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Foreword

The Government has placed significant priority on agencies working collaboratively to achieve better outcomes for all clients.  This has been progressed through the promotion of various “Whole of Government” concepts.  These stress the need to break down barriers to communication and getting the people within agencies to work as part of one inclusive government sector.  They encourage agencies to work in groups that represent different operating areas, such as the law and justice, natural resources or human services.

Working together to improve services to clients is obviously not a new concept.   There are many highly successful examples of the NSW public sector working to produce integrated service outcomes, some of which are summarised in this document.

We live in an age of a variety of dynamic opportunities, not the least of which is a rapidly evolving information technology that is redefining the way business is conducted.  In any dynamic environment, there will be always room for improvement.

To be a world class public sector, we must strive for continuous improvement and seek better ways of doing things.  Much of what has been already achieved in producing whole of government approaches has resulted from an urgent need to find a solution to a problem.  It is my hope that as we become more aware of the real benefits in collaborating we will tip the balance from reactive solutions to the identification of collaborative and proactive ways of dealing with matters before problems arise.

These Guidelines for Collaboration and Integrated Services capture details of some best practice examples and provide a practical tool to assist people and agencies who are considering collaboration or who have a need to increase integration of services, but who have little experience in such areas.  They will be also useful for people and agencies who are already involved in collaboration and integration of services and who feel they could benefit from sharing the experience of others.


Col Gellatly


Director-General

Introduction
The New South Wales Government is committed to providing integrated services to the community and to business.

In order to provide integrated services, Government agencies must work together, and with community agencies, regardless of organisational boundaries.

There are many successful examples of Government agencies collaborating to provide better services to the NSW community.  

These Guidelines are based on real examples and the experience of people and agencies who have successfully collaborated to achieve more integrated services.  They also draw upon a Review of Whole of Government activities in the NSW public sector which was conducted 

by the NSW Premier’s Department in 

early 1998.

What are integrated services?

Integrated services means government departments working together to make it easier for customers to get the services and information they need.  (Case Study 1)

Integrated services means government departments working together, and with other agencies, regardless of traditional boundaries, to address urgent needs and problems in the community more effectively.  (Case Study 2)

Integrated services means the Government departments in a particular region or centre working together to provide services which meet the needs of the local community.  (Case Study 3)

Integrated services means Government departments working together to save money by sharing administration costs and getting rid of duplication.  (Case Study 4)

Integrated services means Government departments working together to redesign services, using new technology opportunities.  (Case Study 5)

Benefits of integrated services

· Better service to individuals, the community and business

· Service based on outcomes the community needs, not on organisation structures

· Complex community problems can be addressed more effectively

· Service tailored for local regions or communities

· Cost savings through sharing resources and getting rid of duplication

· New ways of designing services using new technology

Who should use the Guidelines?

The Guidelines are designed for people and agencies who are considering collaboration or who have a need to increase integration of services, and have little experience in these areas.  They will also be useful for people and agencies who are already involved in collaboration and integration of services and who feel they could benefit from sharing the experience of others.

How to use the Guidelines

The Guidelines consist of a series of Checklists, covering key steps in collaboration and integration.  Each Checklist has explanatory notes and each is illustrated by case studies or models.

The case studies have been chosen to reflect the range of collaborative initiatives in the NSW public sector.  They are necessarily brief, but a list of contacts is provided so that you can obtain more information.

The order of the Checklists reflects the order in which a project should be developed, and each builds on previous Checklists.  They will be most useful if you work through them in order, but you can also select those parts which are most relevant to your needs.  It is advisable to read through the whole package first, so that you see how it fits together.

The Guidelines are not intended to be applied rigidly.  Collaboration is not an exact science with ‘one size fits all’ answers.  It requires flexibility and a willingness to modify models and use them creatively.  Adapt the Checklists to your needs, pick up the parts which work for you, and modify those parts which don’t.

Individuals and businesses often need to deal with a number of Government departments to solve a particular problem. For example if a child or teenager is in some difficulty, a family might have to deal with Community Services, Health, Education and Training and Juvenile Justice. Someone establishing a new business might need to contact a number of departments including Fair Trading, Industrial Relations, and State and Regional Development as well as local Government.

Integrated services means Government departments working together to make it easier for customers to get the services and information they need.

CASE STUDY ONE

Aboriginal Environmental Health Infrastructure

Individuals and businesses often need to deal with a number of government departments to solve a particular problem.  For example if a child or teenager is in some difficulty, a family might have to deal with Community Services, Health, Education and Training and Juvenile Justice.  Someone establishing a new business might need to contact a number of departments including Fair Trading, Industrial Relations, and State and Regional Development as well as local government.  

Integrated services means government departments working together to make it easier for customers to get the services and information they need.

Many Aboriginal communities in NSW experience significantly lower living standards than non-Aboriginal communities.  The Aboriginal Environmental Health Infrastructure Forum was established to address the inadequate standards of basic infrastructure.  The project was originally co-chaired by the Department of Aboriginal Affairs and NSW Health, and involved all key government agencies as well as the Aboriginal Health Resource Cooperative.  The project is oversighted by the Cabinet Committee on Aboriginal Affairs.

Three communities were selected for pilot projects, and have received major capital investment in environmental health related infrastructure, including housing, water, sewerage and roads.  A major benefit of the project has been the increased coordination and cooperation between the various agencies in delivering these services to communities.  The emphasis has been on sustainable infrastructure which meets the local needs and can also be maintained by community members.  This has the added benefit of increasing community employment and the development of transportable employment skills.

Following the success of these pilots, an Aboriginal Community Development Program was announced in May 1998.  Funding of $200m for infrastructure and other community development initiatives will be provided over the next seven years, mainly to rural and remote communities, with a strong emphasis on community involvement.

Contact

Alison Smith

NSW Health

Telephone (02) 9816 0586

or

Carol Hammond

Department of Aboriginal Affairs

Telephone (02) 9290 8700

Increasingly Government is called upon to help deal with complex community issues which involve a number of Government departments and community agencies. For example, issues of child abuse and child protection are of great concern at present, and they go far beyond the capacity of any single Government department to resolve. 

Integrated services means Government departments working together, and with other agencies, regardless of traditional boundaries, to address urgent needs and problems in the community more effectively. 

CASE STUDY TWO

Child Protection

Increasingly Government is called upon to help deal with complex community issues which involve a number of government and community agencies.  For example, issues of child abuse and child protection are of great concern at present, and they go far beyond the capacity of any single government department to resolve.

Integrated services means government departments working together, and with other agencies, regardless of traditional boundaries, to address urgent needs and problems in the community more effectively.

Issues of child abuse and child protection have emerged as a major focus of community concern, in part as a result of a number of Royal Commissions and Government inquiries.  

At the request of the Premier, the chief executive officers from Community Services, Health, Education, Police Service, Premier’s, Juvenile Justice, Sport and Recreation and the Attorney General’s formed a committee to coordinate the development of inter-agency guidelines for child protection.  The committee was convened by The Cabinet Office.  Subsequently the committee has assumed responsibility for oversighting a variety of child protection initiatives, including the establishment of a Children’s Commission, pre-employment screening of people working with children and changes to work practices and service delivery to support better integration of child protection services.

As a result of these initiatives joint training has been implemented in agencies with child protection responsibilities.  Sharing of information and mutual understanding has improved between agencies, and this is reflected in more effective referrals and better protection of children at risk.  

Contact

Gillian Calvert

The Cabinet Office 

(Office of Children and Young People)

Telephone (02) 9228 3104

Fax (02) 9228 3984

Different communities have different needs for government services.  By collaborating together and with other agencies at a local level, Government departments can deliver the services that a particular community needs more effectively.

Integrated services means the Government departments in a particular region or centre working together to provide services which meet the needs of the local community.  

CASE STUDY THREE
Regional Coordination Program

The Regional Coordination Program (RCP) has:

· enhanced Government services by coordinating service delivery to meet the needs of regional communities and makes the best use of government resources; and  

· achieved sustainable social, economic and environmental benefits for regional NSW by facilitating collaboration between government and communities.

Established by the Premier’s Department in 1994, the program covers rural and regional NSW, with offices in Dubbo, Lismore, Armidale, Newcastle, Wagga Wagga and Goulburn.  In 1998 it was expanded to cover Western Sydney.  In each region a Regional Coordinator works with a Regional Coordination Management Group (RCMG) of senior managers of State Government agencies.  The RCMG oversights the development and implementation of regional strategic projects.  The Program is jointly funded by 20 participating agencies and is managed by the Premier’s Department.  Commonwealth and Local Government agencies, community and business organisations are involved in many of the projects.The program is currently managing over 120 projects, including:

· Premier’s Forum — Working Together To Strengthen Rural Communities: The Forum, held in Dubbo in September 1998, was a collaborative venture between communities, State and Local Government and business.  It identified  priority concerns, built networks and agreed on actions to address social issues facing communities in Western NSW.  

· Willandra Lakes Region World Heritage Project: This project developed an innovative management plan for the Willandra Lakes Region (240,000h.a.).  The plan is based on World Heritage values, provides for multiple and sustainable land use and is built on a partnership between traditional Aboriginal owners and rural landholders.  

· Shared Vision Project: Thirteen Aboriginal communities are involved in this initiative which is jointly funded by Commonwealth, State and Local Government, as well as  community groups.  The project aims to develop new shared service models for the delivery of human services to these communities.

· BHP (Newcastle): The RCP is working with BHP, State Government agencies and Federal and Local Government to respond to the BHP Steelmill closure in 1999 involving 2,500 employees.  Initiatives include administration of the $25m Hunter Advantage Fund, adopting a strategic approach to attracting companies to the Hunter and the provision of retraining for retrenched employees.

Contact

Kate Dundas or Tim Farland

Premier’s Department 

Telephone (02) 9228 4989    Fax (02) 9228 3277

Government is constantly called upon to do more with less.  If Government departments can save money by sharing resources, more resources are available for essential services.

Integrated services means Government departments working together to save money by sharing administration costs and getting rid of duplication.

CASE STUDY FOUR

Police Service 

Co-locations
The NSW Police Service has entered into co-location arrangements with other government organisations.  

