WOTM. Having some hard to achieve goals is okay,
great to give a try. Good example of how strategy can be implemented.

Rating other aspects of WOTM

Respondents to the online survey were asked, “Overall, how do you rate the following aspects of Wai Ora
Tamaki Makaurau?” and presented with the following five aspects:

Range of stakeholder organisations represented

Level of attendance by stakeholder representatives at hui and events
Willingness from stakeholders to collaborate

Consensus among stakeholders on how to achieve the Strategy's vision

v e wnN e

Leadership and coordination from the Drowning Prevention Auckland team
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Range of stakeholder organisations represented

Indicating that the appropriate stakeholders are represented in the WOTM structure, 16 out of 19
respondents reported that the range of stakeholder organisations is “Excellent” (8) or “Good” (8) (see
Figure 6)

Figure 6: Range of stakeholder organisations represented (n=19)
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A follow-up question on stakeholder representation was asked: “Please tell us your views on the range of
stakeholder organisations represented in Wai Ora Tamaki Makaurau. Are all relevant entities involved or
should other organisations and groups be represented as stakeholders?”

13 respondents chose to make a comment. Around half of the comments were a general statement
about the excellent level of representation. For example:

— All the key players are involved, and others have been as much as they have wanted to. Was open
to many so it’s not been exclusive more a coalition of the willing.

— I think that there is a wide range of stakeholders, with a willingness to engage with others as
required due to a new focus area or expansion of work focus. Given that there is only one staff
member leading WOTM | think the diversity is admirable.

— There has been a great range of people around the table.
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Five respondents chose to make a comment about the lack of engagement from particular stakeholders
and/or the need to reach out and partner with others:

— I think the focus from the WOTM Manager on growing the diversity of this group is the right path
ahead. There are still sector partners absent that are invested into high levels to support delivery
of water safety and drowning prevention. It would be great to see them more actively involved.

— Really good range and input from [most] stakeholders.

— | believe that there has been wide communication. Where certain organisations have chosen not
to engage, that is really on them not the committee or its organisers.

— High representation at the beginning but we have seen a reduction in recent time. Need to expand
and bring in new organisations to add their voice into the system e.g. business community,
members outside of the wet sector.

— Need more Iwi presence and focus.

Level of attendance by stakeholder representatives at hui and events

When asked to rate the level of attendance by stakeholder representatives at hui and events, just nine
out of 19 respondents reported that it was “Good”, with none reporting that it was “Excellent”. With five
respondents reporting “Neutral” and four reporting “Poor” or “Very poor” this result for attendance is
fairly mixed.

Figure 7: Level of attendance by stakeholder representatives at hui and events (n=19)
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A follow-up question on attendance was asked: “Please tell us your views on the level of attendance by
stakeholder representatives at Wai Ora Tamaki Makaurau hui and events”.
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14 respondents chose to make a comment, with the majority relating to poor attendance. For example:

— With stakeholders attending only some meetings | feel that we have the right organisations in the
group but this is not always represented at every meeting and occasionally could have alternative
people attend from the organisation.

— I've only been to one.

— Looking at the email addressees compared to attendance - attendance not great

— The nature of this work will mean there are competing priorities. This fluctuates a lot - sometimes
there is high engagement and sometimes it is poor. | am curious about why this is and how we
can support more consistent participation. We need to understand the barriers in more depth to
achieve that objective.

— Our attendance hasn't been as it should. Can't speak for the other stakeholders.

— Busy schedules make it hard for everyone to be around the table at the same time. DPA do a great
job at trying to get everyone there. Time restraints and staff shortages will play a part in
attendance.

— Unfortunately not always that good, conflicting priorities.

— Probably not as good as it could be. People are time poor and the location for some can be
challenging - it is a big part of the day attending and getting to and from work.

Some comments referred to the volume of meetings and/or Working Groups as a potential reason for the
reduction in attendance. For example:

— | have observed a slow reduction in attendance due to volume of meetings and organisations only
having finite resources. Smaller organisations can't afford to have primary staff out of operations
to attend. Larger organisations have some representation but not decision makers.

