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1. Introduction

ABOUT THIS GUIDE

This guide is for anyone who wants to help lift literacy levels in their community, and
would like to work together with others in a systematic way to do that.

ABOUT LITERACY

Literacy, in this guide, refers to the skills of reading, writing, doing basic maths, using
everyday technology, and solving problems. In Tasmania, we know that around one
in every two adults among us struggles with one or more literacy skills, such as:

e reading books, newspapers, magazines and brochures

e obtaining information from bus timetables, or reading charts and graphs

e adding, subtracting, multiplying, dividing, and calculating percentages

e reading and interpreting medicine labels, information and advice

e speaking and listening to obtain information, get a service or build a relationship
e using computers and other technology

« working through day-to-day challenges and their consequences.

ABOUT 26TEN

26TEN refers to the 26 letters of the alphabet we use for reading and writing, and the
ten numbers we use for counting — the tools for literacy. 26 TEN is a growing
movement of people committed to improving adult literacy in Tasmania.

Everyone’s efforts are guided by the Tasmanian Adult Literacy Action Plan. The
overarching aim of this plan is:

For Tasmanian adults to have the literacy skills they need to participate fully in
their family life, the community, learning and employment, and contribute to
Tasmania’s economic prosperity.

As awareness about literacy grows, more and more Tasmanians are tapping into
support programs. Some are taking their first steps by learning to read a letter from a
loved one or write a reply. Others are building on the skills needed to enrol in and
successfully complete training courses in all sorts of areas, from community services
to construction.



Maree Taylor’s story

Maree Taylor decided to make a difference to her life by doing something about her reading
skills. She turned to her local LINC for help after she had pulled out of a job interview
because she was embarrassed. “I wanted to do it for myself and get somewhere in life, to
actually prove to myself that | can do it. | want to get a good job and walk in there confident
and think, I can fill out this form, no problems,” she said. Since then, she has been making a
difference for others by talking about that personal challenge, as part of the 26 TEN
awareness campaign.

For more stories about people like Maree, go to the 26 TEN website
www.26ten.tas.gov.au/join-26ten

26TEN runs a members program to help build the 26TEN network and make support
more widely available. Any group or organisation is welcome to join. The first step is
to contact the 26 TEN Strategy Team for a membership pack. They can explain the
benefits of membership and help with completing a 26TEN member action plan.

26TEN Strategy Team
Freecall 1300 00 2610
email@26ten.tas.gov.au
www.26ten.tas.gov.au
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ABOUT 26TEN COMMUNITIES

26TEN Communities are places where people are working together in a coordinated
way to lift literacy levels. Some of the settings where they can work well are local
government areas, industry groups and large organisations.

Each 26 TEN Community is striving to achieve three main outcomes:

1. Everyone knows about adult literacy
— Literacy is talked about openly in the community and is seen as a
valuable skill that can be learned.

2. Everyone is supported to improve their literacy skills
— People can easily tap into programs and services that will help them.

3. Everyone communicates information clearly
— Allinformation is presented in ways that people can readily understand.

26TEN has supported a number of pilot projects to come up with ways to lift literacy
levels across whole communities. Gradually, a good bank of knowledge and
resources is being drawn together. In developing this guide, the experiences of two
communities in particular have been invaluable. Their stories are on the following
pages.



Story 1. Understanding your community and making a plan — Circular Head

The Circular Head Education and Training Consultative Committee (CHETCC) is a
committee of the Circular Head Council. Members include people from Council, LINC
Tasmania, business and industry, local schools, TasTAFE and the University of Tasmania.
Basing their calculations on the Tasmanian data of around one in two people struggling with
literacy, the committee estimated that between 3,000 and 4,000 people in the Circular Head
community might benefit from support to improve their literacy skills.

In 2013, using funding provided under the 26 TEN Investment Fund, a small working group
set about developing a five-year plan to improve literacy skills in the area. The group worked
with a consultant with the aim of learning how literacy was viewed across the community.
They spoke to a range of people, including clients of literacy support services, volunteer
tutors, business people, school students, parents of young children, and people who know
their part of the community well but aren’t necessarily service providers. They considered a
number of questions, such as:

e Isliteracy an issue in Circular Head?

e Does it matter? How important is it?

e Do people talk about literacy? If not, what stops them?

e How can we encourage people to improve their literacy?

e Do people know about the support programs available?

¢ How might we mobilise the whole community to take action?

Methods of consultation included one-to-one interviews with people, small focus groups, and
a community forum that brought together service providers and community members. At the
forum, the content of the proposed Community Literacy Plan was explained and participants
were asked to make comments about it and offer other ideas. Overall, the community
engagement process involved approximately 100 people.

The working group also researched current evidence on improving adult literacy levels,
looking in particular at what helps change community attitudes and behaviours in positive
ways. They also analysed demographic data to develop a more detailed picture of the age,
gender, cultural, educational and workforce profile of the Circular Head community.

The Circular Head Community Literacy Plan 2014-2019: Learn for Life contains many
creative ideas from local people about engaging and motivating people, including:
e Ways of changing community values about learning.
¢ How to engage more children and parents in early learning programs.
e How to fully engage more students in years 11 and 12 and literacy programs
e How to encourage more young people and adults to continue to learn and to improve
their literacy after Year 12.

There is now a rich pool of information and ideas that will help the community put its literacy
plan into action over the next five years. Visit the Circular Head Council website at
www.circularhead.tas.gov.au for more information.
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Story 2. Raising awareness about adult literacy — Burnie

In July 2013, Burnie City Council set up a 12-month 26TEN Demonstration Project that was
overseen by a Steering Group of people who work in schools, vocational education,
business, job skills programs, human services, LINC Tasmania, literacy support programs
and local government. A small Working Group from the Council and LINC Tasmania
managed day-to-day organising, while volunteers were recruited to help out with various
activities.

The main focus of the project was on raising awareness about the importance of adult
literacy and reducing the stigma that people with low literacy sometimes encounter.
Wherever possible, the Steering Group linked adult literacy to existing projects in Burnie that
aim to create jobs and help people develop work skills.

A short ‘call to action’ was developed to encourage people to seek support themselves and
encourage family, friends and colleagues to do the same. Alongside this, further information
was provided through specific events and activities, including:

¢ Information breakfasts and lunches for business operators ranging from automotive
to retail, and for job service agencies and non-government organisations.

e A community event where an empty shop was taken over for a day. People were
encouraged to pop in and meet people who run literacy support programs, and to
engage in fun literacy-related activities. Local radio broadcast from the shop and ran
competitions with prizes related to literacy. Volunteers stood at various points in the
city centre and talked to people about literacy and 26 TEN. All up, about 200 people
took part.