At Gordon, a new police station and council library were constructed on the same site to achieve savings in both capital and recurrent costs.

Since 1993 the Police Service has shared facilities at Hurstville with other emergency services including the Fire Brigade and the Ambulance Service with consequent capital and recurrent savings as well as a single point of contact for users of these services.  The Home Care Service of NSW is also housed in this complex.

A number of similar projects are being considered as a result of the success of these initial co-location strategies.

Contact

Trevor Brown

NSW Police Service

Telephone (02) 9339 5503 

Fax (02) 9339 5933

There are increasing opportunities to design Government services differently.  For example the Internet makes it possible for people to access information and services in new ways which are independent of traditional department boundaries.

Integrated services means Government departments working together to redesign services, using new technology opportunities.  

CASE STUDY FIVE

Government Access Centres

The Government Access Program was established in 1996 to improve access to services in rural New South Wales using ‘one stop’ service centres and on line technology.  Government Access Centres have been established in seven rural centres in the north and west of the state, at Dorrigo, Gilgandra, Grenfell, Kyogle, Maclean, Nambucca Heads and Oberon.  Government Access Centres provide information about Government services as well as on the spot transactions and booking and referral services.  All are equipped to provide services via the Internet.

Central funding was provided for the establishment of the Pilot.  It is anticipated that Centres will become increasingly self funded in the future through fees paid by agencies whose services are provided from the Centres.

The services provided from Government Access Centres vary depending on the needs of the community.  

Examples of services are:

· Information on job vacancies via the Internet

· Driving tests

· Issue of transport concessions

· Coordination of community transport

· Public housing application forms

· Payment for birth certificates

· Selling of Freshwater Fishing Licences

Contact

Kate Dundas or Vivian Hanich

Premier’s Department (Strategic Projects)

Telephone (02) 9228 4989; (02) 9228 3134

Fax (02) 9228 3277

CHECKLIST 

ONE
Assessing your project – 

Does it need collaboration?

1

CHECKLIST ONE

The Review1 found that…

Collaboration often produces better outcomes for the community when several agencies are involved in a service.

However if it is properly done, collaboration costs more, in time, resources and effort, than ‘going it alone’.  So before you start, make sure that it is really necessary for your project and you know what outcomes you will get from it.
Collaboration means that two or more agencies work together to design and deliver the service.  Collaboration is not simply consulting other agencies or sharing information about your service.  It means agencies working together to achieve agreed joint outcomes.

Collaboration generally means that the service is jointly designed, implemented and funded.  Collaboration often means agencies changing the way they currently do things.

The community and business may get better service if all the relevant Government departments collaborate to provide services in an integrated way.  This may mean collaborating with federal or local Government or with community or business agencies as well.

If you are planning a new service, or reviewing an existing one, you should consider whether collaboration with other agencies would result in better outcomes for the community.

1. NSW Premier’s Department. Whole of Government Strategy Project, Phase 1: Report and Discussion Paper, 30  April 1998. 

While collaboration is often desirable if a service involves a number of agencies, it generally takes longer and costs more than ‘going it alone’. You should therefore weigh the costs and benefits of collaboration, and only do it if the issue is a high priority one and the increased benefits for the community will be substantial.

Complete Checklist 1 before you start planning your project. You may need to revisit it as you plan, because as you further refine your project you may find connections with other agencies that you didn’t see at first.

Checklist 1.  Assessing your project

	
	Agency
	Specific contribution
	Importance of contribution

(C/H/M/L)*

	List other Government 

agencies involved

	
	
	

	List community agencies

Involved

	
	
	

	List business agencies 

Involved


	
	
	


*C=Critical; H=High importance; M=Medium importance; L= Low importance

Checklist 1.  Assessing your project

	
	
	
	Importance 

(C/H/M/L)*

	List specific difficulties for customers from this service NOT being provided in a collaborative way


	
	
	

	List specific improvements which could be achieved through collaboration (eg redesign of 

services)


	
	
	


List specific better outcomes for customers from collaboration/ integration

	
	
	
	


*C=Critical; H=High importance; M=Medium importance; L= Low importance

Checklist 1.  Assessing your project

	
	Agency
	Nature of funding/saving
	Indicative level of  funding/

saving ($)
	Importance 

(C/H/M/L)*

	List funding needed from other 

agencies


	
	
	
	

	List potential savings from 

collaboration


	
	
	
	


*C=Critical; H=High importance; M=Medium importance; L= Low importance

Having completed Checklist 1 you should be able to determine whether your service will be collaborative or stand alone.  In making this decision consider:
· Have you identified other agencies whose contribution is

Critical or Highly Important?

· Have you identified difficulties for customers with a stand alone service which are 

Critical or Highly Important?

· Have you identified improvements and better outcomes from collaboration which are Critical or Highly Important?

· Have you identified needs for funding from other agencies which are 

Critical or Highly Important?

· Have you identified cost savings from collaboration which are 

Critical or Highly Important?

If you have ticked one or more boxes, you should seriously consider collaboration.  If you haven’t ticked any boxes, you should seriously question whether collaboration is necessary.

CHECKLIST 

TWO
Which collaboration model is 

right for your project?

2

CHECKLIST 

TWO
The Review found that…

There is no ‘one size fits all’ model for collaboration and integration.

In general you should choose the model which achieves the outcome you want with the least cost, effort and disruption.  Wherever possible use existing networks and coordinating mechanisms rather than set up new ones.
Once you have decided that you need a collaborative approach, you need to decide which model of collaboration is appropriate for your project.

There is no one ‘right’ way to collaborate or integrate services. 

A variety of models exist, and it is important to choose the model which is most appropriate for your service.

As a general rule, choose the model which will achieve the outcomes you need with the least complexity, cost and disruption. 

On the other hand, it is important to choose a model which is sufficiently powerful to achieve the intended outcomes.

The models in Checklist 2 are a guide only. Use them flexibly and adapt them to your project. You may find that elements from more than one model fit your project best.

Use Checklist 2 to determine which is the best model. Starting with Model 1, put a tick in the right hand column for each ‘Use if...’ criterion which matches your project. 

When you come to a model where you tick all the criteria, you have probably found the right model for your project. However consider the following models as well. You may find that more than one model is appropriate. For example you might decide that Model 2, Referral Protocols, is the right one, but that your project is regionally based and therefore Model 6, Place management, also applies.

You may identify the model which is right for your project but not be able to tick all the criteria. For example you may decide that Referral Protocols is the right model, but not be confident that all the relevant agencies have the commitment and capacity to implement it. In that case put a cross in the last column against the doubtful criterion, to indicate that you need to develop strategies to address it when you develop your project plan (Checklist 6).

You will notice that there isn’t a model called ‘Coordination’ or ‘Consultation’. Important as these strategies are in collaboration and integration, by themselves they are not usually a sufficient basis for a project. Use the Checklist to help you identify more specifically how you will work together.

Checklist 2.  Which collaboration model is right for your project?

	
	Model
	Description
	Use if…
	· 
	x

	1
	Information and training

Case study 6
	· Service is provided by a single agency 

· Customers may approach other agencies, but these have information and training about the service and can advise customers about it with minimum inconvenience
	· One agency is largely or solely responsible

· Relevant agencies have commitment and capacity to provide information appropriately if approached by customers

· Most customers would be satisfied with this approach
	
	

	2
	Referral protocols Case Study 7
	· Two or more agencies provide services which are related from the customer’s point of view or which frequently have the same customers

· Some customers have needs which require services from two or more of these agencies

· Protocols are in place to ensure that customers who have need for services of more than one agency are appropriately advised and assisted to make those connections
	· One agency has clear primary responsibility for each service
· Customers frequently need assistance in accessing related services

· Relevant agencies have commitment and capacity to agree and consistently implement protocols

· Most customers would be satisfied with this approach
	
	

	3
	Integrated planning

Case Study 8
	· Two or more agencies provide separate but related services

· Agencies undertake joint planning to improve outcomes, prevent duplication and maximise use of resources
	· One agency has clear primary responsibility for each service

· The intended outcomes of joint planning can be clearly identified

· Relevant agencies have commitment and capacity to undertake joint planning and implement its outcomes

· Information and data necessary to support joint planning are available, in a form appropriate for joint use

· Relevant agencies have commitment and capacity to pool funds or jointly budget to implement the strategies agreed through joint planning
	
	

	4
	Coordinated issue 

Management 

Case Study 9
	· A specific issue, problem or crisis requires coordinated response from two or more agencies
	· The issue is likely to be resolved within a definable timeframe

· The issue concerns short term problem solving rather than ongoing service provision

· Respective roles and responsibilities of all agencies can be clearly defined and agreed

· Relevant agencies have commitment and capacity to identify and implement joint solutions
	
	


Checklist 2.  Which collaboration model is right for your project?

	
	Model
	Description
	Use if…
	· 
	x

	5
	Case management

Case Study 10
	· Customers need services from two or more agencies

· An individual case manager coordinates provision of all relevant services to individual customers
	· Customers suffer significant difficulty or disadvantage in accessing and coordinating services

· Specific groups of customers with common needs can be identified and defined

· Appropriate criteria can be developed to ensure equitable and consistent access to case management

· Cost of individual case management is justified by need or outcomes achieved

· Relevant agencies have commitment and capacity to implement case management

· Relevant agencies have commitment and capacity to pool funds or jointly budget to implement case management
	
	

	6
	Place management

Case Study 11
	· Residents and/or business in a defined place, region or locality have needs for Government services which are specific for that community

· Relevant agencies collaborate to provide services for that community, reflecting local needs
	· The community and its specific needs can be clearly defined

· It can be objectively demonstrated that the level of need justifies place management, in comparison with other localities where place management is not employed

· Relevant agencies have commitment and capacity to provide services collaboratively

· Local staff have capacity and authority to provide services collaboratively

· Relevant agencies have commitment and capacity to implement case management

· Relevant agencies have commitment and capacity to pool funds or jointly budget to implement collaborative services
	
	


Checklist 2.  Which collaboration model is right for your project?

