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1 Introduction

Beyond Empathy (BE) is a not-for-profit organisation working nationally across fourteen communities in
NSW, WA and NT. We are committed to meaningfully serving those who are involved in or touched by
our work. We realise that this service is much broader than those who are participants in our projects. It
involves our team, the artists who work alongside our participants, our community and project partners, our
audiences, those who fund our projects and those who share their time, intellectual property, business and
NFP expertise.

BE decided very early on in our development that above all else we wanted to be accountable to all of these
individuals, stakeholders and partners. We knew accountability involved ‘walking our talk’ and ensuring
that at every turn, we really were doing what we said we were doing.

When BE was approached by the Westpac Foundation to undertake a social audit it became clear that this
was an opportunity to gain that understanding and to prove to ourselves and those we serve that we are an
authentic organisation; walking our talk and not afraid to look inward, embracing those aspects or processes
that need improvement, strengthening the relationships that needed to be strengthened, and learning.
Measuring performance, for example, is not only about providing information back to funders to satisfy
reporting requirements, it is also about continual learning and then improvement. Measuring performance is
about the sustainability of an organisation and sustainability is not about reaching a destination. It is, in
fact, an ongoing journey.

Undertaking the Social Audit (1% February 2008 — 31 March 2009 ) was a daunting task for BE, due to our
extensive geography, our limited resources (both human and financial), and because each person working
with us was already overstretched. Mostly, we embraced the opportunity and over the past twelve months
we have learnt new skills and processes and examined every facet of our organisation. And through that
process we have gained a new level of consciousness about the way we work, the importance of
communication, about setting achievable and realistic goals, about not promising too much, and about
delivering in a meaningful and sustainable way to meet our commitments.

We invite you to explore the many facets of our organisation and, through that, gain a deeper understanding
about the power of the arts and relationships in influencing change in people’s lives.



2. History and Background

2.1 The Organisation

BE was established in November 2004. The co-founders of BE have over 55 years combined
experience in using the arts to influence change in the lives of individuals and communities
experiencing recurring hardship.

BE uses arts genres such as film, digital and mixed media, theatre, music, dance and visual arts to
build relationships between inter-generationally disadvantaged young people, local support agency
staff and the local community in fourteen locations across Australia.

BE’s use of art has two purposes: art as a medium enabling young people to consider their stories,
explore issues, build skills and improve their social and economic opportunities within community;
and art to facilitate community members working together to address community issues and young
people’s needs.

BE uses an asset based model of social change that allows the arts to focus and draw on people’s
assets — their aspirations and the things they can do, rather than their issues or trying to ‘fix’ their
‘problems’. The success of BE’s projects has relied on its ability to work in collaboration with
participants, support agency staff, professional and emerging artists, leadership graduates from its
programs and community to influence change at a community level.

Change happens one on one, one by one and through BE’s projects and the collaborative works
produced, creating opportunities for new dialogue between participants, community and audiences.

BE uses an Arts Based Intervention Program (AIP) that:

¢ Influences — influences the way young people see themselves and relate to the world.

e Changes — changes how young people see their future, develop relationships and build
confidence.

e Connects — connects young people with support services so they can participate in
society and realise vocational and life goals.

e Engages — provides new ways for support workers to connect with young people who
are outside the standard support agency network and can’t be reached by more
mainstream means.

o Develops — provides a forum for young people to develop vocational skills.

BE is a philosophy and a model that has been created, tested and delivers results. And while it runs a
number of programs itself, the BE model can and is being replicated by other community-based
organisations throughout the country. BE provides training to community workers and emerging
artists to make this replication possible. Young people who have been involved in our projects assist
with this process.

BE programs are designed to achieve outcomes across all stages of development: from antenatal
through to parenting and young adults and mental health. Whilst these programs often run
autonomously, they are intentionally developed to build on each other. This aims to ensure young
people can be engaged along a continuum and safeguards against ‘losing’ young people during the
transition from one stage of development to another. BE programs are designed to complement each
other and can run concurrently in a particular community. The model has been developed based on the
desire to achieve a set of core outcomes related to individual and community change, which is
constant across all communities. Each program then also has specific outcomes, which relate to
particular target issues specific to each community. For example, Mubali, BE’s award winning young
indigenous mothers program, seeks to achieve core organisational outcomes related to individual and



community change and specific outcomes related to increases in breastfeeding and access to antenatal
care. Our Message in a Bottle program shares similar core organisational outcomes and includes
outcomes specifically related to the reduction of the misuse of alcohol and other drugs.

Figure 1 highlights the interconnectedness of the BE program.

Figure 1:
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BE’s programs are delivered in community, working with the most challenging and hard to reach
young people. Those who benefit from its operations are the participants, predominantly young
Indigenous people at risk, their families, friends and communities.

In the twelve months covered in the Social Audit period, a total of 574 young people participated in
BE activities, all from long term disengaged and marginalised backgrounds. Of this total group:

65% are Aboriginal and Torres Strait Islander.

5% are young people from Muslim background.

80% are children and young people (12 — 18)

90% are caught in intergenerational and long term cycles of poverty.
All are experiencing the long term effects of drugs / alcohol misuse.

The clear participant focus takes arts interventions beyond a compassionate reaction of merely allowing
people to tell their story. Using an asset based model for change, we assist all project stakeholders to
develop new skills to provide culturally relevant responses to enhancing individual and community

strengths.



Figure 2 identifies the focus of BE’s work in a community.

Figure 2:
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Why does BE do what it does?

BE recognises that while all of us experience hardship at some time in our lives, some people live
with it on a constant, recurring basis. For individuals and communities who experience recurring
hardship we aim to:
o improve well being, health, social and economic participation;
e improve social cohesion and create the capacity to respond; and
o enrich the lives of individuals who are involved in creating artworks and the audiences who
witness the artworks and products that are created.

BE’s organisational objectives are:

o Objective 1 (Participants) - assist participants to develop a positive sense of self and
strengthen connections with the community.

e Objective 2 (Community Partnerships) - assist community and support agencies to engage
more effectively with participants -.

e Obijective 3 (Strategic Partnerships) - assist strategic partners to gain an understanding of
sustainable investment in arts-based intervention practice.

o Obijective 4 (Arts) - deliver quality arts intervention practice, support production of profound
art and the development of emerging artists and new audiences.

o Obijective 5 (Organisation) - be a healthy, flexible and financially sustainable organisation
that shares our practice and learns from others.

BE has also been recognised for its work by the Australia Council for the Arts via Community
Partnerships as a Key Producer, one of eleven organisations nationally, and is committed to the
building of a sustainable, fair and equitable organisation motivated by a culture of innovation,
achievement and excellence. We adhere to sound business principles and believe in the benefits of
rigorous evaluation and measurement of outcomes. We support effective marketing and
communications strategies. We are committed to powerful advocacy on behalf of people experiencing
hardship and, at the same time, to increasing engagement with the creative sector across Australia. BE



is committed to an ongoing dialogue with all sectors of government and to advocating for the
inclusion of arts-based interventions in conventional welfare delivery.

BE runs a series of arts intervention, leadership and skill development programs that work with young
people over an extended period of time to support personal development and change. The different
programs build on one another to provide a supported pathway for participant development. Figure
three outlines the complimentary building blocks of the BE program.

Figure 3:

Beyond Empathy - Program Building Blocks

Program Building Blocks

Community

Projects Leadership
Program Leadership
Camps Targeted
Training &
Development

Arts Based 1:1 Leadership Intensive Supported Access Real &
Intervention Skills Leadership to Training and Lasting
Programs - Development, Camps focused on Development - Ch
providing and Mentoring and developing supporting ange

enhancing basic
skills via the arts to
assist young
people to improve
their day to day
lives

— Engage

Support Program
- enabling young
people to develop
confidence and
leadership skills

Educate

practical life skills -
enabling young
people to build and
use their leadership
skills in everyday
life

Extend

translation of skills
into positive life
[SEVIENS

Develop ——

BE uses the Arts as a catalyst for change, seeking to activate a range of change levers through the
delivery of structured arts-based intervention programs (AIP). Figure four outlines the key elements
of BE’s AIP program.



Figure 4:

Beyond Empathy - Participant Group

Participant Group

« Engage Families through
participation in art programs and
through artistic outcome /
performance

« Strengthen family support
network

'\ Young People

« Strengthen family engagement with
Support Services
« Build support network

« Strengthen social cohesion

Use art as a platform to engage and connect Young People with their Families, Support Agencies and the
broader Community and build support networks

« Engage and connect Young
People and Support Agency

Staff through participation in
arts programs
« Build personal support
network

Support
Agency Staff

Community

|

« Link broader Community in through artistic outcome /
performance and community development work

« Encourage Community engagement and participation

« Address negative stereotypes / perceptions

Agencies through communit
development work and
involvement in program
activity

« Strengthen Support
Service Network

/,,»’ ‘ » Engage and connect Suppo|

BE’s work has a national focus delivering programs in fourteen communities nationally.

NSW

Western Australia

Northern Territory

Armidale

Moree

Tamworth
Bowraville
Nambucca Heads
Kempsey

Coraki
Taree/Purfleet
Box Ridge
Yamba/Mclean

Derby
Looma
Jarlmadanga

Tennant Creek

BE is currently delivering eight core programs: a major artistic program involving three key artistic

productions, including a theatre piece, a feature film and a touring exhibition / installation. Other

programs include Message in a Bottle Out of the Blue*, BE HIP Hop on the Bus, Lego and Berkley in
the Illawarra, Connections (incl. Mubali), Ngarrwa, Across my Bridge, The BE wAy, BE Leadership

Program and BE Leadership Camps, Healthy Bodies Healthy Minds®, Derby and Song Cycles.

More than 300 young people have been engaged in BE workshops, and over 50% of these participated
regularly in a BE intensive program. Twenty two community support workers (from other agencies or

! Out of the Blue was not included in the Social Plan as it commenced in July 2008.

2 Healthy Minds Healthy Bodies is a partnership project with the Coca Cola Australia Foundation and is delivered

as part of BE’s leadership program.



community groups) worked alongside our team in BE workshops during the audit period, learning
new skills and new ways of working to incorporate into their everyday service delivery. Seventeen
professional artists worked with BE producing work in diverse art forms including visual art, music,
dance, performance, digital media and film. Through these projects we have delivered over 115
workshops; produced more than forty arts based products; delivered twenty two public outcomes; a
major performance outcome, Postcodes from the Edge, at the Illawarra Performing Arts Centre
involving forty participants and one hundred and fifty audience members; and we have had over 3500
hits on the BE Hip Hop My Space.

2.2 Company Structure

BE is a Company Limited by Guarantee. BE holds Deductible Gift Recipient Status, Income Tax
Exempt Charity Status and Public Benevolent Institution Status from the Australian Tax Office.

The company is overseen by a seven member Board of Directors, who meets five times a year. The
management of the company is through the Executive Director, who is accountable to the Board of
Directors. Program and Project Managers report to the Executive Director.

BE employs full time and part time employees as well as project managers on time delimited
contracts and artists/workshop facilitators on casual contracts. At the time of the report the company
employed the following:

Type of employee Number of employees
Full time employees 3
Part time employees 4
Project managers 5
Acrtists/Workshop Facilitators 20




Figure 5: Diagram of structure
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2.3 Partnership Approach

BE has a commitment to building social networks based on trust and reciprocity that enable people to
work collectively together to address common issues affecting their most disadvantaged members of
community and, in doing so, achieve common goals. BE’s work is based on the synergy model of
social capital. The model, first outlined by Woolcock and Narayan, identifies three dimensions of
social capital: bonding, bridging and linking capital. (Woolcock 1999; Putnam 2000; Woolcock and
Narayan 2000).

Bonding capital refers to social connections that build on commonality and homogeneity
(Putnam, 2000, p. 22). Through the arts-based workshop delivered in our target communities,
BE uses the arts as a common language to build relationships or bonds between disengaged
families and peers by mentoring and supporting them to work together to explore their stories,
issues faced in community and produce artistic products that create a common story and
provides the opportunity to tell a different story about their circumstances. These products,
when presented back to community, play an advocacy role influencing the way the broader
community may think about the issues raised or the individuals telling the story. The non-
threatening environment created through the arts provides a space to explore these issues in
the third person and from a distance. (Organisational Objectives 1, 2)

Bridging capital refers to networks across ‘diverse social cleavages’. (Putnam, 2000, p. 22).
Through the projects, community groups or local services are also encouraged to work
autonomously and achieve better representation to local government or state government for
new initiatives. Many of the young people who participate in BE’s projects are Indigenous,
from a Muslim background, Islander or Maori. Through the production of quality art
products, young people have the opportunity to present their work and their stories to
community audiences. The sharing of this work is often when the community has the
opportunity to see these young people in a different light, have prejudices challenged, and
applaud these young people for their courage. It is often through this process that community
groups come forward and volunteer time, resources or in kind support to assist the
participation of these young people in the project in the community. These networks formed
are both formal and informal and both strong and weak ties are formed. This process of
linking these groups is critical in linking both the individual and the agencies or services
working with us to resources or opportunities outside their personal networks. BE often refers
to this process as ‘broadening the circle of influence’. (Organisational Objectives 3 and 4)

Linking capital refers to alliances between communities and individuals or groups with
formal power, particularly power over resources required for social and economic
development. These partnerships are often associated with government, business or the non-
profit sector. BE’s projects create working partnerships, including engaged philanthropy
where investors often play an active role in the development of strategy and sustainability of
the projects. On the ground, BE works closely with government agencies in the delivery of
projects, often working alongside front line workers (e.g. DoCS workers) transferring skills in
the use of arts as a means of working with their target groups. For example, in a recent project
in Armidale, NSW, (Checkers / Out of the Blue) project partners included Hunter New
England Health (including Tableland Mental Health Service, Child and Adolescent Mental
Health Service, Child Health and Youth Service), The Benevolent Society’s Personal Helpers
and Mentors Program, and the Psychiatric Rehabilitation Association. (Organisational
Obijective 5)

Many researchers argue that bonding capital provides the kind of ‘people to people’ support needed to
‘get by’, while bridging and linking capital can provide access to resources and skills to ‘get ahead’
(Cattell, 2001, Putnam 2000). BE works on the premise that to achieve both, collaborative
partnerships across all sectors are critical. BE uses the arts as the enabler or the tool to build these
collaborative relationships.
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The success of BE’s work in community is dependent on the successful collaboration with
‘community partners’ at both a regional and a local level. In all BE projects, programs always seek to
achieve outcomes with these partners. Mostly, these outcomes related to:

1. The level of skills both in arts practice and community development BE transfers to
workers.

2. The degree in which these workers then use these learnt skills as part of their delivery in
their existing positions.

3. How often ‘conventional welfare workers choose arts as first means of intervention when
working with their most difficult and hard to reach clients.

