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Abstract 

 

This mini-thesis details a case study analysis of a community-situated volunteer-based 

NGO’s attempts to engage and encourage ‘active’ member and supporter participation 

through transformation of the organisation into a Learning Organisation supported by 

horizontal governance design, NGO specific planning processes, and by direct means. 

The mini-thesis attempts to answer the question: can strategic planning, business 

planning, governance structures and direct engagement methods affect participation 

rates in community-based NGO activities, and can these processes generate increased 

organisational support?  

 

This theoretically supported empirical research demonstrates that the process for 

transforming hierarchical governance structures into horizontal forms requires 

participatory inclusiveness delivered across the entire organisation and requires 

positive action by process leaders to enable learning, trust and collaboration. Such 

transformative processes must however, adopt simple means of communicating the 

change process in order to be accepted by marginal and non-marginal participants 

alike.  
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1 Introduction 

Small-scale community and volunteer-based non-government organisations (NGOs) 

like the North-West Environment Centre (NWEC) are not immune to the ebb and 

flow of member and supporter participation rates. The NWEC requires maintained 

volunteer participation to effectively embed its activities within the local region and to 

ensure that its activities are relevant to, and supported by, those local communities as 

prescribed for in the NWEC’s mission, values and goals.  

 

Hierarchical governance structures and traditional models of strategic and business 

planning have failed to meet the engagement needs of the NWEC. This failure of 

traditional models has resulted in the NWEC reconfiguring itself as a Learning 

Organisation supported by horizontal governance as a mechanism to increase 

community, member and supporter participation. 

 

This mini-thesis analyses the NWEC’s attempts to engage and ‘activate’ existing 

members and supporters to encourage greater participation in activities and decision-

making processes. The mini-thesis evaluates the effectiveness of transforming the 

NWEC’s hierarchical governance structures into horizontal forms as a mechanism to 

increase support in a middle outwards model of participatory and deliberative 

management. The mini-thesis does not test the assumption that horizontal governance 

will increase participation, but instead evaluates the process for its implementation as 

a form of engagement.   

    

1.1 The research problem 

In 2002 the NWEC was established in Northwest Tasmania. The organisation quickly 

grew into a flourishing alternative to confrontational environmental and social justice 

campaigning. By 2005 however, the organisation was floundering (pers. obs.). In 

2006, a State Government grant funded administrative support for the organisation. 

This grant required the completion of a strategic plan.  

 

A literature review and the author’s personal knowledge of the NWEC suggested that 

traditional forms of strategic and business planning did not suit the management and 
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operational structures and processes used within the organisation. The decline in 

participatory support signified a need for the organisation’s reconfiguration. In 2008, 

the NWEC began implementing a middle-outwards learning-based governance 

structure supported by proactive engagement methods. The suitability and 

effectiveness of this reconfiguration as well as the engagement methods implemented 

by the author on behalf of the NWEC were tested through organisational feedback 

and analysis. The results will be used to enhance the NWEC’s member attractiveness 

and project capacity.  

   

1.2 Preface: The paradigm of history 

The NWEC was established to provide employment for local ‘green’ issues 

campaigners (pers. obs.). The organisation was formed by a core group after many 

months of meetings, workshops and open-space planning processes to create a model 

for operation, adopt a suitable constitution, and to develop a mission statement, values 

and goals for the organisation (pers. obs.). The NWEC, once incorporated, became a 

vehicle for grassroots campaigning that aimed to provide a ‘middle ground’ for action 

rather than enter into the polarised environmental debates common to Tasmania (pers. 

obs.). The organisation aimed to be non-hierarchical with inclusive decision-making 

processes that encouraged diversity and participation (pers. obs.).    

 

Over time, grassroots-based ‘in-name-only’ titles for Executive positions became 

formalised, and hierarchical power structures began to appear within the increasingly 

institutionalised organisation (pers. obs.). General meetings were replaced with 

Executive Committee meetings that resulted in the disenfranchisement of many 

grassroots campaigners (pers. obs.). This centralisation of power and loss of support 

almost caused the collapse of the organisation (pers. obs.). The securing of a Living 

Environment Program (LEP) grant in 2005 for three years however, provided 

financial capital for the purchase of  administrative resources and staff (pers. obs.). 

 

The LEP funds provided a lifeline for the NWEC that revived interest in the 

organisation (pers. obs.). In an effort to increase the professionalism of the 

organisation and its viability, the then coordinator was instructed to formalise 

Executive roles and responsibilities and to develop formal processes for governance 
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systems (Henderson, D pers. comm. 2006). This process further eroded the grassroots 

vision for the organisation but contributed to an increase in member and supporter 

numbers as the ‘presence’ of the organisation began to be felt (pers. obs.). 

 

By 2008, staff and Executive turnover resulted in a loss of strategic direction and 

some member enthusiasm (pers. obs.). The organisation however, was experiencing 

unprecedented member numbers, financial viability, on-ground project activities and 

staffing whilst volunteer participation was at its lowest (pers. obs.). The appointment 

of the current coordinator and a new Management Committee resulted in a return 

grassroots governance processes (pers. obs.).   

 

Participation from members in decision-making is arguably important to the 

sustainability of the NWEC, which relies on individual passions to undertake 

activities and maintain support for the organisation’s purpose. The literature 

surrounding participatory engagement processes for NGOs indicates that traditional 

business models for organisational structure, governance and operations are not well 

suited to the NWEC.  

 

Barriers to member and supporter participation in NWEC activities include member 

and supporter family commitments, time constraints and distance. Understanding 

these barriers and how governance structures and engagement strategies can 

encourage participation in community-based NGOs is important to enable the 

contribution these organisations make to communities and their regions. 

 

1.2.1 Purpose and research question 

The purpose of this research is to assess, by analysis of a case study of the NWEC, the 

effectiveness of engaging and ‘activating’ the organisation’s existing members and 

supporters using governance restructuring processes and strategic planning, business 

planning, and through a member and supporter survey. To do this, the following 

research question forms the basis of the study: can strategic planning, business 

planning, governance structures and direct engagement methods affect participation 

rates in community-based NGO activities, and can these processes generate increased 

organisational support? 
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This research helps inform small-scale community-based NGO decision-making and 

strategic planning processes for member-base activation. The research findings 

contribute to the ‘knowledge capital’ of the NGO sector – specifically addressing 

organisational governance planning and engagement methods. 

 

1.2.2 Organisation of the thesis 

Following the introduction, the first section provides an overview of the thesis and 

frames the research question. Chapter two provides a review of the literature relevant 

to the research problem. The first section of the chapter provides a conceptual 

framework for the thesis. The second section introduces the notion that traditional 

strategic and business planning models fail to meet NGO needs. Section three 

describes the NGO response to the traditional planning models and introduces the 

‘Learning Organisation’ model. Section four places the literature within the NWEC 

context and details the need for a shift from strategic planning to strategic frameworks 

that are better suited to NGOs.  

 

Chapter three describes the processes performed by the author for the NWEC to 

transform the organisation into a Learning Organisation and how strategic planning, 

business planning and members and supporters surveying and interviewing methods 

were used as mechanisms for engagement. The chapter prefaces the method and 

methodology chapter to contextualise the analysis methods and purpose. 

 

Chapter four details the methodological framework applied to the research problem 

and discusses the limitations of the research.  

 

Chapter five describes the research findings. The development and delivery of the 

NWEC’s Strategic Learning Framework (SLF) is described as is the NWEC’s 2008-

2009 Business Plan and how these documents were used for engagement purposes. 

The chapter also describes the analysis of the NWEC’s members and supporters 

survey and its application for direct engagement. 
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Chapter six discusses the results of the research in the context of small-scale NGO 

applications and reflects upon the adopted and trialled processes. The chapter pulls 

together the research findings and provides engagement and participatory deliberation 

recommendations.                                               

 

Chapter seven concludes by providing recommendations for further research and 

restates the relevance of Learning Organisation principles supported by deliberative 

horizontal governance to enhance organisational capacity and members and 

supporters participation.  

 

2 Strategic Planning and Governance Frameworks 

for NGOs: A Review of the Literature 

Note: Research assistance provided by Heidi Willard. 
  

2.1 Introduction 

Traditional business models have failed to meet the NWEC’s operational and 

planning needs in what appears to be a growing trend for NGOs – resulting in the 

increased adoption of alternative systems (Roper and Pettit 2002, p. 258, Power, 

Maury and Maury 2002, p. 273, Merege 2000, cited in Bloch and Borges 2002, p. 

463). The process of developing a strategic plan for the NWEC led to an exploration 

of alternative methods for governance, planning and engagement. The literature 

indicates that (1) there is a growing demand for not-for-profit organisations to adopt 

increasingly professional standards of planning, performance and accountability 

(Beckwith, Glenzer and Fowler 2002, p. 410); (2) that NGOs would benefit from 

simple process-driven techniques to achieve better outputs (Davies and Dart 2005, p. 

12); (3) that bottom-up visioning and organisational structure is important to 

volunteer-based viability (Hilder 2006, p. 238); and (4) that NGOs can benefit from 

adopting learning processes as a strategic development and management tool (Dovers 

2003, p. 3).  

 

To analyse the literature, articles have been summarised, and an assessment of article 

provenance, objectivity, persuasiveness, and value has been performed as well as an 
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assessment of the article’s contribution to an understanding of strategic and business 

planning for NGOs. The literature is organised into three sections; (1) traditional 

models, (2) NGO planning responses, and (3) the NWEC’s needs. This format 

provides a foundation for understanding alternative planning models for NGOs. The 

review focuses on trends relating to the organisational structure and mission of the 

NWEC and its current position and objectives.  

 

2.2 Traditional models 

Warren (cited in Peters 2008, p. 69-70) argues that traditional strategic planning is 

‘static’ and fails to meet NGO needs. Traditional models struggle to facilitate the 

organic and creative processes demanded by these organisations. Underpinning the 

need for less constrained planning and management processes for NGOs are theories 

of devolved power, innovation, and a focus on values rather than performance. 

 

Hilder (2006, p. 238) argues that power and decision-making has shifted towards 

‘grassroots democracy’. Hilder claims there is a need for a double devolution of 

power from the top to the middle, and the middle to the bottom; and that the provision 

of local-empowerment must be accompanied by a ‘vast expansion of the resources 

available to communities’ to enable place-based policy responses and fiscal decision-

making (Hilder 2006, pp. 239-240). To manage power devolution, Hilder supports an 

‘inform, consult, involve and devolve’ ideology (2006, cited in Hilder 2006, p. 241) 

promoting creative organic empowerment processes.  

 

Hilder’s 2006 paper is essentially an ideological argument supported by trends in 

governance devolution. The value of Hilder’s paper lies in its description of the extent 

to which the participating public can ‘self-determine’ and the theoretical need for 

bottom-up ownership of processes and empowered decision-making. Hilder’s paper 

adds to an understanding of power structures within governance frameworks and 

provides important insights for NGO management.   

