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PART A: PREAMBLE
Regionalising social infrastructure
The protocols discussed in Parts B and C of this document have arisen because the
community service organisations of the Whitsunday, Isaac and Mackay regions recognise
that the ways in which community services have been funded and have operated are
changing. The reform processes initiated by State and Commonwealth governments are
already being felt by local organisations, and whilst we welcome many aspects of the reform,
there is concern that, when the changes settle into place, the region will actually be in a
worse position. Organisations of the region want to ensure this does not happen.
In 2012, the WIM Region was the third strongest contributor to the Queensland economy.
Then, changes in the resource sector caused a sudden and profound downturn which has
had social effects across the three regions. Redundancies, debt, business insolvencies,
house price crashes (a drop of over 50% in Moranbah), have produced family tension,
mental stress, anger, frustration, despair and even suicide. Local community services,
already under pressure from funding losses due to welfare reform, have endeavoured to
cope with the avalanche of personal and community need.
At times like these, the importance of taking a regional perspective is very clear. The social
wellbeing of people rises and falls with the economic fortunes of the region. Pre-designed
and centrally administered funding programs, whilst very important, provide an inadequate
buffer in regionally specific circumstances. Local organisations do step up to the situation
and find themselves operating across a much wider spectrum of need than they are funded
to cover. These combined circumstances have pointed to a number of considerations.
Local organisations (i.e. governed within their communities), are the ones able to stretch
their brief to cope with crises, disasters, urgent, changing and emerging community needs. It
is extremely important to local communities that local infrastructure stays strong through
whatever reform processes take place. Generalist practice skills are therefore extremely
important at the local level.
Services providing specialist input are also necessary, cannot be located in every small
town, but can be located regionally and/or procured at need.
Local organisations rely on accessing a variety of funding sources to achieve viability. They
have become expert at patchworking diverse funding to meet changing and regionally or
locally specific community need. When major funding opportunities become inaccessible to
them because procurement policies favour scale and the administrative convenience of
fewer providers, then policy may unintentionally compromise local infrastructure.
Services in regional communities play a number of roles. A primary one is their contribution
to community cohesion, community capital, community building. They are part of their
communities, they foster relationships that prevent social isolation, they provide
opportunities for volunteer involvement in community and they contribute to a sense of
belonging. Community outcomes are harder than individual service outcomes to articulate
but it is important such activities are not squeezed out of the funding mix.
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Many inconsistencies have emerged over time through the evolution of the community
service system. Valued services have been defunded, non-performing organisations have
been refunded, and a myriad of external services have been funded to deliver a small
number of hours into small communities. One community reported that 27 different
organisations had been funded to deliver services to, mostly by Drive In - Drive Out workers.
This all produces waste and inefficiencies which could be better addressed if there were
more authority to take a planned and integrated approach at the regional level.
The protocols are about working together for better outcomes, but they flag an emerging
regional desire to have more input to the shaping of the social infrastructure of the region.
There is a renewed emphasis on regional development in Australia, particularly in terms of
enabling economic development initiatives at the regional level. Health and Social Services
is one of the largest industry sectors in the region, and critical to the regional economy, but is
not a major player in economic forums or a recipient of economic development finance.
The Forecasting the Future report1 challenges us to consider what community services
might look like in 2025, and by inference how we might prepare now for that time. Three
important points of relevance are: that the community service industry is indeed a critical part
of the State economy, one of the largest employers and a very significant contributor to the
State economy; that the development and sustainability of the industry is vital to national
prosperity; and that it is time for the industry to take up its position as a major and equal
player in forums to influence public policy and economic decisions. In such a scenario the
industry is seen as independent of government, and government is recast in a procurement
and/or investment role combined of course with a high level policy role.
The report does not suggest the level of scale at which initiative and innovation should begin
to occur, although it clearly points to a need for collaboration to achieve scale, and to free up
resources for a significant transformation process.
Although community service organisations have expressed reluctance to see themselves as
an industry, this is a potentially liberating vision for community organisations which have
increasingly felt themselves cast into the role of the service delivery arm of government. Yet
what would it mean to step up to that challenge?
Three questions arise: could this part of regional Queensland assume more authority over its
community service system to secure greater effectiveness and efficiency in the current
competitive and dynamic policy climate? How might State and Federal governments remove
some of the policy and structural barriers that are impediments to this, or perhaps, more
positively, create an enabling environment for this? Should the Community Services Industry
at the regional level be accessing economic development funds to pursue its own
transformation and ensure its ongoing contribution to regional, state and national
economies?
The answers to these questions are not known at this stage. At the regional level, the
protocols are an early step: they aim to consolidate the spoken intent of organisations within

1

Deloitte, 2016. Forecasting the Future: Community Services in Queensland 2025, for Community Services
Industry Alliance and Department of Communities, Child Safety and Disability Services.
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the region to collaborate with each other, and to seek more authentic collaborations with
others beyond the region. They express pro-activity in an effort to improve social outcomes.
This involves the challenge of looking beyond our own organisations and engaging with
sector change at a regional level. As this process evolves it will inevitably put to the test
government procurement policies and the willingness of government organisations to enter
into new kinds of power sharing arrangements.
Strategic alliances will need to be strengthened across the various stakeholders of the
region. Each set of stakeholders will have its own issues in relation to such a change, for this
is complex system change which implicates us all. Community Services has not traditionally
seen itself as part of the economic sector, and this in itself will necessitate internal analysis
and dialogue. Moreover, the capacity to work together across the region and across silos
and sectors will need to be strengthened in a range of ways. Leaders, allies and new
resources will emerge along the way, but we all need to be active in creating the vision.