	
	Model
	Description
	Use if…
	· 
	x

	7
	Integrated access

Case Study 12
	· Customers need services from two or more agencies

· An integrated access process enables customers to obtain these services by a single transaction or through a single access point
	· From the customers point of view it is reasonable to expect that services can be obtained together

· It is not feasible to redesign the component services into a single service
· Customers needs can be satisfied by creating a single access process

· Relevant agencies have commitment and capacity to create a single access process

· Relevant agencies have commitment and capacity to pool funds or jointly budget to implement create a single access process
	
	

	8
	Redesigned systems

Case Study 13
	· Related services are provided by two or more agencies

· Central systems or systems of participating agencies are redesigned to facilitate more integrated services and better outcomes
	· Existing systems are a significant barrier to achieving integration and better outcomes

· Relevant agencies have commitment and capacity to redesign systems
	
	

	9
	Redesigned services

Case Study 14
	· Related services were previously provided by two or more agencies

· Services are redesigned on an integrated basis
	· Customers experience significant difficulty in obtaining services from separate agencies

· Cooperation and collaboration have been tried and have failed to resolve difficulties

· Relevant agencies have commitment and capacity to redesign services on an integrated basis
· Relevant agencies have commitment and capacity to pool funds or jointly budget to implement integrated services
· Agreement can be reached about agency ownership and management of integrated services
	
	


Checklist 2.  Which collaboration model is right for your project?

	
	Model
	Description
	Use if…
	· 
	x

	10
	Coordinating agency

Case Study 15
	· Related services are provided by two or more agencies

· A new agency is created, or an existing agency is given powers, to coordinate the activities or outcomes of relevant agencies
	· Customers experience significant difficulty in obtaining services from separate agencies

· Cooperation and collaboration have been tried and have failed to resolve difficulties

· Respective roles and responsibilities of all agencies can be clearly defined and agreed

· Coordinating agency has the necessary authority and resources to carry out its role successfully

· Benefits of creating a new agency or new role for an existing agency justify the cost

· Benefits, costs and intended outcomes of coordinating agency have been identified and agreed
	
	

	11
	Redesign agency structures

Case Study 16
	· Related services were previously provided by two or more agencies

· Agencies are merged or restructured to bring services together in one agency
	· Customers experience significant difficulty in obtaining services from separate agencies

· Cooperation and collaboration have been tried and have failed to resolve difficulties

· Redesign of systems or services by existing agencies has been considered and is not feasible

· The benefits, costs and intended outcomes of restructure have been identified and agreed

· Benefits of restructure justify the cost
	
	

	12
	Improved support for service delivery

Case Study 17
	· Corporate services efficiency needs improvement
	· The administration and support services concerned are common to all or much of the public sector

· There is evidence that savings and/or better efficiency can be achieved

· Coordination by a single agency is the most effective means of achieving improvement
	
	


CASE STUDY 

SIX
Information and Training — 

Business Licence 

Information Service (BLIS)
People starting or expanding a business need licences and permits from a number of State and Commonwealth agencies.

The Department of Fair Trading’s Business Licence Information Service (BLIS) covers 681 NSW and Commonwealth business licences, registrations and permits from 119 agencies.  It also provides general information about Local Government planning and development requirements.

When a customer calls or visits BLIS, information officers use a computer database to assess what licences they need in an average of three minutes.  All the necessary application forms and guidance notes are provided on the spot, over the counter or by same day postage.  In 1997/98 BLIS responded to more than 70,000 enquiries.  

Further plans include making the service available via the Internet, and including more information about Local Government requirements.

Contact

John Devlin

Department of Fair Trading

Telephone (02) 9895 9064

Fax (02) 9261 4805

CASE STUDY 

SEVEN

Referral Protocols — 

Joint Guarantee of Service 

between Department of Housing 

and NSW Health

A Joint Guarantee of Service has been developed between the Department of Housing and NSW Health which guarantees the collaboration of the two agencies to improve coordination and referral between the two agencies.

The Joint Guarantee has involved:

· the formal signing of agreements between each Departmental Region and the relevant Area Health Board;

· the development of local protocols of referral of clients between the two agencies;

· the nomination of contact officers by both agencies;

· joint training and briefing of staff between the two agencies;

· the establishment of regular local liaison meetings between the two agencies.

It is also intended to jointly develop a statewide strategic framework for the coordinated provision of housing and support services to people with an enduring mental illness and promote the compilation of an area/regional strategic plan on housing and supported accommodation.

In addition, it is planned to develop a range of training strategies and packages for implementation at area/regional levels in conjunction with the NSW Institute of Psychiatry, Hunter Institute for Mental Health and the University of Wollongong.

Contact

Pat Boow

Department of Housing

Telephone (02) 9821 6458

Fax (02) 9821 6900

CASE STUDY 

EIGHT

Integrated Planning —

Natural Resource 

Management

In 1996 the Commonwealth Government introduced significant changes in its funding for natural resource management.  Funding by individual Commonwealth agencies to individual state agencies for natural resource management projects was replaced by funding on a whole of government basis, with an emphasis on regional programs.  Commonwealth funds of $1.25b over five years will be provided from the Natural Heritage Trust (NHT), established following the partial sale of Telstra, as well as other sources.

The change in Commonwealth funding processes reinforced and accelerated moves which were already occurring in NSW towards greater collaboration, regionalisation and community participation in natural resource management.  For example the Government’s program of water reforms, commenced in 1995 and further extended in 1997 involves collaborative, regionally based action between Government agencies, industry groups and the community to achieve a better balance between the needs of water users and protection of the environment.

In response to the new approach by the Commonwealth, The Cabinet Office convened a steering committee to develop the NHT agreement with the Commonwealth, and to oversee development of the NSW plan and priorities for funding of natural resource management projects.  Represented on the steering committee were the departments of Urban Affairs and Planning, Land and Water Conservation, Agriculture, Fisheries, National Parks and Wildlife, the Environment Protection Authority and The Treasury.  As a result, proposals for funding are better coordinated, agencies have a better understanding of each others’ needs and agendas, regional strategies have been promoted and partnerships with the community and business have been strengthened.

Contact

John Verhoven 

Department of Land and Water Conservation

Telephone (02) 9895 7522

Fax (02) 9895 6198 

CASE STUDY 

NINE

Co-ordinated Issue 

Management — Thredbo 

Landslide Disaster

On 30 July 1997 a major landslide occurred at the NSW alpine village of Thredbo, destroying a section of the Alpine Way and two ski lodges, and killing eighteen people.

As soon as the magnitude of the disaster was apparent, a number of regional and state inter agency mechanisms for responding to emergencies were activated.  One was the local Snowy River Disaster Plan.  Disaster Plans are prepared in accordance with the State Emergency and Rescue Management Act, and cover readiness measures, response operations and recovery measures by all relevant Government agencies in the area covered by the plan. Activation of the plan allowed medical, engineering, media and other resources to be allocated from a number of agencies. The State Emergency Operations Centre in Sydney was activated, to coordinate Government responses. The Disaster Victim Registration system was also utilised.

Rescue and recovery operations were under the control of the local NSW Police Service area commander.  Participating agencies included National Parks and Wildlife Service, Fire Brigades, Ambulance Services, Mines Rescue Service, State Emergency Services, Local Government, NSW Health, the Department of Community Services, Emergency Management Australia and the Royal Australian Navy.  Industry organisations contributed specialist equipment and technical expertise.  Government agencies from the ACT, Victoria and Tasmania also participated.  Non Government organisations including the NSW Volunteer Rescue Association, Salvation Army, Red Cross and church organisations were also involved.

The State Health Disaster Plan was immediately enacted, providing for coordinated response from hospitals and medical services. The Department of Community Services Disaster Recovery Plan was also invoked, to provide emergency relief and support to families and individuals affected by the disaster, including accommodation, food, clothing and cash assistance.  Counselling services were provided for relatives, the com-munity and rescue workers.

The rescue operation was managed in accordance with structures and processes laid down in the Disaster Plan.  Regular meetings were held of all the agencies involved, so that responsibilities were clear.  The safety of rescue workers was paramount, and there was no serious injury to workers during the rescue operation.

Once the immediate rescue operations were completed, relevant agencies and business and community groups continued to work together on strategies to assist the community to recover and to restore the area’s tourist trade, badly affected by the disaster.

Contact

Dave Darlington

National Parks and Wildlife Service

Telephone (02) 6450 5507

Fax (02) 6450 5514

CASE STUDY 

TEN

Case Management — 

Wilcannia Community 

Care Trial

The Commonwealth Government has established 12 Coordinated Care Trials to improve the efficiency of services for people whose needs for health and welfare services are complex and high cost.  There are three trials in NSW: in Hornsby and the Illawarra region focussing on frail aged people, and at Wilcannia focussing on Aboriginal communities.

The Far West Ward Aboriginal Health Service is a community controlled Aboriginal Corporation which is contracted by the Commonwealth Government to provide Aboriginal health services in Far Western NSW.  It is the sponsor of the Wilcannia Trial.  Participants in the trial are NSW Health, the NSW Department of Community Services, the Royal Flying Doctor Service, the Home Care Service of NSW and consenting community based organisations funded by the Department of Community Services and the Commonwealth Department of Health and Family Services.

The trial aims to better coordinate health and community services in Wilcannia and remove bureaucratic impediments to effective service delivery.  

Commonwealth and State funding for health and community services will be pooled, and services redesigned and integrated to provide the maximum benefit to the community from use of government funds.  Service agreements will be drawn up which define the services and outcomes the participating agencies will deliver.  A care coordination committee will oversight the development of individual care plans, based on best practice protocols.  

A community working party will inform the steering committee and the trial sponsor of community needs and priorities.

The trial, which has a two-year timeframe, is currently in an early stage of development, with service agreements to be agreed.

Contact

Glenn Welby

Project Director

Telephone (08) 8080 1516

Fax (08) 8087 9968

CASE STUDY

ELEVEN

Place Management  —

Kings Cross Project

Place Management is a new planning tool of Government which attempts to address the needs of a particular place or locality in a holistic rather than piecemeal fashion.  The model recognises that the ‘one size fits all’ approach to addressing problems, implementing policy and providing services will not necessarily deliver the best outcomes, particularly in complex areas such as Kings Cross.

