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BUILDING SUCCESSFUL COMMUNITIES

This section has been developed to improve the capa  city of new and emerging CALD groups
and organisations to better understand the process of managing a community group,
building partnerships, developing and implementing new ideas and to strategically plan the future.
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SUPPORTING EMERGING LEADERS
(The information for this section was sourced from a “Getting to Know Your Community”
prepared by The Wellness Promotion Unit Victoria University)

Each community has people who have a lot of influence within that community. They are
well known in the community, they usually have large social networks and sound
knowledge of the community dynamics. They have gained their position in the
community either by status that they have had in the community before migration or
through the work within their community in Australia.

There are a number of ways in which people become leaders in communities. In some
places it may be the traditional leaders who have the role as group leader. They may be
elected by a vote or their leadership might come about in other ways: With BHAGC
leaders emerged through their skills that were much needed in the community - for
example the dancing teacher, soccer coach, and community members employed in
government agencies.

It is often a sense that a community has its own strengths to achieve something that
motivates one person to begin a project or to ask others to help. Within communities
there are often people who see a need and are prepared to start to do something about
it. With BHAGC there was the need for the community to organise itself and to develop a
feeling of belonging to the new environment.

Quialities that leaders possess:

able to impart and share their ideas on how things might be

responsive to the community needs
As shown in the case study, a good leader will encourage participation from a range of
community interest groups. For example in the BHAGC the current leadership model
encourages young people from the dancing group and their parents to take part in the
decision making process as equal partners. That might not be the case at home, where
parents have much more power and authority. However, they are seen as equal right
members. The dancing group members can learn from each other and respect each
other’s opinion. This proved to be an excellent way of bridging the generational gap.

Have the courage to take on the hard things
Show commitment to the cause

have a caring personality

have good communication skills

develop and inspire trust

energy and motivation

skills to empower and enable others

be honest and trustworthy in all dealings

Ability to gain community trust was a major indicator of successful leadership in the
Bosnian community, which was torn between different groups and fractions. Historically,
males hold the major power in the Bosnian community. Introducing a female president
was a very risky step for this committee. However, she brought a new, softer approach;
she was prepared to listen before acting (especially in conflict situations) and to consult
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with the other committee members. Interestingly enough the current executive positions

in the BHAGC are held by females; president, secretary and treasurer. They all stayed in

their positions for the 12 months period, which was the first time since the incorporation.
Two qualities that were of extreme importance for the Bosnians understood of
community history and ability to “walk the walk” instead of “talking the talk”.

Most of the members of the Bosnian community are refugees and humanitarian entrants,
who are dealing with the effects of Post-Traumatic Stress Disorder, which heavily affects
their ability to integrate into Australian society, learn the language and accept the huge
cultural shift. Those factors influence the way that the community deals with problems.

To be able to utilise the above mentioned skills your community leader will need to have
access to different training and resources. In our case study it was obvious that goodwill
and enthusiasm are good starting points but without the understanding of the Australian
system and decision making processes, no matter how keen a leader is, she/he will not
be in the position to lead your/group towards a viable association.

STRATEGIC PLANNING

As part of the community capacity building process it is vital that the community/management
committee/organisation undertake strategic planning exercises, thereby ensuring the
continuance of existing values, beliefs, aims and objectives. There are three vital questions that
you should aim to further research:

Where are we now?

What is the current situation of your group/community?
Where do we want to be in the future?

The direction the community wishes to take in the future?
How will we get there?

aprwdOE

You might want to first get community members together in a workshop to identify community
issues and possible solutions. To do this exercise the Bosnian community chose to invite
facilitators with the skills and experience to assist the community to discuss the needs and
visions for the future. This proved to be a great way of engaging the community members and
building stronger relationships amongst different community groups and the development of the
new skills.

As explained in the Case Study this project engaged two different facilitators: at the initial stage
of the project, when the community was still fragmented and disorientated, and towards the end
of the project when the BHAGC and its committee felt that they had much more power and the
credibility in the community to do strategic planning.

It is important that the facilitator:

knows the history and the dynamics of your group

lets community issues direct conversation

encourages respectful communication during the meetings
encourages people to be open and share their views

As with the case study, this may not be in the form of a traditional strategic plan alone but may
include other facets of organisational planning such as: business planning; operational planning;
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an action plan; and an annual plan. It will depend upon where the group is at, that is, whether it
is at the forming, storming, norming, performing or adjourning stage of group development.

Although, it is the accepted norm (in community development circles, the non-government
sector, government departments and agencies) to allocate extensive time to develop a Vision
Statement and Mission Statement it may not be appropriate or within cultural norms to do so.
These statements can be re-examined in twelve months as the planning process is an ongoing
one. The development of these statements will be a starting point for future organisational
direction and will guide and focus the management committee.

In the case of the BHAGC Mission and Vision Statement, they were reached in a reasonably
short period of time. Anne Tunnicliff, who was facilitating the process, expressed her concerns
that the community might not have an ownership of the Mission and Vision Statement. It was
suggested to her by the project worker and the Community Settlement Officer at MFO that those
statements will be owned by the community only if community members “live and breath” with
them for at least 12 months. Then, they would be able to say if the statements truly reflect their
perceptions of the role of the Association.