Purpose of the protocols
All community service organisations operate in a competitive and dynamic environment.
Increasingly, organisations of this region recognise that social outcomes can be enhanced
through both collaboration with each other and collaboration with external specialist services.
This shift to embed collaborative processes in what will remain a competitive context
requires thoughtful preparation and careful structuring. The protocols are an early step in
that process. They offer a scaffolded approach to change which can be reviewed and
reflected on along the way.
The protocols capture broad agreements the groups are making in order to change their
relationships with each other (Part B) and their relationships with external organisations (Part
C).
They reflect a commitment to collaboration in the interests of:
• Continuous improvement of social outcomes
• Ongoing engagement with their various communities
• Collective effort to interpret the changing dynamics of the community services sector,
and
• A shared commitment to the strength of the region.
Collaboration may also include:
• Developing and maintaining capacity for social infrastructure planning,
• Devising ways to better collect and use data for research, development, and service
improvement
• Co-designing ways to enhance practice and evidence
• Seeking efficiencies through shared administration, facilities, etc.
• Exploring new business models
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• Trialling new technologies.

Organisation accounts indicate that there have been a range of tokenistic processes
embedded in the sector which have been referred to as collaboration. These include such
things as offering support for tenders, but hearing nothing beyond that, or being included in
tenders then allocated a minor role without engagement in the decision-making process. The
protocols offer a means of moving from token to authentic collaboration.
Why are the Protocols in Two parts?
Part B of the protocols is intended to guide action and reflection between organisations
internal to the region. Part C will be used for discussion in establishing agreements with
organisations external to the region who have some authority in the region or who plan to
enter the region as service providers.

About Us
The contributors to this paper are local, community-governed organisations, providing
community services critical to the people and social infrastructure of our region. These
include disability services, aged care, families and children, support to Indigenous people,
young people, legal services, homelessness, public safety, and community development.
We are led by committees and boards made up of volunteers who live and work in the city,
towns, townships, and islands which make up our part of Queensland. We exist to serve
these communities, nowhere else.
We come together to find a way to collaboratively address the challenges we face in a
changing funding environment. Most of our members are organisations so small, they
struggle to compete for government funding. Many are located at significant distances from
major service centres. Our boards and the communities we serve, increasingly feel the loss
of local control when decisions about our service are made at a distance without our input.
We need to work together, and work differently with larger organisations, to ensure the
sustainability of community-governed services.
As a region, we speak as one on this issue. We feel strongly that we must have input to how
the future of our sector in this region should look.
We are the members of the Regional Social Development Centre and together, we have
supported each other in moving towards this collaborative position.
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Social infrastructure
In the Whitsunday Isaac and Mackay Region,2 Social Infrastructure has been defined as
including three dimensions:
1. Collaborative planning and development structures and processes
e.g. when organisations and/ or individuals work together to meet community needs
and to change something which they cannot by working alone. Collaboration is
achieved when organisations develop mechanisms – structures, processes and
skills – for bridging organisational and interpersonal differences, and together arrive
at outcomes they, and the people for whom they exist, value.3
2. Service delivery functions undertaken by community services organisations and
others, public servants, and for-purpose organisations
e.g. homelessness services, disability support services, sexual assault counselling,
family support services, including the philosophes and practices through which
these operate;
3. Physical community assets - facilities
e.g. neighbourhood centres, service provision centres, parks, community housing.4
These three dimensions are all interrelated. New services and facilities are outcomes of
collaborative planning and development.
An ‘ecosystem’, of the people, organisations, and processes, exists to create, deliver,
support, and improve social infrastructure.

2RSDC

facilitated the development of this definition of social infrastructure with the citizens and representatives
of organisations in the WIM Region as they were concerned about the narrow understanding of Social
Infrastructure.
3 Queensland Council of Social Services http://communitydoor.org.au/organisationalresources/collaboration/what-is-collaboration-and-collaborative-practice
4 WHAM Regional Organisation of Councils, Queensland Government Department of Local Government,
Planning, Sport and Recreation, 2006. Whitsunday Hinterland & Mackay Regional Plan, p.54
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Fig.1. The three dimensions of Social Infrastructure. Collaborative planning and development structures and
processes give rise to services and facilities.

The WIM Region
The WIM Region covers an area of 90,340 square km over the three local government areas
of Whitsunday, Isaac, and Mackay. The resident population is approximately 182,0005 with
about 70 per cent of people living in Mackay. Communities are disparate, with towns often
separated by 1-2 hours’ drive. They therefore have their own cultures, and idiosyncrasies.
Industries in this region include coal, sugar, services, healthcare, beef cattle, retail, and
tourism.
The Aboriginal and Torres Strait peoples of the area are accorded a special place in the
development of the region. It is at the regional level that their voices can and should be
heard.
The region has the largest South Sea Islander community in Queensland and our combined
history requires that this community be accorded a special place, and that their voice be
heard in any efforts to reorganise regionally.

Regional Concerns
The dominant issues in the regions are the result of the recent downturn in the mining
sector: unemployment, financial stress, and de-population. Thousands have lost their jobs
and moved out of the region (reportedly 30,000 have left Mackay), and businesses which
grew in the mining boom, such as engineering, construction and retail, are closing. The
current mood is of despair and disillusionment. It is imperative to come together across the
region and across silos and sectors to acknowledge and address these issues.