¢ Plain English workshops for businesses and non-government organisations.

e The development of an app called ‘How to hold the 26 TEN chat’, which gives tips on
raising the subject of literacy with people.

e Advertisements on local radio stations that reassured listeners that adults can
improve their literacy skills and that 26TEN offers an opportunity to get the tools to do
this. The ads had a light, humorous style and copies of the audio clips and scripts are
available from 26 TEN.

Over the 12 months of the project, the number of people in Burnie who have requested
support and set up a literacy learning plan with a tutor has steadily increased. The working
group have offered these tips for people doing similar projects.

e Make sure you have enough people, time and funds to plan your project well.

e Be clear about literacy problems in your community and what you're trying to do.

e Think about who — individuals and groups — you need to work with to really make a

difference.
¢ Remember that ‘word of mouth’ works powerfully in small communities.

e Link literacy to other learning and training initiatives and be ready for increased
demand for literacy support programs.




HOW THE GUIDE IS SET OUT

The guide is in two parts:
Part 1: The 26TEN Communities Guide
Part 2: The 26TEN Communities Toolbox

In Part 1, we've set out five main steps for you to follow to become a 26 TEN
Community. Under each step are suggested actions to take. There are also links to
further information, and references to practical tools that you might find helpful.

Part 2 is where you'll find the tools all gathered in one place. Keep in mind that they
are just suggestions. Don't feel you have to use them — you may have your own that
already work well for you.

HELP TO GET YOU STARTED

As well as this guide, there are plenty of people who can help you by telephone and
face to face. Talk to the 26TEN Strategy Team if you have any questions. As well as
having a lot of information and resources at their fingertips, they can also put you in

touch with people doing similar work to you.

26TEN Strategy Team
Freecall 1300 00 2610
email@26ten.tas.gov.au
www.26ten.tas.gov.au
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2. Five Steps to a 26 TEN Community

There are five main steps to becoming a 26 TEN Community. The first two are about
setting up strong foundations and the other three are about the actual work of lifting
literacy levels.

STAGE 1: SETTING UP

Stepl Setup asmall group to lead the way

Step 2 Create a plan of action with your community

STAGE 2: MAKING IT HAPPEN

Step 3 Raise awareness about adult literacy
Step4  Support people to develop their literacy skills

Step5 Encourage clear communication

You'll find suggested action for each step on the following pages. As you build your
26TEN Community, remember to:

e Take your time. Rolling out this program won’t happen overnight. You need to
be persistent and see yourself as being in it for the long haul — at least a few
years.

e Make sure that everyone in the small lead group works together in a spirit of
cooperation. You are important role models within your community and will set
the tone for how this work will unfold.

e Tailor this guide to your community, don’t try and make your community fit the
guide. It's just a guide.

e Pick and choose which of the tips in this guide are likely to work best for your
community. You might also have some better ones up your sleeve.

e Keep connected with the 26 TEN network and seek help from others while any
problems you come across are still small.



Step 1 Set up a small group to lead the way

Never doubt that a small group of thoughtful, committed citizens can
change the world. Indeed, it is the only thing that ever has.

— Margaret Mead, anthropologist

SUGGESTED ACTION

1. Form your lead
group

Aim to have about six to eight people in your group who
represent the diversity and breadth of your community.
Think about gender, age, cultural background, skills,
and networks. Also think about different sectors like
business, education, healthcare, employment, local
government, community organisations, charity groups,
sporting clubs and others.

Ideally, seek people who are able to make a
commitment for at least two years.

See yourselves as coordinators and catalysts for action
within the community. Don't try and do everything by
yourselves. Make it easy for others to be involved.

Be hopeful, optimistic and enthusiastic, and foster a
sense of urgency to help build momentum.

Bring in guest speakers to inspire the group and to
suggest ideas.

Be prepared for when people in your lead group need to
leave, for example, because they are moving out of
town. Have a simple succession plan in place to help
make the changeover to a new person happen
smoothly.

Know that you don’t need to start from scratch. 26 TEN
can link you into existing support and resources.
Freecall 1300 00 2610 or email@26ten.tas.gov.au.

Tools to help

Roles and skills of your lead group
Leadership qualities

Succession planning

10



mailto:email@26ten.tas.gov.au

2. Build good
foundations for your
group’s work

Be committed to working in partnership with each other.
Agree on principles for working together and for making
good decisions.

Be upfront about the likely ups and downs ahead. Build
in time and opportunities to relax and get to know each
other, such as over a meal. Getting together like this can
help everyone enjoy the good times and keep going
through the hard times.

Recognise that it takes time to build a common
language among people with different backgrounds and
experiences. Appreciate the shared motivation behind
each group member’s different efforts.

Make your meetings productive and enjoyable. See
them as a way to create opportunities and solve
problems together, and to learn from each other.

Tools to help

T4  Working collaboratively

TS  Productive and enjoyable meetings

3. Build a good
understanding of
literacy among group
members

Tap into the larger 26TEN network for information and
insights. Sign your lead group up as a 26TEN member
organisation. Encourage other partner organisations in
your community to become members too.

Know the different types of literacy support people need,
such as one-on-one tutoring, group sessions and
structured courses.

Learn more about literacy by reading these documents:
—the 26 TEN Annual Report and the Tasmanian Adult
Literacy Action Plan (TALAP) are available at
www.26ten.tas.gov.au.

— Tasmanian Voices, a report on what motivates people
to develop literacy and other skills is available from the
Publications section at tascoss.org.au.

—the Australian Core Skills Framework is available from
the Skills section at www.industry.gov.au.

— find background literature and other research used to
inform Circular Head literacy planning at
www.circularhead.tas.gov.au

Get to know what literacy support is available in your
area. A list of 26 TEN Literacy Support Programs and
Services is available on the 26TEN website.

Take part in a 26TEN Literacy Awareness workshop
which covers the extent of the issue in Tasmania, the
impact of low levels of literacy, and what can done to
help. (See Step 3 for more information).

11
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Step 2 Create a plan of action with your community

Use the voice, wisdom and experience of the recipients.
— Michael McAfee, Collective Impact specialist

SUGGESTED ACTION
1. View everyone in the |¢ People in your community already have a wide range of
community as strengths and skills. Consider putting together a “map”

of your community’s assets to draw on as your literacy

potential partners work unfolds.

with much to offer

e Make it easy for people to be involved, for example, as
supporters, champions or members of working groups.

e When considering who to involve, ask yourselves: “Who
makes things happen round here?” Look beyond the
obvious community leaders and seek out people who
are active within smaller groups in the community.

e Encourage genuinely collaborative community action,
while also making it possible for people to be involved in
ways that work for them. Some people will be more
comfortable working at the local grassroots level, in
closer contact with people who want to improve their
literacy skills. Others will be more comfortable working
at the strategy level, helping to assess the needs across
the whole community, planning action, putting together
budgets, sourcing funds, and keeping an eye on
progress.

e Build a wide network. Set up an initial list or database of
people who want to be involved and keep adding to it
over time.

e Make sure that people from different parts of your
community feel welcome and confident that their voices
are being heard. Check in with them about this from
time to time.

