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Good Practice in Action Seminar 1 

Community & Government – Building Strong & Respectful Relationships

19 September 2008

Workshop 1 – Innovations, lessons and issues from Drinking Water Assistance Programme Case Study

Mindmaps, diagrams and word pictures that summarise the innovations and lessons from this case study for good practice in achieving specific goals for communities and government.  (Mindmaps and diagrams still to be scanned.)
Lessons
· Importance of joined up government

· “Interpreters” translating civil service speak for communities

· Agency connections “Seamless”

· Keep the outcome, but be flexible about process ( the community knows what it needs)

· Ask people what they need, don’t tell them what they need
· Targeted awareness raising with community leaders

· Allow community to come to the table

· Need for a whole of government approach to be created by the government agencies involved prior to meeting/starting programme

· Have awareness of all resources required and costs arising

· Don’t impose structures and solutions

· Reinforce accountability needs from the start of process of engagement

· Pragmatic review process that values all outcomes

· Listen to what people want, not “here is what we have”

· Stickability – persistence and patience

· Trial first and practical steps

· Face-to-face contact and personalities (takes time).  Go to their space

· Build capacity into community to make decisions and own the assets
· Critical interface: Agency-Community; skills/training, autonomy/independence 

· Working out a plan together.
Issues
· Resourcing this intensive work with communities

· How to strike a balance between ‘community has the knowledge’, with the need to bring in technical expertise

· Timing commitment is needed to giving the project as much time as it requires, rather than be determined by reporting deadlines

· One size doesn’t fit all

· Flexibility of delivery requires flexibility of skills and leadership – not always present in government or in community.
1. How might you and your agency’s projects allow time and resources for communities to find their own solutions or decide on their directions to address issues?

· Define success and encourage communities to determine how they will get there.

· Put measures in place but let the process be flexible.
· “Bypass” usual processes to be more responsive – streamline; or streamline forms – sign-offs.

· Provide enough information for community to make their own decisions – clarity of communications.

· More considered processes to allow flexibility at lower regulatory compliance end of the spectrum.

· Consider alternative ways to do the projects – doesn’t have to be the Step 1 then Step 2 then…

· Gather the skills in the community together, e.g. trades project management.

· Recognise that time spent up front is time saved later.

· Structure to ensure the issue remains important regardless of the government.  Be aware of the potential changes in priorities if government changes.

· Recognise the role and time for relationship management – (retain staff)

· Value community staff.

· Keep looking at whether we, in our policy work, are hitting the target missing the point – policy is operational – service delivery interconnection.

· Need someone “on ground” to liaise and drive overall actions.

· Time and resources committed is a policy issue and a commitment.

· Relationship as an asset – quantify, measure; performance assessment.  Maintaining relationships is easier than renewing these.

· Communication and information filtered to policy writers (in Wellington).

· Help communities to build case for their project.

· Facilitate and support dialogue and encourage different perspectives to be shared.

· Be prepared to take a risk.

· Own failures/mistakes and learn from them.

· Focus on outcomes rather than outputs.

· Better linkages between operations and policy.
2. What are the potential benefits of this approach?

· Build community capability.

· Community ownership.

· Improve government’s profile.

· Better links between government agencies and central and local government.

· If you understand communities you can develop clearer/responsive policy.

· Community “owns” process – has a say.

· Community gains other skills and learning as a result of process.

· Increased understanding, capacity and knowledge within communities and the policy makers, etc.

3. What are the potential risks of this approach?

· Things go wrong.  Failure to reach outcomes that were the starting point.
· Communities might make a “wrong” decision.

· That we step in too soon to “fix” the problem.

· May not be leaders with sufficient skills to pick it up.

· If communities divided, no action.

· Question of continuity, momentum if key facilitator leaves.  Affects relationship, trust, knowledge sharing.

· This approach is resource intensive.

· Hard to measure/evaluate.

· Lose budget in accordance with financial yearly budget.

· Political cycles may limit long-term funding arrangements.

· Resistance about giving up ‘the pen’.

· Losing knowledge within the community (technical) if people move on.

· Trade-offs – improvements for one community at the expense of others.
4. What would this approach require of us as policy makers, project members, service delivery planners? 

Timeframes

· Timing of delivery is dependent on the community; can’t determine x number of communities by when.
Cross-government linkages

· Agencies must work together on the ground to make community projects work.
· Linkages between agencies for funding.

· Cross-agency governance models, more balance.

· Be pro-active in fostering relationships with other agencies.

· Cross-agency collaboration (central and local government); thinking about the whole system together.

· Danger of “intellectual arrogance” must talk with colleagues who will have struggles with same issue.

Funding Duration

· Money allocation and length of time its available is of concern when a community project can take time.  This requires us to conceive funding approaches might need to be different: accountability; duration; flexibility; effect on trust (e.g. built up and then money disappears)
Different approach from government needed
· Good relationship management skills are essential.

· Sustained competency required for engaging communities.

· ‘Flat’ reporting structure, autonomy for “front-line” engaging with community.

· Ahead of policy, engage with communities and with other agencies and learn as you go.

· Providing a local response to local need, consistent message.
· Creative and new ways of measuring success.  Measure could include what other programmes in the community have initiated – the ‘spin off’ effect.
· Be willing to understand community, listen and engage.
· Owning mistakes and learning from them.
· Needs community champion, government champion to act as anchors.
· Policy framework – (time & budget) to ensure that this can work can be community driven, community owned, community success.
· Clear outcomes identified.
· Tools to make the decisions.

· Adaptive policy.

· Policy Framework would need to permit service delivery in a community owned approach.
· Overcoming resistance to changing attitudes and behaviours – internal and external.
· Willingness to delegate and trust communities.