In March 1997 the NSW Premier Bob Carr established the Kings Cross Place Management Project as part of a ‘comprehensive package designed to resurrect Kings Cross’.  The key aim of the project is to make Kings Cross a more positive place for all the people who live, work in or visit the area.  

The Project is managed as a joint initiative between the NSW Premier’s Department and South Sydney Council.  Following extensive community consultation the Project has identified four goals for Kings Cross, together with a number of priority initiatives that have already been implemented.  These are:

· Enhancing the amenity and prosperity of the area.

· This has included developing a Kings Cross Visitors Guide, establishing a Kings Cross Website, undertaking a number of physical improvements such as a revamped Fitzroy Gardens, plus coordinating a number of new arts events and activities designed to highlight positive aspects of the area.

· Improving the safety and security of the environment.  

· This has included designing a broadly based Kings Cross Crime Prevention Program, establishing a Kings Cross Licensing Accord, undertaking a range of community safety initiatives, plus the creation of the Woolloomooloo Crime Prevention and Safety Program specifically targeting youth.

· Ensuring services and facilities are appropriate to diverse, local needs.

· This has included the refurbishment of the Railway Station, the introduction of a new late night bus service, plus the development of a Tourist Coach Code of Conduct.  Shortly an Integrated Human Services Program will be finalised for the area targeting known service gaps.

· Building a more harmonious and responsible community.

In addition to regularly bringing the community together to talk about common issues, and assisting individuals and groups gain better access to decision makers, other initiatives have included improving the dissemination of information about local issues, developing and distributing a key contacts list, establishing a local committee focus on drug harm minimisation, and designing a Kings Cross Map incorporating key community and tourist information.

Contact

David Hill

Kings Cross Place Manager 

Premier’s Department 

Telephone (02) 9228 4854

Fax (02) 9228 3277

CASE STUDY 

TWELVE

Integrated Access –

Development Consent 

Across Agencies
The Environmental Planning and  Assessment Amendment Act commenced on 1 July 1998.  This introduced a new single system for the development, building and subdivision aspects of a project, replacing the separate DA/BA approval process.  It also links associated licences, permits and approvals required under other environmental legislation with the development consent.

Under the new system, when a development application is made to the council, if that development needs an approval or licence specified on the attached schedule, it is referred by the council to the approving agency before consent is granted.  The agency advises the council of its “general terms” of approval and this is attached to a condition of consent.  If an applicant seeks the licence within three years of the consent, the agency will then be able to issue that licence — consistent with the consent.  If the developer delays, then the agency may need to review issuing the approval or licence.

For State-significant development the same process is followed but the consent authority is the Minister for Urban Affairs and Planning.  

The agencies involved are:

Department of Urban Affairs and Planning

All Local Government councils

Department of Land and Water Conservation

National Parks and Wildlife Service

Environment Protection Authority 

Mine Subsidence Board

NSW Fisheries

The Heritage Office

Roads and Traffic Authority

Ministry for Forests and Marine Administration

The new system streamlines the approval process and provides for greater certainty for the applicant.  In the past, applicants who obtained consent could not be confident that the subsequent licence would be issued.

Contact

Kerry Bedford

Department of Urban Affairs and Planning

Telephone (02) 9391  2350

Fax (02) 9391  2194

Email: kerry.bedford@duap.nsw.com.au

CASE STUDY 

THIRTEEN
Redesigned Systems —

Justice Agencies Data 

Exchange
The Justice Agencies Data Exchange project (JADE) commenced in 1993.  The participating agencies are the Attorney General’s Department, Police Service, Corrective Services, Juvenile Justice, the Judicial Commission, the Office of the Director of Public Prosecutions and the NSW Bureau of Crime Statistics.

Processes for exchanging data and information between these agencies were largely paper based and there were areas of inefficiency and inconsistency.  This data relates to criminal histories, offences, court proceedings, sentencing and the like.  It is also important in recording and analysing trends in crime and judicial processes.

The aim of the project was therefore to improve the efficiency of data transfer between participating agencies by using electronic transfer and consistent definitions and codes.

A business case was developed and special funding of approximately $1.5 million over four years was obtained.  As lead agency, the Attorney General’s Department is accountable for the administration of these funds, but all expenditure decisions are made on a consensus basis.

The project is oversighted by an Interdepartmental Committee of senior officers from all participating agencies.  The strategic and tactical plans are endorsed by the CEOs of participating agencies, who meet on a regular basis.

A pilot project on the exchange of data on Apprehended Violence Orders has been completed.  Manual processes have been replaced by electronic transfer, and data quality will be enhanced in the longer term.

Common codes for identifying criminal offences and the outcomes of judicial processes have also been developed and are being progressively introduced into participating agencies’ systems.  Electronic transfer has been introduced for data relating to the recovery of unpaid penalties.

The next stage of the project will be the mapping of data exchanged between participating agencies, and the development of common definitions, as a basis for electronic transfer.

Contact

Miro Percic

Attorney General’s Department

Telephone (02) 9228 7071

Fax (02) 9228 8269

Email: miro_percic@agd.nsw.gov.au

CASE STUDY 

FOURTEEN
Redesigned Services —

Joint Investigation Teams

Joint Investigation Teams (JITs) were established in 1997, following a pilot in 1994/95.  Their object is to improve systems for investigating serious criminal child abuse.  Special funding of $4.6m was provided for their establishment.

JITs are made up of specially trained child protection officers from the Department of Community Services (DOCS) and NSW Police.  There are eight JITs, at Liverpool, Ashfield, Parramatta, Penrith, Kogarah, Newcastle, Wollongong and The Entrance.  A further JIT is being established at Chatswood and will be operating from early April 1999.

When DOCS receives a notification which involves a possible criminal offence relating to child abuse, the case is referred to a JIT.  The team contacts the child and their family to investigate and assess the risk to the child.  The JIT then responds appropriately, depending on the evidence and the needs of the child.  For example the JIT may charge the offender and initiate proceedings in the Children’s Court to ensure the child is cared for and safe.  The JIT draws on the expertise of other agencies, particularly NSW Health, to make sure the child and their family receive all possible support during and after the investigation.

An evaluation of the pilot phase found that JITs have achieved their intended outcomes of reducing delays in investigation, repetitive interviews and trauma for the child and their family.  They have also increased the number and effectiveness of prosecutions, increased the use of Apprehended Violence Orders (AVOs) in child protection matters, and have improved cooperation between Government agencies in child protection.

Between January and March 1998 JITs investigated 718 cases, and made 63 arrests, 221 charges and 80 AVOs.

A ‘Joint Investigative Response’ system is now being implemented in rural and remote areas, where police specially trained in investigating child abuse will operate out of 12 Child Protection and Investigation teams, working closely with specially trained district officers from DOCS.

Contact

Julie Sinclair

State Co-ordinator JIT

Department of Community Services

Telephone (02) 9381  0476

Fax: (02) 9381  0475

CASE STUDY 

FIFTEEN

Coordinating Agency — 

Ministry of Urban 

Infrastructure Management

The Ministry of Urban Infrastructure Management was established to improve coordination of the planning and management of urban infrastructure.  The Ministry is jointly funded by State Government agencies with a role in the management of urban infrastructure.

One of the first strategies the Ministry has undertaken in order to promote coordination in urban infrastructure is an Urban Infrastructure Management Plan for the Greater Metropolitan Region of Sydney, the Central Coast, Wollongong and Newcastle.  Infrastructure means not only physical infrastructure like roads and sewerage but also social infrastructure such as educational and health facilities and leisure amenities.

Developed in consultation with key agencies, the Plan provides a Whole of Government perspective on urban infrastructure and identifies 20 priorities for infrastructure planning and management in the next five years.  Its aim is to make it easier for government agencies to work together and for the community to understand and participate in urban infrastructure planning.

The Plan will be updated annually.  It is oversighted by the Urban Management Committee of Cabinet.

Contact

Maria McCarthy

Ministry of Urban Infrastructure Management

Telephone (02) 9228 3314

CASE STUDY 

SIXTEEN

Redesign Agency 

Structures — Ageing and 

Disability Department

The NSW Ageing and Disability Department (ADD) was created in 1995 to improve services to older people and people with disabilities.  The Department was created, with no additional cost, by bringing together functions and funding from the Department of Community Services and the former Office on Ageing and Office of Disability.

ADD has whole of government responsibility for policy and strategic planning of ageing and disability services.  It also administers funding in excess of $670m to the Home and Community Care (HACC) Program and the Disability Services Program.  It has coordinated the development of a number of whole of government policies and plans, including a Disability Policy Framework and a Healthy Ageing framework.

The creation of ADD has resulted in improved accountability in ageing and disability services, through the separation of funder and provider responsibilities.  A new performance-based deed of funding has been adopted for non-Government service providers, and the funding relationship with the Department of Community Services has been defined by means of a relationship agreement.  Measures of output and unit costs have been established for all services.  For the first time a contestable process has been introduced to select service providers for growth funding.

Contact

Frank Greathead

Ageing and Disability Department

Telephone (02) 9367 6833

CASE STUDY 

SEVENTEEN

Improved Support for 

Service Delivery —

Corporate Services 

Reform

The Corporate Services Reform initiative is a three-year initiative introduced to identify opportunities to improve services and efficiency of corporate services across the public sector.  The Government’s vision is for a corporate services capability that supports a world class public sector - a sector that can adapt and change while continuing to provide high quality services to the people of NSW.

The initiative is guided by a high level committee with representatives from Treasury, Council on the Cost of Government, CEOs from large, medium and small agencies, and employee bodies such as the Public Service Association and the NSW Labor Council.  The Director General of Premier’s Department chairs the committee.

The Corporate Services Reform team based in Premier’s Department works with agencies to identify collaborative opportunities to improve services, and with lead agencies to accelerate the achievement of savings across the sector.  The initiative has developed an accountability framework and targets for achievement of savings.  These vary according to agency and strategy.  For example, the occupational health and safety improvement initiative which focuses upon OHS&R performance and workers’ compensation premium costs, is a whole of government strategy developed by Premier’s Department with Treasury and the Treasury Managed Fund.  Its key components are: demonstrated government and central agency leadership, agreed targets for implementation in agencies with the greatest potential for savings, and the development of a sector wide policy and guidelines.