Tools to help
T6 Mapping your community’s assets

T7  Working in partnership with your community

12



2. Gather basic
population
information

e Find out approximately how many people there are in

your particular 26TEN Community, for example, the
population of your local council area, or the number of
people working in your organisation or industry.

e Where possible, collect more detailed data on the
characteristics of people in your community, for
example, age, gender, location, employment status,
income level, and culturally and linguistically diverse
backgrounds.

e Analyse your data to work out approximately how many
people are likely to be interested in improving their
literacy skills. Based on state literacy data, this could
around 50% of your total adult population.

Tools to help
T8 Locating data on your community

T9 Types and levels of literacy in Tasmania

3. Find interesting and
creative ways to
involve a lot of
different people

e Find out what literacy means to people in your
community, and what sort of support they think is
needed and would work best.

e Talk face to face with as many people as possible,
either through individual interviews or focus groups. This
will give you a depth of information that will be extremely
valuable when planning and running literacy programs.

e When you're designing new programs, or adapting
existing ones to suit your community, actively involve
people who would like to improve their literacy skills.

e Identify barriers that might be stopping people seeking
help and take action to dismantle them or work around
them.

e Get to know those people in your community who can
engage people who have literacy problems, for
example, teachers who meet with parents at school,
staff of neighbourhood houses and sporting coaches.

e As early as possible, seek out people whose lives are
directly affected by low literacy and invite them to get
involved. Ask them what they might like to do, or offer
them some options, such as:

— telling their story to inspire others

— coming along to a community forum

— being part of a working group

— suggesting ways to connect with different groups.

13




e Help build the community’s collective strength by

making it as easy as possible for people with low literacy
to be involved. In the process, many will build new skills
and also get to enjoy the experience of being able to
make a difference for their community.

Tools to help

T10 Consulting your community

4. Develop a plan of
action

e Allow a reasonable amount of time to develop a plan

suitable for your community (this could take anywhere
between 3 and 9 months to do well).

e Use the plan to bring together everyone’s mutual efforts.

Make sure it provides clear direction, without being
either too rigid or too flexible.

e Stage the work in your plan so it stays manageable and

doesn’t end up feeling overwhelming.

e Before putting the plan into action, make sure there is

agreement on it within your group.

e If you have a lot of volunteers, set up small working

groups for specific sections of the plan. Have a member
of your lead group manage or at least be closely
involved with each one.

e Look at examples of plans from other communities, like

this one from the Circular Head community under the
publications section at www.circularhead.tas.qgov.au

e Consider drawing on ideas from models for social

change like Collective Impact.

e If your community is a big one, think about using project
management tools to develop your plan, like the
templates, guidelines and tips at the Tasmanian
Government site www.egovernment.tas.gov.au

e Alternatively, you might decide to use a strategic

planning approach.

Tools to help
T1l1 A model for social change

T12 A strategic planning process

14
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5. ldentify sufficient
financial resources

Initially, gear up for at least 2—3 years and work out what
funds you are likely to need.

Factor in research, marketing and promotion costs.

Be creative about raising funds through local efforts, and
look for opportunities to combine fundraising with
spreading the word about your 26TEN Community.

Get to know what grants are available to help you fund

activities. See some examples here:

— Tasmanian government literacy grants
www.skills.tas.gov.au

— Tasmanian government grant alert register
www.dpac.tas.gov.au

— Tasmanian community fund grants
www.tascomfund.org

Look out for grants and other sources of funding from
your local council. Check the Local Government of
Tasmania website www.lgat.tas.gov.au for a list of all
councils, or contact your own directly.

6. Keep an eye on
progress and
celebrate
achievements

Work out what results you want to measure, based on
evidence, what is measurable, and what is meaningful
to your community.

Find out what 26 TEN is measuring and look to where
you can match your measures with theirs.

Set milestones with due dates in your plan and check in
regularly to see how well you are going in reaching
them.

Over time, use the information you are collecting to see
patterns of both progress and delay. Where there are
problems or barriers, find solutions and quickly put them
into action.

Take the time to mark significant milestones along the
way. Involve as many people as possible in celebrating
your community’s achievements.

15
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Step 3 Raise awareness about adult literacy

Literacy is not a luxury, it is a right and a responsibility. If our world is
to meet the challenges of the twenty-first century we must harness
the energy and creativity of all our citizens.

Bill Clinton, former President of the USA

SUGGESTED ACTION

1. Collect information
about levels of
awareness of literacy
and 26TEN

Run an initial community survey.

Do follow-up surveys at regular intervals.

2. Prepare a marketing
plan then put it into
action

Talk with the 26TEN Strategy Team about their
promotional material and how you can adapt it to your
own setting and activities. Freecall 1300 00 2610 or
email@26ten.tas.gov.au

Drawing on your community research (from Step 2),
write a plan that identifies different groups, key
messages for each one, and how they are best
delivered.

Engage with people where they gather, such as
neighbourhood houses, workplaces, sporting clubs and
hobby groups.

Hold activities and events where you are listening to
people, as well as spreading the word about your
26TEN Community.

Consider some of these ideas: Invite local media to be a
partner, set up a stall at local events, set up a Facebook
page, set up a website.

Run 26TEN Literacy Awareness Workshops.

Celebrate individual successes, for example, of people
in the community who have overcome literacy problems,
volunteers who have mentored them, and organisations
that are taking an active role in lifting literacy levels
among their staff.

16
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Step 4 Support people to develop their literacy skills

Literacy helps us explore our world, shape our ideas, develop our
potential, crystallise as people, and ultimately express ourselves as
individuals — to sing from our own song sheet.

Quentin Bryce, former Governor-General of Australia

SUGGESTED ACTION

1. Build and strengthen |¢ Drawing on your research into what resources are
connections between available (from Step 1), get to know organisations in

people who provide your area that are providing literacy support.

SErVvIces o Develop a local referral guide setting out what specific

literacy support is available in your area. For ideas
about where to start, see information about statewide
services at www.26ten.tas.gov.au.

e Make sure there are many places where people can be
referred to for the support they need.

e Offer opportunities for people from different
organisations providing literacy support to meet up and
learn about each other’s programs.

e Encourage people who provide services to work
together, share resources and volunteers, and refer to
each other. Support these activities with written
agreements where this is helpful.

e Consider using a “warm referral” approach, where the
person seeking support is personally introduced to
someone who can help them. This helps put them at
ease and also reduces the chances of them getting lost
in the system.

2. Involve people from | Encourage local people to become involved as

your community volunteer tutors. Make sure you set up ongoing support
for them, such as regular social catch-ups and the
opportunity for further skills development.

e Invite local people to help out with promoting 26 TEN
within their local neighbourhoods and the wider
community.