As at 2011 census. This year’s census is expected to see a significant decrease in this number due to the
mining downturn. In the Mackay region alone a reported 30,000 people have left in the last two years.
5
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Regional Social Development Centre
The Mackay Regional Council for Social Development also operates under the trading name
of Regional Social Development Centre (RSDC).
Since 1974, the organisation has facilitated community development and social planning
processes within and across localities, sectoral groupings, and industry groupings in the
region. It holds strong working relationships with many and varied stakeholders and is an
excellent position to support and enhance effective engagement processes. Until 2012 the
organisation received core funding from Department of Communities for its recognised
regional role. The discontinuation of that funding has coincided with a downturn in the
regional economy. RSDC now operates on a shoestring budget, yet its many members
maintain commitment to best possible use of social resources to achieve social outcomes for
the people of the region.
Since 1974, the organisations of Whitsunday, Isaac and Mackay have seen RSDC as a
mechanism through which local and sub regional efforts can be discussed at the broader
regional level. From here they have often been fed into wider policy processes. More
recently these policy feedback loops have been difficult to access, and this is acutely felt in
the region.
For RSDC, the protocols discussed in this document open opportunities for improved
understanding and collaboration across and beyond the region.

WIM CoCB Project
The WIM Region Coalition of Community Boards (WIM CoCB) is a sub-committee of RSDC
and is in partnership with the Coalition of Community Boards Queensland. The purpose of
Coalition of Community Boards Queensland6 is to support boards of governance of local
organisations to develop their own analysis and response to the changing human service
sector as it impacts on their organisations.
RSDC received a grant from Queensland Community Foundation, under the auspices of
Volunteering Queensland, to conduct a two year project in the WIM Region to help boards of
local organisations to respond to community sector reform.
Facilitated by the RSDC, the WIM CoCB members have met to discuss, analyse,
collaborate, innovate, and create a vision for a different future, in the light of both their
specific needs of the various communities and the changing nature of the community sector.
Groups have shared many stories of how both economic downturn and sector reform are
impacting their communities and their organisations.
The WIM Region Coalition of Community Boards project comes to an end 30 June 2016.
The Coalition and other collaborators and supporters gathered in Mackay on 29 April 2016
for a regional forum to showcase these alliances and consider the future of the group. A

6

See http://cocb.org.au/ for information about other regions conducting similar projects.
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majority at the ‘Working Together Stronger Together’ forum expressed a desire to continue
to work together and to have RSDC continue as facilitator. As most are members of RSDC,
the group will continue as part of RSDC’s core work of strengthening regional social
infrastructure. Efforts are underway to secure funding for this vital work.
From the forum, a small task group has worked to produce these protocols in an effort to
change the paradigm of collaboration between local and large organisations from tokenistic
to authentic.

The importance of a regional structure
Throughout the Coalition of Community Boards WIM Region Project, the importance of
RSDC’s role as facilitator of discussions and collaboration has become increasingly clear.
In Isaac, the work has involved developing a collaboration of organisations to govern and
operationalise an impending facility. This is work of critical importance which is not
recognised within any funding regime.
Participants at the ‘Working Together Stronger Together’ forum in April 2016 articulated that
they depend on the work of a regional organisation to provide the facilitation of the project.

Social Procurement
RSDC welcomes the Queensland Government’s recent introduction of a new model of
procurement “to embed practices which better support the achievement of economic, social
and environmental outcomes.” 7 We especially welcome the emphasis on local content and
producing regional procurement plans. Our members would like to be part of discussions
regarding a regional procurement plan for our region.
Research and economic theory indicates that procurement processes which do not favour
locally-based organisations can have a detrimental effect on a community.8 Not only does is
reduce local capability, it decreases the economic benefit to a community through the local
multiplier effect (the additional benefit accrued when local people spend money in their
community).
We encourage Queensland Government to consider WIM-based organisations and the
impact on local communities when making procurement decisions. We also encourage
community organisations within and beyond the WIM Region who receive regional funding to
consider dedicating some resources to building capacity of WIM communities by subcontracting local organisations to deliver services and facilities.

7

State of Queensland Interdepartmental Committee - Queensland Government Procurement, 2015. Review of
Queensland Government Procurement.
8

Ref
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In Summary
We all recognise the need to work together, but authentic collaboration takes time and effort;
it doesn’t just happen.
The protocols provide a tool to support collaboration, they link the effort to some of the wider
responses to the reform process, and they provide a basis for engaging other stakeholders
within and outside the region.
They form a basis for collaborative determination of a strategic direction, and this is the next
step.
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UNDERPINNING PRINCIPLES
A number of key principles underpin these protocols. A principle is simply a guide for action
and a way we can reflect on our work. The principles should be read together as they are all
interrelated.9

1.

Collaboration

By working together, authentically, we can achieve more with and for communities. Authentic
collaboration means commitment to:
•
•
•
•
•
•
•

Being in open, honest, trusting relationship
Creating a shared vision and working towards it together, with shared ownership
Cooperating and consensus decision-making
The making and keeping of agreements
Avoiding competition and co-option
Communicating clearly on many levels and acknowledging difference
Ensuring agreement that the process of collaboration (way we engage) is as
important as the outcome
• Ensuring clear and robust partnership arrangements, including allocation of
resources
• Allowing the community to work at its own pace.

2.

Social justice

Communities are best served when they define their needs and the appropriate solutions
with service users and service providers. Researchers and policy makers provide expertise
and facilitate the processes where necessary, but should not deny the right of the community
to control its own destiny. 10
Key elements of social justice principles:
•
•
•
•
•
•

Communities having freedom to define need
Inclusion and human rights
Equity
Embracing diversity in structures and processes
Addressing power imbalance and structural disadvantage
Community-driven change.

9

These principles have been informed by: Ife, J., 2001. Community Development: Community-Based
Alternatives in an Age of Globalisation. 2nd Edition. Pearson Education Australia.
10 Jim Ife would argue that “people themselves have the capacity to define their own needs, and to act to have
them met” (2001:65)
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3.

Valuing the local

We build more just and relevant social infrastructure when we value and build upon a
community’s local assets and leadership.
Valuing local:
• Knowledge
• Culture
• Resources
• Skills
• Processes
• The ‘expert’ is a resource to be used by local people to assist in articulating and
meeting perceived need.
• Collaborative practice innovation
And:
• Place-based solutions
• Local communities recognising and contributing to evidence base.