 

Hilder’s propositions are supported by Birnik and Moat (2008, p. 29), who add that it 

is difficult to convert ‘strategy formulation into a relevant and actionable set of 

initiatives and options’.  
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2.3 NGO planning responses 

Mawdsley, Townsend and Porter (2005, cited in Cavill and Sohail 2007, p. 231) argue 

that traditional business practices result in ‘distorted efforts, paperwork, demoralised 

workforce, and extra costs’ within the NGO setting. Cavill and Sohail (2007, p. 235) 

argue that NGOs have responded to traditional processes by developing tailored 

management systems.  

 

Cavill and Sohail (2007, p. 236) support their claims with empirical research based on 

semi-structured interviews. This research indicates that NGO participants often view 

mission statements as aspirational rather than obtainable, that organisations fail to 

learn from mistakes, that control is commonly decentralised, and downward 

accountability is often ‘weak in practice’ (Cavill and Sohail 2007, pp. 234-240). 

Cavill and Sohail (2007, p. 247) propose that NGOs aiming to ‘integrate their mission 

and values into policies and practice’ require a new conceptual framework that 

provides a central, coherent theme for action and mission alignment. 

 

Cavill and Sohail’s 2007 research contributes to an understanding of the complexity 

within NGO accountability and strategic alignment to missions and values. Cavill and 

Sohail’s study indicates that strategic planning in the NGO setting requires the 

inclusion of learning processes that embrace a bottom-up approach. Vijay Padaki 

(2002) has extensively explored such an approach, building on the ‘Learning 

Organisation’ model developed by Chris Argyris (1993) and discussed in section 2.4. 

 

Padaki has contributed much to the literature surrounding the role of learning within 

NGOs, exploring the role of comprehensive performance management systems that 

compel the ‘organisation’s membership to re-examine ideas of performance and the 

assumptions about organisational processes underlying management practices’ 

(Padaki 2002, p. 321). According to Padaki (2002, p. 324), model, practice and 

culture compatibility is essential for effective mission attainment and organisational 

purpose and must be supported by internal framework consistency.  
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Contextual placement of Padaki’s three-way compatibility model within the third-

sector setting supports the proposition that open systems organisational models are 

well suited to NGOs. These models support interactivity between organisational 

components, function robustness, and system intelligence (Ackoff 1974, Ackoff and 

Emery 1981, cited in Padaki 2002, p. 325) to transform organisations into Learning 

Organisations (Padaki 2002, p. 325).  

 

Padaki (2002, pp. 327-328) argues that common NGO management and operational 

structures reflect the project-based nature of work undertaken, the non-routine nature 

of work patterns, and the need for learning while doing. Padaki states that ‘these 

features demand work structures that are unique and fundamentally different from 

those prevailing in most other types of work organisation’. The Learning Organisation 

model presented by Padaki advocates the empowerment of participants, an approach 

supported by Villeval (2008) and others who maintain that devolution and 

empowerment are central to NGO strategic direction, functionality and viability.  

 

Solomon, Mushtaque and Chowdhury (2002) test the Learning Organisation model 

through a look at Argyris’ Knowledge to Action concepts. Solomon et al (2002) use 

evaluation as a tool to maintain partnerships and networks, and to foster a bottom-up 

organisational learning culture. Solomon et al (2002, pp. 348-350) suggest six factors 

that can be adopted to make evaluation-based learning work, these are; (1) an 

orientation towards learning and change, (2) collective planning and resourcing, (3) 

trust, (4) building a shared paradigm for learning, (5) transforming learning into 

action, and (6) using internal and external reviews to integrate learning and 

evaluation. 

 

Solomon et al’s (2002) findings are based on case study empirical research that 

includes surveys, interviews and reflection workshops. Conflicting theories and data 

is not presented. The research findings are however, well supported by the calibre of 

participants from the study programme and the theoretical knowledge supporting 

Solomon et al’s (2002) position. The paper provides an informative guide to 

incorporating evaluation processes into capacity building strategies and as such 
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contributes to the practical application of NGO-based governance and management 

theory. 

 

Power, Maury and Maury (2002) also provide pathways for applied Learning 

Organisation theory. The authors argue that the establishment of learning needs to be 

driven by organisational values created through ‘full stakeholder participation, mutual 

learning, accountability and transparency’ (Power et al, p. 273).  

 

Bottom-up learning builds on people-centred development theory and ‘asks 

organisations to adapt their internal structure, systems and culture’ to meet the needs 

of participants (Power et al 2002, p. 277). Bottom-up methods advocate double and 

triple-loop devolution that constantly evaluates and seeks feedback to decentralise 

power and empower participants (Power et al 2002, pp. 277-280). Power et al (2002, 

pp. 281-282) suggest that this form of learning aligns core values with practices, 

provides for mutual learning and downward accountability, and enables participant 

ownership of systems, outcomes, and of the organisation. 

 

Power et al’s (2002) article provides well-considered and experience-based advice to 

NGO managers that unfortunately rest on unqualified and highly contestable 

assumptions. The article however, adds to our understanding of NGO challenges and 

the dynamic ways in which NGOs are responding. 

 

Concepts such as devolved governance, deliberative democracy, and decentralised 

decision-making are widely used within the NGO sectors. These participatory and 

empowering processes however, largely escape strategic planning outputs and many 

organisations still fall back on ill-fitting business models.    

 

2.4 Meeting the needs of the NWEC  

Community-based NGOs such as the NWEC undertake a wide variety of project-

based activities that sit within the environmental and social-justice fields. The 

diversity of activities undertaken and the matrix of participant interests provide a rich 

and complex tapestry of values, actions, ideologies and processes. Required skill sets 

and network connectedness, as well as highly variable legal and organisational 
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compliance requirements complicate NGO planning. The work of theorists such as 

Argyris (1993 and 1995) and Senge (2004) have assisted the NWEC develop its 

current business and strategic plans. 

  

Karl Weik’s (cited in Bloch and Borges 2002, p. 461) theory that organisations are 

dynamic and reliant on participants to shape organisational behaviour provides a 

strong foundation for the Learning Organisation model developed by Argyris (1993). 

Argyris (1995, p. 20) argues that organisational learning occurs as a result of error 

detection and correction. Argyris’ Learning Organisation theory is largely based on a 

system of governing through ‘valid information, informed choice, and vigilant 

monitoring’ (Argyris 1995, p. 22). Argyris (1995, pp. 25-26) supports interventionist 

methods called ‘action science’ that focus on understanding the problem and 

producing appropriate action-based responses that contribute to learning and builds 

strong interdependencies between individuals and the organisation.     

 

Argyris’ (1993 and 1995) work provides a descriptive theoretical base for the 

application of intervention-based action science to address systemic problems within 

NGOs. Argyris’ (1993) seminal work is highly relevant to the NWEC as it clearly 

diagnoses the ‘skilled incompetence’ existing within the organisation and articulates a 

process for addressing these problems that must be resolved for planning and 

governance processes to work.   

 

Peter Senge (2004) has built on Argyris’ work to develop organisational learning 

frameworks. Senge (2004, pp. 4-5) argues that five principles of Learning 

Organisations are evolving; (1) that Learning Organisations embody new capabilities, 

(2) Learning Organisations are built by servant leaders (leaders that create directions 

regardless of position or authority), (3) that learning arises through performance and 

practice, (4) that process and content are inseparable, and (5) that learning is 

dangerous, occurring between a fear and a need which results in anxiety.  

 

Senge’s (2004) five principles embody the value-based and individualistic approach 

to leadership, governance and planning that originally existed within the NWEC 

(pers. obs.). Senge (2004) claims that new methods of interpersonal relationships 

based on enquiry and shared dialogue are central to new forms of management. That 
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leadership is attached to natural leaders rather than executive leaders, and 

organisational learning flows from normative ‘practice’ learning opportunities 

embedded within management processes.  

 

Senge is a well-respected theorist whose ideas have guided NGO practitioners 

throughout the world. The article is purely theoretical and does not provide supporting 

evidence or contrary theories and case studies. Senge’s work remains significant to an 

understanding of management psychology and is highly applicable to the complex 

relationships that exist within third sector organisations. Senge’s (2004) theory 

however, is directed at internal power and organisational sustainability and appears to 

overlook the critical question of power beyond the organisational boundaries. 

Sustaining and retaining power is arguably an important component of NGO strategic 

planning but how it is equitably used is a critical issue for NGOs (Eade 2007, pp. 30-

35).  

 

Understanding organisational psychology is fundamental to strategic planning and the 

role of power relationships is central to designing NGO operational systems. 

Beckwith, Glenzer and Fowler (2002, p. 409) describe a process for ‘leading, learning 

and change from the middle’ that reconceptualizes organisational strategic purpose.  

 

Beckwith et al (2002, p. 414) describe a new Learning Organisation governance 

model that moves away from ‘strategic planning’ and embraces ‘strategic learning’, 

building on the work of Argyris (1993). This model is based on developing a purpose-

based strategic target (Beckwith et al 2002, pp. 415-416), the adoption of five 

‘Breakthrough Arenas’ as organisational capabilities, understanding programme 

implications, and the internal changes required to achieve a learning-based 

management framework.  

 

Central to Beckwith et al’s (2002) model are the Breakthrough Arenas that aim to 

develop learning through all levels of the organisation, the broader community and 

partner organisations, and to positively influence public policy, increase collaboration 

opportunities, develop new governance models and improve accountability. The 

Breakthrough Arenas also aim to increase resources available to the organisation and 

the communities it works with (Beckwith et al 2002, pp. 417-418).  
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Beckwith et al (2002, p. 420) objectively criticise their interventionist approach to 

transforming NGOs into Learning Organisations, identifying that the process was 

organically constructed and theoretically loaded. Furthermore, Beckwith et al (2002, 

p. 420) identify a lack of consensus surrounding organisational mission and visioning 

and a resistance by some participants to adopt the proposed model. Beckwith et al 

(2002) also acknowledge the high staff turnover rate within NGOs that inhibits 

programme and process continuity. This is a major problem challenging organisations 

such as the NWEC (pers. obs.) in Australia where operational funding is difficult to 

secure and the economic value for services is not adequately understood (Carroll et al 

2005). Beckwith et al’s (2002) article is well supported through case study analysis 

and theoretical reasoning and is a persuasive and valuable contribution to an 

understanding of interventionist-based change for organisational learning. The article 

has provided a strong directional foundation for the NWEC’s strategic planning and 

management restructuring as it provides a horizontally structured middle-outwards 

participatory and deliberative process for individual empowerment and organisational 

development. This approach however, lacks adequate study of its effectiveness as a 

mechanism for increasing participation. 

     

2.5 Conclusion 

Tackling the complexities of NGO management requires an appreciation for 

professional accountability and innovative governance. Traditional business models 

based on maximised efficiencies fail to align with value-based organisations. Argyris’ 

(1995) ‘skilled incompetence’ problem indicates that NGOs can benefit from adopting 

a Learning Organisation approach to management. Whilst devolved governance and 

horizontal power relationships dominate the current direction of organisational NGO 

structuring, the experience of the NWEC is that such approaches can result in 

conflicting strategic directions and conflict over organisational identity. Avoiding 

these problems in the high staff-turnover third sector requires constant evaluation, 

monitoring and visioning that embraces open participatory processes.  