3. Involve workplaces e Encourage people who work in businesses, community
organisations and government departments to find ways
to make their workplaces literacy-friendly.

17



Step 5 Encourage clear communication

If you talk to a person in a language they understand, that goes to their
head. If you talk to them in their language, that goes to their heart.

— Nelson Mandela, former President of South Africa

SUGGESTED ACTION

1. Promote an * Find out what barriers people face in being willing or
understanding of the able to present information in plain English, for example,
value of plain limited time, _Iimited skills or concerns about “dumbing
English down” material.

e In your marketing material, include messages about the
importance of information being presented clearly,
especially for people with low literacy.

e Read and become familiar with the 26 TEN Guide to
Plain English www.26ten.tas.gov.au

2. Promote the wide Encourage staff in organisations who interact with
use of plain English people who may have limited literacy skills to make sure
they present all information clearly.

e Foster a culture where people are prepared to seek and
to give feedback on information that isn’t as clear as it
could be.

e Set up a local group of people with the skills to be able
to check other people’s documents for clarity.

e Provide a list of people who can help groups and
organisations translate their information into plain
English.

e Come up with key points about the importance of plain
English that people in your lead group and working
groups can use in quick conversations with others.

3. Help people improve |« Offer 26TEN Plain English workshops to as many
their skills in plain people as possible.

English + Remember that plain English is as much about being

clear when speaking as it is about writing clearly.

Finally, remember that there are a number of tools to help you as you become a
26TEN Community. You can find them on the 26 TEN website. www.26ten.tas.gov.au
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Introduction

The 26TEN Communities Toolbox contains a number of tools you might find helpful.
Dip in and out, try different ones, and see what works best for you.

Don't feel you have to use them. You may already have your own tools that work well for
you.

And if you have tools you use that you think others might find helpful, please let the
26TEN Strategy Team know so we can add them to the collection.



Tool 1 Roles and skills of your lead group

This tool might help you with Step 1: Set up a small group to lead the way

Within your lead group, you will need to have access to skills that will allow you to:

identify the key people in the community (the stakeholders) who will have an
interest in, or be affected, by the work you are doing

communicate and negotiate with people from a range of settings and
backgrounds

organise complex material

plan in a structured and logical way

monitor progress and provide clear reports

work well with others and engage and motivate them

solve problems and be creative in finding solutions

know your own knowledge and skills and recognise your limitations

know other sources of expertise and where they are available.

You also may need to have access to specific technical and administrative skills. If
people in your group don’t have a particular set of skills you need, you may sometimes
need to bring it from elsewhere. Ways to do this include:

arranging for individuals within your group to be mentored by someone else with
the skills

bringing in someone to work with your group, either as a paid contractor or as a
volunteer

setting up advisory committees or working groups made up of people with the
skills that are needed.



Your work together as the lead group will be successful if the following features are
consistently happening:

e acommon vision

o skilled coordination

e regular communication

e clear authority for the people involved to do the work
e aplan that is understood by everyone involved

e ways to monitor progress that help you quickly see when there are both
opportunities and problems

¢ willingness to change and adapt as the work proceeds.

Watch out for these common causes of failure:

e plans that are too simple, too complex, or unrealistic

e conflicts not resolved constructively

e key stakeholders not properly involved

e ineffective coordination

e problems and risks poorly managed

e not enough people with the right skills

e inadequate resources, equipment and facilities

e poor monitoring, with activities slipping behind schedule
 unclear communication about changes.*

! SOURCES: Adapted from various documents including the Tasmanian Government Project Management Guidelines
http://www.egovernment.tas.gov.au/project_management.
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Tool 2 Leadership qualities
This tool might help you with Step 1: Set up a small group to lead the way

Before we give you some tips on qualities of good leadership, you might like to work
through these questions on your own.

1. Think back to two or three leaders you have admired. What are the qualities in them
that make them a good leader?

2. Think back to when you were a new member of a group. What actions by other group
members led you to feel welcome and part of the group?

3. What actions — or lack of action — might have made it difficult for you to settle and feel

part of the group?
(As this is an exercise in learning, not blaming, do this without naming people or organisations.)

4. If you were compiling your own list of leadership qualities, what would you include?

Now you might like to compare your list with this one from Our Community.? Our
Community is a centre of excellence in supporting not-for-profit organisations and
schools with advice, tools, resources and training. The list has been adapted from an
article on their website and is used with their permission.

2 SOURCE: https://www.ourcommunity.com.au/boards/boards_article.jsp?articleld=1356
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QUALITIES OF GOOD LEADERSHIP (Courtesy of www.ourcommunity.com.au)

Self-awareness

Integrity

Knowledge of your own values, passions, skills, strengths and
weaknesses. An ability to admit and learn from mistakes and to
seek information to fill knowledge gaps.

A strong sense of "what is right" and a demonstration of ethical
practices that sets the tone for others. A commitment to leading by
example.

Courage

The strength to act in accordance with your own values and the
greater good, despite pressures pushing you in other directions.
The ability to put your cause before the desire to be popular.

Confidence

Vision

Enthusiasm

Innovation

A belief in your ability to meet most challenges that come your
way.

A strong sense of where you are going as a person and where you
think society, your community and your organisation should be
going — and how it might get there.

A lively interest in the people, issues and events around you, a
feeling of excitement about the possibilities, and the energy to
guide them towards fruition.

The ability to "think outside the box," take risks and develop new
and effective solutions to old and emerging problems.

Wisdom
Adaptability

Strong inter-
personal skills

Effective
communication

Intelligence coupled with insight and empathy.

A willingness to be flexible and to respond quickly and effectively

to changing circumstances, along with a commitment to continual
learning — formal and informal — and the ability to put that learning
into practice.

An ability to interact and work harmoniously with others, while
being prepared to take on individual responsibilities.

A willingness and ability to listen to and understand the thoughts,
ideas and concerns of others and to clearly communicate your
own. A vision is nothing if it can't be sold to others.

Belief in others

The desire to build the capabilities of others, praise them where
appropriate, go into bat for them when appropriate, provide them
with helpful feedback and motivate them to do their best.

Peer respect

An ability to inspire respect, allowing a person to capably lead
discussions, maintain discipline and encourage the contribution of
others.

Insight

The ability to see the big picture, coupled with a strong sense of
what stage you are at along the path, and to be able to tune into
problems before they arise or before they become insurmountable.

Sense of humour

Delegation skills

The ability to laugh at yourself and relieve tense or stressful
situations with humour.

A willingness to trust others and hand over some responsibility.




Tool 3 Succession planning
This tool might help you with Step 2: Create a plan of action with your community

Each of the people in your lead group has great skills and strengths to offer to the work
you are all doing together. From time to time, group members may need to leave — they
may be moving out of the area or have pressing commitments that mean they can no
longer contribute in the way they would like to. It's a good idea to be ready for this, with
plans in place to be able to handle the transition smoothly.