4.

Sustainability

Sustainable social infrastructure is community-driven, developed organically, and maximises
local, renewable resources.
• Integrated development – balancing social, economic, political, culture,
environmental, and personal.
• Diversity between communities – no two communities are the same
• Ability of organisations to develop, adapt and grow
• Broad, systemic approach to issues
• Utilisation of existing infrastructure, skills and knowledge
• Sharing resources
• Devolution of funding and governance to enrich place-based approaches and
integrated service delivery to improve flexibility to meet community needs. 11

11

Deloitte, 2016. Forecasting the Future: Community Services in Queensland 2025, for Community Services
Industry Alliance and Department of Communities, Child Safety and Disability Services. Page?
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5.

Connectedness

The communities across the WIM Region are connected by similar hopes and challenges to
communities in other regions, the state, the nation and globally.
• What we do creates ripples throughout WIM Region, and beyond.
• Decisions made outside WIM Region affect us here.
• Recognise relationships, organisational connections, and networks exist at a
horizontal and vertical levels12 and allow new forms to emerge.
• Avoid imposing an agenda or external values onto a community.
• Integrated development the economic and social cannot be separated.

Glossary
Social infrastructure

Collaborative planning and development processes and
structures, community services, and community facilities.

Social infrastructure
ecosystem

The people, organisations, and processes working to create
deliver, support, and improve social infrastructure.

Collaboration

Two or more organisations working together, with shared
decision-making, towards a common goal.

Collaborator/s

Organisations working in collaborative arrangements.

Social outcomes

“The effect of an activity on the social fabric of the community
and wellbeing of the individuals and families.” 13

Service user/s

Person/people accessing a service. Other terms to describe
service users include consumers, clients, and customers.

Service provider

Organisations delivering a service.

Tenderer

Organisation tendering for government funding.

12

Horizontal integration refers to organising and coordinating the social infrastructure in a specific locality or in
specific fields; vertical integration is bringing different levels of government together for the people and places
concerned to communicate and work together with commonly agreed aims and methods. This ‘two way’ bridge of
knowledge and resources enables relevant and lasting change. http://urbact.eu/combining-horizontal-andvertical-integration
13 www.businessdictionary.com/definition/social-impact.html
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PART B: PROTOCOLS WITHIN THE REGION
Who should use these protocols
These protocols are for people and organisations involved in the planning, development, and
delivery of social infrastructure in the WIM Region whose decision-makers are based within
the WIM Region. In other words, organisations which are headquartered in the WIM Region.
They are usually those founded by local people to serve certain localities or populations
here.

Purpose
The protocols provide guidance on approaches to social infrastructure planning,
development, service delivery, and engagement to maximise social outcomes in
collaboration with local communities.
The protocols are designed for each aspect of social infrastructure.

Other protocols of the region
Ensure these protocols are also read in conjunction with those articulated by Aboriginal,
Torres Strait Islander, and Australian South Sea Islander communities. See Appendix A for a
list of relevant protocols.

B.1. PROTOCOLS FOR COLLABORATIVE PLANNING &
DEVELOPMENT
The planning and development of new community services and facilities often occurs in
three distinct ways. As necessity is the mother of invention, all are driven by emerging needs
in the community, but are distinguished by who drives the change agenda.
1. When concerned citizens and/or organisations come together to find a solution to
an identified emerging need (‘bottom up’ change).
2. When an organisation expands an existing, and/or introduces a new service/facility
into a location. 14
3. When government has identified a need (often informed by communities), and
develops a service/facility response which it then puts out to tender; ‘top down’
change.
These protocols cover all three scenarios.

14

This will be seen more as the National Disability Insurance Scheme is introduced into the WIM Region in late
2016, as organisations open up new ‘markets’ with new service offerings.
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B.1.1 When collaborating
We all recognise the need to work together, but authentic collaboration takes time and effort;
it does not just happen. However, when organisations commit to the process of working
together, it enhances social outcomes for the communities they serve.
Collaboration, consultation and involvement is core business for community organisations,
and should be integrated into all parts of an organisation’s community work. We recognise
that no organisation exists in isolation.
Collaboration is different to informing, consulting and involving individuals and/or
representatives of organisations. It is also different to coordinating activities or cooperating
with each other. For the purpose of these protocols, collaboration is when different
organisations share in the decision making process, to develop alternatives and identify
‘preferred solutions’.15
Organisational collaboration is a structural social change process. Negotiating and
documenting agreements strengthens this process.

B.1.1. When collaborating
No.

Protocol

Related
principles

Seeking collaborators
a. Seek to develop a working relationship based on respect,
openness, honesty, and integrity.
b. Devote time to develop the relationship, within reason.

B.1.1.1.

c. Establish clear lines of communication which include
board and staff, and representatives delegated to speak
on the organisation’s behalf. Meet face-to-face when
possible to strengthen bonds. Representatives are
required to report back to their staff and board to keep
them informed.

Collaboration

d. Ensure relationship is built structurally between
organisations, not just individuals. Involve staff and board
members.
e. Clarify the purpose of your organisations coming
together and the need you are seeking to meet together.

15

IAP2 International Federation, 2014. IAP2’S Public Participation Spectrum. See also Appendix B.
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B.1.1. When collaborating
No.

Protocol
f.

Related
principles

Develop a shared vision of success, and a change
process to achieve it.

g. Ensure there is a natural alignment of organisational
values and goals that will help you achieve your vision
h. Nominate and authorise a board member from each
organisations to champion the collaboration at the board
level and to report back on discussion and agreements
reached.
i.