4. Changes in attitude toward the use of arts as a valid tool when working with young people
in areas of health, juvenile justice and education.

5. The degree to which the use of the arts supports agencies to engage more effectively with
participants or clients.

BE believes there are two cohorts of participants for our projects. Young people who are marginalised
and have experienced intergenerational and recurring hardships and the local agencies or service
providers whose charter it is to work with these young people. For our projects to be effective and
sustainable, we seek to achieve outcomes with both target groups.

Figure 6 outlines this approach

Figure 5:

Beyond Empathy Model
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2.4 Evaluation Approach (methodology and model)

Much has been written about the contribution made by non-government social organisations® to the
health and well being of Australian people - particularly those people who experience disadvantage —
and to the Australian economy. There has also been a growing literature on the challenges facing the
sector, for example low levels of funding, growing client demand, competing and complex funder
demands, competition between organisations, the need for better leadership and management, and for

3 Clear and agreed language and terminology is a major issue for what we have elected to call the non-government social
sector. The term non-government social sector/organisations incorporates not-for- profit organisations as well as those
enterprises that may be for profit organisations but who are social organisations with respect to their values, mission and
their outcomes
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greater transparency and accountability etc. *. We can now add to this list of challenges the impact of
the current economic downturn, which will potentially effect non-government social sector
organisations in two ways. Firstly, through a reduction in grants flowing from government,
philanthropic and business funders, and secondly, through an increasing strain on services as the
numbers of clients seeking social and economic assistance grow.

It is clear from this, and other research, that the landscape is changing rapidly for the Australian non-
government social sector, and that the pressure on organisations across all parts of the sector to be
more accountable to all of their stakeholders, and to continue to build capacity and improve their
performance, will only grow. Should funds become more difficult to secure, it will be those
organisations with a transparent track record that enables a potential funder to see clearly, not only
how outcomes and impact are measured, but how that information is used to improve performance,
that will have a distinct competitive advantage.

A Planning, Evaluation and Monitoring Framework

To be able to demonstrate to its key stake holders that it is able to achieve its mission BE needs, in
the first instance, to be able to ‘measure’ the changes (outcomes) that are occurring as a result of its
work with individuals, with communities and with its partners. Most importantly BE needs to be able
to demonstrate that those changes can be sustained over time (impact).

Developing a Framework which proves that BE is able to influence (and perhaps initiate) change
through the arts involve challenges, but those challenges can be addressed, and will be far outweighed
by the opportunities this provides for BE to:
e Demonstrate to all those who work with, and for BE, that they are making a tangible and
sustainable difference in the lives of disadvantaged Australians;
o Demonstrate to funding bodies that their funds are being well used, and are a sound return on
investment;
e Seek additional funding by presenting a strong evidence-based case that shows that BE not
only delivers on what it says it will do, but has the capacity to expand its projects into more
communities

Guiding principles
The BE Framework aims to be:
o Robust, yet not so complex that it cannot be understood and embedded in the ongoing practice
of all members of the BE team (artists, management and administration)
e Underpinned by, and reflect BE’s way of working (engage/connect/support) i.e. BE’s model
of using arts as intervention, rather than just as practice (as set out in the BE Toolkit);
e Innovative and creative in its measurement strategies to reflect the environment in which BE
works;
o Able to be replicated so that it can be adopted by other organisations using the arts to bring
about positive changes in individuals and communities;
e Clear in the way in which it links BE project performance and outcomes to its organisational
capacity
e An asset- based model, the purpose of which is used not simply to measure results, but to
improve both the way BE performs as an organisation, and the quality, quantity and
sustainability of the outcomes it achieves;

* See for example Lyons, M. (2001) The Third Sector: the Contribution of Nonprofit and Cooperative Enterprises in
Australia, Allen & Unwin, Sydney; Lyons , M. Mobilising Capital for Australia’s Nonprofits:

Where is it needed and where can it come from?; Philanthropy Australia,
http:/Aww.philanthropywiki.net/research/factsheets/nfpfactsheet.pdf; Australian Council of Social Services Australian
Community Sector Survey, 2006; National Roundtable of Nonprofit Organisations Limited Fact Sheet
www.nonprofitroundtable.org.au/
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e Able to measure improvement over time.
e Contain general principles that can be applied to any BE project, but allow for the inclusion of
elements that are specific to that project.

Evaluation Frameworks can measure different things. BE’s framework can measure at least two
components of a project.
1. Effectiveness /outcomes— Key questions to be answered are:
e Did the project work?
o Did it achieve the desired objectives and outcomes?
2. Process /activities and outputs— Key questions to be answered here are:
o Did the activities we engaged in, (and what we produced as a result of those
activities), lead to the success of the project?
e Was the project well managed? Did the method for making decisions and managing
the project ensure its success?

BE may also, at some stage, measure the cost effectiveness of the project. This may mean not only
answering the question that asks: ‘What is the cost (direct and indirect) of operating this project/these
projects?, but also asking:

o How will we measure the social value of the project’s outcomes?

e Can we measure the equivalent financial value of the project over time (usually 5-10 years)? °

At this point in time BE will focus primarily on measuring outcomes. Measuring outcomes is the
most meaningful (and the most challenging) exercise if BE and its partners are primarily interested in
how far the objectives of a project have been achieved or how long lasting the changes will be.
Focusing primarily on outcomes evaluation does not mean that process should be ignored. BE’s
evaluation framework enables it to not only measure project outcomes, but to understand how and
why the desired outcomes were, (or were not) achieved so that any changes deemed necessary can be
made. This will necessitate a measure of how resources were used and how effectively the project was
managed and workshops and other outputs delivered.

2.5 Toolkit Resource

BE is in the process of developing the BE wAy Toolkit to provide artists, community development
and support workers with an understanding of how the arts can be used as a powerful community
development tool.

The Toolkit is intended to provide users with a clear understanding of:
e what good arts intervention practice is;
e how itis delivered; and
e how it can be used to support both individual and community development.

The Toolset will include both a detailed discussion of how BE delivers its practice as well as the
psycho-social principles on which it is based.

> Social Return on Investment [SROI] is a means to illustrate the value generated through an investment in
social programmes, expressed in monetary terms. While the true value of many social impacts can not be
monetised, the SROI calculation is a straight forward approach to demonstrate value creation for society to
social investors of all profiles. SROI has not been proven to drive investment in not-for- profit
organisations/social enterprises. However, it is increasingly used by those who feel that if they can demonstrate
that the financial value of the outcome is shown to be greater than the financial investment, businesses and
philanthropic bodies are more likely to reinvest.



What is this Toolkit designed to do?

The Toolkit has been developed to provide artists, community development and support workers with

an understanding of how the arts can be used as a powerful individual and community development
tool. The Toolkit has been broken into chapters. As far as possible, the Toolkit has been written so

that readers can choose either to read the full document or just to refer to the parts of the Toolkit that
most interest them.

Figure 7 outlines the ‘Toolkit Map’.

Figure 7
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2.6 Finances

BE’s annual budget is approximately $1.09 million of which only $410,000 comes from government
sources.

The NSW state government provides $130,000 (Community Services $100,000; Arts $30,000), while
the Australian government (through the Australia Council for the Arts $150,000, FaHCSIA $100,000
and the Department of Immigration & Citizenship $30,000) makes up the balance of $280,000.
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Extraordinarily generous sectors of the Corporate and Philanthropic sectors provide more than $1.09
million in a broad-ranging show of support for the work of BE. The list of supporters is an impressive
array of many well-known and highly respected names.

Supporters from the corporate world include: the Coca-Cola Australian Foundation, the Westpac
Foundation, AMP, Perpetual Trustees, Goldman Sachs JB Were, and the Australian Pipeline Trust.
Donors from the philanthropic sector include: Anna Buduls Trust, Vincent Fairfax Family
Foundation, Simon Mordant and Family, Tony Green and Family, Kim Cottle, Angel Investors and
Social Ventures Australia.

In the delivering of project outcomes, BE is committed to expending almost $465,000 in staffing
costs; around $620,000 in Artist Fees and payments to mentors and various contractors for a wide
range of services: program, production and exhibition costs amount to around $56,000; general and
administration (including items such as financial and audit expense, telephone costs, management
board expenses, depreciation and amortisation of assets plus printing, stationery and postage
expenses) accounts for approximately $101,000; marketing and promotion in the region of $30,000
while operational expenses (including insurances, travel and accommodation, vehicle costs, meals and
catering, and public outcome and workshop expenses) amounts to approximately $630,000.

Accounting firm Roberts & Morrow provides valuable input to the recording of financial transactions
and especially to the preparation of reports for the management board. Partner, Michelle Paull, liaises
with BE’s Executive Director and Finance Manager to produce reports which clearly detail the current
position and extend to an estimate of the end-of-year position.
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3. Mission, Values and Objectives

3.1 Mission

Use arts to influence change in the lives of individuals and communities experiencing recurring
hardship. BE’s work is one on one, one by one for the long haul.

3.2 Values

©CoN>O~WNE

Work with participants one on one, one by one

Create strong partnerships with other organisations

Be a facilitator (enabler) of change rather than enforcer of change

Walk our talk

Be authentic and continue to strive towards BE’s core mission’

Be practical and real in scope and outcomes, maintaining a balance between heart and mind
Respect our participants and create real relationships

Respect fellow workers as individuals who are part of the BE family

Have courage when facing challenges

3.3 Organisational Objectives

1.

2.

Objective 1 (Participants) Assist participants to develop a positive sense of self and
strengthen connections with the community.

Objective 2 (Community Partnerships) Assist community and support agencies to engage
more effectively with participants.

Objective 3 (Strategic Partnerships) Assist strategic partners to gain an understanding of
sustainable investment in arts based intervention practice.

Objective 4 (Arts) Deliver quality arts intervention practice, support production of profound
art and the development of emerging artists and new audiences.

Objective 5 (Organisation) Be a healthy, flexible and financially sustainable organisation that
shares our practice and learns from others.
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4. Stakeholders

4.1 The Home Team

The home team was defined as staff, program managers, contract program managers, contracting
artists and the board of directors. All were invited to take part in the Social Audit. The audit began by
bringing the core team together in Armidale in NSW to take part in a two day workshop that
resembled a strategic planning session. In these workshops an external facilitator was used (the Miller
Group) and the team unpacked and reaffirmed our mission values, organisational objectives, program
objectives activities and the outcomes and impacts each of our programs seek to achieve. The team
identified what information we wanted to ask and understand from each of the key stakeholders. The
methodology for seeking information was also agreed by the home team.

4.2 End users / target audiences

BE’s target group have traditionally been the most evaluated. Whilst the most important of our
stakeholders in determining how we re-shape programs and develop delivery to meet their needs, our
end users are the most challenging, sensitive and difficult to gain information from. For the social
audit a young person, who had spent a year working with BE and was known to most of the target
group, asked the questions developed in the guestionnaires. This consultation took place between June
and September 2008.

4.3 Funding Partners

BE’s funders include government, corporate and philanthropic agencies, organisations and
individuals.

4.4 Community partners

BE’s community partners include Aboriginal elders and community members; state and federal
government agencies, such as Health, Education, and Community Services; and other not-for-profit
organisations or local artists,

4.5 The BE Board

BE’s Board at the time of the social audit consisted of six people.

The focus of the evaluation had two purposes. It was designed to access the view of our young people
from across all of our programs about their attitude towards BE, the relevance and delivery of our
programs and, importantly, about us as an organisation and whether or not we delivered on what we
said we would and whether we lived up to our mission and values. The method used for the evaluation
was over the phone because of the widespread geography of those involved in the survey.

Community partners, funding partners, and the Board were all consulted by questionnaires via email
and follow-up phone call.



Figure 8 Stakeholder Map
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5. Scope and Methodology of the Social Accounts

5.1 Why Social Accounting?

Since its establishment in November 2004, BE has undergone rapid growth and expansion of its
programs. With this growth has been the development of new systems to support service delivery and
the consolidation of its internal infrastructure and resources. The development has been primarily to
ensure successful delivery of programs, outcomes and the sustainability of the organisation. The
process involved the development of policies including a new Human Resources framework, building
an evaluation model to identify the impact of the arts in both qualitative and quantitative ways, and a
toolkit which outlines in detail our model and is a ‘how to’ guide for delivering the BE model in a
community.

Proving the arts really work has always been a challenge for the organisation. We know the arts
makes people feel better and we know the arts is a great tool for bringing communities together, but
what does that mean? How does the use of the arts as a tool, an enabler, actually influence change in
the lives of individuals and communities living with recurring hardship?

BE decided to trial two methodologies: firstly, BE was part of the Social Ventures Australia Future
Builders program aimed at providing an evidence base for the work we do and, secondly, to undertake
a social audit. Whilst each methodology was different, it was decided they were complimentary and
could work side by side during the process. The Future Builders model was a program focussed model
and was implemented internally within the organisation. The social audit took a much broader view of
the work and impact of the organisation - consulting all stakeholders and looking at all aspects of the
organisation’s delivery. In the latter part of 2007, BE was approached by the Westpac Foundation to
undertake a social audit.

As a result of undertaking the social audit, we have developed new policies and new organisational
systems related to HR, finances and delivery of programs. Whilst the review has been an immense
undertaking, we have been successful in implementing many of these changes during the course of the
social audit.

The one area that remains a concern for the organisation is professional development. Because of the
geographically widespread nature of the organisation opportunities for professional and team
development are difficult and costly. This often results in members of the team working in an isolated
way and feeling disconnected from the main operations of the organisation. The satellite nature,
however, is intentionally designed to allow artist and managers to work in a creative and autonomous
way, while still meeting the core objectives of the organisation. The geographic diversity means that
sometimes managers and artists face challenges in order to stay on track and meet outcomes.

5.2 Methodology

The BE staff and some of the contracting artists working with BE were involved in a two day
workshop. In this workshop we finalised objectives, activities, indicators and methods of data
collection that make up our Social Accounting plan. Given the way in which artist often work in
projects often in isolation it was critical to get ‘buy in from the team” and a commitment from all
personnel to participate in the social audit and take responsibility for conducting questionnaires and
collecting data.

Obijectives were created for the organisations (organisational objectives) that reflect the Mission and
values of the organisation. Then relevant and specific objectives were defined for each of the different
programs delivered by BE. This was done in teams led by the individuals working on those projects.
Then, relevant measurable and realistic activities were linked to the specific objectives. A suite of data



collection methods were identified and systems developed to capture the information. Due to the
diverse range of programs delivered by BE it was decided that we would not audit all programs but
take a sample of the programs that best represent the scope of BEs work, including early childhood,
young Mumes, drug and alcohol, and leadership and community development focused programs.

Surveys were designed in an easy read format and due to the geography of participants and
stakeholders surveys were easily delivered via the phone interviews.