As mentioned above, a Strategic Business Plan incorporating:

Strengths, Weaknesses, Threats & Opportunities;
Vision Statement;

Mission Statement;

Organisational Values;

Organisational Objectives;

Key Strategies;

Major Goals;

Strategic Action Programs

Together, the development of management committee position descriptions, fundraising
suggestions and a brochure will provide a strong foundation for the organisation to build on and
grow.

(NET)WORKING WITH LOCAL GOVERNMENT AND ACCESSING COMMUNITY RESOURCES

Your community group will often feel restricted in their efforts to support your
community because of limited access to financial and other resources in the community.
At the beginning it is very likely that your association/group will not have formal or even
informal links to the government representatives, other groups in the community or the
funding sources. In a situation like that your first question is what would it take for your
community to develop these links?

As mentioned in the Case Study, Bosnia-Herzegovina Association Gold Coast strongly
felt that all levels of government and the general community had significantly
underestimated the important role that they, as a representative of the largest new and
emerging community on the Gold Coast, can play in the well being of their own and the
general community of the Gold Coast. This community strongly felt that they need to be
supported and encouraged to recognise their own strengths and the important role they
play in society.
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There are many factors to be considered:

Should people from outside the community be invited to join in the community
building effort? Some parts of the Bosnian community were very resistant to
change and asking “outsiders” to assist in the capacity building efforts was
interpreted as: “We are not stupid, we don’t need others to tell us what to do. We
are the best experts in our community issues. “

Do we have resources to build relationships with outside agencies, political
officials, the media, and other groups? Lack of confidence to initiate building of
the new relationships was evident from the beginning. Lack of knowledge of how
systems work and often low competency in the English language were the
reasons that natural community leaders felt reluctant to get involved. In this area
the help from the project worker, as a link with the world outside this small
community, was invaluable.

Have we examined other community building efforts to learn from them?
Learning from past experiences, evaluating and recording the positives and
negatives, ability to accept negative feedback were an unfamiliar concept for the
committee at the beginning of the project.

To get the best outcomes for your community from the local Council and other
community resources it will help to have an understanding of the structure and operation
of local government as a whole. Gold Coast City Council has produced a very valuable
resource for the clubs on the Gold Coast: Information Kit GCCC

New and emerging communities are usually small and relatively unknown in the
community. Therefore they will struggle to gain the resources they require to do the work
to obtain government funding. With more or less success the Bosnian Association was
supporting its own community for almost five years, through membership, small
donations and fundraising activities, but their results were mainly unknown outside of
their own community and therefore it was very difficult for them to get community and
government decision-makers to cooperate when they wanted to highlight the needs of
the community and seek support for its capacity building efforts.

Community and government decision-makers are more prepared to take notice of
community groups when the groups have a high public profile and credibility in the local
community. In order to achieve that:

you will first need to learn about the roles and responsibilities of the different
levels of Government and the communication protocols with each of them;

you will then need to learn about the funding sources, funding application
processes and how to write a successful funding submission.

As pointed out in the case study, Susan Sophia facilitated three funding writing
workshops with the members of BHAGC committee. Also, two committee members
accessed funding submission writing workshops organised by the Gold Coast City
Council and information nights about funding available in Queensland.

Some other “tips” that proved to be very useful with the Bosnhian community:
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Write your community profile and send it to the representatives of all the three
levels of government

Establish a good relationship with the LAMP worker in your area, multicultural
community development worker, grants worker, migrant resource centers and the
migrant settlement agencies (Please see Attachment for list of contacts)

Make sure that your association/group attends and participates in all the
multicultural events, such as festivals and other community events, Harmony Day
celebration, Australia Day celebration etc.

Make connections with other community groups and associations, sports clubs,
local media, ethnic media etc.

Connect with the relevant networks in your area (For example Multicultural
Services Network on the Gold Coast, that consist of the representatives of the
service providers to migrants on the Gold Coast)

SKILL AUDIT /LEARNING NEW SKILLS

As explained in the Club Information Kit, a resource produced by the Gold Coast City
Council, this could be the most important information your club/group will ever gather.
The Club Information Kit, a resource produced by the Gold Coast City contains important
information and can be accessed on the web site or ordered by phone. Please see the
List of Resources at the end of this document for the further information)

Every club/association possesses a wealth of human resources just waiting to be tapped
into. The key is to know the skills of individual members and approach them to join in.
What have you got in this community - assets including people, skills, networks,
relationships, projects - can help you to build and sustain your community. Community
assets are your dancing or language teacher, soccer coach, traditional dancing
costumes designer, or a committed volunteer. When undertaking a membership skills
audit, it is most important members do not feel the club/association is pressuring them to
do something they don’t want to do.

Bosnia-Herzegovina Association’s experience was that if a particular skill or interest has
been identified, then the person was approached personally and asked if they are willing
to help. This is how, for example, the dancing teacher, soccer coach, book keeper and
the teacher for the language school were recruited.