Decide which organisations are collaborators (i.e. have
shared decision-making power), and which are interested
parties.

Formalising the Collaboration
a. Negotiate details.
Discuss and reach an agreement on formalising the
collaboration. Consider: which organisations are
agreeing to the collaboration; purpose; objectives; period
of the arrangement; who is authorised to speak for the
different organisations; conditions of agreement; conflict
resolution process; authorisation of agreement; and
monitoring and reviewing process.16
B.1.1.2.

Collaboration
b. Document Agreements
Document agreements in a simple signed letter and/ or
signed Memorandum of Understanding (MOU). Where
there are significant financial resources or legal
implications involved, a binding agreement such as a
service will be required. The simple MOU should be
concise, signed off by the Board or Management
Committee and distributed to all parties. 17 18

Maintaining and enhancing collaboration
a. Continue to devote time and energy to the collaborative
B.1.1.3.
relationships, as appropriate, to ensure authentic
collaboration. Commit to maintaining organisational
relationships by advising all board members, at induction

Collaboration

16

Queensland Council of Social Services http://communitydoor.org.au/organisationalresources/collaboration/principles-of-collaboration
17 See QCOSS’ Community Door website for more information and links to MOU template.
http://communitydoor.org.au/organisational-resources/collaboration/stage-2-formalising-yourcollaboration/memorandum-of
18 Community Door material. http://communitydoor.org.au/
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B.1.1. When collaborating
No.

Protocol

Related
principles

and at regular board meetings, and all new staff.
b. Continue to maintain strong and clear lines of
communication, under delegated authority. Meet face-toface occasionally to maintain bonds.
c. Allow for adequate and appropriate consultation amongst
the collaborators befitting the level of risk involved in the
collaborative arrangement.
Engaging in a collaborative project
When you and your collaborative partners embark on a project,
such as those described in the below in B.1.2., B1.3, B.2., and
B.3, steps should be taken to reach agreements specific to
project.
a. If collaborators already have structural formal agreements
e.g. specific signed letters or MOUs, then review and
validate them. If these do not exist, see B.1.1.2.
B.1.1.4.

b. Develop a simple Terms of Reference (TOR), to give
authority to proceed with collaborative decision making.
The TOR should state: purpose, membership (names the
separate organisations), accountability, operation,
resources, time period and review period. This simple
document should be concise, dated and signed off by the
Board or Management Committee and distributed to all
parties involved.

Collaboration

B.1.2.When co–designing or co–reviewing a service/facility
Collaborative design of a new/improved service or facility achieves better results. These
should be read in conjunction with B.1.1.
B.1.2. When co-designing or co-reviewing a service/facility
No.

Protocol

Related
principles

Co-Design
a. Once the TOR (see above, B.1.1.4.) is in place,
authority is given to staff, volunteers and/or delegated
B.1.2.1.
board members to develop project plans, budgets and
any relevant policies and procedures for the project.
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B.1.2. When co-designing or co-reviewing a service/facility
No.

Protocol

Related
principles

b. Ensure that the need is defined in-depth and when
possible/relevant includes potential service users,
interested community members, other providers,
researchers and policy makers.
c. Maximise social outcomes through evidence-based,
best practice in relevant service area.
d. Engage communities across the area (sub-region, or
region), where the service will be implemented, and
consider how to enhance local social infrastructure.
e. Consider how best to meet the needs of the end user
and the community, as opposed to the service model
which best suits your organisation, or stakeholders’
expectations e.g. funding body.
f.

Consider the social and cost benefits of locality-based
service delivery vs visiting services. See Protocol
B.2.4. for more information.

Social justice

Valuing the
local

Connectedness

Sustainability

g. Consider how to acknowledge local community
resources, knowledge and skills in your service
mode/facility design.
h. Consider the role of local businesses as suppliers
and/or supporters.

B.1.3. When making a collaborative funding submission
When funding is available, organisations may seek out collaborators and other interested
parties to work with to deliver the service or facility, if they are successful in the submission.
Such opportunities include government tenders, government grants programs (e.g.
Gambling Community Benefit Fund), philanthropic foundations, grants by businesses etc.
This section is about either (i) collaborators (shared decision makers) or (ii) interested
parties (those interested in only a section of the tender e.g. providing supervision of a
specific skill or training). It emphasises that agreements reached need to be specific
because without them, collaborators and interested parties are at risk of a tenderer changing
arrangements if the tender is awarded, or the possible risk of co-option. Co-option in this
sense is when a tenderer claims it has collaborators or partners, when the other parties have
not agreed to that. These should be read in conjunction with B.1.1. and B.1.2.
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B.1.3. When making a collaborative funding submission
No.

Protocol

Related
principles

Seeking collaborators
If seeking new organisations as collaborators for a tender
submission, remember that the short time periods requires fasttracking relationship-building. This is particularly so, if the
organisations do not already have a structural relationship e.g.
with letters of specific agreement or MOUs.
a. Identify and contact potential collaborators as soon as
possible once the tender opens. Devote as much time as
reasonable to develop relationship to enable reaching
agreements. Arrange an early, face-to-face meeting
during this period, and other meetings or
tele/videoconferences.
b. Seek to develop a working relationship based on respect,
openness, honesty, and integrity.
c. Delegate the decision-making authority to one person
from each collaborator/interested party and ensure their
attendance at meetings to progress issues towards
agreement. This person is required to keep staff and
board informed of progress.
B.1.3.1.

d. Reach agreement on which organisations will formally
collaborate or which organisations will be a specific
interest party.

Collaboration

e. Clarify the roles for each collaborator or specific
interested party in the final delivery of the service/facility,
if submission is successful, and if that involves financial
transactions (e.g. sub-contracting). Be clear which
organisation is the principle tenderer.
f.