— Attendance is difficult as there are many meetings - especially if you are across many
workstreams.

— There are a lot of Working Groups and if the same partners are involved in many this could pose a
challenge | believe. However if the work is something the organisation is usually involved with to
some extent this could be very helpful.

Willingness from stakeholders to collaborate

When asked to rate the willingness from stakeholders to collaborate, 16 out of 19 respondents reported
that it was “Excellent” (4) or “Good” (12) which is a very positive result (see Figure 8).
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Figure 8: Willingness from stakeholders to collaborate (n=19)
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A follow-up question on attendance was asked: “Please tell us your views on stakeholders' willingness to
collaborate. How would you describe the nature of the collaboration?”.

13 respondents chose to make a comment. The majority of these is a general comment on the high level
of collaboration. For example:

— Bronwyn facilitates great collaboration. | believe past history in the sector has made people more
wary about speaking open/honestly, but as the strategy has gone on | believe there has been more
challenging of the status quo and idea sharing.

— Great collaboration all with the same goal in mind.

— There is open dialogue and respect for each others' point of view.

— There has been great collaboration happening across the Working Groups. It has gone beyond just
talking - there has been true co-creation - and | am excited about those projects where this is most
prevalent (employment journey, navigational bylaw, retail sector) as these are evidencing outputs
that are bigger and better than if one organisation had taken it on alone. To me this is a great
success.

— Really good collaboration and stakeholders providing time and effort.

Consensus among stakeholders on how to achieve the Strategy's vision

When asked to rate the consensus among stakeholders on how to achieve the Strategy’s vision, 16 out of
19 respondents reported that it was “Excellent” (3) or “Good” (13) which is a very positive result (see
Figure 9).
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Figure 9: Consensus among stakeholders on how to achieve the Strategy's vision (n=19)
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A follow-up question about consensus was asked: “Please tell us your views on the level of consensus
among stakeholders on how to achieve the Strategy's vision”.

12 respondents chose to make a comment. The majority of these is a general comment on the high
degree of consensus. For example:

— I think we are all like-minded in this respect - so high level of consensus.

— WOTM staff make a concerted effort to discuss initiatives, gain and indeed to be open to feedback
and challenges. Consensus is a two way process and | believe that there is impressive willingness
to discuss any concerns that could arise. There are many opportunities and examples of checking
in to "see if we are on the right track"

— It is clear that everyone in the room is there for the same reason. It is a room of incredibly
passionate people.

— There seems to be a general consensus to see the strategy succeed and achieve its vision. This
version of the strategy, 2.0, is miles from the original in its professionalism, connection with the
sector and outcomes. The vision needs to be showcased often to keep out goal alive across all the
stakeholders.

— I think that it is good because it has been clearly stated along the way. Bronwyn has been very
good at getting to the nub of matters and capturing all comments.
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Other respondents are not as positive about the degree of consensus among stakeholders. For example:

— I'don't think we can say we have consensus from everyone. Working Groups have gained
momentum, sometimes with only a couple of interested organisations - can we realistically say
that this has wider consensus. | also don't know how we would achieve this but am interested in
the ideas the sector may have on this point.

— Good consensus).

Leadership and coordination from the Drowning Prevention Auckland team

When asked to rate the leadership and coordination provided by the DPA team, 18 out of 19 reported
that it is “Excellent” (13) or “Good” (5) with just one person reporting “Unsure/Hard to say”. This is an
extremely positive result (see Figure 10).

Figure 10: Leadership and coordination from the Drowning Prevention Auckland team (n=19)
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A follow-up question about the DPA team’s performance was asked: “Please tell us your views on the
leadership and coordination provided by the Drowning Prevention Auckland team”.

13 respondents chose to make a comment. The majority of these is a general comment on the excellent
leadership and coordination provided by DPA. For example:

— DPA have been proactive and supportive.
— Very good. Especially Bronwyn Coers.

— Great intent and energy.
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— Top shelf - DPA doing a great job.

— The leadership and coordination by the DPA team is super impressive. Staff are very professional
and always willing to talk, hear ideas and assist with connections where necessary. All
engagement is super positive, future focused and creating an environment for visionary ideas to
flourish.