 

This literature review has informed the NWEC’s strategic planning process and 

resulting SLF, which attempts to capitalise on the organisation’s high turnover 



 

13 

vibrancy to embed a culture of change and learning into normative operational, 

interpersonal and governance systems. This approach aims to inform and develop 

management systems that maintain and increase volunteer capacity and organisational 

competency whilst striving to achieve the organisation’s mission and programme 

objectives. The NWEC’s attempts to shift the organisation’s path trajectory into a new 

inclusive paradigm are presented in the following chapter. 

 

3 Shifting Paradigms 

The NWEC have conducted extensive reviews and ‘futures’ planning workshops to 

provide annual short-term strategic direction for activities undertaken by the 

organisation (pers. obs.). These planning processes have been successful at engaging 

the participation of members and supporters within the process components but have 

broadly failed to encourage ongoing participation in NWEC action outcomes (pers. 

obs.). In addition to these workshops has been a series of traditional long-term 

strategic planning workshops undertaken since the acquisition of LEP funds (pers. 

obs.). 

 

These strategic planning workshops identified actions that would enable the NWEC to 

achieve the objects of the organisation. The workshops also aimed to assign 

responsibilities for delivering those long-term actions, determine achievable medium 

and long-term goals, and how performance against the organisation’s objects and 

goals would be measured (Bryant 2007, pp. 2-4).   

 

The strategic planning workshop outcomes and the above literature recommendations 

were incorporated into both the theoretically rich draft SLF (see Appendix 2) and the 

NWEC’s Business Plan for 2008-2009 (see Appendix 3). Linear hierarchical power 

structures within the organisation were therefore, re-presented in a non-linear format 

to evoke internal attitudinal change (see Figure 1). Rather than reconfigure power 

within the NWEC, the development of this non-linear structural perception-based 

representation of the NWEC’s management structures aimed to reconceptualise power 

relationships to facilitate and encourage horizontal governance. The development of 



 

14 

the NWEC’s SLF included review by the Executive Committee and by the members 

and supporters through emails accompanied by a survey feedback form. 

 

 

Figure 1 Linear (l) and non-linear (r) structural representations of the NWEC pre and post the 

Strategic Learning Framework (SLF). 

 

The SLF aimed to embed a middle outwards model of horizontal governance 

supported by Learning Organisation processes (see Figure 2) into the NWEC’s 

management and operational decision-making processes to enable the achievement of 

the organisation’s objects. To do this, the SLF draws on ‘the NWEC’s existing goals, 

introduce[s] new ‘Breakthrough Arenas’ and… define[s] simple units of measure 

against which the NWEC can gauge how successful its actions and performance is’ 

(Campbell-Ellis and Willard 2008, p. 4). The SLF’s learning philosophy ‘provides 

strategic management tools that explore causal relationships between actions and 

wider achievements, regionalises global issues into a local measurable context, and 

enables ongoing adaptation to existing and emerging issues’ (Campbell-Ellis and 

Willard 2008, p. 4).  
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Figure 2 The NWEC's Strategic Learning Framework’s five Breakthrough Arenas. Source: 

Campbell-Ellis and Willard 2008, p. 10.  

 
Supporting the SLF is the NWEC’s 2008 – 2009 Draft Business Plan v0.1: Local 

people, local solutions (see Appendix 3), provides operational and planning details for 

the organisation’s short-term activities that contribute to the achievement of long-term 

strategic outcomes. The Business Plan provides ‘specific courses of action and 

complimentary strategic activities that intend to provide a new basis for action that 

capitalises on the organisation’s existing foundations and past activities’ Campbell-

Ellis 2008, p. ii).  

 

The Business Plan’s actions include carving a niche or point of difference between the 

NWEC and its competitors, developing the organisation’s reputation for quality 

service provision enhanced by a ‘local people, local solutions’ marketing plan, 

generating new leads, capitalising on those leads, and converting those leads into 

memberships and projects, providing good management through participatory 

governance and member ownership, and by capitalising on the organisation’s key 

strengths of volunteers and its community-based embeddedness (Campbell-Ellis 

2008, p. ii).  
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The draft Business Plan was provided to the Executive Committee for constructive 

feedback and general input. After the inclusion of this feedback a summary version 

was emailed to members and supporters. Provision of the summary Business Plan to 

members and supporters aimed to inform members and supporters of the immediate 

direction of the organisation and to inspire participation in future NWEC activities, 

whilst also providing the desired ‘actions’ details requested in the feedback from the 

draft SLF.  

 

The production and distribution of the draft SLF and Business Plan aimed to engage 

members and supporters of the NWEC through the provision of information detailing 

the direction of the organisation. In addition to these efforts was an attempt at direct 

engagement through a simple member and supporter general survey as presented in 

Appendix 4.  

 

This survey featured a set of eight questions designed to seek information from 

members and supporters about their perceptions and aspirations for the organisation’s 

activities as well as what they hoped to glean from the organisation. The survey was 

emailed to the organisations active email addresses representing the organisation’s 

members and supporters. The methods for analysis and results of these engagement 

processes are presented and discussed in the following sections. 

 

4 Method and Methodology 

The draft SLF was presented to the NWEC Executive Committee for consideration 

and feedback in mid 2008. Constructive feedback was incorporated into a second 

draft version that was then presented to the NWEC’s 110 members and supporters by 

sending 53 emails along with a feedback form, of which four emails bounced. It 

should be noted that family memberships have a single email contact and as such the 

53 posted emails are representative of the entire 110 members and supporters. In 

addition, interviews were conducted with four respondents to explore issues of 

interest raised in their responses. Feedback from members and supporters resulted in 

the production of a summary version for general use and a refined SLF. Following the 
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SLF was the development of the NWEC’s Business Plan (see Appendix 3) by the 

author that was also presented to the Executive for consideration and feedback as 

previously described. A summary version of the Business Plan was then sent to the 

members and supporters seeking their input and feedback.  

 

In addition to these formal structural approaches to member engagement and 

organisational development, was an attempt using reflective action research methods 

(Schӧn 1983 cited in Forester 1999, p. 31) to directly engage the NWEC’s members 

and supporters through a survey emailed to the 49 active email addresses. This survey 

aimed to inform the NWEC’s planning processes through analysis of codified 

qualitative data to better understand the socio-cultural dimensions and organisation-

related aspirations of members and supporters, and to determine the capacity for 

increasing active participation from the organisation’s existing members and 

supporters. 

 

The results of these attempts to engage members directly will feed into the 

development of a final version of the Business Plan. Results of the engagement survey 

and feedback processes have been subjectively and qualitatively analysed using a 

codified qualitative response matrix as per Hall and Hall (1996, p. 48) and form the 

basis for the results presented in this thesis.  

 

This approach is supported by an evaluative research methodology (Posovac and 

Carey 1989, cited in Hall and Hall 1996, p. 48) that enables the objective assessment 

of member and supporter engagement and participation. The approach supports 

learning processes that can be used to inform evaluation and/or decision-making 

processes (Rossi and Freeman 1993, cited in Hall and Hall 1996, p. 47). 

 

Broad application of the research conclusions is constrained by the scope of the study 

being limited to a single organisation with its own set of discrete characteristics and 

history. Statistical testing of codified data for multivariate relationships was not 

performed due to the impediment of a constrained sample size and the resulting issue 

of collinearity (Driscoll, Appiah-Yeboah, Salib and Rupert 2007, p. 25). This problem 

is exacerbated by the difficulty in quantitising responses with sufficient reliability 

(Driscoll et al 2007, p. 25). The analysis however, has been sufficient to enable a 
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valuable description of the NWEC’s members and supporters and provides adequate 

data for planning and analysis purposes.    

  

5 Results   

Responses to the Draft SLF were diametrically opposed, on the one hand, supporting 

the SLF and appreciative of its vision for change (46% of respondents), whilst the 

contraposition indicated that the SLF was too ‘academic’ and lengthy (38.5% of 

respondents), with the remainder of respondents falling across a small continuum of 

viewpoints. The feedback response however, was poor with only 12% of the 110 

surveyed members and supporters replying either verbally or formally. There was 

substantial agreement amongst respondents that the SLF required increased emphasis 

and provision of detail for the actual activities that would be undertaken to achieve the 

NWEC’s strategic goals at 61.5%, whilst 38.5% of respondents felt that adequate 

activities detail was included, with many of these respondents expressing that the 

vision for process transformation into a Learning Organisation was of greater strategic 

importance. Incorporating both transformative change and activity targets could have 

been equally prioritised within the SLF whilst still achieving the desired 

Breakthrough Arena-based changes. 

 

The development of the NWEC’s draft Business Plan incorporates specific actions for 

the attainment of medium term-goals that contribute to the attainment of long-term 

strategic outcomes. The draft Business Plan, originally intended for distribution to all 

members and supporters was presented to the Executive Committee. The Executive 

Committee then determined that only a summary version should be presented to the 

members and supporters unless individual members and supporters made a request for 

the entire document. This event arguably affected the ability of the draft Business 

Plan to engage or motivate members and supporters to participate in NWEC processes 

and activities. Responses to the draft Business Plan were limited to a portion of the 

Executive Committee and this feedback was incorporated into the draft summary 

released to members and supporters. Further feedback was not received.    
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The members and supporters survey results however, attracted a response rate of 49%, 

providing a rich qualitative description of the socio-cultural and organisation-oriented 

aspirations of many members and supporters. All respondents were well known to 

NWEC staff except one, whilst less known or unknown members and supporters 

generally did not respond. This incidental survey result infers that relationships are 

likely to play an important role in engagement and participation outcomes for the 

NWEC. Direct results from an analysis of the survey responses are presented below. 

 

Respondents indicated that the three main reasons for joining the NWEC (see Figure 

3) were a concern for the environment (30%), personal invitation (15%), and support 

for the organisation’s values and goals (11%). Other reasons include an interest in 

sustainability and sustainability issues, a general interest in environmental and social 

justice issues, socialising with like-minded people, social justice issues, no specific 

interest or wanting to contribute to a better world.    

30%

15%
11%

11%

7%

7%

7%
4% 4% 4%

environmental concern

by invitation

organisational values and goals

no comment

sustainability issues

general interest

socialising

social justice issues

unknown

wanting to contribute to a better
world  

Figure 3 Respondent’s main reasons for joining the NWEC. 

 

The survey results also indicate that sustainability issues form the predominant 

interest of NWEC members and supporters followed closely by social justice issues 

(particularly indigenous equality) as presented in Figure 4. The top five specific issues 

of interest to members and supporters are sustainable living practices, sustainable 

production (forestry, agriculture and marine resources), coastal management, 

alternative transport and energy production, and sustainable communities.  
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31%

29%

21%

19%

sustainability

social justice

environmental issues

NRM

 

Figure 4 Key interest fields of NWEC survey respondents. 

 

Respondents also indicated that educational presentations, community forums and 

workshops were the top activities that they would like to see the NWEC conduct 

(31% of respondents), followed by project-based, on ground works (19%), social 

events (13%) and partnerships and network development (13%) as presented in Figure 

5. 