Document the agreements: different agreements are
required depending on level of involvement.
Collaborators may require an MOU, whereas interested
parties may only need to document the agreements in an
exchange of letters.
Agreements should be simple, concise, endorsed by the
boards and signed and dated by the appropriate board
member.
A letter of support is not an agreement.

g. Engage ATSI and ASSI organisations and citizens and
recognise their expertise. Share power and control, and
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B.1.3. When making a collaborative funding submission
No.

Protocol

Related
principles

agree together how best they should be involved in the
proposed service.
Co-Developing submissions
Collaborative planning and development requires:
a. All collaborators should be involved, at appropriate
levels, in the development of the submission, including
service/facility design (as per documented agreement).

B.1.3.2.

b. Specific interest parties are aware of their agreed role,
responsibility and involvement and exchange a letter of
agreement re the agreed role.
c. Consider what each collaborator can contribute to the
service/facility.

Collaboration
Valuing the
local

d. Consultation with stakeholders.
e. Service/facility design which is fit for purpose and looks
to local resources (see Protocol B.1.2.).

B.2. PROTOCOLS FOR COLLABORATIVE SERVICE DELIVERY
B.2.1 When implementing a new service
If the service has been funded by government, the organisation has not only signed a
contract with the funding body; as the custodian of tax payer funds, it makes a social
contract with the community and its colleagues in the social infrastructure ecosystem. These
protocols provide guidance to ensure transparency, accountability to the local community,
and access to the targeted service user.

B.2.1 When implementing a new service
No.

Protocol

Related
principles

If new service is result of funding submission
a. Celebrate!

B.2.1.1.

b. Agreements made during the submission phase should
be reviewed and validated. More formal/binding
agreements may be required, such as contracts.

Collaboration

Agreements should outline the purpose of the service/
facility, who speaks on behalf of the collaborator,
accountability, operation, resources, time period and
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B.2.1 When implementing a new service
No.

Protocol

Related
principles

review period and should be signed off by the Board. The
agreement should be simple and concise, signed, dated,
and distributed to all parties.
Operationalising service model
Meet with collaborators to:
a. Review service design.
B.2.2.1.

b. Develop service plans and governance model with
adequate and appropriate consultation with collaborators
and interested parties. Embed monitoring mechanisms
into service plan.

Collaboration

Access and information
a. Respect the local culture, knowledge, experience and
skills of the locality in which the service will operate.
Strive to be part of the geographic and/ or specific
interest community.
b. Promoting service
Seek to inform, consult and if possible involve the local
stakeholders in understanding how to best reach the
most vulnerable people who are eligible for the new
service and also how to promote the service widely using
multiple methods (e.g. brochures, email, website, digital
media, signage, service visits, networks), including
information about eligibility, accessing the service, hours
of service, and contact information.
B.2.2.2.

c. If significant changes to the service are required, such as
service hours or a refining of eligibility, commit to
consulting with key stakeholders e.g. service users,
interested parties, community organisations and
promoting the changes widely.

Valuing the
local

Social justice

Connectedn
ess

d. Seek continuous improvement and the development or
enhanced practice. Implement monitoring systems to
capture successes, learnings, and room for
improvement.
e. Organisations seek feedback from service users, reflect
on, and review the service regularly, with collaborators
and service users.
f.

Commit to ongoing learning and development of staff,
board and other relevant organisations.
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B.2.1 When implementing a new service
No.

Protocol

Related
principles

g. Seek to inform State or National relevant organisations of
the development of the enhanced practices.
h. Seek to position your collaborating organisations in the
‘best practice’ discussions.
Social procurement
Wherever possible:
a. Purchase goods and services for a social benefit, as well
B.2.2.3.
as cost benefit.

Sustainability
Valuing the
local

b. Commit to ‘buying local’ to support local businesses and
industry.

B.2.4 When delivering service in a different location
Communities are spread widely across the WIM Region, with the nearest town often 2 hours
away. When an organisation provides specialist services outside of the location where it is
based (e.g. Mackay-based organisation ‘outreaching’ to Moranbah), the default service
delivery option is often a visiting service of ‘Drive In - Drive Out’ workers. The hours taken in
travel to and from the ‘outreach’ community significantly reduces the amount of time which
can be given to service delivery, and limits access to the service to one day per week,
fortnight or month, depending on frequency of visits. In the wet season, flooded roads can
prevent the service from being delivered at all. This protocol seeks to guide service providers
to work with the outreach community to find solutions which can increase the hours of
service delivery and mitigate against weather interruptions.
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B.2.4 When delivering a service in a different location
No.

B.2.4.1.

Protocol
Consult and involve outreach community
a. Conduct consultation with service users, local service
providers, and other relevant stakeholders.
Determine local need and demand for service. Ask
the community how it wants to see the service
delivered locally. Consider the role of digital
communications technology (e.g.
phone/videoconferencing), to enhance service
delivery.
b. Determine capacity of outreach community to deliver
the service locally. Consider how collaboration can
utilise and build local capacity to deliver the service,
and therefore the local community’s capacity to
respond to local need.

Related
principles

Valuing local

Connectedness

Collaboration

A range of options are provided below in B.2.4.2.
Options for service delivery:
A range of options is presented here for consideration.
a. Sub-contract local organisation
If an existing local organisation has capacity to
deliver the service, enter a collaborative subcontracting arrangement. Management of the service
can remain with the main service provider, or can be
located within the local service, depending on budget
and capacity. Use phone/videoconferencing to stay in
touch, with face-to-face meetings when necessary.
Valuing local

B.2.4.2.

b. Local ‘generalist’ service supported by specialist
service
Often smaller/remote communities will have a local
‘generalist’ service, such as a neighbourhood centre,
where staff has a broad range of skills, rather than
depth in particular specialist skills. Consider how
together the service could be co-delivered, with the
local service providing some aspects of the service,
with support and advice from, or additional specialist
service delivery by, the specialist provider.