5.3 Scope of the Social Audit

The Social Audit was conducted over a twelve month period from February 2008 through to February

2009. The audit process was delivered internally by BE’s executive team. The BE executive team
worked with Libby Darlison and the Miller Group, which included two additional consultants.

The six key stakeholder groups identified for consultation were BE staff, the BE Board, program
participants, program partners, funders and community. We chose to survey only those who had been
deeply involved with BE over a extensive period of time.

Table 1 summary of key stakeholder groups: what we wanted to ask the stakeholders and how we
could seek the information.

Key Stakeholder Topics you want to ask each Consultation Method

Groups stakeholder group about

Staff Culture and conditions of the On line Questionnaire
organisation; Further Options for consideration:
the mission, the values, objectives & One-on-one follow up interviews
activities Discussion at staff meetings

Board Roles and responsibilities of board; On line Questionnaire

the mission, the values, objectives &
activities

Further Options for consideration:
Discussion at Board meeting

Participants

Experience and impact of the service;
the values, objectives & activities that
are specific to service delivery

Questionnaire (on line or posted)
Further Options for consideration:
Follow up phone interviews

Partners Experience of partnering with On line questionnaire
organisation; Further Options for consideration:
the mission, the values, objectives & Follow up phone interviews
activities

Funders Perception and experience of the On line questionnaire
organisation; Further Options for consideration:
the mission, the values, objectives & Follow up phone interviews
activities

Community Perception and experience of BE and Questionnaire, phone or face to face

of young people and change in
community cohesion

interview, focus groups

5.4 Omissions

Due to the diverse nature of BEs programs BE did not measure all of its programs. Not every young
person and community stakeholder was involved in the surveys because of availability of internet
access and not all participants have phones.

Rather than trying to tackle the enormous task of seeking feedback from all stakeholders and
participants BE focused on what was defined as realistic and achievable targets, knowing what and




20

who could conceivably provide feedback. Stakeholders who were deeply involved over a long period
were surveyed and those involved only periodically in BE’s programs were not.

The cost of obtaining feedback across such a diverse set of programs and a national geography also
resulted in some programs being omitted from the Social Audit process. BE has limited full time staff
and had to pay contractors to conduct the surveys. This expense had not been budgeted and led to the
decision to omit some programs from the audit.

Since the Board’s involvement in BE is limited to governance and does not included specific program
operational imput, general feedback from the Board was sought and Board Members were not
consulted on BE’s Objectives and Activities.

5.5 Conclusions

As a result of undertaking the social audit we have developed new policies and new organisational
systems related to HR, finances and delivery of programs and have successfully implemented many of
these changes during the course of the social audit.

We have developed a new professional development plan whereby project managers and artists can
apply to the executive team to work on other projects within the organisation to learn and share
expertise with other members of the team. Individuals who have strength in particulars areas will
travel to work with colleagues sharing skills and expertise. This will ensure individual development
both artistically and professionally and mitigate the costs of bringing everyone together. This
approach promotes flexibility and ownership among team members.

Going forward BE will use a combination of methodologies to evaluate what we do and how we do it,
including social auditing of particular programs (rather than all) every couple years. We will make use
of established social indicators for measuring outcomes, such as social connectedness, supportive
relationships and environments, freedom from discrimination and violence, and economic
participation. Our evaluation will aim to produce comparable results by using these types of
indicators, rather than relying on anecdotal reports of positive experiences. It will be necessary too, to
collect information from those who are involved in the project (arts and community development) but
do not have a vested interest in the results. Information will therefore be collected more from audience
or community members and less from project organisers.
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6. The Report on Performance: Analysis of the Social Accounts

6.1 BE Mission and Values

Stakeholder feedback - Mission and Values - Board and Staff (Home Team)

All BE workers / staff (the team) and members of the BE Board were asked to complete a survey to
determine whether they felt that BE’s Mission reflected what the organisation does in its work. All
Board or staff members were given the opportunity to expand on their response and provide comment
if they wished to do so. BE staff / workers include full-time, part-time, and core contracting artists and
community development workers.

Board members and staff were also asked to respond to how well they felt BE lives up to its values
(i.e. does BE walk its talk?). This was done by providing a rating of 1-5 for each value with 1
meaning strongly disagree and 5 meaning strongly agree.

For both groups the electronic survey was conducted by an external consultant.

Responses were received from:

5 out of 6 Board members; the 6™ board member’s response (for Executive Director Kim McConville)
was included with the Home Team responses.

12 members of the Home Team

Profile of respondents

1. Board

No profile was collected for Board members other than the fact that they represented regional,
business, arts and the non-government sector - the three key areas in which, or with which, BE works.

2. Home Team

BE employs artists and workers, all of whom are regarded as members of the ‘home team’. Team
members, with the exception of the Executive Director (ED), the administration, and project
management staff, are employed by contract and paid an hourly fee.

The staff profile is as follows:

Twelve members of the home team responded to the survey (eight female and four male). Six
members of the home team had worked for BE for three years or more and four for two - three years
while two members had worked for BE for seven - twelve months.

Most staff members did not indicate what their salary was. This may be due to issues pertaining to
confidentiality. Of those who responded, salaries ranged from $25,000 - $80,000, depending on their
role in the organisation and/or the number of hours they worked

BE Mission
Use arts to influence change in the lives of individuals and communities experiencing recurring

hardship.

1. Board response

Do you think ‘Use arts to influence change in the lives of individuals and YES | NO
communities experiencing recurring hardship’ reflects what BE does in its
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| work? |4 |1 |

Five out of six Board members felt that BE’s Mission accurately reflected the work the organisation
undertakes. The one dissenting Board member felt that the Mission statement was not sufficiently
specific, and should state more clearly ‘for whom BE was seeking change’. All other Board members
felt that the Mission statement was clear and reflected well what BE does, i.e. using the arts to
influence the process of change.

2. Staff/ home team response

Do you think ‘Use arts to influence change in the lives of individuals and YES | NO
communities experiencing recurring hardship’ reflects what BE does in its
work? 12

All members of the home team affirmed that BE’s Mission identified clearly what BE does. One staff
member stated that they thought while the Mission encapsulated ‘what BE is all about in a succinct
manner’, others who did not know BE, ‘might not fully understand from the Mission all that BE
actually undertakes’.

Comments from staff which reinforce BE’s Mission Statement are reflected in the following
comments:
e ‘Because that’s what we do - we use art to influence changes in individuals, families and
communities’
o ‘T absolutely believe that we all live our mission. It is deeply a part of the culture of the
organisation. I think it is reflected in our language and our action and how we think ...~
o ‘It is definitely the core of what I do.’
‘Because it works !!!”
o ‘[think it is the right mission statement for BE as it sums up what BE does — uses the arts to
influence (bring about) change in people.’

BE Values

1. Board Response
Rating of 1-5 for each value: with 1 meaning strongly disagree and 5 meaning strongly agree.

Value Scores
Work with participants one on one, one by one. 1 2 |3 |4 |5
1 |4

Value Scores
Create strong partnerships with other organisations. 1 2 |3 14 |5
2 3

Value Scores
Be a facilitator (enabler) of change rather than enforcer of change. | 1 2 |3 |4 |5
1 (1 |3

Value Scores
Walk our talk. 1 2 |3 14 |5
1 (1 |3




Value Scores
Be authentic and continue to strive towards BE’s core mission. 1 2
Value Scores
Be practical and real in scope and outcomes, maintaining a balance | 1 2
between heart and mind.

Value Scores
Respect our participants and create real relationships. 1 2
Value Scores
Respect fellow workers as individuals who are part of the BE 1 2
family.

Value Scores
Have courage when facing challenges. 1 2

2. Staff response

Rating of 1-5 for each value: with 1 meaning strongly disagree and 5 meaning strongly agree.

Value Scores
1. Work with participants one on one, one by one. 1 2
Value Scores
2. Create strong partnerships with other organisations. 1 2

2
Value Scores
3. Be a facilitator (enabler) of change rather than enforcer of 1 2
change.

2
Value Scores
4. Walk our talk. 1 2

3
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Value Scores
5. Be authentic and continue to strive towards BE’s core mission. 1 2

1
Value Scores
6. Be practical and real in scope and outcomes, maintaining a 1 2
balance between heart and mind.

2
Value Scores
7. Respect our participants and create real relationships. 1 2
Value Scores
8. Respect fellow workers as individuals who are part of the BE 1 2
family.

2
Value Scores
9. Have courage when facing challenges 1 2

1

Results

1. Board

Board members generally felt that BE lives up to its values and walks its talk, with scores generally
being in the 4-5 range — well or very well. Value 6 ‘Be practical and real in scope and outcomes,
maintaining a balance between heart and mind ‘, two board members said that they were not sure

whether this was the case.

2. Staff/Home

Generally staff felt that BE performed well in terms of its values, with eight or more of the staff
(75%) scoring four or five on all values except for Value 6 (Be practical and real in scope and

outcomes, maintaining a balance between heart and mind).

24
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BE Obijectives

1. Staff response

Only the BE home team/staff were asked to report on BE objectives and were asked to report overall
on BE’s objectives. They were asked two questions about each of BE’s organisational objectives:

1. how important each value was to them; and

2. how well they felt BE performed against its objectives

Organisational Objective 1: Assist participants to develop a positive sense of self and strengthen
connections with the community.

How important is this objective to you?

Not at all Not really Not sure Important Very
important
1 11

How well does BE perform against this objective? I don’t really know

Not well Somewhat well | Not sure Well Very well

1 1 6 4

Organisational Objective 2: Assist community and support agencies to engage more effectively with
participants.

How important is this objective to you?

Not at all Not really Not sure Important Very
important
4 8

How well does BE perform against this objective?

Not well Somewhat well | Not sure Well Very well

2 5 3 2

Organisational Objective3: Assist strategic partners to gain an understanding of sustainable
investment in arts based intervention practice.

How important is this objective to you?

Not at all Not really Not sure Important Very important

5 7

How well does BE perform against this objective?

Not well Somewhat well | Not sure Well Very well

2 9 1
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Organisational Objective 4: Deliver quality arts intervention practice, support production of
profound art and the development of emerging artists and new audiences.

How important is this objective to you?

Not at all Not really Not sure Important Very important

2 10

How well does BE perform against this objective?

Not well Somewhat well | Not sure Well Very well

1 1 8 2

Organisational Objective 5: Be a healthy, flexible and financially sustainable organisation that
shares our practice and learns from others.

How important is this objective to you?

Not at all Not really Not sure Important Very
important
1 11

How well does BE perform against this objective?

Not well Somewhat well | Not sure Well Very well Don’t know

2 5 4 1

Results

Not all of BE’s objectives are relevant to all staff on a day to day basis. For example and as would be
expected, staff generally do not have contact with strategic partners and funders. From location out in
the field, working with participants on a day-to-day basis, staff may not know how important it is to
maintain long term strategic partnerships with funding bodies. Staff, however, do understand how
important it is that participants develop a strong sense of self and strengthen their connections with
their community. This is reflected in some objectives being considered by staff to be more important
than others. However, all staff indicated that BE’s objectives were either important or very important.

Staff responses varied in relation to how well BE performed against its objectives. Responses
indicated staff generally felt BE performs well against its objectives. In objective 2, there was a
degree of uncertainty about how well BE was performing in terms of engaging community
organisations. Strategies for strengthening BE’s performance against this objective are set out in these
accounts.
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6.2 Objectives, Activities and Analysis

What We Do To Achieve Our Objectives — Organisational Objective 1

Organisational Objective 1
Assist participants to develop a positive sense of self and strengthen connections with the community.

Introduction

The work that BE does, the way it works, and the clients / participants and communities with whom it
works, combine to make the completion of the Social Accounting and Auditing process a particularly
challenging undertaking. This presents a unique challenge for us when reporting back on Objective 1.
Objective 1 focuses on our programs and the impact of those programs for our clients / participants
and their communities. BE is confronted by the following challenges through the auditing process:

e BE does not have ‘staff” in the traditional sense of the word. BE engages workers and artists
on a project-by-project and contract basis. BE is currently involved in eleven programs,
including a major arts program, which consists of a theatre piece, feature film and touring
installation. This program in its entirety is delivered across fourteen communities in NSW, the
Northern Territory and Western Australia. BE does not channel its resources into a singular
program. Each of BE’s programs are different although all are driven by the mission, values
and organisational objectives of the organisation.

e BE’s way of working means that one program may be delivered in a community, or the same
program may be delivered across several, often geographically dispersed, communities for an
agreed period of time —most commonly over a three year timeframe.

e Each program requires BE to secure funding before work can commence. As a result, BE has
many different funders, some supporting individual programs, several supporting different
components of the same program and some supporting several programs.

o Characteristically, participants have not attended school, (or to have attended very rarely and
left early), have very low literacy levels or perhaps no literacy at all. It is therefore often not
possible to collect stakeholder feedback in the traditional ways.

As a result of these sets of circumstances, BE decided that the most effective way of demonstrating
what we do to meet Objective 1(assist participants to develop a positive sense of self and strengthen
connections with the community) and the activities designed to meet Objective 1 (i. run arts-based
intervention projects; ii. provide opportunities and environments to assist participants to create a
positive self image; and iii. provide opportunities and environments to assist participants to connect
with the community) was to identify four of the key programs implemented (and in some cases are
still implementing) through the social accounting period and write ‘mini” social plans for those
programs. The programs were chosen because they best represent the spectrum of BE’s work and
while this involved a great deal of additional work it provided the following benefits:

e It clarified exactly what BE is seeking to achieve in each of the programs, both in terms of
achieving specific program objectives and being clear about the outcomes sought and how the
outcomes will be measured.

e It made explicit the linkages between organisational objectives and activities - particularly
Obijective 1 and how specific program objectives and activities link to that organisational
objective. For example, ‘developing a positive sense of self and strengthening connections
with the community’ is a fundamental program/organisational objective for BE, however it is
achieved for participants in different areas of their lives and in different ways. This is
reflected in program objectives, depending on the community need, and the focus in
addressing that need.

For example, in the Ngarrwa program a range of objectives have been identified that are designed to
assist participants to develop a stronger sense of self and strengthen their connections with their
community (i.e., organisational Objective 1), however, additionally the objective is specific to the
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Ngarrwa target group of young mothers and their engagement with their particular community and
connection with support services and agencies in the community.

In the Ngarrwa program BE is seeking to assist young mothers to develop a more positive sense of
self and better parenting skills through improved health outcomes and better use of services. These
outcomes are enabled through the use of the arts intervention process. Through using the arts as a
‘hook’, BE is seeking to help participants to connect more closely with their community - not only
through the provision of support services, but also by assisting them to develop pride in themselves
through a stronger sense of their cultural identity.