 

31%

19%13%

13%

6%

6%
3% 3% 3% 3%

educational activities and
presentations

on-ground works and
projects

partnership development
and networking

social events

campaigning

community engagement

consulting

field days

 

Figure 5 Key activities respondents would like to see the NWEC conduct. 

 

Survey data indicates that 63% of respondents had attended a NWEC event, 23% had 

not, and the remaining 14% did not answer this question. Reasons for attending varied 

from having a specific interest in a particular activity through to socialising and also a 

feeling of obligation. Those that had not attended a NWEC activity explained that 

time constraints, family commitments and distance were barriers to participation. 48% 
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of respondents are interested in becoming more involved in the NWEC. 26% of 

respondents would consider becoming more involved, whilst 13% of respondents did 

not want to become more involved and 13% did not reply to this question. 

Yes

48%

No

13%

No response

13%

Maybe

26%

 
Figure 6 Respondents interested in becoming more involved with the NWEC. 

 

Figure 6 indicates that 48% of respondents are interested in becoming more involved 

in the NWEC. These respondents provided a variety of reasons for, and forms of, 

increasing their involvement that included indirect participation through inter-

organisational networks and partnerships to a desire to ‘do more’. Those not wanting 

to become involved (13%) explained that they were already involved at a level that 

suited them or faced time constraints, family commitments and/or distance barriers. 

Of importance to the NWEC and this study is the 26% of respondents that stated an 

uncertain interest in becoming further involved with the organisation. Reasons for this 

indecision were a mixture of aspirational ideals and an associated desire to ‘do more’, 

specific activity determining decision-making factors, as well as an acknowledgement 

of the barriers that inhibit participation.  

 

Additional survey respondent comments provided a plethora of suggestions ranging 

from specific project ideas through to modes for project-based action implementation. 

As previously stated, the results of this survey feed into the final version of the 

NWEC’s business plan and will be used for staff and Executive Committee planning 

purposes. The implications of the survey findings are extrapolated in conjunction with 

the SLF and Business Plan and are discussed in the following section.   
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6 Discussion 

Beckwith et al (2002, p. 420) acknowledge the difficulty in applying literature rich 

‘academic’ reasoning to ‘real world’ practical scenarios. Academic jargon and higher-

level concepts presented within the SLF created a barrier to the engagement of 

marginal members and supporters. The KISS (Keep It Simple Stupid) mnemonic 

offers sound advice to practitioners of organisational change and community 

engagement, suggesting that when complex changes within voluntary community-

based organisations are required, simple explanations for broad acceptance and 

effective delivery are needed. The end goal or ‘destination’ cannot be reached without 

a full and inclusive, guided journey of participation. A journey that Forester (1999, 

pp. 2-4) suggests should be based on deliberative processes of working and learning 

together to develop trust and collaboration. 

 

Hindsight indicates that the members and supporters survey should have been 

conducted at the earliest stages of strategic planning, to not only increase members 

and supporters input but to fully frame the issues and barriers that needed to be 

identified (Argyris 1993, pp. 68-71) as well as to provide greater consideration for the 

organisation’s influential history and path trajectory. Strategic planning workshops 

could then include meaningful feedback sessions at all levels across the organisation 

(Argyris 1993, pp. 109 and 202). The survey revealed that key barriers to participation 

in NWEC activities included family commitments, time constraints and distance. 

These barriers can be overcome with adaptive engagement processes and proper 

planning. Providing meeting and strategic planning workshop locations that are not 

geographically fixed, and flexible email-based input processes, would significantly 

contribute to encouraging increased participation. The survey responses also 

demonstrate the willingness by many members to increase their participation, and as 

such, ‘follow up’ work is required by NWEC staff and the Executive to convert this 

willingness into action. The survey results indicate that environmental sustainability 

workshops are of key interest to NWEC members and activities within this field 

would possibly result in increased participation. 

 



 

23 

It is by creating open, horizontal, flexible, and in this case mobile, spaces for 

engagement and participation, that community-based and regional NGOs such as the 

NWEC can better position themselves to sustain and enhance membership and 

deliverable capacity.    

 

7 Conclusion and Recommendations 

This mini-thesis has provided a case study analysis of the NWEC and how the 

organisation has attempted to engage and ‘activate’ existing members and supporters 

to encourage participation in activities and decision-making processes. In answering 

the question ‘can strategic planning, business planning, governance structures and 

direct engagement methods affect participation rates in community-based NGO 

activities, and can these processes generate increased organisational support?’ the 

research has demonstrated that the process for transforming hierarchical governance 

structures into horizontal forms requires participatory inclusiveness delivered across 

the entire organisation that is mindful of the organisations history and path trajectory. 

Such engagement requires pro-active action by process leaders in a manner that 

enables learning, trust and collaboration. 

 

The mini-thesis aims to inform small-scale community-based NGO decision-making 

and strategic planning processes for member-base activation. The success of the 

trialled governance restructuring processes and engagement mechanisms cannot be 

assessed without adequate time for implementation and review. The preliminary 

strategic workshops, development of the SLF and Business Plan, and the subsequent 

members and supporters survey however, have revealed various deficiencies in the 

adopted processes and how they have been executed. These deficiencies include a 

failure to consider adequately the paradigm of history within the NWEC, the 

disconnection between the literature-based jargon surrounding NGO strategic 

planning and the ‘real world’, and the need to develop flexible engagement methods.  

 

The literature and personal observations strongly support the notion of transforming 

the NWEC into a Learning Organisation based on principles of deliberative horizontal 

governance from the middle, by active participants. Such transformative processes 

must however, adopt simple means of communicating the change process.  
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Further research is required to explore the results of the application of the SLF and 

implementation of the Business Plan as well as to gauge the effective usage of the 

members and supporters survey findings. This additional research would enable the 

evaluation of Learning Organisation principles in practice, building on the work of 

Beckwith et al 2002. Scope also exists for the development of simplified processes for 

organisational change and for the further assessment of middle outwards horizontal 

management, its effectiveness and applicability for participatory engagement.   



 

25 

8 References 
 

Argyris, C 1993, Knowledge for Action: A Guide to Overcoming Barriers to 

Organizational Change, Jossey-Bass Publishers, San Francisco, USA. 
 
Argyris, C 1995, ‘Action science and organisational learning’, Journal of Managerial 

Psychology, vol. 10, no. 6, pp. 20-26. 
 
Austin, E and Pinkleton, B 2006, Strategic Public Relations Management: Planning 

and Managing Effective Communication Programs, 2nd edition, Lawrence Erlbaum 
Associates Inc., USA. 
 
Australian Bureau of Statistics 2007, Australia’s Environment: Issues and Trends 

2007, Australian Bureau of Statistics, Commonwealth of Australia, Canberra, ACT.  
 
Beckwith, C, Glenzer, K and Fowler, A 2002, ‘Leading learning and change from the 
middle: reconceptualizing strategy’s purpose, content, and measures’, Development in 

Practice, vol. 12, no. 3, pp. 409-423. 
 
Beeton, RJS, Buckley, K, Jones, G, Morgan, D, Reichelt, R and Trewin, D 2006, 
Australia State of the Environment 2006, Independent report to the Australian 

Government Minister for the Environment and Heritage, Department of the 
Environment and Heritage, Canberra, ACT. 
 
Birnik, A and Moat, R 2008, ‘Developing Actionable Strategy’, Business Strategy 

Review, Spring edition, pp. 28-33. 
 
Bloch, D and Borges, N 2002, ‘Organisational learning in NGOs: an example of an 
intervention based on the work of Chris Argyris’, Development in Practice, vol. 12, 
no. 3, pp. 461-472. 
 
Bryant, C 2007, North-West Environment Centre Strategic Directions Draft, 

unpublished, North-West Environment Centre, Burnie, Tasmania.  
 
Bryson, J 2004, Strategic planning for public and nonprofit organisations: a guide to 

strengthening and sustaining organisational achievement – 3rd edition, Josey-Bass: A 
Wiley Imprint, San Francisco, USA. 
 
Campbell-Ellis, M 2008, North-West Environment Centre Draft Business Plan v0.1: 

Local people, local solutions, October 2008 – November 2009, North-West 
Environment Centre Inc., Burnie, Tasmania. 
 
Campbell-Ellis, M and Willard, H 2008, North-West Environment Centre Strategic 

Learning Framework: Draft version 0.3, North-West Environment Centre Inc., 
Burnie, Tasmania.  
 
Carroll, J, Durant, P, Edwards, N, Grace, E, Green, J, Johnstone, D, Parameswaran, S 
and Stephan, K 2005, Valuing the Wilds and Fields: techniques for Valuing 



 

26 

Ecosystem Goods and Services, in The Institute of Actuaries of Australia Biennial 

Convention 2005, Institute of Actuaries of Australia, Sydney, NSW.  
 
Carson, R 1965, Silent Spring, Penguin Books, Ringwood, Victoria. 
 
Cavill, S and Sohail, M 2007, ‘Increasing strategic accountability: a framework for 
international NGOs’, Development in Practice, vol. 17, no. 2, pp. 231-248. 
 
Commonwealth Government 2008, Caring for our Country, Commonwealth 
Government, Canberra, ACT. 
 
Cradle Coast Authority 2007, Annual Report 2006/07, Cradle Coast Authority, 
Burnie, Tasmania. 
 
Cradle Coast NRM 2004, Draft Cradle Coast Natural Resource Management 

Strategy: Draft for consultation September 2004, Cradle Coast NRM, Burnie, 
Tasmania. 
 
Cradle Coast NRM 2005, Cradle Coast Natural Resource Management Strategy: 

August 2005, Cradle Coast NRM, Burnie, Tasmania. 
 
Cradle Coast NRM 2008, NRM Careers, 
<www.cradlecoast.com/Files/00537_NRMCareers.asp> viewed 3rd April, 2008, 
Cradle Coast NRM, Burnie, Tasmania.   
 
Davis, R & Dart, J 2005, The ‘Most Significant Change’ Technique: a Guide to Its 

Use, CARE International, United Kingdom, Oxfam Community Aid Abroad, 
Australia, Learning to Learn, Government of South Australia, Oxfam New Zealand, 
Christian Aid, United Kingdom, Exchange, United Kingdom, Ibis, Denmark, 
Mellemfolkeligt Samvirke, Denmark, Lutheran World Relief, USA. 
 
Department of Primary Industries, Water and Environment (DPIWE) 2005, The State 

of Growth: Managing our Natural Resources Priority Strategy April 05 – Dec 06: 

Project Business Plan, Resource Management and Conservation Division and 
Primary Industries Division, Department of Primary Industries, Water and 
Environment, Hobart, Tasmania. 
 
Dovers, S 2003, ‘Processes and Institutions for Resource and Environmental 
Management: Why and How to Analyse?’, in Dovers, S and Wild River, S 2003, 
Managing Australia’s Environment, The Federation Press, Leichhardt, NSW. 
 
Driscoll, D, Appiah-Yeboah, A, Salib, P and Rupert, D 2007, ‘Merging Qualitative 
and Quantitative Data in Mixed Methods Research: How To and Why Not’, 
Ecological and Environmental Anthropology, vol. 3, no. 1, pp. 19-28. 
 