Collaboration

Sustainability

This is similar to a GP being supported by a medical
specialist, as is often seen in remote and regional
healthcare. It can reduce the number of times the
specialist service needs to visit, and build the
capacity of the local organisation to respond to
emerging needs, when they occur. Consider the role
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of digital technology (e.g. phone/videoconferencing),
to leverage time and resources, and enhance service
delivery.
A sub-contracting arrangement would need to be
entered into, to resource the local organisation.
c. Technology
Consider how digital communications technology can
help bridge the ‘tyranny of distance’ and increase
hours of service delivery. When it is appropriate to do
so, phone and/or videoconferencing with service
users can replace face-to-face visits. This can reduce
or remove the need to travel, depending on the
service. Consider how a local organisation/facility
may support this mode of service delivery with the
provision of phone/videoconferencing resources and
technical support for the service user.

B.2.4.3

Visiting service
If it is necessary to deliver a visiting service with ‘Drive In
Drive’ Out workers:
a. Schedule visits to suit the local community and
service users.
b. Utilise existing facilities for service delivery, e.g.
renting a room at the local neighbourhood centre.
c. Collaborate with local ‘host’ facility/organisation to
enhance service outcomes, i.e. integrated or
coordinated service delivery.
d. Communicate as early as possible with service users
and host organisation if circumstances (e.g. illness,
weather), prevent workers from visiting.

Valuing the
local

Collaboration

Connectedness

B.3. PROTOCOLS FOR FACILITIES
In B.1.2. we considered the co-design of services and facilities in terms of meeting local
need. There are additional considerations when designing and building a new facility. As the
most visible dimension of social infrastructure, facilities can have a greater impact on nonservice users, such as neighbours. There is increased pressure to get the design right as,
unlike services, facilities are more difficult and costly to reconfigure afterwards.
But facilities can also be far more flexible to community needs than services, by supporting
the cultural, recreational, education, personal, political, and even environmental aspects of
community life. For example, in any one week a meeting room in neighbourhood centre
could be used for community service planning; a meeting of the local conservation group; a
choir’s rehearsal; and an adult education class.
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When developing these protocols, we are also mindful of the WHAM Plan 2006, which
stated: “Areas, places and buildings of special aesthetic, architectural, cultural, historic,
scientific, social or spiritual significance to the region are conserved and appropriately
managed.”

B.3.1 When collaboratively building a new, or renovating an
existing facility
Please refer to Protocol B.1.2. for more on design.

B. 3.1 When collaboratively building a new, or renovating an existing facility
Related
No.
Protocol
principles
Design – facility for the community
Consider:
a. How the space can facilitate community-building by
maximising the use of the space for the community.
Consider how spaces can be easily used or
reconfigured for use by a variety of community
Social justice
groups.

B.3.1.1.

b. Universal design for people with disabilities to
access the facility.

Sustainability
Valuing the local

c. Keeping the ongoing costs of maintenance for the
community e.g. rate payers, users, to a minimum.

Connectedness

d. Reducing impact on the neighbourhood and other
infrastructure e.g. roads, parking etc.
e. Ongoing cost of the building to the environment,
e.g. its carbon footprint, use of water, electricity etc.
Social procurement
Wherever possible and reasonable, consider:
B.3.1.2.

a. Using local builders, tradespeople, and suppliers,
seeking to support locally-owned businesses

Valuing local
Connectedness
Sustainability

b. Building materials with a low carbon footprint.
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B. 3.1 When collaboratively building a new, or renovating an existing facility
No.

Protocol

Related
principles

Communicating with neighbours and stakeholders
Throughout the design and build, commit to:
a. Keeping neighbours and other stakeholders
informed of progress, changes, and anything which
directly affects them e.g. road closures.
B.3.1.3.

b. Communicating on a regular basis with neighbours
and stakeholders. Even if there is nothing new to
say, we will keep communicating to keep trust.

Connectedness
Collaboration

c. Street-front signage onsite to inform passers-by of
the development.
d. Hold an opening event and invite neighbours and
stakeholders.
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CHECKLIST


Collaborate with local communities, service users, service providers and other
stakeholders as much as possible to maximise social outcomes and increase
connectedness.



Collaborate authentically, building relationships based on trust, mutuality, and
integrity.



Ensure that major agreements reached are documented and signed off.



Design services and facilities for maximum social outcomes, utilising best practice
and local knowledge, skills, and other resources.



Review existing services and facilities, evaluating the level of collaboration with
others. Make changes if necessary to re-orient the service/facility to maximise
outcomes for local community.



Design services/facilities with sustainability in mind; sustainability for the environment
and local community. As much as possible seek to buy local and reduce
environmental impact.



Consider how your organisation can increase its connection to the local community
and social infrastructure ecosystem.



Contact Regional Social Development Centre for more information.
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PART C: COLLABORATION BEYOND THE
REGION
The organisations of the WIM Region recognise that organisations which are based outside
of the region and who provide services here, are an important part of the social infrastructure
of the region.
Community organisations of the region are committed to working together to enhance the
fabric of our communities and to strengthen the social infrastructure of the region. We seek
to work proactively, moving from competing with each other to collaborating, and to
considering the needs and resources of the region from a systemic perspective.
We anticipate that if we seek greater opportunities for collaboration and engagement with
each other, then we can unlock new opportunities, and collectively bring about change and
innovation at local, sub-regional and regional levels.
External organisations are invited into this collaboration on the same terms as internal
organisations. In other words, we anticipate that you will contribute to the spirit of
collaboration and cooperation in the region.