Contact

Elizabeth Coombs or Jo Grisard

Corporate Service Reform

Telephone (02) 9228 3096; 

(02) 9228 5130

Fax (02) 9228 4757

CHECKLIST 

THREE
Building partnerships to 

suit your project
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CHECKLIST 

THREE

The Review found that…

Projects that work best have clear support from all relevant parties.  

It is important that the roles and responsibilities of parties are clearly identified and agreed, and that the project offers ‘wins’ for each contributing agency.  

Before commencing your project you need to identify all the agencies and individuals whose support you need.  If you are not confident of having that support, you need to develop strategies now to obtain it.

In identifying what kind of support you need, and where from, consider the list of agencies you identified in Checklist 1.  Also consider the collaboration model or models you have identified for your project (Checklist 2).  On the whole, the more complex the collaboration model (higher model numbers in Checklist 2), the more care you will need to take in identifying and securing support.

Note particularly any cases where you have put a cross against the commitment and capacity of relevant agencies to support the project.

Use Checklist 3 to identify all the individuals and agencies whose support you need.  Identify the kind of support you need from each and whether you have it at present.  If not, identify the action you will take to gain the support you need.  If you have the necessary support, consider what action you may need to take to maintain it.

Also consider the benefits to each agency of supporting the project.  Generally agencies will be more supportive if there are clear benefits for them.

Make sure that the actions you identify are included in the planning stage (Checklist 6).

Types of support you may need

Project partners

Project partners are the other agencies involved in providing the service.  You listed them in Checklist 1.  If you are not yet confident of the support of some of them, you need to include them in Checklist 3 and identify action to win their support.

Champions

Champions have power and influence.  A champion will promote the project, lobby for it, and exert influence to remove difficulties.  Champions could be, for example, Ministers, CEOs or senior executives, or influential people in the community.

Impartial broker

An impartial broker is not aligned to any of the participating agencies, and can help them reach agreement or resolutions in sensitive or controversial situations where the parties cannot reach agreement by consensus.  Such brokers could be, for example, a central or coordinating Government agency or an independent expert who is respected by all parties.

Decision makers 

Decision makers have the power to make decisions which are essential to the progress of your project.  Make sure you have identified all the relevant decision makers in your own and participating agencies.

Approvers 

Approvers have the power to recommend or make approvals on which your project depends.  For example you may need approval for your budget from senior people in each participating agency, and, for a large project, from The Cabinet Office and The Treasury.  Make sure you understand the relevant approval processes.

Customers

Customers are the recipients of your services.  They may exert significant influence either for or against change.  Your service should be designed around the outcomes they want and need, and your plan (Checklist 6) should include strategies for involving them.

Stakeholders

Stakeholders are people or agencies who have an interest in the project or its outcomes.  They may have concerns which you need to address or they may be influential sources of support.  For example if your project has the potential to bring new jobs to a community, local community and business groups are potential stakeholders whose support may be gained.

Influencers

Influencers exert influence over the attitudes and perceptions of the people who can affect the success of your project.  For example the media could have an important role in the success or failure of your project.

Checklist 3.  Building partnerships to support your project

	Individual/

agency
	Type of support*
	Specific support needed
	· 
	x
	Benefits to agency supporting the project
	Action needed to build or maintain support

	
	
	
	
	
	
	


* P= Project partner, Ch= Champion, IB= Impartial broker, D= Decision maker, A= Approver, 

Cu= Customer, S= Stakeholder, I= Influencer

CHECKLIST 

FOUR
Forming your project team
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CHECKLIST FOUR

The Review found that…

When new collaboration projects are set up, people often underestimate the resources needed.

A competent, well supported project team is essential to the success of your project.
The project team are the people who will do the work and produce the agreed outcomes from your project.

Around three to five members is an appropriate number for many projects, although for a small project the ‘team’ might be a single person.  More than eight to ten is usually too many for an effective working group.  If your project is a large one, consider forming sub teams for defined tasks.

The list of agencies you developed in Checklist 1 will assist in determining the membership of the project team.

Any agency which is expected to implement action as a result of the project should be represented.  Any agency whose contribution is Critical or Highly important should also be included.  If this results in too many agencies for an effective team, consider using sub teams, reference groups or an advisory committee to ensure that all agencies are appropriately involved (Checklist 5).

Consider the collaboration model or models you identified for your project in Checklist 2.  The composition of your project team should be appropriate for the model.  For example, for 

model 6 Place management, it would be essential that project team members had, between them, a thorough knowledge and understanding of local issues and needs.

The role and responsibilities of the team leader and of team members should be documented and agreed before you start.  The commitments expected of each member should also be precisely defined and agreed.  

For example each member (and their agency) need to know how much time they have committed to give to the project; the frequency and duration of meetings; whether there are costs, such as travel, which their agency is expected to meet; and whether there are specific tasks they will be expected to carry out on behalf of their agency.  

It must be quite clear who the team is accountable to and reports to.  If there is a lead agency, the team will be responsible to a named person or position in that agency.  If there is no lead agency, the team should be responsible to a steering committee or similar body.

It must also be clear how the team reaches decisions and how and by whom its recommendations or decisions are endorsed.  For example if the relationship between the participating agencies is one of voluntary collaboration, most team decisions will need to be by consensus, and will need the approval of the agencies affected.

Members must be of an appropriate level, and authorised to speak for and make decisions on behalf of their agencies.  They must have the necessary access to obtain approvals quickly within their agencies.

Team members should have, between them, the skills and knowledge needed for the project.  If there are specific skills or information the team lacks, arrange for appropriate training or briefings.  

For example, members might need training in a specific project management methodology or software you plan to use.  Members may need formal briefings on the activities and objectives of the participating agencies, so that they can more easily identify shared objectives.  

There may be specific skills you need for defined tasks, which can be brought in at the appropriate moment.  For example it is probably not necessary to have a data analysis expert as a full time member of the team.

Identify any special resources the team needs, and how these will be provided.  Consider for example equipment, venues, office accommodation, transport and administrative support.  Costs of obtaining resources should be included in your project budget (Checklist 7).

Use the checklist to make sure you have covered all the issues and your team is ready to start work.  Identify the action you will take to address any gaps, and make sure this action is included in the planning phase (Checklist 6).

Checklist 4.  Forming your project team

	
	· 
	x
	Action needed

	All agencies expected to implement action as a result of the project are represented on the team (See Checklist 1)


	
	
	

	All agencies with a Critical or Highly important contribution are represented on the team (See Checklist 1)


	
	
	

	Size of team is appropriate for a practical working group


	
	
	

	Mechanisms have been identified for other relevant agencies to have input (See Checklist 5)


	
	
	

	Responsibilities and commitments of team leader have been agreed and documented


	
	
	

	Responsibilities and commitments of team members have been agreed and documented


	
	
	

	Team’s accountability and reporting lines have been agreed and documented


	
	
	

	Process by which the team makes decisions and recommendations has been agreed and documented


	
	
	

	Team members are authorised to represent their agency and have appropriate access to obtain approvals


	
	
	

	Team members have, between them, the skills and knowledge the team needs


	
	
	

	Skills and knowledge to be brought in as needed have been identified and sourced


	
	
	

	Resources the team needs have been agreed, documented and sourced


	
	
	


CHECKLIST 
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CHECKLIST 

FIVE

The Review found that…

Supporting groups and committees can add considerably to the success of collaborative projects by strengthening consultation or by giving additional authority to decisions.

To give maximum value, it is important that the role and powers of each group are clearly defined and agreed.

You can set up a variety of groups to support your project.  Generally support groups are of two types.  Advisory groups help you consult and involve more people in generating ideas.  Decision making groups add authority to the project by endorsing decisions and recommendations.

People use these and other titles quite variously to describe supporting groups and committees.  Whatever it is called, the most important thing is that everyone involved is clear about the role and powers of the group.

Reference groups and focus groups are both used to consult with and obtain views from people who have particular knowledge or expertise, or whose views are important to the project.  They are useful for involving customers and the community but are also appropriate for involving relevant agencies.  Reference groups are generally established for the duration of the project, or for a defined stage of it, whereas focus groups are used for a specific issue.

Advisory committees have a similar function to reference groups but their role is generally more formal and their members often formally represent agencies or community groups.  Although they are not decision making bodies, their views may therefore have considerable influence over the direction of the project.

Management committees actually set the direction for the project and make the major decisions about it, on the advice and recommendations of the project team.

Steering committees set the wider policy for the project or coordinate a series of related projects.  For smaller projects you would rarely need both a management and a steering committee and the management committee would also address policy issues.  A steering committee might be appropriate for example in a large project with several regional management committees.

 Supporting and servicing the groups you set up can take considerable resources.  Consider the resources and workload involved, and do not establish groups unless you are confident you can support them effectively and professionally.

Whatever kind of group you set up, make sure that its members and the project team are quite clear about the role and powers of the group.  This should be done by agreeing and documenting Terms of Reference.

Use Checklist 5 to determine which type of groups are appropriate for your project and to make sure that you have covered all the relevant issues in defining their terms of reference.

Review the list of relevant agencies you developed in Checklist 1.  Consider whether those with a Critical or Highly important contribution should be represented on an advisory or management committee.  Consider whether other agencies whose support you need should be involved by way of reference or focus groups, particularly if they are not represented on the project team.

Also consider the sources of support you identified in Checklist 3 and the strategies you identified for building support where it is lacking.  Consider how you can use supporting groups to build and maintain support.

Consider the collaboration model or models you identified for your project in Checklist 2.  In general, the more complex the model (higher model numbers in the Checklist) the more likely you are to need a management committee with formal decision making powers, or at least an advisory committee formally representing the major partners.

CASE STUDY 

EIGHTEEN

Supporting Groups and 

Committees – Schools as 

Community Centres

The Schools as Community Centres project started in June 1995.  The project recognises that children from disadvantaged communities often start school with disadvantages which impact on their health, education and welfare.  Pilot Community Centres were therefore established at public schools at Redfern, Chertsey, Curran and Coonamble, with full time facilitators, to coordinate families’ access to the various services which could help prevent such disadvantage for children prior to commencing school.

The project is jointly funded by the Departments of Education and Training, Housing, Community Services, and Health, with each agency contributing about $125,000 per year.