Eade, D 2007, ‘Capacity building: who builds whose capacity?’, Development in 

Practice, vol. 17, no. 4, pp. 630-639. 
 
Ehrlich, P and Ehrlich, A 1990, The Population Explosion, Simon and Schuster, 
Sydney, Australia. 



 

27 

 
Flannery, T 2005, The Weathermakers, Text Publishing, Melbourne, Australia. 
 
Forester, J 1999, The Deliberative Practitioner: Encouraging Participatory Planning 

Processes, Massachusetts Institute of Technology, USA. 
 
Hall, D and Hall, I 1996, Practical Social Research: Project Work in the Community, 
MacMillan Press Ltd, London. 
 
Hamilton, C and Denniss, R 2005, Affluenza: when too much is never enough, Allen 
and Unwin, Crows Nest, NSW. 
 
Hilder, P 2006, ‘Power up, people: Double devolution and beyond’, Public Policy 

Research, Dec 2006 – Feb 2007, pp. 238-248. 
 
King, A and Schneider, B 1991, The First Global Revolution: A Report by the 

Council of the Club of Rome, Simon and Schuster, Sydney, Australia. 
 
McKibben, B 1989, The End of Nature: Humanity, Climate Change and the Natural 

World, Random House, USA. 
 
Padaki, V 2002, ‘Making the organisation learn: demystification and management 
action’, Development in Practice, vol. 12, no. 3, pp.321-337. 
 
Peters, G 2008, ‘Dynamic Strategy’, Business Strategy Review, Spring edition, pp. 68-
70. 
 
Power, G, Maury, M and Maury, S 2002, ‘Operationalising bottom-up learning in 
international NGOs: barriers and alternatives’, Development in Practice, vol. 12, no. 
3, pp. 272-284. 
 
Roper, L and Pettit, J 2002, ‘Development and the Learning Organisation: an 
introduction’, Development in Practice, vol. 12, no. 3, pp. 258-271. 
 
Sampson, D and Daft, R 2005, Fundamentals of Management, Nelson Australia Ltd, 
China. 
 
Senge, P 2004, ‘Creating Communities: Campaign for continuous learning’, Executive 

Excellence, vol. 21, no. 9, pp. 4-5. 
 
Solomon, M, Mushtaque, A and Chowdhury, R 2002, ‘Knowledge to action: 
evaluation for learning in a multi-organisational global partnership’, Development in 

Practice, vol. 12, no. 3, pp. 346-354. 
 
Unknown author 2005, Regional Programs Report 2004 - 05, Regional Summary 

6.01, North West Region, Tasmania, p. 4. 
 
Villeval, P 2008, ‘Towards a policy framework for the empowerment of social 
movements’, Development in Practice, vol. 18, no. 2, pp. 245-257. 
 



 

28 

Wei Choo, C and Bontis, N (eds) 2002, The strategic management of intellectual 

capital and organisational knowledge, Oxford University Press, New York, USA. 
 
Worldwatch Institute 2005, State of the World 2005: Redefining global security, 
Norton and Company, New York, NY. 
 



 

29 

8.1 Bibliography 

 
Austin, E and Pinkleton, B 2006, Strategic Public Relations Management: Planning 

and Managing Effective Communication Programs, 2nd Ed. Lawrence Erlbaum 
Associates Inc., Publishers, US. 
 
Birkinshaw, J and Dearlove, D 2008, ‘What if we just think differently?’, Business 

Strategy Review, Spring edition, pp. 18-23. 
 
Bryson, J 2004, Strategic Planning for Public and Nonprofit Organisations: A Guide 

to Strengthening and Sustaining Organisational Achievement, 3rd ed., Jossey-Bass A 
Wiley Imprint, CA, USA, pp. 33 and 353. 
 
Dart, J 2004, Six Normative Approaches to Evaluation, accessed April 1, 2008 
<http://www.clearhorizon.com.au/page.php?pid=10700&wpid=14>.  
 
Dunlap, R 1992, Trends in Public Opinion Toward Environmental Issues 1965 – 

1990, in Dunlap, R and Mertig, A 1992, (eds), ‘American Environmentalism: The US 
Environmental Movement 1970 – 1990’, accessed April 4, 2008 
<http://books.google.com/books?hl=en&lr=&id=nI19Y5gmg1cC&oi=fnd&pg=PA89
&dq=environmental+attitudes,+trends,+data&ots=GDI8596qmw&sig=_EqZdPyJiLE
uYsGdluy1gtuA2kI>.  
 
Pero, L and Smith, T 2007, ‘Institutional credibility and leadership: critical challenges 
for community-based natural resource governance in rural and remote Australia’, 
Regional Environmental Change, vol. 8, pp. 15-29. 
 
Rowe, A, Mason, R and Dickel, K 1982, Strategic Management and Business Policy: 

A Methodological Approach, Addison-Wesley Publishing Company, Canada. 
 
Scott-Villiers, P 2002, ‘The struggle for organisational change: how the ActionAid 
Accountability, Learning and Planning System emerged’, Development in Practice, 
vol. 12, no. 3, pp. 424-435. 
 
Senge, P 2008, ‘Shared Vision: You build it using five skills’, Leadership Excellence, 
vol. 24, no. 3, p. 4. 
 
Senge, P, Lichtenstein, B, Kaeufer, K, Bradbury, H and Carroll, J 2007, 
‘Collaborating for Systemic Change’, MIT Sloan Management Review, vol. 48, no. 2, 
pp. 44-53. 
 
Senge, P, Otto Scharmer, C, Jaworski, J and Flowers, B 2008, ‘Alternative Future: 
Consider presence and purpose’, Leadership Excellence, vol. 25, no. 2, pp. 3-4. 
 
Wilson-Grau, R and Nunez, M 2007, ‘Evaluating international social-change 
networks: a conceptual framework for a participator approach’, Development in 

Practice, vol. 17, no. 2, pp. 258-271. 



 

30 

Appendix 1. Strategic Learning Framework Feedback 
Form 
 
 

Draft NWEC Strategic Learning Framework 
Feedback Survey 

 
Notes for reading the Framework 
 
The Strategic Learning Framework (SLF) aims to provide a user’s ‘road map’ for the 
NWEC’s future travel. The SLF describes the NWEC’s current position including its 
strengths, weaknesses, opportunities and threats; details a methodology for 
transforming the NWEC into a Learning Organisation through the development of 
five Breakthrough Arena’s; explores pathways to achieving organisational goals; and 
provides instructions for the implementation, evaluation and review of the SLF.  
  
Background Questions 
 
Please mark with an (x) in one box only as well as a comment if you like. 
 

Question YES NO 
1. Are you a member of the NWEC?   

Why/ why not? 
 
 

2. Based on your knowledge of the NWEC, do you believe that the organisation’s 
activities reflect your environmental and sustainability interests? 

  

Comment: 
 
 

3. Based on your knowledge of the NWEC, do you believe that the organisation’s 
activities reflect your social justice interests? 

  

Comment: 
 
 

4. Have you ever participated in a NWEC project or activity?   

Comment: 
 

 

5. Are you happy with the way that the NWEC engages with you?   

Comment: 
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Draft SLF Survey Questions 
Question 
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1. Overall, the draft SLF is about right      

Comment: 
 
 

2. The mission, values and goals of the NWEC are about right      

Comment: 
 
 

3. The draft SLF is readable      

Comment: 
 
 

4. The aims of the draft SLF are appropriate      

Comment: 
 
 

5. The contents of the draft SLF are about right      

Comment: 
 
 

6. The Breakthrough Arenas are clear and understandable      

Comment: 
 
 

7. Using the NWEC goals is an appropriate way to structure 
‘actionable’ goals and future activity targets 

     

Comment: 
 
 

8. The draft SLF encourages me to become further involved 
with the NWEC 

     

Comment: 
 
 

9. The draft SLF will make participation in the NWEC’s 
activities and direction easier for me 

     

Comment: 
 
 

10. Implementing the draft SLF will enhance the NWEC’s 
ability to work on issues that are important to me 

     

Comment: 
 
 

 
Please return this form by August 31st 2008 by email to coordinator@nwectas.org.au 
or by post to the NWEC at: 
  

North-West Environment Centre Inc. 
 PO Box 999 
 Burnie, TAS 7320  
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Making a formal submission 
 
The NWEC would like to invite you to make a formal submission on the draft SLF. In 
making a formal submission we encourage you to state what you feel needs to be 
changed, added or deleted from the SLF. Please also let us know what you feel is 
important and needs to remain in the document. Formal submissions are required no 
later than 5pm on the 31st August 2008 and should be emailed to 
coordinator@nwectas.org.au or posted to the NWEC at: 
 
 North-West Environment Centre Inc. 
 PO Box 999 
 Burnie, TAS, 7320 
 
Please provide the following information as part of your formal submission: 
 

1. Your name 
2. Your business/ organisation (if relevant) 
3. Your contact details (including address, phone number and email if available) 

 
This information collected through these submissions is required by the NWEC for 
the purposes of developing a Strategic Learning Framework and will not be used by 
the NWEC for any other purposes. The NWEC will not pass on any personal or 
survey information to any third parties beyond the legal requirements of any State or 
Federal legislation. 
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Appendix 2. Strategic Learning Framework 
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Executive Summary 
The mission of the NWEC is  
 

“to inspire a new perspective on our relationship with the environment 
and each other so that we may all act to create a socially harmonious and 
ecologically sustainable future.” 

 

This mission, supported by the organisation’s values and goals provide direction for 
NWEC activities. In addition to these essential ingredients, this Strategic Learning 
Framework (SLF) identifies five Breakthrough Arenas that will foster improved 
organisational learning and increase capacity to enable the NWEC to become more 
effective and sustainable. 
 
The five Breakthrough Arenas are: 

• Develop, promote and use learning processes 

• Positively influence public policy and attitudes 

• Expand and deepen networks and partnerships 

• Integrate with local / regional communities 

• Mobilise new and diverse regional resources 
 
These Breakthrough Arenas surround and direct the broader goals, values and mission 
of the organisation as represented in Figure 1 below. 
 

 

Figure 3 NWEC Strategic Learning Framework showing the five Breakthrough Arenas. 