Here are some ways to make sure your work doesn’t get thrown off balance by the
departure of a group member.

1. Document important information as much as possible and make it readily
available to new people.

This might include your plan, the minutes of group meetings and other information.
They may be paper records or electronic documents, or you may even keep them in
an online storage system like Dropbox.

2. Look out for new people who might be interested in becoming involved in the
future.

Set up and gradually grow a register of interested people. Record their names,
contact details, skills, interests and community knowledge. Place advertisements for
people to go on the register in the local newspaper, on social media and in
community centres.

3. Support new people when they join the lead group or any working groups you might
have.

Assign someone from the group to work with them for the first few months and be
their “go to” person when they have questions or need information.



Tool 4 Working collaboratively
This tool might help you with Step 1: Set up a small group to lead the way

You will want your work together to be productive and enjoyable. Ideally, you want
everyone involved to feel confident that it's worth their while working jointly with others,
even if at times it might seem difficult.

Before we give you some ideas on working collaboratively, you might like to work through

these questions and reflect on what you already know. You also might like to discuss

your responses together at a lead group meeting.

1. Take a moment to think about times when you've worked with others on a joint
activity and the experience wasn't positive.

(As this is an exercise in learning, not blaming, do this without naming people or organisations.)

What disappointed or frustrated you?

What do you think made it that way?

2. Now think about when you’ve worked together with others on a joint activity and the
experience was positive.

What satisfied or excited you about it?
What do you think made it that way?

3. Look over your experiences — negative and positive — and come up with a list of what
you think needs to happen for your group’s work together to be productive and
enjoyable.

Once you've done that, you might like to look at the ideas on the following page and
compare them with what you’ve come up with.



WHY YOU MIGHT CONSIDER USING A COLLABORATIVE APPROACH

A collaborative approach can be useful when people or organisations:
e have overlapping, shared interests and recognise they are interconnected
e have unique skills, knowledge, resources and access to different groups that
would be of real benefit if shared
e can bring about more effective outcomes for people if they work together
e want to minimise duplication in their work.

IMPORTANT COLLABORATION CONCEPTS

Long-term The group shares a common aim that they know will, over time,
focus bring clear benefits to themselves and others.

They have a strong and steady approach, made up of numerous
small steps which collectively lead them towards their goal.

Trust Trust underpins cooperation and commitment, and also fosters
enthusiasm. It doesn’t happen instantly, but is built over time by
open communication, a willingness to share, honesty and fair-
dealing, confidence in each other’s abilities, and consistent
action.

Trust has a very practical side to it based on mutual
understanding and agreements about expected behaviour.

At a concrete level, it is about people doing what they have said
they will do, carrying out agreed tasks and following up as
agreed.

Trust is fragile. It can be easily fractured and, if this happens, is
hard to regain.

Reciprocity The partners are willing to offer support to each other, knowing
and a that sometimes it is to one party’s benefit, sometimes to
commitment | another’s, but overall the long-term shared aim is being achieved.

to win/win
To this end, partners need to solve problems jointly by working

hard to help the other achieve their goals.

Equality and  The people involved see each other as equals. Everyone is
equity prepared to work in ways that build trust, reciprocity and
cooperation.




QUESTIONS TO CONSIDER IN THE EARLY STAGES OF SETTING UP YOUR LEAD
GROUP®

Part 1: Is a collaborative approach the way to go for us?

Consider these questions first.

Questions to consider Yes or No

1. Do we share a compelling purpose or aim?

2. Is this something we wouldn’t achieve as well
working on our own as we can if we work together?

3. lIs there likely to be support of a collaborative
approach from other key people in our community?

4. Are all the potential players likely to be committed
to this long-term?

5. Is everyone likely to be willing to give and take
over time, knowing that sometimes they will be
giving more and other times they will be receiving
more?

6. Would all the players feel that they are exposed to
about the same level of risk, even though the risks
may be different?

7. Do the players have fairly compatible ways of
working or would be willing to make allowances for
the other from time to time?

8. Do you think the relationship could be based on
respect, collaboration, trust and openness?

If you answered “Yes” to at least six of these, including the first two, then it is definitely
worth considering a collaborative approach.

Next, work through the questions on the following page.

¥ SOURCES: Compiled from various Tasmanian Government publications and short course material developed by
Lea Mclnerney Consulting
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Part 2. What is the potential of our collaboration?

Consider these questions on your own first and make some notes. Next, have a group
discussion about them, and explore your different views and ideas together.

Questions to consider Your notes

1. What is the other people’s value to us —
why are we considering them as
partners?

2. What is our value to them — why do we
think they are considering us as a
partner?

3. Why are we interested in collaborating?

4. What are our expectations for how we
would like to work together?

5. What risks are there to the collaboration?

6. What risks might there be for other
organisations we are part of or work for?

7. Is there anything significant in our history
together that could impact on our work
together?

8. Is there anything that is non-negotiable
for any of us?

9. Shall we proceed?

11



Tool 5 Productive and enjoyable meetings

This tool might help you with Step 1: Set up a small group to lead the way

All of us want our meetings to be the sort that when people pack up their folders to leave
everyone is smiling at each other and saying, “That was a good meeting”.

So what does it take to get that response?

You might like to do this activity at one of your first meetings to help you work out what is
going to make good meeting practice for your group.

1. Take a moment to think about meetings you've been at that were disappointing or

frustrating. What do you think made them that way?
(As this is an exercise in learning, not blaming, do this without naming people or organisations.)

2. Now think about meetings you've been at where you felt satisfied at the end. What
do you think made them that way?

3. Look over everyone’s different experiences and come up with a list of what you all
think needs to happen — and not happen — for your meetings to be efficient and
productive.

Once you've done that, you might like to look at the list of meeting tips on the following
page and compare it with the ideas you’ve come up with.

12



TIPS ON RUNNING GOOD MEETINGS

1. Before the meeting

Work through these questions:

What is the overall purpose of the meeting?

What specific outcomes do we want to achieve?

Who needs to be there?

What time do we need to start and finish?

What needs to be discussed and what decisions do we need to make?

What background papers might we need to read before the meeting so we all
come to the meeting well informed?

Do we have a written agenda?
Have we nominated someone to chair the meeting?

Have we nominated a minute-taker to record the key points raised during
discussions, decisions made, action to be taken including who will do what
by when, and items to be carried over to future meetings?

Who else might we want to invite to give us background or ideas?

How soon before the meeting should we send out the agenda and
background papers to those attending?

2. At the meeting

Be welcoming of each other (think about having light refreshments).

Think about the seating — a circle or semi-circle is ideal for making sure
everyone can see and hear each other.

Start on time.

Remind everyone of the purpose of the meeting and clarify any queries about
it.

Work out approximately how much time you need to spend on each agenda
item and stick to it.

Encourage group discussion so that everyone gets to hear different views and
ideas.