The project has been evaluated and found to have succeeded beyond expectations.  Examples of successful outcomes are improved school preparedness among children reached by the project, improved socialisation skills, increased immunisation rates and reduced absenteeism.  The project has also increased community participation and connectedness.

The project is to be extended to Bathurst and Kempsey in 1999.

The project’s management structure has contributed to its success.  Each centre has a full time facilitator, who is advised by an Advisory Committee which includes parents, members of the community, Local Government and the participating agencies.

Each centre also has a Management Committee which approves its management plan and the allocation of resources.  The Committee includes senior local representatives of the participating agencies, who can make decisions about their agency’s contributions and the allocation of resources.  The Management Committee also has senior representatives of the community, for example the local mayor or police commander.

At state level an interdepartmental Steering Committee sets the overall policy direction, in consultation with Management Committees.  The Steering Committee includes senior representatives from the four participating departments, who report directly to their Directors-General on the progress of the project.

Contact  

Elizabeth Starr

Department of Education and Training

Telephone (02) 9886 7631 

Fax (02) 9886 7694

Checklist 5.  Supporting groups and committees

	
	Whole of project
	Specific issue
	Consultation, advice, expertise
	Endorse decisions, recommendations
	Set policy direction
	Membership

	Reference group
	· 
	
	· 
	
	
	•People with specialist knowledge, expertise or views

•Participating agencies, customers and/or community

•Representatives of agencies whose support you need 

(see Checklists 1 and 3)

	Focus Group
	
	· 
	· 
	
	
	•People with specialist knowledge, expertise or views

•Participating agencies, customers and/or community

•Representatives of agencies whose support you need

(see Checklists 1 and 3)

	Advisory Committee
	· 
	
	· 
	
	
	•Representatives of relevant agencies

•May also include customer or community representatives

	Management Committee
	· 
	
	
	· 
	
	•Representatives of agencies whose direction and endorsement is essential to the project

	Steering Committee
	· 
	
	· 
	
	· 
	•Representatives of agencies whose direction and endorsement is essential to the project


Checklist 5.  Terms of Reference for support groups

	
	· 

	Purpose and intended outcomes of group


	

	Powers of group (advisory or decision making)


	

	Membership


	

	Responsibilities and commitments of members


	

	Role of convenor


	

	Process for recording views and making recommendations (for advisory groups)


	

	Process for making and endorsing decisions (for decision making groups)


	

	Frequency and duration of meetings


	

	Responsibility for executive support


	

	Formation and use of subcommittees (if appropriate)


	

	Confidentiality of meetings and documents


	

	Processes for review of terms of reference and dispute resolution (if appropriate)


	


CHECKLIST 
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CHECKLIST 

SIX

The Review found that…

Projects work best when their intended outcomes and the strategies for achieving them are clearly defined and agreed.

It is important that projects have specific and limited aims.  Projects with very general aims, like ‘cooperation’ do not produce concrete outcomes.

It is important that the outcomes of your project offer ‘wins’ for all the contributing agencies.

You have now established that you need collaboration for your project.  You have also established the agencies which will be involved and their contributions and have set up your project team.  You have identified the support groups you need and have established their terms of reference.

The next step is to develop a project plan.

There are many versions of formats for project plans.  You can use any format you choose, provided it covers the essential elements described below.  If you don’t have a favourite format, use the model on page 44.  It includes everything you need for most projects.

People use planning terminology differently.  For example words like ‘purpose’, ‘aim’, ‘goal’ or ‘objective’ are used somewhat interchangeably.  The important thing is to use words that your team feels comfortable with and to make sure that everyone has the same understanding of what the word you choose actually means.  

Your plan should be as simple as possible, but it should be specific.  Avoid vague generalities.  If you can’t define and agree, in simple, concrete terms, what you are going to achieve and how you are going to do it, then your project is not yet adequately defined and needs rethinking.

The process of working through the plan, and identifying and resolving all the issues, is at least as important as the final document.

It is therefore worth spending time on the process of developing the plan and involving as many people as possible.  Many projects have run into difficulty because people or agencies whose support was crucial were not involved in the planning stage and therefore did not feel ownership of the project.

To decide who should be involved in planning the project, consider the list of agencies you developed in Checklist 1 and the list of agencies and individuals whose support you need in Checklist 3.  

In general, any agency which will be expected to take action as a result of the project, and any whose support is  essential for the project, should be involved in planning.

Generally the project team convenor should facilitate the planning process, though for large or sensitive projects you may use an independent facilitator who has the respect of participants.  You will need at least one lengthy (eg whole day) session to develop the plan, and you will need to allow time for circulation and review of drafts.

Customers and community or business group representatives should be involved in planning wherever possible.  Make sure that you make it as easy as possible for them to participate effectively.  For example it is generally more useful to involve customers in determining the outcomes the community needs, than in the detail of how you will achieve those outcomes.  

Consider whether you need to 

provide prior briefing or information for customer or community representatives to make the planning experience worthwhile for them.

Use supporting groups (Checklist 5) to add value to your planning and build support for it.  You may for example use focus groups to gather views and ideas before you plan.  You may also use reference groups or advisory committees to review and comment on a draft plan.  Management or steering committees generally endorse project plans.

You will use your plan as a means of communicating about the project.  It will also be the basis for preparing the project budget, reporting on progress and 

evaluating the project (see Checklists 7, 8 and 9).  Keep these uses of the plan in mind as you develop it.  

Checklist 6.  Planning your project

	Planning element


	Definition

	Project aim
	A broad general statement of what the project is for and why you are doing it.

Generally the project aim should link to some broader aim or purpose.  For example you may show how it contributes to the corporate goals of participating agencies, or to Government policy priorities like social justice or economic development.

	Project timeframe
	The duration of the whole project (ie the time it will take to achieve the outcomes).  The timeframe depends on the nature of the project, but an appropriate timeframe for many projects is between one and three years.  Since projects are intended to produce specific outcomes, ‘Ongoing’ is not an adequate definition of timeframe.  If you cannot specify a timeframe, your project is probably too large or not sufficiently well defined.  It may help to define the first phase of the project and plan that first.

	Key Result Area (KRA)
	The areas you must address and get right if your project is to succeed.

About three to five is usually an appropriate number.  Together the KRAs should cover all major aspects of the project.

	Outcome
	What you aim to achieve, expressed in terms of what it will be like if you are successful (not what you will do).

Between one and three outcomes for each KRA is generally an appropriate number.

Make sure that your outcomes offer benefits and ‘wins’ for all participating agencies.  This may require some lateral thinking.  For example a physical activity promotion campaign will obviously have health-related outcomes.  But it may also have environmental outcomes related to reduced use of private cars.

Outcomes should relate to outcomes of participating agencies.  However it is desirable to have at least some outcomes which span agency borders and are specific to the project.

	Strategy
	The things you will do to achieve each outcome.

Up to five strategies for each outcome is generally appropriate.  If you find you have more, try grouping some of them into a single more general strategy.

Consider outcomes which relate to the project process (eg training, communication, acquiring resources) as well as to project outcomes.

	Action
	An optional element for large or complex projects.

Actions specify in more detail the things you will do to implement strategies.


Checklist 6.  Planning your project

	Planning element


	Definition

	Performance Indicator
	What you will measure or analyse to see whether you have succeeded in achieving each outcome.  Wherever possible performance indicators should include a measurable target.  For example:

• Customer satisfaction is not a good performance indicator because it sets no benchmark or target

• Increase in customer satisfaction is better because it says you are aiming to improve, but it does not set a target for success

• 10% increase in customers rating the service as Satisfactory is a good performance indicator because it sets a specific, measurable target.

Develop performance indicators for each key result area or outcome (not for each strategy).  Choose a small number of key indicators which together cover the major areas where you want to monitor progress and evaluate outcomes.  Around ten or twelve for the whole project would generally be appropriate.  Some performance indicators may apply to more than one KRA or outcome.

	Timeframe
	The date by which you will achieve specific outcomes, or important milestones towards achieving the outcome.

Consider the sequencing of your strategies.  Some strategies may be dependent on the completion of others which must come first.

	Responsibility
	Who will be responsible for the successful completion of each strategy.  If several people or agencies have a role in the strategy, the ‘responsible’ person or agency coordinates, ensures that all components are progressing and reports on progress.

You may also want to list the other agencies involved in that strategy and specify their roles.

	Budget
	The funding required for each outcome.  (Alternatively a budget may be calculated for the whole group of outcomes under one Key Result Area.)

See Checklist 7 for calculation of budget.


A standard format and worksheet for project planning - complete one for each outcome

	Key Result Area



	Outcome



	Strategies
	Performance indicators
	Timeframe
	Responsibility
	Budget1


	
	
	
	
	


1 See Checklist 7

CHECKLIST 
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The Review found that…

A designated budget is a key factor for the success of many collaboration projects.

When a number of agencies pool funds for a project this increases its likelihood of success and strengthens the commitment of agencies to support the project.

Pooled funds should be viewed and administered as a single budget for the achievement of the project outcomes, not as funds earmarked by individual agencies for ‘their’ outcomes.

The project budget details the resources needed to implement your project plan.  The budget and plan should be developed in tandem and should be clearly linked.

If your project is dependent on participating agencies contributing funds (Checklist 1) you will use the budget in negotiating these funds.  It is preferable to negotiate a contribution to the total project, rather than individual agencies thinking of their contribution as being earmarked for outcomes for their agency.  This encourages a sense of joint ownership of the project.  

Your budget should focus on the cost of what you are going to achieve (not the cost of what you are going to do).  Generally therefore you should show budget costs for each outcome, or for the group of outcomes under each Key Result Area.

There are many formats and protocols for budgeting and you may wish to use one with which you are familiar or which is required in your agency.  

If your budget has to be approved by a number of partner agencies, or by a central agency such as The Treasury or The Cabinet Office, find out how their approval process works, how long it takes, and their requirements for the format and content of the budget before you start.  Also find out if there are standard protocols they require you to follow, such as a formula for calculating on costs.

Checklist 7 lists common budget categories and sub categories you should consider in calculating your budget.  You may want to use different categories or descriptions.  As with planning terminology, whatever words you use, it is important to make sure everyone has a common understanding of the definition of the terms you choose.