· Delegating authority to make decisions to the right people.

· True dialogue – understand peoples mental models, world views, philosophy, assumptions.

· Having community champions – self-identifying, contact plan, management.

· State role: initiators for community action; equip community champions (so growth continues); good community facilitators.

Case Study 2 – SPARC’s Research and Action on Sports Volunteering 

Lessons and findings from SPARC’s research and experience on sports volunteering
5. Specific lessons or findings that are applicable to wider agencies

· Volunteers need to feel valued and organisations understand ‘burnout’ of volunteers.

· Lifecycle of the volunteer and increased level of understanding about this lifecycle.  Life stages and gaps (effects on age of volunteers).

· Follow up and feeding results of volunteer research into clubs/grassroots.

· Sense of belonging (part of team) is important.
· Single parent volunteers – facilitation and support to this group who are under-represented.
· Volunteers – ebbs and flows – does this represent a social context or organisational (i.e. structure)?

· How do we keep volunteers in areas that are declining?

· Awareness of the social movements in the community.

· The larger issue of what volunteering is (different types).

· Differences in rural areas and the pressures/demands of them and their lifestyle.

· A lot of people don’t consider what they do to be “volunteering”.

· Acknowledgement of volunteers within workplace.

· Use SPARC’s research on reasons for volunteers quitting.

· Need for more professionalism in the way groups are run, i.e. safety plans.  Law involved, i.e. could volunteers be sued if a kid hurts themselves?  Uncertainty.

· Volunteer management – volunteers managing other volunteers means organisation is depending on their membership.

· Retaining youth (past High School).

· Flexi-time for coaching (open minded).  Coach Corp scheme.
· Utilising senior skills.

· Family is a catalyst for sport volunteering (personal interest).

· Cost to volunteering as well as time.

· Succession training.

6. How could these be applied to your areas of work?

· Identifying those with passion, selecting champions.

· Training/mentoring available to employees.

· Consultation with outside agencies, i.e. focus groups.

· Technical advice provided to volunteers, i.e. OSH.

· Allow time off for volunteers (state-sector employees), not just sport, other areas too.

7. What changes are needed in government and agencies’ thinking, engaging and retaining of volunteers?

· More acknowledgement and recognition of volunteering.

· Better understanding around cultural differences, e.g. migrant/refugees who are more comfortable volunteering in their own environments.

· Conscious of making the process of becoming a volunteer as simple as possible and get rid of red tape.

· Tapping into existing sentiment in public domain.

· Legislative constraints – liabilities.

· Retain ACC scheme.

· Risk management – police checks.

· Need to know more, explore more about sole parents and volunteering.
· Organisation’s reputation makes a difference in engaging and retaining of volunteers.

· Understanding volunteers’ motivations.
· Consider rural areas and Maori rural communities.

· Healthy communities to be a goal for the government.

· Using expertise appropriately (mentoring/coaching etc).

· Putting into practice what is being promoted, “walk the talk”.
· Changing outlook of ‘mothers’ at work.

· Quantity vs quality – larger numbers of people vs effectiveness, increasing expertise of volunteers and recognising this.

· Promotion of the benefits of volunteering.

· Special leave days for volunteer activity (Fire/Ambulance/Search and Rescue)

· What is in it for Corporates by encouraging people to volunteer?
· Rewards – ‘thank you’s’, petrol vouchers, etc.  Letter of references and presentations.

· Professional volunteers – contracts, processes.

8. Thinking of the future of volunteering: what are possible roles for government agencies in building volunteering?

· Opportunities for prospective volunteers to build skill base.  Regional/Club coaches designated as ‘champions’ of coaching the ‘coachees’ (volunteers).

· Formal recognition of volunteers.

· Financial implications: tax on re-imbursement, on honoraria.

· Resource/fund research programmes role and third sector.
· Promoting intermediaries.

· Cut policy to encourage staff to volunteer through the coach corp scheme, more awareness of this needed within government agencies.

· Four day/30hr work week!

· More flexibility to allow staff to volunteer.

· Provide resources for:
· Funding

· Initiatives to assist people who want to get involved in sport/volunteering

· Training programmes

· Programmes similar to VSTA (USA) which gets young people in America volunteering
· People in NZ often volunteer overseas, we should get them to volunteer here

· Write off a portion of student loans for people who volunteer.

· DIA to help with governance/management, make the information they have available.

· Writers and interpreters for local communities who know what they want but not how to write it.

· Changes in tax, let volunteers know (legal/financial requirements) – useful info in one place.

· Clarity for people on boards re liabilities.

· Ensuring volunteers know where they can get the info/training they need, and that it’s available.
· Budget set aside for continuity/succession planning in community.

· Support coordination of small groups to access a single needed service.

· Encouragement for people not to retire?  

· Volunteer leave (in contract), HR policies within workplace.

· Active citizenship at an early age to be encouraged.
9. What unintended impacts might government policies have on volunteering?

· Adding red tape and making process more onerous.  Risk associated with volunteering (regulations, compliance with events, OSH).
· The language the government uses with the smaller communities who don’t “speak the language” (government agency jargon).

· Lots of regulations/standards coming in which makes it hard to do things like “working bees” which were easy to run in the past – too much red tape nowadays.

· Pushes volunteers out.

· Need paid people to come in to meet the standards set out.

· The role of the volunteer has changed from building the playground to raising the money to pay someone to build the playground.
· Too scared to do anything because of regulatory regulations.

· Getting lost in the ‘passing the buck’.

· Funding has replaced some of the activities that were once a volunteering activity.

· Tax breaks and tax policy may need adjusting.[image: image4.png]&Voluntary Sector
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