In Message in a Bottle the target group is young people (mostly indigenous) and the focus is on
improving participants’ sense of self and their health and wellbeing by assisting them to gain
knowledge and insight about the harmful effects of drugs and alcohol. The program also seeks to
change risk taking behaviours and reduce misuse of alcohol. BE also wants to assist participants to
achieve a stronger connection to their community through use of the services available to them.

In responding to how BE addresses Objective 1, four programs have been identified. BE has
attempted to explain how the program activities meet the specific objectives. In doing this BE has
attempted to make explicit how achieving objectives for each program also reflects how BE achieves
its organisational program objectives.

Although not required for this audit, through the development of the ‘Mini Social Plan’ for each of
the four programs, BE also identified the outcomes sought and the ways in which BE can ascertain if
they have been achieved or are achieving the outcomes (i.e. our indicators). BE undertook this process
as it does not consider either objectives or activities to be the same as outcomes.

Ngarrwa

Organisational Objective 1
Assist participants to develop a positive sense of self and strengthen connections with the community.

Activities designed to achieve this objective
e Run arts based intervention projects
e Provide opportunities and an environments to assist participants to create a positive self
image
e Provide opportunities and an environments to assist participants to connect with the
community

Ngarrwa program objectives and activities designed to achieve these objectives

(Objective 1) Strengthen and increase skills development
e Provide quality instruction by BE professional artists
e Provide the resources and an environment for participants to increase their skills
¢ Work one-on-one with participants to identify and strengthen skills

(Objective 2) Improve health outcomes for young mothers
e Provide young mothers with information on health matters
¢ Provide a non-threatening educational environment for young mothers

(Objective 3) Provide access to services
e Provide participants with contact details and information on local services
e Partner with services to provide increased access to services
e Provide participants transport to and from the workshop location



(Objective 4) Strengthen cultural identity and support cultural integration
o Create safe, open environments that are culturally sensitive
e Provide an environment which supports cultural integration
e Provide an environment which aims to strengthen participants cultural identity

(Objective 5) Produce art-based resources (Health/parenting and early childhood)
e Produce art based resources

(Objective 6) Strengthen interaction between participants and support agencies
e Assist and encourage participants to work with community organisations and service
providers
o Partner with service providers on specific projects
e Provide opportunities for participants to demonstrate their skills and abilities to the
community and service providers
e Assist participants with contacting relevant service providers

(Objective 7) Identify and encourage leadership potential
e Work one-on-one with participants to identify and encourage leadership potential
e Provide opportunities for potential leaders to expand on their skills and become a leader

29
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What we do to achieve our objectives

To ensure BE meets its objectives, BE ensures sustainability of engagement with participants,
opportunities to take on leadership roles within the program and the weekly involvement of
stakeholders in workshops alongside participants. The project acts as a soft entry point for support
services to deliver programs and build positive relationships with participants. The use of the arts
creates an opportunity for a common language between support services and participants which is
based on trust, reciprocity, and individually motivated help seeking behaviours.

Stakeholder Feedback i Ngarrwa

We engaged an independent consultant to travel to the community where the Ngarrwa program is
operating. The consultant had worked for BE two years ago, so she was familiar with the program, the
culture of the participants, the workers and the community. The consultant conducted questionaires in
a group setting, as this was the methodology most likely to elicit responses from the young mothers.
Ten young women participated in the focus group. Responses from this stakeholder group reflect the
nature of the group we are working with.

Question 1 Yes Response
Do you like participating 10 e | meet friends here
in the Ngarrwa program? e | like making art
Question 2 Yes Response
What do you like about 10 e | meet friends here
Ngarrwa? e | like making art
e Friends
e |learn things
e | can trust BE people
o | feel safe
Question 3 Yes Response
What have you learnt 10 e About health
since coming to the e About being a good mother
group? e [’ve learnt how to make things
e I’ve learnt about being healthy when 1I’m pregnant.
e | can do great things.
e |’ve learnt about art.
Question 4 Yes Response
What sorts of things do 10 e My family
you and the other women e Culture
talk about? e Making art
e Cooking
e Our kids and looking after them.
Question 5 Yes Response
Does Ngarrwa help you to 10 e We are all together and we can talk
talk about culture? How? e Its good here to talk about culture
e We can talk about our art and about culture
Question 6 Yes Response
Have you found out about 10 e Health (x4)
any service that can help e Domestic violence
you? Which ones e Centrelink
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Question 7 Yes Response
Do you use that service? 8
No
answer
2
Question 8 Yes Response
Did they help you? How? 8 e | learned things

e They told me things about looking after the baby

e | learnt important things about my health especially
when I’m pregnant.

No e They helped me feel good about myself — you know,

answer proud_
2 e | learned some new things
Question 9 Yes Response
Would you go there 8 e Yeah, | trust them.
again?
No
answer
2
Results

The responses from the group indicate that overall the program met its objectives. All respondents felt
positive about their BE program experience. The majority of respondents engaged with local health
services and gained information about the health and wellbeing of themselves and their babies.

Connections

The BE Connections Strategy establishes and/or builds on frameworks for inter-agency support
programs and, through creating art, gives voice and builds relationships for and between
participantand community support agencies.

The Connections Strategy is delivered via a venue that combines two playgroups, ‘Moree Family
Links Project Playgroup’ and “Young Mothers Playgroup’. Both playgroups target young indigenous
mothers, families and children aged between 0 and 5. Together these playgroups have become South
Moree Community Playgroup. To date the playgroup has reached attendances of 60 children and
young people and 43 parents and carers of which 78% are indigenous. The project endeavours to
achieve:

e Healthier mothers, babies, children and families.

e Improved parenting skills, understanding of early childhood development and stronger more
effective relationships for families and children.

e Strong and sustainable connections between support services and the target group.

¢ Bridge collaborative working relationships between indigenous and non-indigenous support
workers within and between support agencies.

e Greater awareness of issues facing the community such as drug and alcohol abuse, domestic
violence and physical, emotional and sexual abuse, maternal and infant mental health issues,
lack of employment opportunities, school retention and the importance of early intervention.

o Effective transition to school program that strengthens interagency collaboration to support
preschool aged indigenous children to start kindergarten first day, first week, first term.

Connections establishes a framework for inter-agency support programs and utilises various art forms
giving voice and building relationships for participants, presenting the high quality outcomes to the
community. Relationships formed will be enhancing, expand wellbeing, learning and sense of self.
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Organisational Objective 1
Assist participants to develop a positive sense of self and strengthen connections with the community.

Activities designed to achieve this objective
e Run arts based intervention projects
e Provide opportunities and an environments to assist participants to create a positive self
image
e Provide opportunities and an environments to assist participants to connect with the
community

Connections program objectives and activities designed to achieve these objectives
(Objective 1) Enable participants to connect with the community
e Increase opportunities for participants to engage with the community

(Objective 2) Increase knowledge and understanding of early childhood development
e Provide participants with information about early childhood development

(Objective 3) Assist participants to understand the importance of education and a positive start to
schooling

e Communicate the importance of education and a positive start to schooling

o Provide information to prove the importance of education and schooling

Stakeholder Feedback i Connections

We engaged an independent consultant to travel to the community where the Connections program
was operating. The consultant had worked for BE two years ago so she was familiar with the program,
the culture of the participants, the workers and the community. The consultant conducted a focus
group with the participants, as this was the methodology most likely to elicit responses from the
young mothers. Eight young mothers participated in the focus group.

Question 1 Yes Response
Do you like participating in the 8
Connections program?
Question 2 Yes Response
What do you like about Connections 8 e Learning
e Meeting other young Mums
Question 3 Yes Response
What have you learnt since coming to 8 e About art
the group? e About proper food

Preschool and school
e How to look after our kids

Question 4 Yes Response
What sorts of things do you and the 8 e Cooking
other women talk about? e Looking after the kids
o All about preschool
Question 5 Yes Response
Does Connections help you to talk about 8 e Yes culture is important
culture? How? e We learn more about it when we talk it
Question 6 Yes Response
Have you found out about any service 8 e Pre-school

that can help you? Which ones e Health
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Question 7 Yes Response
Do you use that service? 6
No answer
2
Question 8 Yes Response
Did they help you? How? 6 o Helped me with the kids
e Learnt about sleep and food
No answer
2
Question 9 Yes Response
Would you go there again? 6
No answer
2

Results

The results show an increase in parenting skills, understanding of the importance of early childhood
development, confidence, self-esteem, tolerance and understanding for the participants, as well as a
greater community awareness of the issues facing young Indigenous and non-indigenous mothers and
carers. This has led to an increase in individual, family and community health and well-being.

Message in a Bottle (MiaB)

Message in a Bottle aims to increase awareness around alcohol misuse and the impact misuse has on
relationships, health and well being, low educational attainment, lack of skills and opportunities,
unemployment, and recidivist behaviour. The project directly targets these issues by increasing the
participants’ connection to appropriate community services and the protective factors that buffer them
from the negative consequences of exposure to risk (alcohol) factors. The project aims to reduce the
impact of the (alcohol) risk through participation, education and awareness and utilise peer education
methods to connect with a broader target group and a regional and state media strategy to develop
understanding and action through the broader community.

Organisational Objective 1
Assist participants to develop a positive sense of self and strengthen connections with the community.

Activities designed to achieve this objective
e Run arts based intervention projects
e Provide opportunities and an environments to assist participants to create a positive self
image
e Provide opportunities and an environments to assist participants to connect with the
community

MiaB program objectives and activities designed to achieve these objectives

(Objective 1) Reduce the harmful effects of alcohol
¢ Educate participants on the health impacts of different lifestyle choices
e Provide participants with an alternative activity to do
e Provide participants with a project they can take pride in and strive toward completing, as an
alternative to drinking

These activities involve providing a culturally relevant and interesting space for young people to
work alongside professional BE artists. In this environment young people are encouraged to
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explore issues about alcohol, share their experiences with their peers, and consider alternative
options for risk taking behaviours. This dialogue is encouraged through the third person by
writing songs, creating music or film and other digital material. By working through the third
person and diverse art forms, young people are able to gain perspective about their story, be
separate from their story, and begin to create a new dialogue for future behaviours relating to
alcohol.

(Objective 2) Increase access to information in relation to effects of alcohol

e Provide information to participants on the effects of alcohol
e Provide incentives for participants to attend, e.g. Food
e Provide transport for participants to and from workshops

These activities involve support for young people to participate in workshops. Ensuring health
workers attend workshops enables the workers to share information with young people in a non-
threatening and neutral environment.

(Objective 3) Increase awareness of local drug and alcohol services

¢ Provide information to participants on the services available to them
o Partner with local services to increase their awareness among participants

These activities involve ensuring the BE workshops are a ‘soft entry’ point for workers to reach
young people, who otherwise do not access any support agencies in their community.
Participation in the workshops by health workers and other partners enables these workers to
build relationships with young people in a non-threatening environment, where the focus is
shifted from the young person problems (alcohol misuse) to the young person’s assets — the things
he or she can do. Through these new relationships, opportunities are then created to introduce
dialogue about risk taking behaviours and support available.

(Objective 4) Strengthen relationships with drug and alcohol support services

e Partner with drug and alcohol services to exchange information and promote shared learning
e Provide resources and an environment for participants to choose to engage with drug and
alcohol support services

These activities involve supporting health workers to participate in our workshops and, using this
neutral environment, to provide information about alcohol misuse to participants.

(Objective 5) Strengthen relationships with drug and alcohol support services

e Provide the community with information about the harmful effects of drugs and alcohol

This activity involves young people working with professional artists to create arts products (film,
radio pieces, music, exhibitions, etc), which are presented in the community and raise awareness
about the harmful effects of alcohol misuse.

(Objective 6) Increase options and provide opportunities for behavioural change

e Provide opportunities for participants to undergo behavioural change
e Provide opportunities for participants to take pride in their work and themselves
e Provide counseling and personal support

These activities involve providing opportunities for young people to explore their personal
trajectory through diverse art forms and experiences, produce work of high artistic quality and
present work that is recognised by others. Through the workshops the BE team may make
referrals and support young people to seek help for their risk taking behaviours.
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Evaluation of the Message In a Bottle Program

This evaluation was beginning when we commenced the social accounting process, therefore we
included it in the period identified for the social accounts.

Purpose of the program
Message in a Bottle (MiaB) is an arts based alcohol harm reduction program conducted by BE.
Program Overview

Message in a Bottle (MiaB) is an arts based alcohol harm reduction program conducted by BE. The
Program uses periodic, short term arts based intervention workshops to work with marginalised young
people negatively impacted by drug and alcohol misuse (through direct consumption and / or family
or peer misuse) and community based drug and alcohol and support service workers to address drug
and alcohol misuse

The Project has been conducted in ten (10) communities / local areas in regional north-eastern New
South Wales (Moree Region (including Mungindi, Walgett, Boggabilla, Toomelah), Armidale,
Tamworth, Inverell, Lismore, Casino, Narrabri, Nambucca, Bowraville and Macksville). A series of
seventy 3 - 5 day workshops have been held in the above communities over a period of twenty
months.

The workshops have been based around a range of art forms and have involved participating young
people and workers in the production of a range of art products including digital stories, short films,
music and visual arts.

The art produced through the above workshops has been used to produce local performance and
exhibition outcomes and has provided materials for use in participant led peer to peer education
activities.

In some cases the conduct of MiaB workshops has been linked to, or involved the delivery of, TAFE /
TAFE accredited course components, providing participants with exposure to vocational training and
linking participants to local TAFE or alternative education providers. In many cases, MiaB
participants used their involvement in the MiaB Program to access other BE activities, including BE's
Leadership and Emerging Artist Programs.

BE Leadership and Emerging Artist Program participants have also used the MiaB Program as an
opportunity to develop their skills, acting as (co)facilitators, emerging artists and peer educators or
mentors.

The art workshops conducted through the MiaB Program have been used to:

e Engage participating young people

¢ Provide information in relation to drug and alcohol related issues

e Provide a forum for discussion in relation to those issues both through direct discussion in a
group and 1:1 format

e Build awareness of local drug and alcohol support services

e Foster connections between workshop participants and drug and alcohol support service staff
and community workers through their joint involvement in program workshops and
attendance at public performance outcomes

e Strengthen participant support networks and increase access to support services

o Develop support worker skills to facilitate ongoing engagement with participants and other
members of the target group outside of the MiaB Program
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Promote target group and broader community awareness of drug and alcohol related issues
and response pathways through peer to peer education and public performance outcomes
Build personal wellbeing and resilience and develop personal and general life management
skills

The MiaB Program has involved more than 386 primary participants.