Protocols within the Region
We encourage you to refer to the Protocols within the WIM Region, presented in Part B of
this document. They represent our aspirations for best practice for a collaborative social
infrastructure ecosystem in the WIM region. Please also refer to the protocols of the
Aboriginal, Torres Strait Islander and Australian South Sea Islander communities listed in
Appendix A.

Collaboration
In brief, engagement is informed by the internationally recognised IAP2 framework.19 On the
next page is a short interpretation of the framework for purposes of engagement between
organisations.

19

www.iap2.org.au
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PROMISE

GOAL

Increasing engagement

Inform
We agree to inform
each other with
accurate
information to
enable
understanding of
intentions, plans,
opportunities, etc.

Consult
We will consult in
order to fit our
emerging plans
with the needs and
aspirations of the
region and its
multiple
communities.

Involve
We recognise we
each have skills,
knowledge and
resources which
can value add to
each other’s
projects, to
problem solving
and planning within
the region, and to
local community
building. We will
involve each other,
and contribute
where possible and
within our capacity.

Collaborate
In the WIM
approach
collaboration is
taken as a step
towards joint
decision making.
It flags agreement
to partner with
each other in an
initiative,
development,
project or service,
on equal terms.

The promise here
is to follow through
on the informing
process as plans
evolve and
change.

The promise here
is that we will take
the data from
consultation into
account in our
decision making,
and keep each
other informed.

The promise here
is that we will
engage honestly
with each other’s
input and
acknowledge each
other’s ownership
and contribution.
We will not make
assumptions about
each other’s
capacity to
contribute, but
negotiate this
carefully as equals.

The promise here
is that we will make
agreements and
decisions together
and honour these
for the life of the
agreed project. We
will consider the
impact of our other
organisational
activities on these
agreements.

Fig. 2: Our interpretations of the IAP2 Public Participat5ion Spectrum.
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Existing Issues
Organisations within the WIM region have expressed concerns that a number of practices
have become embedded within the community services system which hinder strong
relationship building.
The following is an indication of some of the practices which have been raised:
• Seeking letters of support without providing sufficient information, discussion,
acknowledgement and follow up. All organisations experience this, and in truth many
of us have done it, but we recognise that there are more respectful ways of
proceeding.
• Seeking endorsement from Indigenous organisations, without attempting to form a
relationship and acknowledging their cultural and local knowledge;
• Including an organisation in a tender without opportunity for that agency to contribute
to decision making;
• Tendering to deliver a service in a region without sufficient engagement with the
region about community need, relation to existing services, potential duplication or
competition with a local provider;
• Winning a tender and excluding the parties to the tender from the process of
implementing the service;
• Winning a tender and beginning recruitment and planning without local consultation;
• Making assumptions about access to local resources and facilities without
appropriate engagement;
• Winning a tender and delivering a service with little intention of contributing to
community and regional processes.

Using IAP2
The above issues will be familiar to most organisations. Organisations which are working
with these protocols may be unwilling to engage with you in ways which do not reflect the
protocols. They may refuse the letter of support that is requested in a hasty email. They may
insist on more involvement or collaboration than you think fair. They do this because they
are committed to a fair and collaborative region.
For larger organisations this approach may present a particular challenge because tenders
are often written at a distance and without local knowledge. We invite funding bodies and
CEOs of the large organisations currently operating in Queensland to discuss with us how
they can better serve our region by consulting, involving, and ultimately, collaborating with
us. IAP2 is critical to building sound structural relations between organisations, and for most
organisations it sits comfortably with their espoused values.
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Our main objective is to support the delivery of the most appropriate services into the region
to fill a gap, avoid duplication and wasted resources, and ensure that we do not end up with
multiple providers delivering small numbers of hours into the same community. We will seek
solutions with you, so please approach the region early in the process. We do all want the
best for individuals, families, communities and regions. We also each want our own
organisations to be strong, have integrity and engage proactively. With good processes we
can all assist each other to achieve these aspirations.
Organisations of the region are open to discussion, and you should challenge us if we are
not communicating within the protocols; and we would like to feel we can do the same with
you. We look forward to many successful negotiations which produce agreements and
outcomes that we can all be proud of, and, most importantly, can best serve the people of
the WIM Region.
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Appendices
Appendix A: Protocols of ATSI and ASSI communities
Queensland
Two sets of protocols for consulting and negotiating with Aboriginal and Torres Strait people
were first published by the Queensland Government in 1998.
Protocols for consultation and negotiation with Aboriginal people
Available at: https://www.datsip.qld.gov.au/people-communities/protocols-forconsultation/protocols-for-consultation-and-negotiation-with-aboriginal-people (accessed 10
May 2016).
Protocols for consultation and negotiation with Torres Strait Islander people
Available at: https://www.datsip.qld.gov.au/people-communities/protocols-forconsultation/protocols-for-consultation-and-negotiation-with-torres-strait-islander-people
(accessed 10 May 2016).

WIM Region
Mackay & District Australian South Sea Islander Protocols Guide
Drumming the story: It's our business! protocol guide was published by Mackay & District
Australian South Sea Islander Association (MADASSIA) in 2000. It is currently available from
MADASSIA at the ASSI Meeting Hut, Ram Chandra Place, Nebo Road, Mackay, or to
borrow from Mackay Regional Council Libraries. See
http://trove.nla.gov.au/work/32505343?selectedversion=NBD23820091 for other libraries
where it can be accessed.

Murri Protocols Guidelines for Mackay Region 2006
These unpublished protocols were articulated by local elder Mary Pitt B.App.Sc. (HonoursIndigenous Australian Research). It is currently available by contacting Mary Pitt on
matamapi@yahoo.com.au
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Appendix B: IAP2 Public Participation Spectrum
For further reading, refer to www.iap2.org.au
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