— Bronwyn has been fantastic at ensuring engagement and working hard to put theory into action.

— Great leadership, clear communication, who is responsible for what and next steps.

— Excellent - Bronwyn is fresh, intelligent and enthusiastic every time she interacts.

Future of WOTM

Hours of human resource contributed to WOTM

Respondents to the online survey were asked to estimate on average, how many hours per month of
human resource (their and their colleagues’ time) their organisation contributes towards WOTM.

18 respondents answered this question, with seven reporting “Unsure/Hard to say”. With the exception
of DPA, most other organisations are contributing between one and ten hours per month.

When asked “How easy is it for your organisation to manage the cost of contributing this level of human
resource to Wai Ora Tamaki Makaurau”, just seven respondents reported that it is “Very easy” (3) or
“Easy” (4) with four respondents saying that it is “Difficult”.

Figure 11: How easy is it for your organisation to manage the cost of contributing [your current] level of human
resource to Wai Ora Tamaki Makaurau? (n=18)
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The following open question was asked of respondents to the online survey, “What are the main reasons
your organisation continues its involvement in Wai Ora Tamaki Makaurau?”. Sixteen respondents chose
to make a comment, with the majority making a general comment in support of multi-agency
collaboration to achieve the goal of saving lives on the water. For example:

— Appreciate / align with its kaupapa. We believe in collaboration within the sector.

— believe wholeheartedly that unity and collaboration is required to solve the complex issue that
drowning will always be.

— DPA believes that collaboration is important and fully supports the ethos of WOTM.

— Committed to the strategy vision and the outputs. The sector working together is rare and we
need to continue to expand on the work we have done and bring more along the journey.

— Objectives align with our own, and it's great to have the wider resources and reach of DPA etc.

— We want to support the initiative and play our part.

— Main reasons is it makes sense to work together and align water safety messaging across the
sector and improve access to water safety skills for all Aucklanders.

Others made a general comment about the importance of saving lives, reducing drownings. For example:

— We believe that it is important to help contribute to helping reduce the drownings in Auckland.

— To save lives.

— It's important for council, and for the wellbeing of our community, for all Aucklanders to be safe in
and around water.
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While others used the opportunity to describe the challenge their organisation experiences in
contributing sufficient time. For example:

— There is great potential to contribute and foster incremental change at a time when standing
together is super important. We remain involved due to the focus areas and commitment to foster
change. However, it is always a balancing act to manage our own commitments outside of WOTM
and our degree of involvement will be dependent on the relevance of the specific work groups
focus.

— Some months it is easier than others re: giving time to contribute to the Wai Ora Tamaki
Makaurau.

Mandate for DPA to continue to lead and coordinate WOTM

Respondents to the online survey were asked for their view on whether DPA should continue to lead and
coordinate WOTM, with 16 out of 17 respondents selecting “Strongly agree” (8) or “Agree” (8). This is a
very positive result (see Figure 12)

Figure 12: How strongly do you agree that Drowning Prevention Auckland should continue to lead and coordinate
Wai Ora Tamaki Makaurau? (n=17)
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Ongoing funding of WOTM

With ongoing funding of WOTM being an important area of inquiry for the evaluation, respondents to the
online survey were asked, “Who do you think should be responsible for funding the implementation of
Wai Ora Tamaki Makaurau into the future?”. 17 respondents answered this question with most (seven)
selecting “Multiple organisations from the water safety sector should have shared responsibility” with
the next most common response being “Wai Ora Tamaki Makaurau should be overseen by a national
government entity and publicly funded” (with five respondents selecting this option).

With an additional three respondents being unsure about future funding streams and a lack of clear
consensus on where future funding should come from, we see this as a barrier for effective planning (see
Figure 13). We note too that there was comparatively little awareness from survey respondents of the
activities and outputs of Working Group 7: Funding and Capacity compared to other WOTM workstreams
(see Figure 2: Respondent awareness of activities and outputs of WOTM groups, p.11).