 
These five Breakthrough Arenas create a culture of sustained learning that aims to 
enhance the operational processes and governance systems that the NWEC works 
through to achieve its mission, values and goals.  
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In essence, the mission, values and goals of the NWEC are realised through the 
‘actions’ of members and supporters. Past actions are described in this SLF to better 
understand the foundations for future targets and achievements. In turn, future actions 
(see Appendices) are shaped by present ‘ideas’ and directions that include:  
 

1. Working towards achieving Sustainable Landscapes for conservation and 
production through a range of individual actions including the development of 
sustainable agricultural practices, improved water efficiencies for sustainable 
management, and informed natural resources management for biodiversity 
conservation outcomes; 

2. Promoting and developing Energy Alternatives to mitigate climate change and 
resources depletion through better public transport options, renewable and low-
to-zero polluting fuel alternatives, and the encouragement of broad scale energy 
conservation and efficiencies; 

3. Developing Resilient Communities that are vibrant, tolerant, integrated, self-
reliant, democratic and self-determining;  

4. Improved access to information, knowledge and Education that encourages 
sustainability, community participation and a ‘learning for life’ paradigm; 

5. Encouraging healthy people living healthy lifestyles in healthy environments 
through informed Health choices that include locally produced nutritional 
choice, lifestyle choices that include exercise, and access to preventative and 
supportive health and well-being advise; and 

6. Promoting Ethical Business, Investment and Consumption habits at the 
community and individual scales. 

 
Many of the strategic objectives described in this Framework are collaborative, and rely 
as much upon the efforts of the NWEC and its individual members, as they do on other 
entities. By developing this SLF, the NWEC can improve its communications with 
members and supporters as well as other organisations. This is done to provide a ‘road 
map’ that not only describes where the NWEC has come from but where the 
organisation, and hopefully the broader community that the Centre is a part of, is 
travelling towards.  
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Introduction 
The North-West Environment Centre Inc. (NWEC) was formed in 2003 to be a 
volunteer-based, not-for-profit and non-political community organisation. The mission 
of the NWEC is  
 

“to inspire a new perspective on our relationship with the environment 
and each other so that we may all act to create a socially harmonious and 
ecologically sustainable future.” 

 
Since 2003, the NWEC has become the leading representative social justice and 
environmental organisation in Northwest Tasmania. The organisation consists of 
individual members and is governed by an Executive Committee elected from its 
membership (see Figure 2).  
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Figure 4 NWEC structure 
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The organisation is made up of a diverse group of community members, and the 
structural model is based on shared goals and ‘individualist autonomy’ rather than 
typical non-government organisation (NGO) ‘collective’ action. Members of the 
NWEC, to affect change, must each ACT. It is these active voluntary members and 
supporters that are the drivers of the organisation in what is best described as a ‘middle 
outward’ model of operationalised management. Simply put, the NWEC only acts on 

issues that are driven by its active members, and does not conform to any specific 

ideology but rather a collection of ideals. 

 
This SLF attempts to encapsulate the middle outward model and provide a flexible 
operational framework that can guide the organisation towards achieving its 
overarching goals. To do this, the SLF will draw on the NWEC’s existing goals, 
introduce new ‘Breakthrough Arenas’ and will define simple units of measure against 
which the NWEC can gauge how successful its actions and performance is. The 
Framework will move away from a traditional ‘outcomes’ orientation to an 
‘organisational learning’ focus that better facilitates NGO structure and practices. This 
learning approach provides strategic management tools that explore causal relationships 
between actions and wider achievements, regionalises global issues into a local 
measurable context, and enables ongoing adaptation to existing and emerging issues.   
 
To achieve the organisation’s strategic goals the NWEC maintains a commitment to 
working with individuals, regional communities, other non-government organisations, 
industry, resource managers and government. The organisation’s mission statement 
guides how the organisation works towards achieving its goals, whilst the 
organisation’s values are used as a decision-making tool when difficult or unusual 
issues confront the organisation.  
 
The Goals of the NWEC are to: 

• Cultivate a sense of sacred in the ordinary; 

• Inspire cultural progression towards sustainability; 

• Support all who embrace social harmony and ecological sustainability; 

• Scrutinise, raise awareness of and act upon any process that exhibits poor 
ethical and/or environmental standards and practices; 

• Nurture cooperative processes that empower communities and individuals to 
achieve positive environmental change; 

• Provide accessible environmental education and resources; 

• Promote a sense of global belonging;  

• Raise awareness of the need to take urgent action for our environment, a 
responsibility that we all share; and  

• To strive for a model of operation that embraces diversity and promotes ethical 
practices and professionalism when conducting business. 
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The Values of the NWEC are: 

• Community 
o Physical: open, accessible, welcoming 
o Supportive, helpful, flexible 
o Happy, healthy, fun 
o Positive, empowering, inspiring 
o Nurturing, loving environment 

• Diversity 

• Pro-active (effecting positive change) 

• Independence 

• Transparency, accountability 

• Ecologically sustainable 

• Ethical 
o Kindness 
o Honesty 
o Integrity 
o Respectfulness 

• Social justice 

• Knowledge sharing 

• Professional 
o Proficient 
o Competent 
o Efficient 
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Strategic Planning Method 
This document is the result of a series of ‘futures’ workshops and strategic planning 
workshops led by David Henderson and Carol Bryant (see Appendices) spanning four 
years and attended by members and supporters, as well as strategic input from students 
of Regional Resource Management at the University of Tasmania and the Institute for 
Regional Development. This approach has attempted to ensure equity of input and 
inclusiveness of all stakeholders, whilst providing technical expertise and advice.  
 
The SLF is constrained by temporal factors that include changes in membership and the 
Executive Committee, changes in activity focus; as well as by changes in volunteers 
and staff employed to coordinate and collate this strategic planning process. 
 
The SLF is intended for members, supporters and others to better understand what and 
NWEC is attempting to achieve. It is intended that this SLF will be reviewed 
periodically, and revised, as and when required. The Framework is not intended to limit 
the range of activities that the NWEC will engage with or act upon, in fact, the SLF 
attempts to steer away from strategic objectives that limit the scope of the organisation. 
Operational actions are left to the NWEC 2008 – 2009 Business Plan.  
 
This approach results from an acknowledgement that priorities can rapidly change for 
an organisation attempting to work on social and environmental issues as demonstrated 
by 9/11 and the War on Terror, declining oil stocks and Peak Oil, free trade agreements 
and consumerism, changes to government and resulting policy back flips, indigenous 
intervention and the apology to the stolen generation. These events and occurrences 
reflect the dynamism that characterises a changing world and highlight the challenging 
environment within which the NWEC operates.    
 
The SLF attempts to describe the organisations strengths and weaknesses, its vision for 
the future and the goals it hopes to achieve. Many of the strategic objectives described 
in this Framework are collaborative, and rely as much upon the efforts of the NWEC 
and its individual members, as they do on other entities. The SLF identifies 
opportunities and threats facing the NWEC and how it may be able to overcome these 
difficulties or maximise its operational advantage. It is a manual and a roadmap that 
members and supporters can use to better understand the vehicle they are in and where 
it is going.    
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Current Situation 
 
Who are the people in the NWEC? 
The NWEC is made up of a diverse range of individuals and families that live in 
Northwest Tasmania and share a mixture of concerns, goals and values about the region 
within which members and supporters live and work, as well as the about the broader 
world.  
 
As described in Section 2.0, the NWEC is non-political and independent. To help 
maintain the organisation’s integrity, transparency and accountability, the NWEC has 
adopted a publicly accessible constitution and, as an incorporated body it is audited 
annually. In addition, the NWEC has adopted an Ethical Funding Charter (see 
Appendices) to facilitate decision-making processes with regard to funding sources 
activities. In the interests of pursuing the organisation’s objects, the NWEC works 
closely, and in a collaborative manner with, various stakeholders to achieve positive 
social and environmental change.  
 

Where is the NWEC now? 
The NWEC is making great leaps forward, not only in project turnover, but also and 
more importantly in positively influencing the social and environmental landscapes of 
the Cradle Coast region. This has been achieved through positive interactions with a 
diverse range of regional stakeholders across a broad spectrum of issues and activities.             
 
The organisation currently maintains an office space and associated equipment for 
members, staff, volunteers and supporters to undertake activities that are supportive of 
the organisation’s values and goals. The organisation also owns and maintains a works 
trailer and other field and safety equipment for project activities and for the use of other 
organisations that undertake works that progress the NWEC’s objectives. 
 
The NWEC provides employment opportunities in administration, coordination and 
project management and is a regular host for University of Tasmania student 
internships and industry placements. The bulk of the organisation’s activities however, 
rely on the efforts of volunteers, who contribute in many different ways to the day-to-
day activities of the organisation. Financially, the NWEC operates on a limited budget 
that is derived primarily from public and private grants, and the sale of merchandise. 
 
The NWEC has also acted as a host organisation for other groups and individuals to be 
pro-active in pursuing their goals, where those goals and activities are in line with the 
NWEC’s objects, values and goals. The organisation continues to encourage the 
establishment of like-minded organisations and informal groups to achieve positive 
social and environmental outcomes. 
 

Strengths, weaknesses, opportunities and threats 
Key participants in the NWEC were asked to perform a SWOT analysis of the 
organisation. The resulting commonalities and trends of this analysis indicate that the 
NWEC should focus on its STRENGTHS, which include: 

• Volunteers, executive members, general members, supporters, and staff; 

• Established processes, values, goals, mission and objects;  

• Political neutrality and an ability to work with others; 
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• The existing political climate; 

• Its uniqueness as a multi-interest social and environmental organisation in 
Northwest Tasmania; 

• The organisation’s professional, high quality output, knowledge base, skills, 
reputation and brand; and  

• The networks that the organisation is a part of and those that it has created. 
 
There are various weaknesses that impact on the NWEC’s ability to achieve the 
outcomes that the organisation seeks. An analysis of these weaknesses began in 2006 
and processes are in place to address and review how the organisation can respond to 
these issues. WEAKNESSES identified as a part of the SWOT analysis process 
include: 

• Low new member attraction; 

• Poorly developed communication strategies; 

• A reliance on grants to fund activities and maintain staff and the office space, as 
well as for tangible outcomes; 

• A lack of demand for existing services that is capable of providing an income; 

• Time constraints on active members;  

• A lack of self-generated funds and the ability for independent fiscal decision-
making; 

• Limited administrative capacity; 

• Inefficient networking with other NGOs;  

• Limitations resulting from a small physical resource base; and 

• A lack of clear strategic direction. 
 
Since the formation of the NWEC it has experienced annual growth in membership and 
fiscal capacity. Its project-based activities have resulted in the development of the 
organisation’s strengths and the ability to create and embrace new opportunities. Future 
OPPORTUNITIES include: 

• An ability to tackle declining social and environmental issues; 

• Increasing community concern and awareness of environmental and social 
justice issues and the need for solutions; 

• Increased awareness of sustainability (food, transport, manufacturing, energy) 
and the opportunities to undertake research and develop solutions; 

• Improve leadership qualities and executive / members communications; 

• The opportunity to increase awareness of the NWEC and generate an increase in 
membership, partnerships, grants, consultative work, and research activities; 

• The ability to expand activity reach into fields such as education, preventative 
health care awareness, gender equality, and others; 

• Opportunities to build the organisation’s members and supporters skill base; and 

• Listing as an environmental organisation for donations development.  
 
The NWEC operates in a dynamic and challenging environment. The NWEC must 
negotiate the difficulties that present themselves as a result of community and political 
fear, complacency, denial and ignorance that lie at the heart of the highly contested and 
difficult issues that the organisation tackle. THREATS that can cause significant 
damage to the organisation include: 

• Competition for resources and members from emerging NGO’s and private 
businesses that provide identical or similar services; 
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• Loss of or a significant reduction in funding and energy to apply for funds;  

• Politicisation and the resulting exclusion from process, damage to brand, 
reputation and networks; 

• Lack of membership renewals through a loss of interest by members and 
supporters or a conflict of priorities for time; 

• Labelling as a one-issue organisation; 

• Lawsuits and increasing overhead costs; and 

• A loss of staff and volunteers.    
 