You will need to justify and perhaps modify your budget, so keep a record of the assumptions you made and the exact calculations you used to arrive at the total figure for each category or subcategory.

Use your project plan (Checklist 6) as a basis for estimating your budget.  Consider all the resources you need (eg time, equipment, accommodation, travel) to achieve each strategy.  Consider also any resources you identified that the project team needs (Checklist 4) and the costs of evaluation and your communication strategy (Checklists 9 

and 10).

Your budget should include all the costs for which you need funds to be allocated.

In most projects the real cost of the project is considerably higher than the budget estimate, because many resources are provided at no cost to the project.  

For example the time of people involved in the project may be donated by agencies, or resources like 

accommodation, equipment or administrative support may be provided for nothing.

For some purposes you may need to calculate the true cost of the project.  Use the same checklist of inclusions, but include the major resources contributed at no cost, as well as the budgeted costs.  Usually the cost of people’s time is the major item, and is often underestimated.

You may also need to calculate the savings achieved by the project (Checklist 1).  Use the same checklist of inclusions.  Make sure that you identify all the savings, including those that are often not costed, such as people’s time.

Consider how your budget will be administered.  For example, funds may be put into a specific account, administered by the project leader.  Alternatively the leading agency may meet the costs and obtain reimbursement from participating agencies.  Make sure that there is documented agreement to the process, and if necessary obtain expert advice to ensure that your process conforms with public sector or agency protocols.

Also consider what software or system you will use to monitor budget expenditure.  It is desirable to have a system which provides reports on commitments as well as actual expenditure.

Checklist 7.  The project budget

	Budget category
	Budget sub category
	Notes

	Salaries
	Officers

Contractors

Temporary assistance

Overtime
	Include salaries of any workers to be funded by the project, including part time contributions.

Calculate the number of hours or weeks, multiply by hourly or weekly salary and add 30% for on costs.

If the project is lengthy, include provision for pay increases and increments.


	Equipment
	Computer equipment

Communications equipment

Office furniture

Other
	Include any items of major equipment to be funded by the project.



	Supplies
	Stationery

Software

Catering supplies

Other
	Include all consumables to be funded by the project.


	Travel and subsistence
	Air/train fares

Motor vehicle expenses

Overnight accommodation

Meals

Other
	Use standard public sector rates unless another method of calculation has been agreed.


	Services purchased
	Design and production

Printing

Statistical analysis

Legal fees

Insurance and indemnity

Research

Other
	Include any services which are to be purchased for and funded by the project.


	Communication
	Telephone

Fax

Internet
	Include any communication costs which are to be funded by the project.



	Other
	
	Use for any other costs not covered by the above categories.




CHECKLIST 

EIGHT
Project  reports  

8

CHECKLIST 

EIGHT

The Review found that…

Regular reports of progress help to maintain support and enthusiasm for the project.

Brief, structured reports work better than extensive narrative.  Reporting works best where it is linked to the project plan.
Regular reports on your progress in achieving the plan are important for a number of reasons.  They allow the project team and the project leader to monitor progress and to take prompt action if anything is going wrong or if the plan needs to be adjusted in the light of experience.

Reports are also a means of communicating with participating agencies and those whose support you need.  They can be used to promote successes and to build and maintain support.

Your project plan should be the basis for official progress reports.  Focus particularly on reporting performance against performance indicators and project timeframes and milestones.  Use a standard format, such as the one on page 51.  

Structured reports make it easier to judge what progress has been achieved and to monitor progress over time.  Avoid lengthy narrative reports for this reason.  However you should also allow for reporting of highlights and special achievements which are not captured by performance indicators.

It is useful to state what progress was expected in this reporting period, and what was actually achieved.  Comment can be added to explain any differences.  Also include a report on budget commitments and expenditure compared to targets.

Regular reports should be provided to the individual or management committee to whom the project is accountable, for review and endorsement.  Monthly reporting is usually appropriate.  The project team should review each report and implement any action needed.  For example a report might reveal that more resources need to be directed to a strategy where the timeframe is not being adhered to, or you may decide that the timeframe is not realistic and the plan needs to be modified.

Copies of the report should be circulated for information, for example to heads of participating agencies.

The project report will not be an appropriate format for communicating with some of your audience and supporters, and you should consider what other formats may be appropriate.  For example consider a regular newsletter for staff of participating agencies, customers, supporters and people who have taken part in focus groups (see Checklist 10 for communication strategy).

A standard format and worksheet for reporting. Complete one for each Key Result Area

	Key Result Area

	Outcome
	Performance indicator/timeframe
	Expected achievement this month
	Actual achievement this month

	
	
	
	

	Comment/ Highlights
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The Review found that…

Most evaluations are designed well after the project has commenced.

It is better to plan how you will evaluate the project at the same time as you plan the project.  Working out how you will know if you were successful makes your planning more rigorous.  It also prevents you finding out too late that you haven’t collected data that you will need for the evaluation.

Evaluations are very useful in demonstrating and promoting achievements and in building support for extensions or new phases of the project.

Evaluations also allow others to learn from your experience, and prevent people reinventing the wheel or repeating past mistakes.

You should design the evaluation of the project at the planning stage.  This helps you plan more rigorously, and also ensures that you don’t later realise that data you need for the evaluation has not been collected.

There are many formats and methodologies for evaluation, and the 

choice will depend on the nature of the project and your resources.  Use Checklist 9 to make sure you consider all relevant issues when you design the evaluation of your project.

Your project plan is the starting point for the evaluation (Checklist 6).  The outcomes and performance indicators should be the basis against which the project is evaluated.  When designing the evaluation, make sure it addresses the interests of the various groups and individuals whose support you need (Checklists 1 and 3), and make sure that the benefits to them are evaluated.

Objective, quantifiable data is important in an evaluation.  However you should also allow for the inclusion of non quantifiable evidence, such as individual examples or case studies, which add credibility and interest to the evaluation.

As well as evaluating the outcomes for the community, you will probably want to evaluate the collaborative process, and in particular what outcomes were achieved as a result of collaboration.  If you are doing this it is important to distinguish those outcomes which are directly attributable to collaboration and could not have been achieved by agencies acting alone.  The Checklist includes some suggested criteria for evaluating the collaborative process.

CASE STUDY NINETEEN

Project Evaluation — 

Strategy to Reduce 

Violence Against Women

The NSW Government introduced a Strategy to reduce violence against women in July 1996.  A key component was the appointment of a regional Violence Prevention Specialist in each of the State’s 17 Health regions.

Regional specialist positions are jointly funded by the Departments of Health and Community Services, the Police Service and are supported by a specialist unit located within the Attorney General’s Department.  

The Premier’s Department was asked to develop a management framework for the regional specialist positions and to advise on the implementation of this part of the Strategy.  The implementation project was oversighted by a committee comprising senior representatives of the participating departments and the Department for Women, and there was extensive consultation with Government agencies and community organisations.

An evaluation framework was developed as part of the planning process, so that the implementation process and its outcomes could later be effectively assessed (see following page).

The evaluation framework is intended to form the basis for developing an evaluation brief.

Contact

Cathy Peters

Premier’s Department 

Telephone (02) 9228 3130

Fax (02) 9228 5087

Regional Violence Prevention Specialist Positions: A Management Framework (Draft Evaluation Framework/Methodology)

	Outcomes
	Attributes of success
	Outcome indicators
	Time Frame

	9.  Reduction of violence against women
	· Fewer women suffer acts of violence

· Fewer services required
	· Reduce violent crime against women

· Reduced costs to the community
	

	8.  Improved protection of women
	· Easier for women to seek help and support
	· Improved intervention rate

· Women receive agreed services within set standards
	

	7.  Coordination & delivery of existing and new government services improved
	· Agencies committed, cooperative, participating and observing protocols

· Agencies share quality information

· Duplication of services eliminated

· Service gaps addressed
	· Positive shifts in customer use of services

· Service providers identify improvements in coordination of services

· Extent to which information is shared

· Information exchanged within set standards
	

	6.  Strategic Business Plan developed
	· Priorities determined

· Strategies developed in conjunction with Regional Reference Groups and State Management Group

· Required resources identified

· Effective cross-agency strategies in place to improve access to services

· Effective cross-agency training programs developed and implemented

· Standards set for cross-agency service delivery

· Systems to manage complaints in place
	· Strategic Business Plan implemented in accordance with set standards

· Required resources obtained

· 100% participation by Regional Reference Groups in strategy development

· 100% of regional strategies endorsed by State Management Group

· 100% of complaints addressed according to set standards
	

	5.  Appropriate cross-agency protocols in place
	· Integrated regional service delivery with strong central support through State Management Group


	· Cross-agency issues managed within agreed protocols
	

	4.  Service provision identified and mapped
	· Key service providers identified

· Baseline of services established

· Service gaps and/or duplication identified
	· 100% of service providers mapped in 17 regions

· Service gaps and/or duplication mapped
	

	3.  Mechanisms for gathering information and support at the regional level established
	· Regional Reference Groups established

· Effective management, reporting and monitoring systems established

· Information requirements identified

· Holders of key information identified
	· 17 Regional Reference Groups operating as intended

· Effective networks in place
	

	2.  Regional specialist positions established
	· Job description developed and endorsed by Specialist Unit

· Location of positions endorsed by State Management Group

· Resources made available by host agency

· Recruitment and training coordinated by Specialist Unit

· Line management undertaken by Specialist Unit
	· Positions established within budget

· 17 Regional Specialists appropriately trained

· 17 positions established on time, in recommended locations and at recommended grade
	

	1.  Management Framework for Strategy developed
	· Strategy objectives clearly defined
	· Management Framework adopted
	


Checklist 9.  Project Evaluation

	
	
	· 

	Purpose of the evaluation is defined and agreed
	The purpose of the evaluation may influence its design.

Evaluations may be conducted for a variety of reasons, including

· Assessing whether the methodology works, perhaps before extending the project

· Assessing the benefits to customers and the community

· Justifying expenditure of resources

· Confirming and promoting success
	

	Time at which the evaluation will be conducted is agreed
	The point in the project at which the evaluation is conducted may depend on its purpose.