Participant group Numbers
Young People (Participants) 386
AOD / Support Workers 21
Professional Artists 12
Emerging Artists 7 7

BE Leadership 23
Program Participants

Total 449

Profile of participants

Age Group - 12 - 25 years (90%) - (remaining participants aged less than 10 years and
involved in the Program through their parents or siblings or school based workshops)
Cultural Background — 86% Indigenous

Participant Group Profile (Percentage Participant Group - Best Estimate)

Category Percentage
Socio-economic disadvantage® 100

Family dysfunction 100
Alcohol misuse’ 75

Not accessing education 56

Literacy level below yr 8 70

Methodology

Program evaluation interviews were conducted with a sample of 107 MiaB Program participants (28%
of the total 386 individuals in the MiaB participant base).

The sample population was made up of participants from eight (8) of the ten (10) MiaB communities
(Moree Region, Armidale, Tamworth, Lismore, Narrabri, Nambucca, Bowraville and Macksville).

Sample participants included workshop participants, peer educators and BE Leadership participants.

98% of those participants were indigenous (slightly higher than in the overall Program
population base)

60% of the sample were male and 40% were female

The above interviews were conducted in 1:1 discussions between the BE Youth Support
Worker and participants

® Disadvantage as defined in Prof. Tony Vinson’s report, Dropping Off The Edge:The distribution of
disadvantage in Australia (2007).
" Alcohol use more than three times per week and more than five drinks per session
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Interviewed participants were asked a series of questions to try to identify:
o Their attitude to drug and alcohol use
e Their drug and alcohol use profile

The benefits (if any) that they gained from the MiaB Program in relation to:

Understanding of drug and alcohol use / misuse

Access to information

Awareness of, connection with, and usage of local drug and alcohol and support services
Changes in attitude to drug and alcohol use

Changes to drug and alcohol use

Data collected through the above interviews indicate that the MiaB Project has had a significant
impact on participants’:
e Access to information
Awareness of local drug and alcohol and support services
Attitude towards / apparent comfort in engaging with local support workers
Attitude to drug and alcohol use
Reduction in drug and alcohol use

MiaB Results related to program objectives

e 989% (105) of participants interviewed identified that they had accessed information relating
to drug and alcohol misuse through MiaB workshops

o 40% (42) of those 105 participants indicated that they had relied on verbal information
because they found the written material too hard to read

e 319% (33) of participants interviewed indicated that they had become aware of support
services that they had not previously been aware of through the workshops

e 90% (96) identified that the workshops had provided them with an opportunity to meet
support workers and that they felt that the workshops had helped to break down barriers with
those workers and took away the shame of having to present at the local health service "like
there was something wrong with you"

Participant Change Profile

e Of the 105 participants interviewed 20%o (21) identified as being aware that their drug and
alcohol use was having a negative impact on them and / or their friends and family

o A further 30% (32) indicated that they wanted to change their drug and alcohol use and that
they were starting to talk to people about it

o A further 35% (38) indicated that they were either trialing changes to better manage their
drug or alcohol use (14%,15) or that they had changed their behaviour and reduced their drug
and alcohol consumption (21%, 23)

e ltis not clear from the data that was collected what the level of the above changes were or
how long they have been maintained following the completion of the Program

e It is known that 4 participants formally enrolled in drug management or rehabilitation
programs to address their drug and alcohol usage issues

Results

As a result of the MiaB program, 91 participants said that they had increased awareness of the
harmful effects of alcohol, 70 participants said that they wanted to change and 38 young people had
started to talk to others (friends, family etc) about the changes they wanted to make.



More importantly, 46 participants had actually reduced their alcohol use or were managing their
alcohol use better, and another 54 participants were experimenting with different strategies for
changing their behaviour.

38
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BE Leaders

Organisational Objective 1
Assist participants to develop a positive sense of self and strengthen connections with the community.

Activities designed to achieve this objective
o Run arts-based intervention projects
e Provide opportunities and an environments to assist participants to create a positive self
image
e Provide opportunities and an environments to assist participants to connect with the
community

BE leaders program objectives and activities designed to achieve these objectives

(Objective 1) To assist young people in becoming leaders
e Provide encouragement and support for participants to become leaders

This activity focuses on providing opportunities for young people to work in a leadership capacity
in BE projects by working as mentors and arts facilitators.

(Objective 2) Assist participants to mentor others in BE programs
¢ Provide opportunities for participants to mentor others in the BE programs
¢ Provide participants with skills and knowledge to mentor other BE participants

These activities provide young people with skills and experiences to learn ‘how to’ mentor other
young people.

(Objective 3) Support young people to build sustainable relations with BE and community networks
Build close, long term relationships with the BE leaders

Provide support for BE leaders

Provide an opportunity for participants to further the BE network

Provide support to the growth of BE leaders own networks within their community (as
opposed to BE’s networks)

These activities are facilitated by providing young people with one on one mentors who develop
plans to ensure opportunities for development are ongoing. These activities are providing
experiences to expand networks and skill sets.

(Objective 4) Support a positive perception of self amongst young people
e Provide opportunities for young people to showcase their abilities to the community and for
themselves
e Provide an opportunity for participants to excel and take on more responsibility
e Provide an opportunity for participants to realise their own potential
¢ Provide an opportunity for participants to give back to BE/the community

These activities focus on the public presentation of young people’s work.

(Objective 5) Facilitate a positive change in community perceptions about young people
e Provide an opportunity for participants to show their abilities to their community

These activities focus on the public presentation of young peoples’ work and the way in which
they take ownership for the presentation of the work.
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(Objective 6) Support an understanding of reciprocity
e Provide opportunities for participants to give back to BE, through the BE leaders program

This activity highlights and focuses on young people participating as leaders in BE workshops

and facilitating the involvement of their peers.

(Objective 7) Support the BE leadership program participants to address personal barriers to

leadership

e Provide BE leadership program participants with opportunities to address personal barriers to

leadership

e Provide one-on-one support to participants in the BE leadership program

These activities focus on the development of personal plans and then opportunities to implement
activities in their plan in order to move beyond their current circumstances.

Stakeholder feedback - BE leaders

To confirm that we were meeting our program and organisational objectives for BE leaders, we also
interviewed young people in the BE Leaders Program. We engaged an independent consultant to
interview eight young people. The consultant had worked for BE two years previously and was
familiar with the program but was independent of BE.

Profile of the young people

There were eight young people participating in the interview, seven of whom were male and one

female. Their ages ranged from 19 to 26

Age

19 20 21 22 23 24 25 26
1 2 1 2 1
Q. 1: What is your cultural background?

Cultural Background Number

Aboriginal 4

Non-Aboriginal 3

Half Italian 1

Q.2: How long have you been involved with BE?

Time Number
Since the beginning (late 2004) 3

Since 2005 1

2 years 2

18 months 1

1 year 1

Q.3: What does Leadership mean to you?

Response Number
Role modelling 1
Empowerment 2
Advising others, helping them out 1
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The ability to inspire other people

Showing initiative, encouraging other people

Showing other people not be scared to walk alone

Creating a path for others to follow

A

Q.4: Do you see yourself as a leader? (How?)

Response Comment
Yes 7 e Sort of, with young people and people back home, cause I'm doing stuff with my
life
e Through the way the women and kids respond to the workshops
No 1

Q.5: Do you like being a leader? (Why?)

Response

Comment

Yes 8

e The opportunities and experiences

e | want to give something back

e It gives me something to look forward to
[ )

[ )

[}

BE have been creating opportunities for me for years and reshaping my future
I love being involved with something, the connections and becoming someone
I'm showing people that things can be done, creating a path.

Q.6: Have you been more/less involved in your community ©activities since you have been in the
BE Leadership Program? (If more, how?)

Response Comment
Yes 7 e On the Youth Advisory board
o Networking with people in my community
e The workshops and production
¢ I've made connection with other people in my community
e Volunteer as a mentor at the young women’s youth group
e With the projects and workshops I'm more involved
About the same | 1

Q.7: Do you think you have changed since you have been involved in the BE Leadership
program? (If so, how?)

Response Comment
Yes 8 e | make more sensible decisions
e More confident
e More direction, going somewhere now
e | feel I have more self worth
e | stopped using when | met them
e Stronger person
e More outspoken, | speak my mind
Q8:Whatdéds the most i mportant thing personally
Response Comment
Yes |8 |e Support

y 0L
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Meeting new people
The opportunity to excel at something
The experiences

The ability to believe in myself
To know I'm worth these opportunities
The connections | have made

Realising | have things to offer and can made a difference in another person’s life

Q.9: Do you encourage your friends to become BE Leaders as well?

Response Comment

Yes |8 e And my brothers friends as well

Q.10: Are you doing any mentoring at the moment? (If so, what? Or how?)

Response Comment

Yes 3 e Working in Armidale and Moree

o Hip Hop workshop, I've been travelling to Tennant Creek

e ldoitin my life anyway, through the stuff I am doing with Nadine

No 5

Q.11: How did you find out about the BE leaders Program?

Response

Number

Came through big hArt, workshops through the youth refuge

Doing a digital story telling workshop in Nimbin

Through the Bundaleer community centre

Kim and Phil found me at the refuge when | was 16

A BE worker told me about it

Through my brothers doing music workshops, so | went a long cause | like music

IS

Q.12: Why did you become involved with BE?

Response

Number

Because they were offering exciting stuff

BE are more flexible, more open, they think outside the box

I put my hand up to teach dancing and it just went from there

It sounded fun, they were offering music, film, singing and were doing workshops.

I like working with Kids, it’s exciting and different

They're really support and guide you

To pursue my music and | wanted to run workshops

LY

Results

The responses from the interviews with young Leaders indicates that BE is achieving both its
organisational and its program objectives through the activities it provides young people in the

Leaders program. It is also achieving measureable outcomes through this program.
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What We Do To Achieve Our Objectives — Organisational Objective 2

Organisational Objective 2 (Community Partnerships) Assist community and support agencies to
engage more effectively with participants.

What we do to achieve this objective
e Provide an environment where community and support agencies can engage with participants
more effectively.
¢ Provide information about local community organisations and support agencies to
participants.
e Contact community organisations and support agencies to encourage them to partner with BE
for specific projects.

BE’s way of working means that our partners are critical to our success. The sustainability of our
projects is dependent on the strengths of our partnerships.

As soon as we have determined the nature of the program we will be implementing (including why we
want to do this activity; how it fits with our mission and our objectives; what community we have
selected to work in, and why; and what changes we would like to achieve as a result of our work in
community), we identify what community partners we need to work with to ensure sustainability.
That is, when we are no longer working in that community, how the program continues and the
changes are sustained over time.

Community partners may be Aboriginal elders and community members; state and federal
government agencies, such as Health, Education, and Community Services; and other not-for-profit
organisations or local artists. The relationships with these partners are built over time. The way in
which we work with each partner may vary from community to community or project to project.

Our arts, community and cultural development (CACD) process, which is integral to our strategy,
involves gaining the agreement and support for the work we hope to undertake. Without this
agreement and support the results of our efforts would be greatly limited, no matter what the worth or
potential gain of the project is for young people. We have to try and ensure that the changes that we
are wanting to influence in the community for young people, their families and the community itself
are compatible with what our partners are also trying to achieve. Therefore, we often find ourselves as
the lynchpin or the ‘slender thread’. BE’s process binds the partners together for discussion,
agreement and action about what we are collectively trying to do, what it is that we can do better by
working together, and the potential created by working together as opposed to ‘silo’ approaches and
actions towards community change.

Our projects are designed to facilitate positive social change (as set out in our mission and our other
organisational and program objectives), however each project may have a specific focus on particular
aspects of that change, e.g. the purpose of one program may be to reduce the use of alcohol and other
drugs, another may be to improve parenting skills of young mothers (and fathers). Another may be to
address issues of mental illness. This does not mean that we focus on one outcome to the exclusivity
of all others, since, in the communities of multiple disadvantage in which we work, many people
experience multiple problems (e.g. poor parenting skills, drug use and violence, and/or mental
illness). What it may mean is that some of our partners will need to take a greater lead than others.
However, we all need to work together to ensure successful outcomes.

Often our work with partners is challenging as it may involve trying to convince partners to work
together more closely, when this has not been the history of their working relationships. It may also
involve attempting to change the way in which partners — especially government partners/agencies
working in the community — operate, so that young people (and their families) can build a stronger
sense of trust with, and are prepared to engage with, that agency, e.g. to begin to visit a community
health centre or to start attending school on a more regular basis.
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All change can be challenging, especially when there is a risk that embracing change will not
necessarily result in the desired outcomes. In our case, those outcomes may be reduced drug and
alcohol use, better health and wellbeing, increased social inclusion, improved school attendance,
greater self efficacy.

We educate our partners by explaining to them through the results of other projects we have done. We
talk with them about the way in which the arts can be used as a conduit to bring about social change,
and about the ways in which engagement in the arts is attractive to many young people. It can
therefore become a way of attracting very marginalised young people, who may never attend school,
or who are rarely asked for their ideas, or who very rarely have the chance to demonstrate their
talents. We explain how this is the first step in enabling young people to build trust and to be prepared
to listen to other messages or to have the chance to talk about the issues in their communities, whether
that is domestic or sexual violence, marginalisation, mental illness or drug use.

We explain the importance of identifying leaders in the community. We identify what skills we are
attempting to nurture in young potential leaders including mentoring, encouraging others to
participate, supporting the younger children. We mentor young leaders in how to talk about what
changes have occurred for them, including the challenges they faced in trying to change and
encouraging others to seek different ways of thinking and behaving.

Finally, we keep records of the work we do with our partners, e.g. DVDs, videos, and written work,
and we monitor our progress through regular meetings, individual discussions, reports and other forms
of electronic and personal communication.

What outcomes do we wish to achieve?

It is the outcomes (or changes) that occur as a result of our work that tell us whether or not we are
achieving our objectives. For Objective 2 the outcomes we seek are:

Outcomes for Objective 2

e Agencies understand and support BE’s work.

e Participants begin to engage with our community partners.

e Community partners demonstrate coordination in their work and engage effectively with each
other.

o Community partners are able to sustain the program when BE is not always there to drive it.

How do we know that we have achieved our outcomes?

We have a variety of measures we use to gauge whether we have achieved our outcomes for Objective
2,e.0.:
e Number of agencies and community groups that are involved with BE projects
e Number of participants engaging with community organisations and support agencies
e Feedback from the participants and the community/support agencies regarding their
engagement with each other

Stakeholder Feedback: Organisational Objective 2

Community Partners

In order to know whether we were achieving both Objective 2, and more importantly our outcomes
for Objective 2, we surveyed our community partners across a range of programs. Our partners
include Aboriginal elders and community members; state and federal government agencies, such as
Health, Education, and Community Services; and other not-for-profit organisations or local artists We
engaged an independent consultant who was familiar with BE’s work, but did not work for BE, to
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conduct the interviews with community partners. We ensured that the consultant was competent in
interview techniques and provided interviewing notes to assist her in the process.