Figure 13: Responsibility for funding WOTM (n=17)
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A follow-up question was asked, “Please tell us your views on how Wai Ora Tamaki Makaurau is currently
funded, and how funding is allocated to activities and events”. Ten respondents chose to answer this
question, with the majority relating to the urgent need to find new sources of (dedicated) funding as
current levels will mean that WOTM will not continue. For example:
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— It is funded by DPA (65%) and WSNZ (35%). Soon it will be solely funded by DPA. This is difficult to
maintain with our own financial situation and the tension of needing to seek funding from the
same funders.

— Dedicated funding is required to delivery the desired outcomes. A strong lead (with collaboration)
is the only way to get everyone heading in the same direction.

Other comments suggest government funding, or project-specific funding from stakeholder
organisations:

— May enable better collaboration between groups if it was better funded through local or central
govt.

— I can see that the funding is a challenge long term and | would hope that there might be a
possibility for some organisations to sponsor certain projects/Working Groups for example.
However no matter what the funding model | think there needs to be a backbone agency for
overall co-orindation.

Four respondents were unable to offer a view on ongoing funding of WOTM:

— Don't really know, to be fair.
— Don't know
— I 'do not know - sorry.

— lam unsure.

Overall service delivery & performance

The final two questions in the survey were open-ended and qualitative, and designed to gather
respondents’ perceptions and feedback on WOTM overall performance.

Respondents were first asked, “What is working well?”, with 12 respondents choosing to make a

comment.

The vast majority of comments focused on the high degree of collaboration from the sector to achieve
the goals of WOTM. For example:

— Good engagement of key stakeholders in sector.

— Collaboration and willingness of the sector to be involved.

— Small group of agencies working well together at events. Good networking / collaboration for
agencies involved.

— Collaboration

— Collaboration, attendance to community initiatives.
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— Getting organisations to work together on dedicated initiatives. Move to more online meetings has
been easier.

— The initiative itself in getting people together in the same room is very positive.

Other comments include:

— An inspirational and extremely competent manager who is inclusive, engaging, witty and very
motivated for herself, others and for the opportunities that such a collaboration offers is a key
driver of the success of WOTM | believe. The willingness of members to work in a collaborative
manner and get active together. Not being from the water sector | am not certain on the history
on the level of how groups work together previously. | have observed commitment to align
messaging, be present together at events and also discussions on co funding which can only be a
positive thing moving forward.

— The trust built within the Reference Group and the growing momentum within the Working
Groups. Specific highlights have been the activations and in particular the active 'doing' of
educational delivery, advocacy initiatives and strategic thinking together. This has gone beyond a
talk-fest and this is fuelling further momentum and engagement.

Respondents were next asked, “What is not working well?”, with 12 respondents again choosing to make
a comment.

Some comments related to funding. For example:

— Funding and capacity will likely be the key issue.

— Funding to cover initiatives.

Other comments focused on the large time and resource commitment required to support the various
workstreams. For example:

— At times | think it is hard to keep up with the momentum given the many work streams. | think it
has been a challenge at times to get people to attend meetings and wonder if a mixture of online
meetings might be helpful.

— The number and length of meetings, if same organisations are on many working streams it is a big
commitment.

— Time - always a stretch.
Additional organisational challenges were the focus of other comments. For example:

— Operational delivery is the main focus for most organisations as they have specific roles and
responsibilities that they have to continue to deliver so changing what is done is difficult.

— Long held organisational patch protection.

— Lack of up-take from some organisations (who perhaps do not have capacity?)

— Challenges have been lack of engagement from key partners.
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Finally, respondents were asked, “What do you think would improve how Wai Ora Tamaki Makaurau is
being delivered? Please tell us what you would like to see happen?” with 12 respondents choosing to
make a range of different comments.

Some comments focused on funding:

— More funding.

— Additional funding to enable more depth in the activations. | am worried that organisations won't
be able to sustain their engagement. There is a very real and growing tension too with funding
being so hard to come by now and WOTM also seeking funding from the same funders that all
sector partners are approaching.

— A realistic budget (imagine what would have been achieved with anything like budget for NZ
strategy!!).