These strengths, opportunities, weaknesses and threats all provide opportunities for the 
NWEC to create advantage and longevity. As an organisation, the NWEC needs to 
critique its actions, decisions, purpose, failures and successes, and to learn from this 
feedback, otherwise it will not be able to make progress on those issues that are 
relevant to its members, and the communities within which it operates.  
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Breakthrough Arenas 
As previously presented, the overarching mission of the NWEC is “to inspire a new 

perspective on our relationship with the environment and each other so that we may all 

act to create a socially harmonious and ecologically sustainable future.” The attempt 
to partially or fully achieve the NWEC’s mission is supported by strategic initiatives 
called ‘Breakthrough Arena’s’1 that facilitate and generate the organisation’s learning 
capacity. This Strategic Learning Framework is diagrammatically presented in Figure 3 
below. The organisation’s goals directly contribute to progressing the mission and are 
supported by the actions and projects undertaken by the NWEC. 
 

 
 
Figure 3 NWEC Strategic Learning Framework2. 
 

                                                
1
 Beckwith, Glenzer and Fowler 2002, Leading learning and change from the middle: reconceptualizing 

strategy’s purpose, content and measures, Development in Practice, vol. 12, no. 3, pp. 409-423. 
2 Adapted from Beckwith, Glenzer and Fowler 2002, Leading learning and change from the middle: 
reconceptualizing strategy’s purpose, content and measures, Development in Practice, vol. 12, no. 3, pp. 
409-423. 
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Five Breakthrough Arenas have been adopted, these are: 

• Develop, promote and use learning processes, 

• Positively influence public policy and attitudes, 

• Expand and deepen networks and partnerships, 

• Integrate with local / regional communities, and 

• Mobilise new and diverse regional resources. 
 
These Breakthrough Arenas are the essence of this SLF, they provide learning tools 
with which capacity can be generated, activities can be reviewed and learnt from, 
performance can be measured by, and ‘real’ input into the region can be evaluated with. 
 

Develop, promote and use learning processes 
The NWEC will adopt organisational learning experiences into operational methods 
and procedures to align the NWEC’s strategic direction with member interests. The 
objective of this ‘bottom-up’ learning3 process is to provide a people-centred approach 
that emphasises direct accountability to the organisation’s members and supporters and 
develops holistic partnerships between the organisation and its constituents.  
 
This approach delivers training and skills to build capacity, generate resilience, 
cohesion and resourcefulness amongst the membership and the broader communities 
within which the organisation works. This will further enhance the NWEC’s ability to 
generate regional long-term sustainability and member-based organisational self-
determination.  
 
In practice, this will involve: 

• Member inclusion and participation in project development, execution and 
evaluation to generate and reinforce member ownership of projects and 
organisational activities whilst enabling learning processes. 

• Member and supporter participation in governance processes, systems and 
evaluation. 

• Community-based and peer review of NWEC activities and processes. 

• Promoting organisational and individual reflection, leadership, inspiration, 
relationship management and building, trust, conflict resolution and improved 
cohesion.4 

• Fostering human resources development, organisational development, 
operational and structural review, legal and institutional framework 
development, accountability from the top, middle and bottom5, knowledge 
sharing and empowerment.6  

  

                                                
3 Power, Maury and Maury 2002, ‘Operationalising bottom-up learning in international NGO’s: barriers 
and alternatives’, Development in Practice, vol. 12, no. 3 & 4, pp.272-284. 
4
 Bebbington and Mitlin 1995, cited in Villeval, P 2008, Towards a policy framework for the 

empowerment of social movements, Development in Practice, vol. 18, no. 2, p.254. 
5 Scott-Villiers, P 2002, The struggle for organisational change: how the ActionAid Accountability, 
Learning and Planning System emerged, Development in Practice, vol. 12, no. 3-4, pp. 424-435. 
6
 Malik 2003, cited in Villeval, P 2008, Towards a policy framework for the empowerment of social 

movements, Development in Practice, vol. 18, no. 2, p.254. 
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Positively influence public policy and attitudes 
Policy formulation is a highly politicised output of governance. In today’s globalised 
world, regionalised localism plays an important role in public policy that can impact on 
the social and environmental well being of the Cradle Coast. Understanding how, and 
importantly when, the NWEC can contribute to policy formulation and hence attitude 
change, is an important factor in realising the organisation’s overarching mission.  
 
In order to better understand public policy processes and affects, the NWEC will: 

• Use the Australian policy cycle7 (see Figure 4) to formulate NWEC policy 
positions, analyse public policy and to positively contribute to and influence 
policy. 

 

 

Figure 4 Australian Policy Cycle. Source: Bridgman and Davis 2003. 

 

• Consider the intent of policy, how it can contribute to long and short term 
strategic objectives, how it affects the region and it’s communities, how it will 
be implemented and assessed, and how the policy will impact on other policies, 
institutions and social constructs. 

• Consider and plan for the affects of the ‘issue-attention cycle’8, being (1) the 
pre-problem stage, (2) the alarmed discovery and euphoric enthusiasm stage, (3) 

                                                
7 Bridgman and Davis 2002 in Bridgman and Davis 2003, What Use is a Policy Cycle? Plenty, if the Aim 
is Clear, Australian Journal of Public Administration, vol. 62, no. 3, pp. 98-102. 
8 Downs, Up and down with ecology – the “issue-attention cycle”, Public Interest, vol. 28, pp. 38-50. 
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the realising the cost of significant progress stage, (4) the gradual decline of 
intense public interest stage, and (5) the post-problem stage. These various 
components of the issue-attention cycle can determine when policies are able to 
receive input from the NWEC, when the public is likely to support such 
initiatives, and when issues are no longer politically expedient. 

 

Expand and deepen networks and partnerships 
Learning Organisations grow through experience and reflection that builds knowledge. 
Knowledge can result from NWEC learning activities and/or through network 
participation and knowledge spill over. Knowledge spillovers result from direct 
communication in formal, social and ad hoc circumstances within inter-organisational 
networks. The NWEC will expand existing networking opportunities, develop new 
network opportunities and deepen overall network collaboration and participation. The 
NWEC understands the value in collaboration and knowledge sharing and will 
proactively work towards mutual goals and improved multi-organisational capacity.  
 
The NWEC will do this by: 

• Maintaining close working relationships with other organisations that can 
contribute to the realisation of NWEC goals, objects and mission. 

• Practicing participatory governance and adopting inclusive deliberative 
processes. 

• Seeking, developing opportunities for and creating partnerships with other 
organisations for mutual benefit, improved performance, solidarity and to 
foster networks of exchange9. 

• Sharing new knowledge and supporting and developing innovation and 
resourcefulness by providing resources and learning opportunities as well as 
network building and fostering activities.  

• Maintaining institutional credibility and practicing transparent, inspirational 
and accountable leadership that builds cooperation, collaboration and 
collective action.10  

 

Integrate with local / regional communities 
The NWEC is a community-based volunteer organisation that operates throughout the 
entire Cradle Coast region of Northwest Tasmania. Members and supporters of the 
organisation hail from various parts of the Northwest. NWEC activities and projects 
should reflect the values of the organisation and be nestled within the communities that 
we serve and represent. Ensuring that projects and outcomes benefit local and regional 
communities assists maintain support for the organisation, builds the membership base 
and creates demand for NWEC services. Assisting local and regional communities 
become resilient, sustainable, adaptable and prosperous creates flow-on benefits that 
improve environmental and social well-being.  
 
The NWEC will integrate with local / regional communities by: 

• Ensuring an equitable geographic spread of project activities. 

                                                
9 Cote and Ziegler 2002: 11, cited in Villeval, P 2008, Towards a policy framework for the empowerment 
of social movements, Development in Practice, vol. 18, no. 2, p.252. 
10 Pero, L and Smith, T 2008, Institutional credibility and leadership: critical challenges for community-
based natural resource governance in rural and remote Australia, Regional Environmental Change, no. 8, 
pp. 26-27. 
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• Enabling and encouraging open public participation in NWEC activities. 

• Be inclusive of communities in decision-making processes that will result in 
outcomes that affect those communities.  

• Encourage and support concepts of ‘double devolution’ that devolve traditional 
decision-making power to communities and the individuals that are a part of 
those communities. Double devolution is achieved within communities by 
informing, consulting, involving and devolving11. Tools that can assist achieve 
this community level empowerment include: deliberative democracy, 
decentralisation, transparency and participatory governance that is empowering 
and effective.  

 

Mobilise new and diverse regional resources 
Globalisation has resulted in an emergence of the ‘region’ as an economic driver and 
source of cultural identity and authenticity, and a reduction in localised neo-liberal 
market policy impacts and top-down centralised fiscal management. The NWEC 
operate in a highly competitive grant-based economic and operational environment 
where regional capacity defines the scale of resource allocation. The centralised 
allocation of resources for non-government organisations and the Cradle Coast’s 
capacity for resource security and provision has resulted in a limited pool of available 
resources to tackle issues that concern members and supporters of the NWEC.  
 
The NWEC will actively pursue funding opportunities and resources provision that 
enables progression towards achieving organisational objects, goals and mission. 
 
To achieve the mobilisation of new and diverse regional resources, the NWEC will: 

• Seek and apply for grants that target activities in-line with NWEC goals. 

• Support and promote resource sharing and innovation that results in new 
resource development and improved application. 

• Develop opportunities for resource knowledge building through inter-
regional networking. 

• Provide funds, support and inspiration for the development of new regional 
resources and the attraction of resources from beyond the Cradle Coast.  

                                                
11

 Hilder, P 2006, Power up, people: Double devolution and beyond, Public Policy Research, December 
2006 – February 2007, pp. 238-248. 
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Goals 
The following goals provide an overarching guide to NWEC activities and focus 
learning outcomes and opportunities. These goals have guided the NWEC since its 
inception and provide a sense of identity for the organisation. This SLF encourages the 
constant review and evaluation of NWEC activities and performance against the 
following nine goals that when collectively are worked on, progress the attainment of 
the NWEC’s mission. 
 
The following goal descriptions include a retrospective account of activities and 
projects that have contributed to the partial attainment of NWEC goals. These examples 
provide a base from which current and future activities can expand on, they form the 
history of the NWEC and are presented to inform and inspire new and innovative 
action. Specific future activities identified by members during the Futures and Strategic 
Planning workshops are presented in the Appendices at Section 9.2. These activities 
aim to achieve outcomes that enhance or build sustainable landscapes, energy 
alternatives, resilient communities, education, health, and ethical business/ investment/ 
consumption.   
 

Cultivate a sense of sacred in the ordinary 
Projects developed and executed by the NWEC will contribute to participants’ 
knowledge, awareness of and appreciation for their environment and/or components of 
that environment. This will be achieved through the generation and sharing of new 
knowledge, distributed and communicated through publications, presentations, 
electronic communications, the media, partnerships, on-ground actions, workshops, 
field days, and other approaches.  
 