We asked our partners a range of questions designed to inform us whether we were achieving what we

wanted to with our partners.

We were able to interview 16 community partners, including Aboriginal elders, education, justice and
welfare service workers as well as members of NGOs and community groups, who were
representative of the different types of community partners with whom we usually work.

Question Response Number
(total = 16)
What were your expectations from this | Support and collaboration 3
partnership with BE? Help with community participation 3
Quality programs 1
Provision of mentoring 1
A joint partnership, both working closely 1
Support with the artistic side 2
Flexibility 2
Inspiration 1
Had no particular expectations 2
Question Yes Comment
Did BE meet those 15 They supported us
expectations? They did what they said what they would do
We got benefits from working with an external organisation
They have good connections and were good at engaging the
community
They are good trainers
No
1
Question Yes Comment
Does BE adequately 14 They were good at passing on skills for how to run arts programs
transfer the relevant skills We were well trained to run community arts programs
Eg;rié? fgﬁgﬁg@a\f\/thzen I2\Io Some degree of disappointment with the art that was made
BE leaves the
community?
Question Yes Comment
Has your partnership with | 9 I have more understanding of young people and their challenges
BE changed the way in | have met new people
which you wark with I now believe there is more support out there than I thought
young people? - —
It has changed my attitude — more positive
Its ignited my passion
No We were doing this anyway
7 Hasn’t changed my attitude but has reinforced it
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Question Yes Comment
Has your partnership with | 8 They are easier to access through BE’s activities
EE helped you tr? Qgt | have more exposure to these kids now
etter access to hard-to- - -
reach Kids? They brought in new kids
No Don’t think it has made the relationships more sustainable
6 The project had already started
They were working with kids | was already working with
No
Answer
2
Question Yes Comment
Are BE people 15 They are always busy but always accessible
SU;fICIEHUY avgula%l_e We can always talk through e-mail
when you need to discuss :
things with them? Always accessible
Yes we complement each other
No They are always available through e-mail but not always face-to
1 face which is much better
Question Yes Comment
Do you feel you are able | 15 We help them as much as possible
to prOVide BE W|th the We d|d What we Could
support they need to do We are the solid foundation
their job well?
Yes, we supported them
No Next time roles need to be made clearer
1
Question Yes Comment
Do you consider the arts | 16 Builds , confidence, capacity, creativity
to be an effective tool to It’s a different outlet for expression
bring about positive I
. s a great engagement tool
change in young people? . i
It gives young people new skills
It gives young people a sense of ownership
Question Yes Comment
Do you consider BE a 16 They involve the community

good partner to work
with?

They are passionate and its infectious

They do what they say they will do

They are very generous with resources

It gives young people a sense of ownership

They are fresh and new

They are very experienced

Results

The results of the interview with BE’s community partners indicate that, although there are areas that
we still need to work on, we are achieving our community partnership objective and our outcomes for

this objective.
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What We Do To Achieve Our Objectives — Organisational Objective 3

Organisational Objective 3:
Strategic Partnerships: Develop long term relationships with strategic partners.

In most cases BE’s strategic partnerships are a voluntary collaborative agreement between two or
more parties, in which all participants agree to work together to achieve BE’s mission - our common
purpose - and undertake specific tasks and to share some responsibilities, resources, competencies and
benefits.

Meaningful partnerships are the foundation for BE’s success. The strategic partnerships BE builds are
what enables us to make continuous improvements. By sharing with others, BE can effectively direct
resources and capabilities to projects considered most important.

Strategic partnerships allow us to build more with less. In order to do this BE must be selective, not
exhaustive. Our strategic partnerships strive for excellence in a few key areas, rather than good
performance in many.

Synergy is the power behind our strategic partnerships. In these partnerships, we aim to create
opportunities for both parties to leverage their assets (resources, capabilities, expertise, networks ,etc)
for the mutual benefit of both partners, achieving our objectives, guided by our values and continually
ensuring we are ‘on mission’.

What we do to achieve this objective

Our activities
o Assist strategic partners to gain an understanding of the value of sustainable investment in
arts based intervention practice.
e Provide information about arts based intervention to strategic partners
e Inform strategic partners, through evidence, the value of sustainable investment in arts-based
intervention practice
o Keep records from workshops/programs to monitor performance

Our strategic partnerships with our funders are, in a very different way, as critical to our success and
our sustainability as our community partnerships are.

As noted earlier in these accounts, unlike most not-for-profit organisations we receive only 23% of
our funding from government. The largest % is received from a diverse source of business and
philanthropic bodies — 61%.

BEs does not adhere to a culture of ‘chequebook charity’. BE does not accept gifts/donations (money)
from donors to simply ‘do the work’. BE regards funders as strategic partners. BE believes that
partnerships with our supporters will become stronger and grow if there is accountability,
communication, transparency, trust and a willingness to address challenges together.

BE understands the difference between the arts and business and the way in which both have
traditionally utilized associated ‘resources’ in building social capital and community capacity. This
challenge, combined with BE’s use of the arts to intervene in ‘traditional welfare areas’, means an
investment of time and resources must be allocated to assist our partners in understanding how BE
uses the arts to enable real measureable change. BE considers change in a holistic context, ensuring
change that not only has a positive social impact on the individual and on the communities in which
we work, but change that has a positive impact on our strategic partners. BE hopes to influence the
way in which our strategic partners consider the power of the arts as a tool for social change and then
the way in which our strategic partners invest in the work BE undertakes over the long term.


http://www.1000ventures.com/business_guide/crosscuttings/capabilities_corporate.html
http://www.1000ventures.com/info/synergy_brief.html
http://www.1000ventures.com/business_guide/crosscuttings/capabilities_corporate.html
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Relationships with our strategic partners are built on transparency, honesty, authenticity and
reciprocity. BE focuses on supporting written documentation with presentations, face to face updates
and timely updates if changes occur in projects or if problems occur in project delivery. The
commitment to disclosing changes or problems in a prompt manner underpins the culture of shared
responsibility and goes beyond the traditional donor/recipient relationships and enables genuine
partnerships to develop.

BE also commits to providing partners with opportunities to attend performances, exhibitions, to meet
young people from our leadership program, and are provided with copies of digital material and other
promotional material on an ongoing basis.

As a part of the social accounting process, and as a demonstration of how BE addresses Objective 3
(Strategic Partnerships: Develop long term relationships with strategic partners), BE engaged an
independent consultant to survey our partners/funders. We did this by conducting a telephone
interview with ten of our partners/funders. This provided a representative sample of all of our funders.

We asked our partners/funders:
e Was BE a good partner?
e Did BE meet their accountability requirements?
e Were BE’s reports clear and did the reports enable them to understand the work and what
could be improved?

One of the partners/funders interviewed acted as a ‘brokerage body’ for BE, as well as supporting the
organisation in kind, the partner/funder viewed their role as a ‘broker’ and focused on linking BE (and
other organisations) with potential funding bodies. For the purpose of the survey questions this meant
that while the partner/funder could be regarded as both a funder and a strategic partner, not all of the
interview questions were relevant. We have indicated this with an N/A category.

Stakeholder feedback - Organisational Objective 3

Question Yes | No Comments
Does BE meet your 10 e They are far better than most of the organisations to
accountability requirements? whom we give money.

e Yes, we act in a brokerage role for BE, but we stay
in touch with funders and always receive very
positive reports.

e They have always been very good. Their CEO is
most attentive to the needs of funders.

e They check in regularly. Many organisations do not
do that.

¢ They do meet our basic requirements, but they could
provide us with more concrete data at times.

e Their CEO is outstanding. They are an empathetic
and adaptive organisation, but sometimes it’s hard
for them to stay on target and mission as they are
small and always stretched — nevertheless they
always respond to requests for a demonstration of
their impact.

¢ They are open and forthcoming and they keep
communication going. Generally they meet our
requirements.
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Question

Yes

No

NR

Comments

Does BE meet your
expectations in terms of
the outcomes they have
achieved?

e Very much, they are very clear.

e They are always boxing above their weight —
sometimes it’s hard to measure their outcomes, but
they continue to work at trying to be the best.

e They demonstrate their sustainability and their
independence through their outcomes.

e We believe so, but we don’t have the capacity to dig
any deeper — we trust what they say.

e Yes, but at times we would like more objective
outcome data — metrics.

¢ | would say yes and no, because they are achieving
the outcomes they want and they want to deepen
their present impact, but we think they could grow
more and get more impact.

e Generally yes, however the measurement of some
outcomes is better than others.

Question

Yes

No

NR

Comments

Are there any areas where
you feel BE could
improve its performance?
If so where?

10

e | think if they had more resources they would be able
to do more.

e | think at times they could articulate their case even
more clearly when they are dealing with business
funders.

¢ They need more resources — especially more staff -
this is an area where they really struggle. | feel they
could improve even more with more staff.

e Sometimes they have a tendency to provide too much
detail — often we just want the metrics.

¢ They need to put in a bit more work on their
reporting — sometimes they say more than is needed
but it could be clearer — less is more.

e They position themselves well on concepts but their
communication on outcomes is not always great.
They need to elaborate more on their outcomes —
clearly and tightly.

¢ They need to think about how they are going to grow
as an organisation. They have a huge opportunity to
spread their influence and impact so they need to be
very clear to others about what they have achieved
and how they prove that.

¢ They need to be better at saying no and being clear
about staying on mission. We’d also like to see a
succession plan and more clarity about the roles and
responsibilities of people in BE.

e They’ve kept us up to date when they’ve had to make
changes. Sometimes they’ve been slow at getting
reports in.
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Question Yes | No | NR | Comments
Does BE clearly explain 9 1 | e Yes, sometimes they go beyond that and provide too
what it is doing with the much information.
funding received from e Yes but it could be clearer at times with more
you as set out in the tangible benefits.
funding application? » They provide a clear sense of what they are doing
and the rationale behind it.
Question:Do BEOG6s reports enabl eingou to under st a
Yes | No | NR Comments
BE’s program objectives? 9 1
How BE meets its 9 1 | e Yesclearly
objectives? (tasks e Hard to put in a report but BE does it well
Istrategies) e Don’t need so much detail
o Details are sufficient
What outcomes/impact 9 1 | e Less clear than objectives
they expect to have. o Well aligned with Mission
e A bit more detail here
e Less clear here but it is hard to be precise in the
work they do
How they measure and 9 1 | e Could be clearer
evaluate program e Sometimes too much detail
outcomes.
Timelines — does BE have | 9 1 | e Yesbutthey can change — and we understand
clear timelines. that.

e They meet the necessary timelines e.g. our Board
meetings.

e Sometimes they are a bit behind but they do try
hard.

Question Yes | No | NR | Comments
Is BE’s communication 10 e Could be better at times — it’s best one on one
with you effective? rather than through e-mail.

e They capture and communicate the vision well
but would like to have a clearer report against
outcomes.

¢ Interms of communication they are one of the
best organisations we have ever dealt with.

e It’s very effective. It happens by report, by
telephone and by function/event.

e Their CEO is a very effective communicator
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Question Yes | No | NR | Comments
Does BE respond in a 9 1 | e Generally yes. They’ve been a bit behind at times
timely manner to requests but we have high regard for them overall.
for additional e Funders need to be a bit flexible about this if, like
information? BE, the organisation is small.

e Yes they are very responsive.

Question: Do you have any other comments to make about BE

Comments :

They are a strong and effective organisation and they understand the not-for-profit culture very
well

We are partners — it’s not just about a letter in the mail. We are actively involved with BE and are
big believers in the organisation and what it does.

We have confidence in them and we want to continue to see that pay off for them and for us. We
want them to be able to stand on their own two feet and secure a broad diverse funding base.

This is one of the relationships that feels real to us — it’s honest and it’s realistic. BE is in a good
position to educate its funders

They are now in a position to sell what they do to a wider audience so they need to be able to
demonstrate what it is they do and achieve in tangible terms.

They do very well, especially for their size - they make themselves available for briefings and
that’s very important for us. We value the way the organisation is prepared to embrace challenge.
They do have some transition and succession planning issues they need to address — we’d also like
opportunities to meet some of the others in BE.

Results

Partners/funders agreed that BE was meeting their accountability requirements in all areas. In their
comments, some funders raised issues that BE has either begun to address or has identified as needing
to be addressed at the completion of the audit. After further consultation with funders, BE has how
prepared an individualised communication schedule for each, which also includes how many times a
year the Executive Director will present to each funder’s Board. BE will address transition and
succession planning issues, in particular to improve the transfer of art-making skills to ensure the
continuous production of quality artworks. Future evaluation methodologies will aim to quantify
outcomes and the impact of BE’s art-based workshops.
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What We Do To Achieve Our Objectives — Organisational Objective 4

Organisational Objective 4
Deliver quality arts intervention practice, support production of profound art and the development of
emerging artists and new audiences.

This objective focuses on the delivery of projects that intervene in some of the communities most
harmful problems and how BE uses the arts to deliver those projects. The objective also addresses
BE’s commitment to working with professional artists, who alongside young people and local artists
focus their work on the creation of high quality arts products (derived from the experiences of
participants) and the presentation of these works at a local, regional and state level. BE also has a
commitment to facilitating the involvement of our participants’ families and peer group, support
workers and community people at exhibitions and performances. These ‘new audiences’ are people
who generally do not attend exhibitions or performances.

Activities/Outputs (what we do to achieve this objectives)
To achieve this objective we:
e provide quality arts based intervention through the facilitation of workshops;
e provide participants resources, opportunities and an environment to create quality, profound
art;
e provide opportunities for new artists to exhibit their work;
e provide opportunities to engage new audiences.

This objective focuses on the quality of the arts driven intervention, the achievement of high quality
arts intervention, the production of art that the community acknowledges as being credible and of
artistic quality and merit, the continuation or ongoing support of the emerging young and/or local
artists, and the growth of audiences.

BE has developed a specific tool to measure our artistic outcomes. The data related to this objective
was collected at a BE performance of Postcodes from the Edge, a mixed media and performance work
at the lllawarra Performing Arts Centre in July 2008. Of the 110 audience members, 61 people
responded to the survey.

BE wanted to have clarity about six areas and how these reflected on BE’s objectives.
The six areas included:
1. Personal Impact — does the work affect me emotionally?
2. Aesthetic — does ‘it” work for me in form and feel?
3. Delivery —was it well executed?
4. Experience — does it expose me to new things, experiences or thoughts?
5. Insight — does it contribute to social awareness, i.e. does it provide the audience and the artists
developing it with new insight, empathy and understanding?
6. Reflection — does it challenge me intellectually; do I learn from the experience?

BE developed a specific ‘arts’ tool to survey audience members and artists working on the project.
The tool was specifically developed to take into account the low levels of literacy of family members
attending performances or exhibitions.



Date: Performance: Location:

Are you an artist or do you work in the arts? | YES/ NO | If YES, what do you do?