Keep focused on the topic at hand. Stick to the agenda unless the group
agrees that there needs to be a change.

13



e Be respectful of each other — listen, contribute, share speaking time fairly.
Some people may want to talk more, others less, but make sure everyone is
able to say what is on their mind, and also be able to contribute their views
and ideas.

e At the end of the meeting, have the chair summarise decisions and
agreements as a positive way of wrapping up the meeting.

e Make sure everyone is clear about when the next meeting is.

e Consider spending five or ten minutes at the end of the meeting reviewing
what went well and whether there is anything you could do next time to
improve the meeting. Do this in an open-minded way — looking to learn and
improve as a group, not to judge or blame individuals.

3. After the meeting

e Write up and circulate minutes of your meetings, ideally within a week.

e Do what you said you would do.

14



Tool 6 Mapping your community’s assets

This tool might help you with Step 2: Create a plan of action with your community

Asset Based Community Development (ABCD) is a community development tool that
focuses on identifying and using the assets, talents and strengths in a community, rather
than emphasising the problems, needs and deficits. It starts with what is present in the
community and not what is problematic or absent. Focusing on assets helps to build your
community in a positive way.

ABCD recognises that everyone in the community — including individuals, organisations
and businesses — has skills, abilities, talents and experiences that they can use in order
to make it a better place to live. Additionally, every community has natural resources of
space and physical resources.*

An ABCD toolkit can be downloaded here:
www.communitybuilders.nsw.gov.au/Making Headway ToolKit.pdf

It draws from the work of the Asset-based Community Development Institute in lllinois,
USA. www.abcdinstitute.org

A Tasmanian example, “Local voices: Enquiry into community assets in Circular Head”
from May 2011 is available from the Publications section at tascoss.org.au.

* SOURCE: Adapted from the introduction to a toolkit developed by the Central Coast Community Congress Working
Party in New South Wales in 2003.
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Tool 7 Working in partnership with your community
This tool might help you with Step 2: Create a plan of action with your community

The idea of “Doing it with us, not for us” is a critical part of community development. In
practice, with adult literacy, this means making sure that people whose lives are directly
affected by low literacy are actively involved. They may be on working groups or
committees, they may be offering their ideas and suggestions through surveys or
interviews or community forums, or they may be spreading the word about literacy and
the support available to their friends and families.

There are many processes and tools available. One in particular is offered here because
of its focus on building positive relationships between people seeking support and
service providers offering support. The Family Partnership Model was developed in the
United Kingdom at the Centre for Parent and Child Support. It is based on sound
evidence, and has been shown to create authentic partnerships. Like the asset based
community development model (see Tool 6), it has a strengths-based approach. Some of
the features of the model are summarised here.

Characteristics of partnership
e Working together with active participation and involvement
e Developing and maintaining genuine connectedness
e Sharing decision making power
e Recognising complementary expertise and roles
e Sharing and agreeing on aims and process of helping
¢ Negotiating disagreement
e Showing mutual trust and respect
e Developing and maintaining openness and honesty
e Communicating clearly

Intended outcomes of a partnership approach to helping someone
e Do noharm
e Help people identify and build on their strengths
e Foster resilience
e Facilitate social support and community development
e Improve the service system
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The model also sets out the qualities and skills helpers need to have to properly work in
partnership with people.

Essential qualities of the helper
e Respect
e Genuineness
e Empathy
e Humility
e Quiet enthusiasm
e Personal strength and integrity

Skills of the helper
e Concentrating and active listening
e Prompting, exploration and summarising
e Empathic responding
e Enthusing and encouraging
e Enabling change in feelings, ideas and actions
¢ Negotiating with others
e« Communicating and making use of technical knowledge, expertise and experience
e Problem management

For more detailed information about this tool, including interesting ideas about the
problems that can happen when service providers are seen as “experts” who are
superior to those receiving services, visit to CPCS website www.cpcs.org.uk.
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Tool 8 Locating data on your community
This tool might help you with Step 2: Create a plan of action with your community

The Census of Population and Housing that is run every five years by the Australian
Bureau of Statistics (ABS) can provide you with data about your community, such as the
number of people, age, gender, number of households, average incomes and so on. The
Census products listed below are available free of charge from their website. They can
be accessed through the ‘Census’ tab on the homepage www.abs.gov.au or though the
Census data tabs on this page www.abs.gov.au/census.
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QIIICRQ QuickStats

If you want simple information, you can search for your area and get a quick summary.
Access it from the Census home page by clicking on the Quick Stats icon.

Community Profile

If you want detailed information for an area you can download it direct onto a
spreadsheet. Like QuickStats, it is available by area and includes a series of summary
tables covering a comprehensive range of data from the Census.

| —

] =
=

1 | B

Table™

Tablebuilder
With this tool, you can look at data items for a topic then delve further using tables, and
you can also create your own tables, graphs and maps.

TableBuilder Basic
This is designed for people who have some experience using Census data and who want
to construct basic data tables.

TableBuilder Pro

This tool is available for purchase and is designed for advanced Census data users who
want the freedom to create large and/or complex tables.
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DataPacks Download
These packs contain more comprehensive data about areas and include geographic
information.

=

O
SEIFA

The Socio-Economic Indexes for Areas (SEIFA) is a product developed by the ABS that
ranks areas in Australia according to relative socio-economic advantage and
disadvantage. Files can be downloaded from the downloads tab of the SEIFA publication.

SEIFA

Other ABS data — Topics @ a Glance

The ABS collects data on a wide range of topics outside the Census. This provides
access to key statistics about topics such as people, industry, economy, regional, and
environment and energy. These can be accessed through the ‘Topics at a Glance’ tab on
the ABS website.

If you are unable to find the data you are looking for you can call the ABS on
1300 135 070 (free call) for assistance.
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Tool 9 Types and levels of literacy in Tasmania
This tool might help you with Step 2: Create a plan of action with your community

There are two sources of data that can help you work out approximately how many
people in your community might need literacy support.
1. Adult Literacy and Life Skills Survey

The Australian Bureau of Statistics (ABS) carries out surveys from time to time on what
are known as “Adult Literacy and Life Skills”. These cover five measures of literacy.

In 2006, when the last ABS survey was done, Tasmania’s rates for each measure of
literacy as a percentage were:®

TYPE DESCRIPTION TASMANIA

Prose literacy Being able to read books, newspapers, 51.0%
magazines and brochures

Document literacy Obtaining information from bus 49.3%
timetables, charts and graphs

Numeracy Adding, subtracting, multiplying, dividing 43.8%
and calculating percentage

Problem solving Working through day-to-day challenges 26.9%
and their consequences

Health literacy Reading and interpreting medicine 36.5%
labels, information and advice

5 SOURCE: Adult Literacy and Life Skills Survey, Summary Results, 2006, Catalogue Number 4228.0, Australian
Bureau of Statistics (ABS) 2008

20



2. Program of International Assessment of Adult Competencies

ABS also administers an international tool for measuring literacy called the Program of
International Assessment of Adult Competencies (PIACC).