For instance if the evaluation is designed to assess whether the project methodology is appropriate, the evaluation needs to be conducted relatively early in the project’s life, for example after one year of a three year project.


	

	Budget for the evaluation has been agreed and committed
	The resources available will influence the scope and methodology of the evaluation.
	

	Intended outcomes to be analysed in the evaluation are defined and agreed
	List the intended outcomes of the project.  The evaluation should analyse the extent to which each has been achieved.

Start with the outcomes defined in your project plan.  You may wish to add some additional outcomes.  For example the project may have some higher order outcomes related to broad policy objectives, such as ‘Increased economic prosperity in the region' or ‘Improved coordination among Government agencies’.  You may also want to evaluate aspects of the process, such as how well the collaborative process worked.

Make sure you include outcomes which address the interests of participating agencies and influential stakeholders.
	

	Performance indicators to be used in analysing 

outcomes are defined and agreed
	List the indicators to be used to assess the achievement of each outcome.

Start with the performance indicators defined in your project plan.  You may need to add some additional indicators, such as changes in customer satisfaction over the period of the project.

Also consider non-quantifiable evidence such as the use of case studies.
	

	Sources of data and evidence for each indicator have been identified, and will be available
	List the data or evidence needed for each indicator and the sources from which it will be obtained.
	

	Baseline or benchmark data is available for comparison

Cont.
	Baseline data is necessary when you want to measure differences before and after the project.  For example you may need to survey the current satisfaction of customers with a service before you start the project, so that you can repeat the survey at the end of the project and see if satisfaction has improved.

Benchmark data allows you to compare project outcomes with some external standard.  For example if one of your project outcomes is increasing the use of a service like immunisation, you will want to know what is the usage rate in other places, or what is regarded as an acceptable usage rate.
	

	There is agreement about who will do the evaluation
	An independent evaluation often has more credibility, but is also more costly.  Make sure this cost is included in your budget and that you allow the necessary time to prepare an evaluation brief and select your evaluator.
	

	Timeframe for conduct of the evaluation has been defined and agreed
	Allow enough time for the review and endorsement process and for decisions to be made on action arising from the evaluation.  For example if the evaluation is to determine whether the project will be continued, it needs to be completed in time for decisions to be made and implemented without loss of continuity.
	

	There is agreement about how the evaluation will be managed
	It must be clear who directs the evaluation and who receives and endorses its report and recommendations.

In general it would be appropriate for the management committee or other body to which the project team is responsible to endorse the evaluation plan and to receive and endorse its report.  The project team may then oversight the conduct of the evaluation.  An alternative is to establish a committee specifically to direct the evaluation.
	


Checklist 9.  Evaluating the collaborative process

	Evaluation criteria
	Evidence

	Improvements in service which could not have been achieved without collaboration

Improvements in efficiency which could not have been achieved without collaboration
	· Project outcomes (distinguish improvements attributable to collaboration)

· Comparison with outcomes without collaboration

· Customer difficulties removed through collaboration (see Checklist 1)

· Project outcomes (distinguish improvements attributable to collaboration)

· Comparison with costs and efficiency without collaboration

· Cost savings attributable to collaboration

· Changes to agency systems (distinguish changes attributable to collaboration)and demonstrable benefits of these



	Collaboration model chosen was the simplest, cheapest and least disruptive needed to achieve the outcomes


	Indicative comparison with other possible models  (see Checklist 2)

	All relevant parties were involved
	Identification of any relevant agencies and stakeholders included late or found to have been overlooked (see Checklists 1 and 3)



	Cost-benefit of collaboration
	Additional costs attributable to collaboration, compared to benefits and savings achieved (see Checklists 1 and 7)



	Participants’ assessment of the collaborative process
	· Anecdotal evidence of satisfaction or dissatisfaction

· Formal assessment of participants’ satisfaction (eg survey or debrief meeting)

· Attendance rate at project meetings


	Spin off benefits attributable to collaboration
	· Other cooperative and collaborative initiatives resulting from relationships made in this project

· Improved community perceptions of agencies as a result of community involvement

· Skills gained by agencies

· Improved morale and job satisfaction for participating staff
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The Review found that…

The importance of communication, and the time, resources and planning needed to do it, are often underestimated in collaboration projects.

While project teams generally work hard at communication among participating agencies, communication and promotion of the project more widely often receives less attention, and this means that opportunities for building support may be lost.

Your communication strategy should be planned before the project commences, not afterwards.
Communication is vital to the success of your project.

Communication is essential for building and maintaining support for the project.  If your communication strategy works well, you should have the minimum of difficulty in obtaining the approvals you need, because you will already have prepared the ground, and there will be no surprises for those from whom you need the approvals (see Checklist 3).  

It is important to identify what messages you need to communicate, and to whom, before the project commences.  Your communication plan should be developed in tandem with the project plan and budget, not afterwards.  This will ensure that major communication strategies are included in your planning, and that their cost is recognised in your budget.

Use Checklist 10 first to identify the key messages or themes that you want to communicate about your project.  The messages may be different for different audiences.  For example a key message for customers may be that the project will result in defined improvements to service.  For participating agencies the messages may be about the ‘wins’ the project will offer them, or its links to their own objectives.  For certain stakeholders the messages might be more generally about benefits to their community in the form of more jobs or reduced cost of Government administration.

Once you have identified key messages, use Checklist 10 to identify the individuals or groups with whom you need to communicate, and the purpose of the communication.

Consider the groups you identified in Checklist 3 whose support you need.  A number of the strategies you identified for building and maintaining support are probably about communication.  You may want at this point to review those actions and make sure you have covered all the communication strategies you need to use.

Also consider your project plan (Checklist 6).  A number of the strategies you identified there may also be about communication, and you may want to review at this point to make sure you have identified all the communication strategies you need.

Consider the communication potential of project tools and strategies.  For example consider the uses to which regular project reports may be put (Checklist 8), how you can use supporting groups for communication (Checklist 5), and what communication messages you can obtain from the project evaluation (Checklist 9).

Consider the communication modes appropriate to your target audiences and messages.  This will be influenced by the resources available.  Make sure your budget (Checklist 7) reflects communication costs.  If resources are limited, consider low cost or no cost alternatives.  For example you may not be able to afford paid advertisements, but you may be able to use your networks to place stories linked to the project in the media, especially local media.
Checklist 10.  Key messages and themes

	Message/theme


	Target audience

	
	


Checklist 10.  Communication strategy

	Target audience
	Message/ purpose of communication
	Mode of communication
	Timeframe
	Resources


	
	
	
	
	


Contact List

1.  Aboriginal Environmental Health Infrastructure
NSW Health 

Alison Smith 

Phone: (02) 9816 0586 

or 

Department of Aboriginal Affairs

Carol Hammond 

Phone: (02) 9290 8700 

Fax: (02) 9816 0377

2.  Child Protection
The Cabinet Office 

Gillian Calvert

Phone: (02) 9228 3104

Fax: (02) 9228 3984

3.  Regional Coordination Program
Premier’s Department

Kate Dundas

Phone: (02) 9228 4989

or 

Tim Farland

Phone: (02) 9228 4108

Fax: (02)9228 3277

4.  Police Service 

Co-locations

NSW Police Service

Trevor Brown

Phone: (02) 9339 5503

Fax: (02) 9339 5933

5.  Government Access Centres
Premier’s Department 

Kate Dundas 

Ph: (02) 9228 4989

or 

Vivian Hanich

Phone: (02) 9228 3134

Fax: (02) 9228 3277

6.  Information & Training — Business Licence Information Service (BLIS)

Department of Fair Trading

John Devlin

Phone: (02) 9895 9064

Fax: (02) 9261 4805

7.  Referral Protocols — 

Joint Guarantee of Service between Department of Housing and NSW Health
Department of Housing

Pat Boow

Phone: (02) 9821 6458

Fax: (02) 9821 6900

8.  Integrated Planning — Natural Resource Management
Department of Land and Water Conservation

John Verhoven

Phone: (02) 9895 7522

Fax: (02) 9895 6198

9.  Coordinated Issue Management  — Thredbo Landslide Disaster

National Parks and Wildlife Service

Dave Darlington

Phone: (02) 6450 5507

Fax: (02) 6450 5514

10.  Case Management — Wilcannia Community 

Co-ordinated Care Trial
Glenn Welby

Phone: (08) 8080 1516

Fax: (08) 8087 9968

11.  Place Management — Kings Cross Project
Premier’s Department 

David Hill

Phone: (02) 9228 4854

Fax: (02) 9228 3277

12.  Integrated Access —

Development Consent Across Agencies
Department of Urban Affairs and Planning

Kerry Bedford  

Phone: (02) 9391 2350

Fax: (02) 9391 2194

13.  Redesigned Systems — Justice Agencies Data Exchange
Attorney General’s Department

Miro Percic

Phone: (02) 9228 7071

Fax: (02) 9228 8269

14.  Redesigned Services —  Joint Investigation Teams
Department of Community Services

Julie Sinclair

Phone: (02) 9381 0476

Fax: (02) 9381 0475

15.  Coordinating Agency — Ministry of Urban Infrastructure Management
Ministry of Urban Infrastructure Management

Maria McCarthy

Phone: (02) 9228 3314

Fax: (02) 9228 4004

16.  Redesign Agency Structures — Ageing and Disability Department
Ageing and Disability Department

Frank Greathead

Phone: (02) 9367 6833

Fax: (02) 9367 6830

17.  Improved Support for Service Delivery — Corporate Services Reform
Premier’s Department 

Elizabeth Coombs 

Phone: (02) 9228 3096

or

Jo Grisard

Phone: (02) 9228 5130

Fax: (02) 9228 4757

18.  Supporting Groups and Committees — Schools as Community Centres
Department of Education and Training

Elizabeth Starr

Phone: (02) 9886 7631

Fax: (02) 9886 7694

19.  Project Evaluation —

Strategy to Reduce Violence Against Women
Premier’s Department

Cathy Peters

Phone: (02) 9228 3130

Fax: (02) 9228 5087

Other Useful Contacts

Central Agency 

Co-ordination
Premier’s Department

Philip Wheeler

Phone: (02) 9228 4213

Fax: (02) 9228 4056