Please rate each of the parameters listed below on a scale of 1 - 4 (where 1 = Not At All, 2 = A Little, 3 = Moderately, 4 = A Lot).
Please enter your scores in the boxes provided.

Reflection I:I

Aesthetic
Merit

N /
. ,
. , )
D?ES it affect me ’;’5’ N\, J Does it work
intellectually: \  aesthetically (in its
§enerate new AN S form, in its feel)?
ideas for me? \\ S
N
_______________________________ ,.,"‘\__.________--------------------- (Artistic Quality)
o SN
, \ .
. D_o;s ’_t give me J N Was it executed
insight /n‘to Issues, // . effectively?
perspectives, lived .

experiences? [ R
) .
Insight I:I /' Does it expose me ™, Deliver I:I
o _ , tonewpeople, v
(Contribution to Social / laces *
Awareness) ’ P P B
/ experiences? N

I:I Experience

© Regina Hill Effective Consulting Pty Ltd + Beyond Empathy

Audience and artists feedback i Organisational Objective 4
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NR - No response 4 - Moderately

2 - Not at All 5-Alot

3-Alittle

Area Detail 1 2 3 4 5

Personal Does it affect me emotionally; does it move me? NR | 4 12 | 44

Impact

Aesthetic Does it work aesthetically (in its form, in its feel)? NR 20 | 40

Merit

Delivery Was it executed effectively? 7 21 |33

Experience Does it expose me to new people, places, experiences? | NR 5 24 | 31

Insight Does it give me insight into issues, perspectives, lived | NR | 2 6 20 | 32
experiences?

Reflection Does it affect me intellectually? generate new ideas for 10 |31 |20
me?

Results

In general, artists and audience members thought that the work was of high artistic quality and was

well presented. A third of the respondents thought that the delivery and production value of the work
was high. Artists and audience also gained new understanding and empathy by being exposed to the

experience, the stories, and working with the young people.

We will continue to use our model to measure the impact of the art our participants produce in
different communities and with different audiences. We are not aware of another organisation that is
attempting to do this work, and we regard it as a critical measure and justification of the fact that the

arts can have an impact not just on those creating the work, but also on those who experience that

work. This in turn (i.e. the acceptance and recognition of the value of their work) has a positive

impact on the artist.
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What We Do To Achieve Our Objectives — Organisational Objective 5

Organisational Objective 5
Be a healthy, flexible and financially sustainable organisation that shares our practice and learns
from others.

What we do to achieve Organisational Objective 5:
e Act and plan with flexibility
Ensure financial sustainability
Remain accountable
Ensure transparency
Have effective governance, procedures and policies
Provide satisfactory work conditions for our staff and artists
Learn from other organisations
Share our practice with others by providing toolkits/advice

Ensuring clear and open lines of communication between the executive and the board is vital in
ensuring transparency. Fostering a culture of learning, discovery and humility allows the organisation
to continually expose itself to constructive dialogue about process, organisational development and
accountability. A culture, which ‘seeks first to understand’, advocates for continuous learning and
recognises that great leadership comes from the investment of others in the organisation, positions us
for continual learning. BE recognises that our work is responsive and for this to be successful, of
benefit and accountable we must be prepared to continually analyse our practice and process, learn
from mistakes and continually improve delivery and management practices. Accepting that BE does
not have ‘all the answers’ allows us to draw on the expertise of others, recognise and acknowledge
that our work is collaborative. BE recognizes that the success of BE’s work evolves from the
contributions of many partners and stakeholders.

Providing opportunities for professional development for our workers with other culturally aligned
organisations in the sector enables us to continually learn new ways of working and then the
opportunity to apply this learning to our projects.

A highly skilled and professional Board of Directors ensures governance is a high priority. BE’s
commitment to governance relates to consistent management, cohesive policies, processes and
decision-rights for a given area of responsibility.

Staff feedback - Objective 5

An important part of being a healthy organisation - from the perspective of the staff - is the provision
of an environment and a culture where communication is open, team members feel supported, work
conditions are satisfactory, and staff are provided with opportunities to develop their skills through
training and other professional development opportunities.

Staff were asked to provide feedback on the extent to which they felt BE was a healthy organisation
and a place where they wanted to work (work conditions, team support, communications, training).
Twelve staff responded.

Rating of 1-5 for each value: with 1 meaning strongly disagree and 5 meaning strongly agree.

General work conditions 1 2 3 4 5

I enjoy the work | do 3 9




My job is interesting 3 9
I have a clear sense of my responsibilities 9 3
My health and well being at work is taken 1 5 6
seriously

Support 1 2 3 5
| feel part of a supportive team 1 3 2
My manager gives me good honest feedback 1 4 2
on my performance

I get good support from the other BE workers 1 2 3
Work conditions 1 2 3 5
| am satisfied with the hours | work 1 3 4
I am under too much work pressure 2 2 5

| am satisfied with the pay | receive 2 2 3
I am satisfied with my other benefits (e.g. 1 3 3
holidays, etc)

| am satisfied with my general working 1 3 2
conditions

Changes in management can affect clarity for workers on the ground, managing/educating
expectations upwards and clear channels for obtaining feedback.

Communications 1 2 3 5
Communications within the organisation are 4 4
good
| feel I understand well the work of other 2 6 1
sections/areas in the organisation
My ideas and suggestions are taken seriously 2 3 3
| am satisfied with my involvement in 1 4 3
decisions which affect my work
| feel able to influence the decision-making of | 1 1 3 2
the organisation
| speak highly of BE to my friends 1 7
Morale amongst the staff at BE is generally 2 2 2
high

Training and development

Number of training/development days 0.5days | 1day | 2-5days | >than5 days
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Number of staff

Results of home team response to their work with BE i Organisational Objective 5

In terms of general work conditions, BE staff were exceedingly satisfied with the majority scoring 4
or 5. The responses to the support staff receive was more varied, although more than half the team
responded with a 4 or a 5. There was however, a greater number of staff identifying they were not
sure how they felt about the support and the feedback they received from their Manager on their work
performance.

In relation to work conditions, staff responses were positive with the majority of the staff indicating
that their work conditions were satisfactory and that they did not feel that they were under too much
pressure. Despite the majority of staff responding in the 4 and 5 category, there was more of a spread
in response to the questions about whether staff felt that they were satisfied with their pay and with
their additional benefits. Whilst BE recognises the seriousness of this result, it is also not unusual for
the sector, where dollars are scarce, and it remains a struggle to increase pay rates and benefits to a
level that reflects the dedication, commitment and skills of those working in the not-for-profit sector.

All staff members except one said that they speak highly or very highly of BE. Communication across
the organisation remains one of our greatest challenges and is always a struggle for BE due to the
geographical spread and diversity of projects. Unlike most organisations, it is extremely difficult for
the home team to meet face-to-face informally or in a more formal professional way for planning and
professional development (e.g. the Social Auditing two day workshop). It is an extremely costly
exercise and most artists and community workers have additional commitments outside of the work
they undertake with BE. BE does not have a budget for such activities and most funders prefer the
financial support to be directed entirely to projects and the participants served by BE projects. The
Social Accounts address this issue later in the document.

The great majority of staff had received between 2-5 days training over the past year.

Board Feedback i Organisational Objective 5

In addition to the views of the home team, BE also sought the views of the Board in relation to
Obijective 5. Our purpose in doing this was to gauge the extent to which the Board felt that BE had the
necessary policy and planning procedures in place and that its operations on a day-to-day basis were
effective, accountable, transparent and financially responsible. Finally, BE wanted to understand if it
was assisting the Board to do its job effectively by providing sufficient and appropriate information to
meet their fiduciary duties, overall decision making processes, and if Directors had a sufficient
understanding of the work that BE undertakes, and the challenges and opportunities it experiences in
undertaking that work.

Q.1: How long have you been on the Board of BE?

Less than 1yr 2-3 years 4-5 years
1 4

Q.2: What do you understand your role on the Board to be?

My primary role is one of governance but | also have good contacts with government and
with the arts, so | bring expertise on arts policy and government to the Board.

Like all good board members I don’t get involved with the day-to-day operations of the
organisation or what is happening on the ground. That’s the role of the ED. Our role on the
Board is to steer the strategic direction of the organisation and to assist it with the
challenges of growth. | bring strategic and business skills to the Board.




In addition to my governance role i.e. the higher-level decision making, | am able to assist
with fundraising for small to medium enterprises such as BE.

As the Chair | probably have a more hands on role than other Board members. | work
closely with the ED. The relationship between a chair and a ED is critical to the effective
functioning of both the Board and the organisation as a whole and is built on two factors
trust and chemistry. | also work closely with other Board members in our governance and
decision-making about BE.

I see myself as representing the not-for-profit sector (e.g.ACOSS) on the Board in addition
to my general governance role

Q.3: As a BE Board member do you feel you have sufficient opportunity to put your skills to
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good use?
Yes Comment
4 o | am encouraged by the Chair and other Board members to use my skills and
| feel that they are put to good use.

o Yes, we all have diverse skills. Most have got political and governance
experience beyond BE and several have good government and community
networks. We all have the opportunity to use those skills

o Yes that’s what I’m there for.

No I would like to see the Board meet more often

1
Q.4: Is there a Board Charter or similar document outlining the roles and responsibilities of the
Board?

Yes No D o n| Comment

know
1 4 e Not sure, we need to follow up on this
e Unsure but if there is one we need to use it

Q.5: On ascale of 1-5 please rate how effective you feel you are as a Board member.

Not at all Somewhat Quite effective | Effective Very effective

1 4

Q.6: Do you believe you have a good understanding of what BE is trying to do?

Yes Comment

5 ¢ | have a background in the arts and | understand that BE is unique in the way
in which it uses the arts to connect and facilitate positive change in young
people.

o | believe all of us on the Board have a good understanding of what it is that
BE does.

Q.7: Does the Board receive sufficient information form BE to know what the organisation

expects of its Board?

Yes Comment

5 o | would like to get the Board papers a bit earlier to give me time to go
through them, but then | know how under-resourced the organisation is and
how busy they are — so taking that into account they do very well.
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Q.8: Service by management by the Board. Please answer the following question where a score
of 1 =not at all, 2 = rarely, 3 = mostly, 4 = often, 5 = always

Question Score
1 |2 |3 |4 |5 |Donf¢dg
know
I receive enough information about the organisation to fulfil
my duties as a Board member 2 |3
The papers for the meeting are always circulated in good
time ( at least 7 days before) 2 |1 |2
The minutes of the meeting are circulated promptly after
the meeting (within 10 days) 1 12 |2
The Board meet sufficiently to discharge its duties
1 12 |1 |1
Q.9: Do you read all of your board papers before the meeting?
Yes Comment
4 e [ trytoo but it’s a struggle at times.
o | think the Board reads all the areas for which they have responsibility first,
then all the other areas, but often there is a lot of information to get through.
No
1 o Here is often too much information to read it all in the time we have — there is
lots of complementary information, some of which is probably not needed.

Q.10: Do you have sufficient information to experience the work of BE?

Yes Comment

3 o But time is still an issue. It’s just impossible to see all that | want to see.

e Yes. I don’t see much however because I don’t think that’s the role of the
Board. We should focus on upper level governance and decision making — we
need to keep the Board on role.

No

2 ¢ | would love more opportunity but the problem is about the business of my life
not about the opportunities BE provides.

e |t’s about the far flung nature of BE’s work — it’s hard to get to all of the
locations, and the Board meets in Sydney so that make it hard.

Q.11: Does the Board hold regular governance reviews?

Yes No Donot know
1 3 1

Q.12: Was the Board involvedint he dev el o pStratagitPlaa¥ BES

Yes No Donot know
4 1




Q.13: How confident are you about the long term sustainability of BE?

Not at all Somewhat Quite Confident Very confident
confident
1 4
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Q. 14: Do you feel that you have sufficient contact with the ED, i.e. you get enough of her time?

Yes No

Do n { Comment

know

3

It would be great to have more time with her but she is just
so busy — always flat out.
If I really do need to talk with her I ring her.

ED is just too busy to take on one more thing.

Q.15: Do you consider yourself to be a champion of the organisation?

Yes

No

5

0

Q.16: How many Board meetings do you attend?

None

Not many

Some

Most

All

2

3

Q.17: Do you have any other comments to make about BE from your perspective as a Board

member?

As one who often works with small businesses that have no Board | am keen to see
the BE Board be as supportive of the organisation as possible — but not interfering with
day-to-day management.

This organisation started from nothing a few years ago — what it has done is
amazing and it is largely due to the efforts of the CEO and the team.

I am proud of this organisation. Having said that | think it faces two ongoing

challenges

1. The challenge between scaling/growth and deep focus and impact (organisational
challenge)

2. The challenge between creativity and management (cultural challenge). We will all
need to address these in our different capacities in the future.

| think the organisation may be unduly influenced by one of its mentor bodies that
has been generous in many ways but does not understand the NFP sector well. It is
more important that we do what we do well and with clear impact than to try and
become a big, scaled organisation.

Results of Board Stakeholder feedback

The survey indicated that the Board was understood, carried out their governance role and was very
supportive of BE and the efforts it was making to achieve Objective 5. However the Board also
identified some challenges for BE which it has begun to address. For example, BE has made a
decision not to continue to grow at such a fast rate but to consolidate the work it is doing in selected
communities. This decision is to strengthen its impact for all of its stakeholders and to demonstrate to
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supporters and potential new supporters that BE effectively and consistently achieves its mission and
objectives and is able to do so in the context of adhering to the values that drives the organisation.

BE continues to identify overall efficiencies in terms of providing information to the Board in a

timely manner and in using every opportunity to enable the Board to experience the work undertaken
in community.
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7. Other views of stakeholders

The following evaluation was conducted on Checkers, a theatre project delivered as part of the BE’s
Out of the Blue program in Armidale, NSW. The purpose for inclusion in the Social Accounts is the
evaluation was conducted during the audit period. Out of the Blue, however, was not included as one
of the programs in the Social Audit. The Social Audit informed our evaluation practice and supported
the evaluation of this specific program. The evaluation sought to measure the involvement, connection
and changes for mental health workers and other health professionals, as well as what changes
occurred for the participants related to knowledge and help seeking behaviours (mental health). The
inclusion of results pertaining to health workers (our project partner/stakeholder) further highlights
the benefits of BE’s programs for partner organisations.

The results indicate that health workers understand and acknowledge the benefits of using arts based
processes to reach young people who are marginalised. Workers recognise that the use of the arts can
facilitate conversation with young people about difficult issues and that sometimes these
conversations are not possible without the arts as the enabler. The results also indicate that BE needs
to play a role in the ‘training’ and education of health workers about the best way to use the arts and
these more non-conventional approaches to delivering health outcomes.