The tool measures literacy, numeracy and problem-solving in technology-rich
environments. It rates skills from Level 1 to Level 5, where Level 1 is the lowest level of
literacy. Level 3 is defined as the minimal level to function fully in society and the modern
work environment.

A survey was done in 2011-12 and the results for literacy and numeracy at Levels 1 and
2 are included here.

TYPE LEVELS TASMANIA AUSTRALIA
Literacy Level 1 and 2 48% 44%
Numeracy Level 1 and 2 58% 55%

If you would like someone to come and help you better understand the data as it applies
to your community, contact 26TEN on freecall 1300 00 2610 or email@26ten.tas.gov.au.
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Tool 10 Consulting your community
This tool might help you with Step 2: Create a plan of action with your community

To gain a better understanding of how people in your community view literacy and what
sort of support would work best for those who need it, it’s critical that you listen to as
many people as possible. This might happen through:

e individual interviews
e small focus groups
e larger public forums.

We have set out suggested questions you might like to explore.® They will work equally
well in any of the above approaches. Feel free to use the questions as they are or adapt
them. Make sure whoever is leading the discussions has sound communication and
facilitation skills. You may decide to get an independent facilitator to do this part of the
work. Some tips on how to open and close the meeting are included at the end of this list
of questions.

PART 1. UNDERSTANDING COMMUNITY PERCEPTIONS OF LITERACY

1. What do you think of when someone says the word ‘literacy’?
* Note for facilitators — depending on what the group has already covered, provide
additional information about what we mean by literacy, that is: Listening and
speaking, reading, writing, numeracy, learning, and using everyday technology to
communicate and handle information.

We know that around half of adult Tasmanians lack the skills to deal with the demands of
everyday life (it might be reading forms or bills or adding up things in the supermarket).
2. Isitanissue for people in <insert name of community>, do you think?

3. Do they think about it as something that is important to them?

4. Do people talk about it? If yes, how do they talk about it?

® SOURCE: This tool was developed by the Circular Head Education and Training Consultative Committee for its
Literacy Plan 2014-19, in collaboration with consultant Janine Combes of Community Focus.
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PART 2: IDENTIFYING BARRIERS AND ISSUES ABOUT ENGAGEMENT

Many communities now have volunteer tutors and paid staff who can help people with
learning to read, write, count or use everyday things like phones or computers.

5.

What might stop people in <insert name of community> from being involved in a
literacy program (e.g. meeting with a volunteer tutor to learn these skills)?

PART 3: IDEAS FOR HOW WE COULD ENCOURAGE PEOPLE TO LEARN

6.

What reasons do you think people in <insert name of community> might have for
wanting to improve their literacy?

What might it take for someone to do something about improving their literacy? What
would make it important enough for them to seek help with it?

How do we make it ‘the right time’ for people to do something about it?

What do you think we could do to encourage people to use these programs?

PART 4. PROMOTION OF LITERACY AND IT BEING SEEN AS ‘NORMAL'’

10.

11.

12.

13.

If we wanted to ‘sell’ the idea that improving your literacy was a normal thing to do in
<insert name of community> what would we need to do?

How could we make it something that everyone does in <insert name of
community>?

How would we promote it, for example Facebook, radio, at community events?
Would we hold events, have community members stand up and talk about their own
experiences, use the community newspaper to tell positive stories?

What sort of words or style of language would we use to get everyone on board with
the idea that it's a good thing?
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PART 5: AWARENESS ABOUT 26TEN AND LITERACY

A program called 26 TEN has been started across Tasmania to help improve adult
literacy. 26 TEN refers to 26 letters and ten numbers — the tools you need to be able to
read, write and count.

14. Have you heard of 26 TEN? If so, what do you know about it?

* % %

TIPS ON HOW TO OPEN THE DISCUSSION — SUGGESTIONS FOR WHAT TO SAY

e We are holding this and other meetings so we can find out what people in our
community think about literacy.

e The sorts of questions we want to talk about with you include: Do people know
what we mean by this word? Is it an issue in this community? Do they talk about
it? What sort of words should we use to describe it? Does it matter? Why would
people want to do something to improve their literacy skills? How would we
encourage people to get involved in literacy programs?

e There are no right answers — we want to hear everyone’s views.

e You do not need to agree with each other — it is fine to have different views and to
talk about them.

e Please let everyone have an equal chance to talk. You can talk as much or as little
as you feel like but not all at the same time!

e We would like you to assist us by sharing your observations, experience and
knowledge of your community. What you tell us will be written down but only as
ideas — we are not recording who says what or anything personal about you. If you
feel like sharing any of your own experiences please feel free to do so, but don’t
feel you have to.

e We do need the group to agree to keep confidential anything personal that a
person may choose to say.

e The aim of our project is to bring literacy into the life of the community — to make it
a ‘normal’ thing for people to want to improve their literacy skills so they can fully
participate in all aspects of daily life.

e We have a series of questions which we would like to discuss with you. It should
take about 1 to 1.5 hours.
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TIPS ON HOW TO CLOSE THE DISCUSSION AND INVITE PEOPLE TO BE
INVOLVED IN THE FUTURE

e Thank you for sharing your thoughts and ideas with us.
e We would also like to invite you to continue to be involved.

¢ You might like to come to future meetings to find out what is happening and how
you could become involved.

e You might be able to help us to generate more community interest in literacy skills
by talking to people you know about it.

e Could you also talk to one of our team members on your way out and answer a
few short questions so we have some basic information about who has taken part
in this discussion.

See survey form on next page.

Important note: As there is a good chance that some people at the focus group or
public forum meetings may have limited literacy skills, you might decide to have
several people near the exit to farewell people and ask them these questions as
they leave. This can also provide an opportunity for members of your lead group
and other volunteers to further connect with people and build goodwill about
literacy and the idea of becoming a 26 TEN Community.