Why should you identify community assets?

In no time your community will learn an important lesson that external resources, such
as government funding, will never be available to pay for the cost of everyday operation
of your association. They might be available for the funding of specific projects that have
their budget, specific outcomes and beginning and the end dates. Therefore, the
resources must come from within each community

BHAGC struggled a lot to accept the reality. Based on the experiences in their home
country, where community development is structured and directed from top to bottom,
and heavily supported by the government, they had very high expectations that the
government would provide them more substantial support as a new and emerging
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community. It took the community more than three years to realise that the community
will need to resource itself.

Once identified, community assets can be used as a foundation for community capacity
development and improvement. This is especially important for the small and emerging
refugee communities who often (as you might have noticed in the case study) have
“victim” perceptions about themselves. Identifying and utilising its assets enables those
communities to regain control over their lives.

Some people are too modest or insecure to come forward and offer their skills. It is very
important that you:

talk to your community about the specific skills that you need;

provide training for the community members (in specific areas such as; running
an association, book keeping, writing funding submissions, relevant legislations).
Free training opportunities are often offered through the local council, for
example. Or, once again, look who in your backyard has skills that the
community needs (For example a member of the Bosnian community employed
by the Australian Taxation Office provided the committee with training in the
area of record keeping and management)

recognise that people have different levels of skills and experience. Support your
people with specific skills, encourage them, give them a break, make sure that
they work as part of a team, not alone, and acknowledge their results.

Take care to keep everyone involved and informed.
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Three generations together: event that connects community

ORGANISING A COMMUNITY EVENT

A community event is a great way to bring people together. When organising an event it
is important that you plan something that would connect the members of your community
and build their enthusiasm. Each event, if thought through and carefully planned, will
engage new people in the community. It will also attract those who are isolated and
marginalized. The Bosnian community builds its activities centered on past experiences
of gathering in large groups to talk, share food and dance. Community members whose
needs are always a first priority are the elderly, who don’'t have any social networks
outside the circle of their closest friends, and the young people that the community is
striving to engage in positive ways.

Beside the community engagement, community events are an effective means of raising
funds. Be creative in organising your event - add a personal touch by sending
personalised invitations, organising raffles, organising events on the dates that are of
significance for your culture. '

Bosnian soccer club games usually attract many community members, who come to
cheer their team, as soccer is a very important part of everyday life of almost every
Bosnian family. Every Sunday volunteers from the association organise community
picnics, with traditional food and drinks. Proceeds ensure that the soccer club can
sustain itself.

It might sound very simple, but behind each of those events are many hours of team
work and planning. Points to remember:

Careful planning

Set realistic budget for the event

Find (and book in time to save yourself from disappointment) an appropriate
venue that is also affordable and accessible. Check with your local council for the
list of community venues.
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Promote your event: in the community newspaper, in the ethnic newspaper, radio
in your language, putting flyers in public places
For the first time this year, BHAGC organised an event to celebrate International
Women’s Day in March. A flower on the table for each female, carefully prepared menu,
tasteful setting and excellent entertainers ensured a full success of the event. This event
was something that reminded the community members of happier days, before the war
forced migration.

Pay extra attention to each of the guests. Make sure that each guest has a
comfortable seat and great service
Plan your catering

Think of other requirements, such as:

Do you need a liquor license
Liquor license can be obtained through the office of Fair Trading. Please look at the
list of the resources at the end of this document for more information.
Are there public amenities (rest room, baby change rooms, toilets) if the event is
held in a public park
Do you need to ask your local Council for a permit to use the public space
Do you need to organise security
Who will be your volunteers for the night
Have you organised entertainment
De-brief and reflect after each event to capture the positive and learn from the
negative experiences
Seek feedback from the community members who attend your events

Celebrate each success; express your gratitude to the most diligent volunteers
and sponsors
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CELEBRATING SUCCESSS

Be sure to celebrate even the smallest milestone that you have achieved. It may only be
a small step, but it is a step nonetheless. Community capacity building requires a lot of
time, energy and passion and rewards may not come as soon as expected. Therefore it
is important to regularly celebrate success.

It is always a good idea to involve the whole community in the celebrations. Consider
ways of involving the most isolated groups in your community in the celebrations.

The Bosnian community celebrates by organising gatherings for its members- It could
be a ‘picnic in the park’ or a day out for your seniors; always make sure that you get
together all the community members that have contributed to decide on the best way to
celebrate together.

(Life is full of joy with a sound of an accordion (harmonika)

Arrange with the local media to promote ‘good news’ about the community and people
within it — it could become a feature of a local paper or radio show. The local media can
play an important role in communicating successes both to the wider community and to
others outside the local community.
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Launching the Language school, success of the Folklore Dancing Group, milestones
achieved by the soccer club were well promoted in the community newspaper as well as
the newspaper and radio in the Bosnian language.

Consider holding a function for the key people in committees and working groups. Team

building activities, such as fishing trips, sailing, strategic planning days can help people
to maintain commitment and enthusiasm to achieve goals.

(Members of the Bosnian Community celebrating after a very successful soccer season)