Number of Mental Health Workers involved: 8 Number of respondents: 4
Did your knowledge of using arts based processes | v YeS.......c..coounrinrinniinnienne, 100%
change as a result of being involved in Checkers? A No
A Don’t know
How did it change? e Demonstrated an alternative way and a more

energetic way of reducing stigma and
increasing awareness of mental health issues
in young people.

e Have previously been involved in art and
music as arts based processes in therapy, but
not drama.

e Use of actors to portray a lived experience
of mental illness rather than approaching
consumers having to speak was very
interesting concept.

Would you incorporate the use of arts based V YES it 100%
processes in your work? A No

A Don’t know
Would you like to know more about arts based V YES it 100%
processes and the BE model? A No

A Don’t know
How useful were the training workshops in v Very useful.........cccooevnnns 33%
preparing the young people for the discussion voUseful.....ooooceeiece, 66%
groups? A Not useful
Would you be interested in collaborating in other A2 (- 100%
BE projects? A No

A Don’t know
Comments:

o Part of my role as a Mental Health Support worker is to educate and provide information on
mental health issues with the goal of reducing stigma and creating greater awareness.
Future projects which I could get my clients involved in would be great and | am looking forward
to Piecemeal.




62

My role in this process was only very small, as it was the first week of my new job and | came
along to the training workshops at the last minute. I think the workshops were very good, but |
think it is difficult to incorporate content and process into such a short time. If the young leaders
have not yet fully understood the information around mental health themselves, it can be difficult
to go through the process of leading others to think about and discuss these things. Perhaps
information sessions could be given first, with time for the young leaders to consolidate this
information, then run training around facilitating workshops for other young people separately??

I think the training workshops were very useful in providing BE leaders with some skills and
confidence to run own workshops, however modification of the content would be advised i.e. more
focused on running a group, how to get people to talk, dynamics of a group. Comments from BE
leaders indicated some may have still felt out of their depth still.

Maybe workshops more focused on going through a group and role playing this.

I also thought the discussion group with school groups needed to be smaller and age ranges to not
vary so much within the groups to promote more open discussion and be able to target age of
group better.
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8. Environmental Impact

The opportunity to investigate BE’s environmental impact (El) has raised awareness within the BE
team. In assessing our EI we wanted to compare our consumption with the way in which we
undertook our business and practice. BE understands that our ecological footprint (EF) is a means of
comparing consumption and lifestyles and checking this against nature's ability to provide for this
consumption. BE realises this tool can inform policy by examining to what extent we use more (or
less) than is available within our ‘territory’, and understanding this, how it might alter personal
behaviour. We have used the SAA process and specifically the El or EF to measure and manage the
use of resources throughout the organisation. It can be used to explore the sustainability of our
organisation and the impact this has on our goods and services, our organisations, our sector and in
turn what impact that will have on the neighbourhoods BE works and lives in.

The environmental practices of BE include:

The use of recycled products (administration resources)
Resource management in the head office (lights, water)
Carbon offsets for travel

Recycling practices.

BE intends to implement an environmental policy. We will use the checklist to measure our
performance during the next SAA process. Each Project Manager will receive the checklist and
include the framework as part of their project delivery.



Green Office Checklist?
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Yes/No Comments
BEYOND EMPATHY or N/A Time Scale Cost
PAPER
Are photocopies double sided? yes
Are envelopes opened carefully and stored for
reuse? no
Are non-essential copies photocopied on re-used
paper? yes
To avoid mistakes, do you trial copy before
printing big batches? yes
Is scrap paper turned into useful notepads? yes
Is e-mail used whenever possible? yes
Are copy documents kept on disk rather than
paper? yes
Are computer printout margin sizes, fonts etc
set to minimise paper use? yes
Does the office use recycled paper? yes
Does the office refuse or return junk mail? yes
ENERGY
Does your office source any energy from
renewable sources? Solar hot water
Are hot water pipes and tanks properly
insulated? yes
Is the water temperature comfortably hot? yes
Are windows and doors free of draughts? yes
Ave reflector panels fitted behind radiators? no
Yes/ No Comments
or N/A Time Scale Cost

® This Green office checklist was first prepared by REAP in Great Brita. It has been verified by the Australi an Company &/imate Change®ty.Ltd.




Avre lights turned off as soon as there is enough
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daylight? yes
Are windows kept clean, free from obstructions

etc? yes
Avre all lights energy efficient? yes
Avre electrical equipment, PC monitors,

photocopiers etc switched off when not in use? | yes
Are boilers regularly serviced? N/A
Are heating thermostats used? N/A
OFFICE SUPPLIES

Are long life products chosen over short life

ones? yes
Are materials bought in large packs to avoid

excessive packaging? yes
Do you purchase eco-efficient or “green” Office workers use eco tankers not plastic bottles and
products? — recycled, refillable, water based ink we supply filtered water
etc. yes
Do you use paperclips rather than staples? yes
GENERAL OFFICE

Is the toilet paper / hand towels made from

recycled fibre? yes
Are aerosol products with CFC propellant

avoided? yes
Avre products made from tropical hardwoods

avoided? yes
Are long life products chosen over short life

ones? yes
Are dripping taps repaired quickly? yes

Have low flush volume WCs been installed?

yes
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Yes/No Comments
or N/A Time Scale Cost

Do you use washable cups rather than

disposable ones? yes

Do you purchase fairtrade or organic tea and

coffee? yes

Do you purchase supplies from local shops? yes

Is your fridge door seals clean and seal shut? yes

Are any outside areas around the office

managed for the benefit of wildlife? yes

RECYCLING

Is all used paper saved for recycling? yes

Does the office store then recycle glass, cans

etc? yes

Does the office separate and compost materials? | no Next 3 months

Is there a paper recycling bin next to the

photocopier? yes

Does the office recycle its electronic equipment,

toner cartridges etc? yes

If plastic cups are used are they recycled? Not used

Are you utilising recycling opportunities by co-

operating with nearby businesses ? yes

TRANSPORT

Do employees have access to dry, secure cycle

storage? yes

If you have pool or company cars do they run

on unleaded petrol or diesel? yes

Do you have information available on prices

and timetables of public transport? N/A
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Yes/No Comments
or N/A Time Scale Cost
Are meeting times organised around public
transport timetables? N/A
Do cyclists receive preferential mileage
allowance? N/A
Are employees taught and encouraged to drive
in an environmentally friendly manner? yes
Is it policy to use buses for business purposes
whenever possible? N/A
HEALTH AND SAFETY
Is fresh fruit available alongside biscuits at
break time or for visitors? yes
Is clean drinking water available? yes
Are house plants grown in the office to lower
stress and absorb chemicals? N/A
Are Sick Building Syndrome problems
identified and corrected? yes
Is sitting at the computer for long hours
discouraged? yes
Are policies on lone working, safe use of
equipment etc enacted? yes
IMPLEMENTATION
Is there a green office noticeboard in a
prominent position? no
Does the office have a suggestion box for There are only two f/t and one p/t working in BE
environmental ideas? no office. We are a decentralised organisation
Does the office hold events with a green theme?
E.g. a stationery amnesty. no
Within next 12
Does the office have an environmental policy? no months
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Is there an opportunity to raise environmental
issues at staff meetings?

We have not had this on the office / staff mtg agenda
— however any suggestions would be heard. Part of
our staffs work is concerned with sustainability.

Is resource use monitored and are
environmental effects audited?

no
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9. Economic impacts

It costs over $300 k per annum to incarcerate a young person in juvenile detention. Three young
people in juvenile detention equates to a cost of $900 k. In the SAA period three young people have
been diverted from the justice system as a direct result of participating in the BE Leadership program.
It costs approximately $7 k per annum to participate in BE’s leadership program. This is saving of
over $850k per annum.

It costs $100 k to establish and run a BE program over 3 years and then it costs $10 k a year to sustain
the program.

BE provides contract work to 17 professional artists. When working in community, BE’s policy is to
always employ local artists. Young people from our leadership program are also employed on a
contract basis. This is often the only paid work these people receive. In several of BE’s programs we
are partnering with TAFE to develop locally designed courses to train participants in particular skill
sets. These individual are then offered casual work as contractors on local projects.

BE programes can be viewed as having a negative economic impact because our programs encourage
more people to use services that are already funded and operating in a community.

BE’s greatest challenge remains the sourcing of both infrastructure and project funding. BE has
created financial reserves over the past three years and will be required to draw on these reserves over
the next two years as we face funding challenges as individuals, family and corporate foundations
experience the impact of the current economic downturn.
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10. Compliance

BE operates under a corporate structure and as such, has clearly defined and articulated policies and
procedures manual. This manual outlines details pertaining to:

Employee Discipline, Counselling and Termination
Equal Employment Opportunity

Email & Internet Use Policy

Employee Grievance

Employee Leave

Family Friendly Workplace

Workplace Health and Safety

Fraud Control

Professional Learning and Development Policy & Procedure
10. Anti Harassment Policy

11. Employee Conditions (Other than Leave)

12. Long Service Leave

13. Pre — Employment Requirements

14. Employee/Contractor Support

©CoNO~WNE

BE is a registered organisation with the NSW Commission for Children ensuring all workers undergo
working with children checks prior to working on projects with young people. BE operates by a Code
of Ethics and Proper Practice. Additionally, BE subscribes to Jobs Australia, a national advisory
service on employment related issues for the not for profit and community sector. Jobs Australia has
provided BE with advice on specific employment and policy issues.
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11. Financial Information

BE employs a Financial Controller for 30hours per week. The Financial Controller works closely with
the Executive Director on the development of monthly financial reports and all budgets for projects.
These reports and all accounts are overseen by an accountant who undertakes and audit of accounts
every quarter. The Executive Director works closely with the Accountant, meeting for a couple of
hours each month.

BE undergoes a financial audit annually. The audited sets of financial accounts for the period of the
social audit are attached.
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12. Main Issues and achievements, conclusions & recommendations

12.1 Issues and recommendations raised by the social accounts.

As a result of undertaking the social audit, we have developed new policies and new organisational
systems related to HR, finances and delivery of programs. Whilst the review has been an immense
undertaking, we have been successful in implementing many of these changes during the course of the
social audit.

Organisational Objective 5 (Organisation)

Financial system — BE has undertaken a complete rebuild of the chart of accounts and our
financial reporting system. To provide better accountability & transparency BE requires
quarterly reports prepared by accountant and the accountant perusing finances monthly, with
the Executive Director.

Operations - This aspect of BE was determined to require consideration. Limited resources
and a commitment to allocate resources to projects and not on administration have limited
BE’s ability to deal effectively with aspects related to operation. This combined with limited
staff to work in this area meant that the through the audit process weaknesses in this area have
been identified. BE has now sought three years of pro bono support to address organisational,
professional development and HR issues and has undertaken a review of the organisational
structure in order to better support staff and contractors with the limited resources available.
Changes in organisational structure have been undertaken to ensure contractors are working in
teams to ensure peer support and mitigate the isolation and support issues identified through
the auditing process.

We have now developed a new professional development plan whereby project managers and
artists can apply to the executive team to work on other projects within the organisation to
learn and share expertise with other members of the team. Individuals who have strength in
particular areas will travel to work with colleagues sharing skills and expertise. This will
ensure individual development both artistically and professionally and mitigate the costs of
bringing everyone together. This approach promotes flexibility and ownership among team
members.

Results/outcomes and measurement.

This aspect of BE presented as a weakness. Particularly finding measurement and evaluation
tools that artists were able to use effectively and tools that in no way compromises the
creative processes used by BE in the delivery of its programs. We found that the artists did
not have the time to run the program and also conduct evaluations and given that no other
staff member has time to spare, we have now outsourced the delivery of the evaluation and
measurement strategy so that both running the programs and evaluation can be accomplished
effectively.

Going forward BE will use a combination of evaluation methodologies. We will make use of
established social indicators for measuring outcomes, such as social connectedness,
supportive relationships and environments, freedom from discrimination and violence, and
economic participation.

We will also attempt to develop effective strategies for evaluating the impact of the artistic
works produced. Here, we will focus of reviews of the artworks, media stories and audience
responses to the quality of the artworks produced.

This social auditing process has been valuable in teaching us the difference between outputs
and outcomes. We now aim to find quantitative indicators to prove that BE’s work influences
positive changes in the communities where we work, and to what extent and for how long
change is sustained. For example, we seek to quantify the effect of BE’s Mubali program on
birth weights, and changes in young people’s use of drugs and alcohol because of BE’s
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involvement in a community. We also seek to evaluate BE’s influence on how many people
transition into employment and education and whether this is sustained over what period of
time.

The social auditing process has given BE tools to better evaluate the economic impact of BE’s
programs in the communities where we work. We seek to quantify the effect of our programs
that keep at risk youth out of the prison system and in employment or education and whether
this is sustained over what period of time.
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13. Strengths and weaknesses of the Social Accounting Process

13.1 Strengths

The Social Audit has created a level of awareness, particularly within the Executive level,
about what needs to be done to achieve organisational objective 5, which in turn affects the
successful delivery of organisational objectives 1-4.

The Social Accounts have increased BE’s levels of transparency and accountability, which
gives us a competitive advantage over similar organisations in sector and puts BE at the
cutting edge in terms of funding.

The Social Accounts provides a tool that provides validity to argument for long-term funding
relationships

The process of conducting the social audit has assisted BE mature as an organisation.

The Social Accounts has the potential to distinguish BE as a best practice organisation.

BE can now demonstrate measureable outcomes.

13.2 Weaknesses

The Social Audit has been a costly undertaking both in terms of finances and human capital.
BE is a relatively small organisation with limited operational and infrastructure resources. BE
is not funded to apply financial resources in this area and in fact, many philanthropic
organisation are adverse to funding being allocated to infrastructure costs. From the outset of
the SAA process it was not made clear the costs BE would incur or the significant time
needed to complete the exercise. BE is unique in that we deliver an extensive program across
a large geography and only has two fulltime staff to undertake the SAA process.

The Social Auditing process has not been developed for organisation like BE. The framework
is not sufficiently adaptable to make it accessible for small arts and community organisations
working in the sector/

Cultural negative perception — need to use reports to help change this perception. Not specific
to this process alone.



14. Future plans for the next Social Accounting Cycle

BE will include social auditing process and theories in our evaluation and measurement strategy
however it is unlikely we will conduct a full cycle of the SAA in the near future due to our limited
resources both financial and personnel.
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15. Dialogue and Disclosure

BE will distribute electronic versions of the SAA report to all stakeholders in the BE network,
including funders, project partners, artists and contractors. A copy of the SAA Report will also be
available on the BE website. Each stakeholder will be invited to respond to the report and an
opportunity to discuss any issues arising from the report with the Executive Director will be part of
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the distribution process. An electronic version will also be tabled for the BE July 09 Board meeting.