25



LITERACY CONSULTATION SURVEY

1. Your age group (please V)

[ ] under 18 years
[]18-24

[ ]125-34

[ 135-44

[ 145-54

[ ]55-64

[ 165 and over

2. Your gender [ ] male [ ]female

3. Which part of <name of the community> do you live in?’

[ ]area 1 [ ]area 4
[ ]area 2 [ ]area 5
[ ]area 3 [ ] other

4. Have you taken part in any literacy programs (for example, meeting with a
volunteer tutor)?

[ ]Yes [ ]No

5. Would you be like to be involved in our Literacy project in some way in
the future (for example, to help us to promote literacy in the community)?
[ ] Yes — Could you please provide your name and contact details:
Name:
Phone:

Email address if you have one:

[ ] No — Thank you for your ideas today

"You can add different areas of your community here e.g. individual towns or suburbs
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Tool 11 A model for social change

This tool might help you with Step 2: Create a plan of action with your community

Collective Impact is a way of achieving social change that is gaining interest around the
world as a result of recent research and validation. It involves using a systematic
approach that brings people from different sectors together to work jointly on an
entrenched problem. If you would like to consider this approach, a brief summary follows,
along with links to further information.®

Preconditions for success
To create the opportunity and motivation to bring together people who haven't
worked with each other before — and then hold them in place until the initiative’s
own momentum takes over — you need:

1. An influential champion (or small group of champions)
Someone, or a few people, who are passionate about solving the problem.
Rather than them promoting a particular point of view, they need to be willing to
let all the people who need to be involved work out answers for themselves.
Ideally it needs to be someone who commands the respect necessary to bring
together leaders at CEO level from different sectors, and to keep their active
engagement over time.

2. Adequate financial resources
For at least two or three years, there needs to be at least one funder who is
engaged from the beginning and can support and mobilise other resources to pay
for the needed infrastructure and planning processes.

3. A sense of urgency for change
Has a crisis created a breaking point that will convince people that an entirely new
approach is needed? Is there potential for substantial funding that might entice
people to work together? Is there a fundamentally new approach that can make a
big difference? Is there research that highlights the severity of the problem and
persuades people to come together?

Conditions for collective success
The following five conditions are what make the difference between a series of
isolated activities and a truly collaborative approach.

® SOURCE: Channelling change: making collective impact work’ by Fay Hanleybrown, JohnKania and Mark Kramer,
Stanford Social Innovation Review, 26 January 2012. Collective impact’ by John Kania and Mark Kramer, Stanford
Social Innovation Review, Winter, 2011.
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1. Acommon agenda

e A shared vision for change
e A common understanding of the problem
e Ajoint approach to solving it through agreed actions

2. Shared measurement systems

e Consistent data collection and measurement of results
o Efforts remain aligned

e Participants hold each other accountable and learn from each other’s
successes and failures

3. Mutually reinforcing activities
e A diverse group of participants working together, but not all necessarily
on the same thing
e Efforts coordinated through a mutual action plan

4. Continuous communication

e Recognition that it takes time and regular meetings to understand and
appreciate the common motivation behind each participant’s different
efforts

e Consistent and open communication
e Building trust and assuring mutual objectives

5. Backbone organisation

e A separate organisation and people with specific skills to serve as the
backbone for the initiative

o Staff with skills to coordinate the organisations taking part and leave those
participating able to spend the majority of their time on their agreed
activities

Making a plan for action the Collective Impact way
There are three main phases of action. The first two can take anywhere between six
months and two years. Once the initiative is established, the third phase can last a

decade or more. During this time, you can expect to see encouraging signs of progress
towards the long-term vision.
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PHASE 1 INITIATE ACTION

What you need to do during this phase:
1. Identify champions and form a cross-sector group
2. Map the landscape and use data to make the case
3. Facilitate community outreach
4

. Analyse baseline data to identify key issues and gaps

PHASE 2 ORGANISE FOR IMPACT

What you need to do during this phase:
1. Create infrastructure — backbone organisation and processes
2. Create a common agenda — goals and strategy
3. Engage the community and build public will
4

. Establish shared metrics — indicators, measurement, approach

PHASE 3  SUSTAIN ACTION AND IMPACT

What you need to do during this phase:
1. Facilitate and refine the backbone organisation and processes
2. Support implementation — alignment to goals and strategies
3. Continue engagement and conduct advocacy
4

. Collect, track and report progress — process to learn and improve

Further information:

WWW.Ssireview.org/articles/entry/collective impact

http://collectiveimpactaustralia.com/

http://thephilanthropist.ca/index.php/phil/article/view/994
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Tool 12 A strategic planning process
This tool might help you with Step 2: Create a plan of action with your community

The following is a series of questions you can ask to help you get a clear sense of
purpose and direction for your work together.

1. Why are we here — what are we here to work on? (our purpose)

2.  Who are we here to work for and with? (our target groups)

3.  Who are we? (the lead group members)

4. Who do we work closely with? (the key relationships we need to nurture)

5.  What are we trying to achieve overall? (our vision)

6. What important beliefs guide how we go about doing this? (our guiding values)

7. How will we know if we have been successful in making our vision come to be?
(measures of success)

8. What risks might we face that could stop us being successful? (risk analysis — see
next page)

9. What series of big steps will get us to our vision? (goals)

10. What specific action do we have to do to achieve each goal? (tasks)

11. Who will do each task, how long will each one take and when will they start and
finish? (action plan)®

® SOURCE: Lea Mclnerney Consulting
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IDENTIFYING AND ANALYSING RISKS

Begin by identifying possible risks you face with your 26TEN Community project. Here
are some areas to consider:*°

e getting the support of key people in the community

e having sufficient resources — people, funds, time, office accommodation
e forging connections with other similar projects in the community

e responding to community concerns about our work

e the extent of our knowledge and skills

e having adequate support for communication and information technology.

Then analyse the risks. Do this by assessing the likelihood of each potential risk
happening and the consequences if it does — see the table below. In this way, you can
exclude extremely low risk items and avoid wasting time on them, and then just
concentrate on the significant ones.

1. Assess each risk

Consider how likely it is that each risk might happen and the impact if it did. Plot your
responses on this matrix to work out how significant the risk is, and therefore how
intensely you will have to manage it.

Seriousness or Impact
Likelihood Low Medium High Extreme
Low E D C A
Medium D C B A
High C B A A

Using the grading for each risk — A, B, C, D, E — work out what response to take, as in
the following table.

2 SOURCE: Compiled from various sources including Tasmanian Government Project Management Guidelines
http://www.egovernment.tas.gov.au/project management
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Grade Risk Management Mitigation Strategies

A Identify actions to reduce the likelihood and seriousness and put them into action as
soon as the work begins

B Identify actions to reduce the likelihood and seriousness and put them into action at
appropriate times as the work proceeds

C Identify actions to reduce the likelihood and seriousness, calculate the cost and put
them into action if and when funds permit

D, E Note the risks but no action is needed unless grading increases over time

2. ldentify action to prevent or manage each risk

The table below is an example of one way to document your risk management action. In
practice, these actions should then be incorporated into your larger plan as either goals
or tasks. An example is included (in italics).

Risk Not gaining the support of key people in the community
Likelihood Medium @ Impact High Grade B
Strategies 1. Identify all the people and organisations who can help make

the project successful.

2. Contact them, let them know about the project and discuss
ways they might like to be involved.

3. Follow up on their ideas about how they would like to be
involved.

4. Keep in touch with them regularly.

Responsibility = Project Manager
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Get the tools for life

To contact 26TEN
phone 1300 00 2610 or visit
www.26TEN.tas.gov.au
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