— I do think central government support would be ideal. Other than that, or alongside that, a
collective of all the stakeholders working together to ensure the safe pursuit of water based
activities.

Some comments focused on strategic direction and alignment:

— Review on whether Working Groups are addressing current trends/predicted drownings in
Auckland (refer to drowning report).

— More focus on Who is drowning and trying to prevent that from happening. Not so much focus on
learning to swim.

— Regional and national alignment.
Some comments focused on operational changes:

— Appoint a head of each Working Group to maximise implementation. Formalised agreement with
collaborators on commitment. Consider meetings outside of standard work hours (in evenings like
school boards?).

— It is a protracted process which might be better in some longer workshops to finally put it to bed.

Some comments focused on reducing the number of workstreams and meetings:

— Prioritising & reducing number of working streams, if more funding isn't received. Once a priority
completed then can re-introduce next.

— Reduce number of meetings? This would mean that organisations would need to respond - much
easier to have a meeting where members can discuss/respond at that time.

One comment focused on the types of activities they could prefer to be involved in through WOTM:

— The practical events work well and are easier to contribute to than just meetings. Doing practical
stuff works well for us.
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Summary of Results &
Recommendations



Summary of Results

What has been achieved?

. The water safety and drowning prevention sector has shown strong commitment to the Wai Ora

Tamaki Makaurau (WOTM) Strategy, with a remarkable amount of resource being contributed by
a large range of stakeholder organisations.

. The overall performance of the WOTM Steering, Reference and Working Groups was rated

positively by most stakeholders. The leadership, management and facilitation skills of the WOTM
Manager were in particular rated extremely positively.

. The level of collaboration among WOTM stakeholders is extremely high and a clear successful

outcome of the Strategy has been to bring sector organisations together and build strong
relationships. Stakeholders report high levels of honesty, open communication, trust and mutual
respect.

Most stakeholders consider that the range of stakeholder organisations represented is excellent
or good and that there is a high degree of consensus on how to achieve the Strategy’s vision.

DPA has been given a clear mandate to continue to lead WOTM with the vast majority of
stakeholders considering the team’s leadership and coordination to be excellent and agreeing that
they should continue in their current role. The WOTM Manager’s leadership was consistently
praised across all evaluation activity.

What are the challenges?
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Future funding streams need to be found urgently in order for WOTM to be sustainable. However,
many stakeholders are uncertain about how this should be achieved, presenting a barrier for
future funding planning.

People are spread too thin and are disengaging, with attendance at hui and events declining.
Many stakeholders attribute this to the large number of workstreams being delivered by WOTM
and report that is not easy to manage the cost of contributing their current level of human
resource to the Strategy.

Many stakeholders appear to be unsupportive of the types of interventions and activities being
selected by WOTM to engage in and deliver. Some would like to see interventions prioritised
according to the greatest need and/or urgency as indicated by drowning statistics.

Many stakeholders have expressed the need for key sector partners to engage with WOTM.



Recommendations for stakeholders to consider
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Continue the Wai Ora Tamaki Makaurau collaboration. There appears to be huge appetite and

energy among sector stakeholders to continue to achieve gains through the collaboration.

Continue DPA’s leadership of Wai Ora Tamaki Makaurau; the team has been handed a clear

mandate from stakeholders who rate their leadership extremely positively.

Hold a strategic hui at the Chief Executive level to discuss the future of WOTM and consider

engaging independent facilitation/mediation to support this process. An invitation to CEs to be

part of setting a new strategic direction for WOTM may also be successful at re-engaging key

sector partners. The Agenda should centre on:

— The future strategic direction of WOTM, including agreement on what basis new activity and
interventions should be identified (and allocated funding).

— Future funding streams, including what stakeholder organisations are prepared to contribute
and on what basis (i.e. operational, project-based).

— Future governance structure, now that WOTM is moving out of its set-up phase and DPA
leadership is confirmed.

. As an operational change, it appears that reducing the number of workstreams currently being

delivered is essential. Consider also hosting more hui online to reduce the amount of time
required to attend.