At a regional scale this goal will be measured through a reduction in activities that harm 
the environment, positive changes in public policy and an increase in levels of 
environmental repair activities and conservation outcomes.  
 
Projects run by the NWEC that have tackled this goal include extensions to the Orange-
Bellied Parrot Sea Spurge project, the Birds on Farms project and publication, the 
Productive Farming Landscapes through Best Practice Shelterbelts Design project, the 
Sustainability Trailer project and the Living Environment Program funded activities. 
 

Inspire cultural progression towards sustainability 
The NWEC will actively engage local and regional communities to adopt sustainable 
living practices that become culturally embedded and provide lasting benefits. This will 
be achieved through the demonstration of sustainability concepts and ideas, the delivery 
of projects that result in sustainability outcomes, the sharing of sustainability 
knowledge and skills, and the promotion of sustainability as a part of everyday living 
practices. 
 
At a regional scale NWEC performance against this goal will be measured through 
regional ecological footprint analysis methods, social surveys and industry specific 
analysis. For the purpose of this Strategic Framework, the term sustainability is defined 
as the ‘ability to harmoniously coexist with other systems indefinitely’; this definition 
enables resource use but aims to ensure the viability and health of all interacting 
systems through management practices that consider future system needs.    
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Projects run by the NWEC to date that have contributed to achieving a cultural 
progression towards sustainability include the Peak Oil and Sustainable Transport 
Awareness Project, the Burnie Farmer’s Market stall, the Productive Farming 
Landscapes through Best Practice Shelterbelts Design project, the Women’s Wisdom 
Network, and the Sustainability Trailer project. 
 

Support all who embrace social harmony and ecological 
sustainability 
It is widely accepted that global natural resources are being extracted and used at 
unsustainable levels12. This crisis in resource use and ecological sustainability is 
directly linked to breakdowns in social harmony. The NWEC will support individuals 
and organisations that embrace social harmony and ecological sustainability. This will 
be achieved through the provision of funding support, resource use, awareness raising, 
and network capacity mobilisation. Projects that promote social harmony and 
ecological sustainability will be fostered, encouraged and supported by the 
organisation. 
 
Progress towards achieving this goal will be measured by the amount of growth in 
projects and activities conducted by the NWEC or supported by the NWEC that meet 
these core concepts. 
 
Projects and activities supported by the NWEC to date that meet this goal include Cycle 
for Sustainability, Make Poverty History, Oxfam campaign activities, the Real World 
Dinner, Pedal Against Poverty, Peak Oil and Sustainable Transport Awareness Project, 
the Burnie Farmer’s Market stall, Permaculture training workshops, the Women In 
Sustainable Environments Network (WISEN), Preston Play Group, Aboriginal 
reconciliation efforts, the Sustainability Trailer project, and support for Cycle for Old 
Growth Forests.  
 

Scrutinise, raise awareness of and act upon any process that 
exhibits poor ethical and/or environmental standards and 
practices 
Profit driven economic competition can result in poor ethical and/or environmental 
business practices that exert pressure on social and environmental resources. The 
NWEC will positively contribute to improving unethical or poor standards and 
behaviours. This will be achieved by working cooperatively with firms and 
organisations attempting to improve their social and environmental performance and 
accountability; by raising awareness of poor ethical and/or environmental standards and 
practices whilst promoting positive solutions that are achievable; by seeking the 
institutionalisation of sustainable and ethical practices and associated accounting 
processes; and by conducting and/or supporting research initiatives that seek solutions 
to real world problems that are resulting in substandard practices and unethical 
behaviour.  
 
Progress towards achieving this goal will be measured by the amount of activities 
undertaken by the NWEC to directly contribute to scrutinise, raise awareness of and act 

                                                
12 http://www.clubofrome.org/news/news.php?id=49  
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on these processes. Furthermore, the institutionalisation of processes that ensure ethical 
performance will indicate successful progress. 
 
Activities or processes that the NWEC has engaged with that exhibit poor ethical and/or 
environmental standards and practices include: objections and alternatives presented to 
Burnie City Council and developers of the Camdale Commercial and Residential 
Development; a submission expressing concern regarding the proposed Gunns Pulp 
Mill decision-making process; active support for the successful protection of Tarkine 
rainforests from logging and extensions to mining activities impacting on the Tarkine 
wilderness; support and direct assistance for organisations that oppose the clearfelling 
of old-growth forests and the use of 1080 poison; support for the community group 
Power Lines Under Ground and their successful effort to stop high power transmission 
lines crossing through residential areas; ongoing involvement with the Arthur-Pieman 
Conservation Area Off-Road Vehicle Consultative Group on behalf of the Tasmanian 
Conservation Trust; and, recommendations for improved management of the Arthur-
Pieman Conservation Area to reduce vandalism and the systematic degradation of 
Aboriginal heritage and natural values within the area.   
 

Nurture cooperative processes that empower communities and 
individuals to achieve positive environmental change 
To achieve sustainable change, the NWEC will seek to empower communities and 
individuals to affect positive change and will seek to enhance opportunities for 
cooperative processes. This will be achieved by building networks of trust and 
reciprocity; by creating operational and structural frameworks that are empowering; 
and, by providing learning experiences that build capacity to affect change. 
 
Performance against this goal will be measured by increases in member and supporter 
numbers as well as through the amount of partner organisations that the NWEC 
engages with and the amount of organisations the NWEC positively interacts with. The 
NWEC will also regularly review its performance as an enabling organisation to 
identify areas within which the organisation can improve its cooperative and 
empowering processes. 
 
Past activities that have contributed towards achieving this goal include a critical 
review of NWEC engagement processes, management systems and volunteer 
empowerment and encouragement practices, as well as through feedback provided by 
volunteers and project managers.   
 

Provide accessible environmental education and resources 
The NWEC understands that through knowledge we can affect change. Providing 
resources that stimulate and facilitate the acquisition of new and relevant information in 
a manner that is readily transferred into knowledge is an important attribute for a social 
justice and environment organisation to achieve. The NWEC participates in activities 
that encourage knowledge sharing, supports the development of innovative learning 
systems and undertakes activities that create new knowledge. 
 
Projects conducted by the NWEC include opportunities for knowledge sharing, skills 
development, capacity building and critical reflection. These deliverables are not 
simply limited to project participants but should expand out into the communities that 
the organisation engages with and operates in.  
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To achieve outcomes against this goal, the NWEC: maintains a small resources library; 
releases a monthly newsletter; conducts forums for information sharing; invites guest 
speakers to deliver relevant information to members, supporters, local students and the 
general public; hosts informative film screenings; staffs a voluntary dish washing and 
information stall at the Burnie Farmers Market; engages with schools to deliver social 
justice and environmental learning outcomes; and conducts field days and training 
workshops as components of many of its projects.   
 
Member, supporter and public participation or use of these activities and resources 
provides a measure against which the NWEC can determine its progress in delivering 
educational outcomes. 
 

Promote a sense of global belonging 
Climate change and 9/11 have demonstrated that cause and affect can be long lasting, 
deeply experienced and global in scale. These examples of the local / global synergy 
infer a great responsibility on all people to consider the global outcomes of local 
decisions. This can be achieved by developing a sense of global belonging, a contextual 
understanding of our individual place within the world. The NWEC will seek to act as a 
global citizen and reach beyond a nation-state viewpoint; the organisation will foster an 
appreciation for cultural diversity, support universal human rights, and will seek to 
demonstrate goodwill to all species that cohabit our finite planet. 
 
Projects completed or supported by the NWEC prior to this SLF that feature or promote 
a sense of global belonging include: the Real World Dinner; Cycle for Sustainability; 
Pedal Against Poverty; and support for and participation in Oxfam’s Close the Gap 
activities.    
 
To measure progress towards promoting a sense of global belonging, the NWEC will 
identify activities demonstrating global citizenship qualities that are incorporated and/or 
feature in NWEC projects, publications and actions. Membership feedback and direct 
surveying will also provide a measure from which the NWEC can determine 
performance against this goal.    
 

Raise awareness of the need to take urgent action for our 
environment, a responsibility that we all share 
Globalisation has delivered profound changes to planetary social, environmental and 
economic factors. The increasing affluence and consumption of core and semi-
periphery countries drives resource depletion that results in damage to the environment. 
It is the collective forces of consumerism and overpopulation that has arguably led to a 
global environmental crisis. As global citizens, NWEC members and supporters must 
take responsibility for contributing to ongoing environmental degradation and 
ecosystems collapse. The NWEC will raise awareness of the need for organisations, 
communities and individuals to accept responsibility for their actions and will 
encourage urgent remedy and mitigation action to improve local and global 
environments. This will be achieved through the promotion and publication of relevant 
information; the empowerment of organisations, communities and individuals working 
towards creating a better planet; and the delivery of projects that achieve improved 
awareness of pressing environmental issues. 
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Measures used to identify progress towards the achievement of this goal will include an 
increase in projects that deliver aligned outcomes; the number of awareness raising 
activities funded and/or supported by the NWEC and delivered from within the region; 
and an increase in member and supporter participation in NWEC activities.   
  

To strive for a model of operation that embraces diversity and 
promotes ethical practices and professionalism when 
conducting business 
Creativity and tolerance can both stem from an acceptance and appreciation of 
diversity. Tolerance and acceptance of opposing or different points of view is a 
stimulus for the development of ideas and solutions and contribute to the achievement 
of peaceful outcomes. The NWEC will aim to embrace diversity and respect new and 
alternative possibilities as contributing to individual development. The NWEC will aim 
to promote the value of diversity and encourage its institutionalisation into NWEC 
processes. This institutionalisation of acceptance will assist embed concepts of ethical 
practice into NWEC activities and through the application of the NWEC Ethical 
Funding Charter, will ensure equity and transparency. These ethical processes 
combined with the NWEC’s Values provide a foundation for professionalism that will 
guide and inform NWEC actions and decision-making processes. 
 
To measure NWEC performance against this goal, the NWEC will regularly review 
individual and organisational behaviour and relationship management against NWEC 
Values criteria and the Ethical Funding Charter. Reports resulting from this review 
process will be publicly available whilst respecting individual privacy and 
confidentiality. The NWEC will also invite peer review of organisational and individual 
network behaviour and will engage surveying processes as required or deemed 
beneficial.  
   

Implementation Program 
This document is supported by a detailed Business Plan that describes strategies to 
operationalise the achievement of the goals outlined in this SLF. 
 
Key actions required to implement this Strategic Framework include: 

1. Management Committee review of the draft SLF. 
2. Incorporation of Management Committee recommendations into the draft SLF. 
3. Release of the draft SLF for member and supporter comment. 
4. Consideration and incorporation where applicable, recommendations from the 

member and supporter review of the draft SLF. 
5. Release finalised version of the SLF. 
6. Institutionalise recommendations of the SLF into NWEC processes and 

activities. 
7. Regularly evaluate and review the SLF and its operationalised impacts as 

prescribed in Section 8.0 Evaluation and Review. 
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Evaluation and Review 
This SLF aims to be a dynamic document able to be reviewed and adjusted as and when 
required. Evaluation and review is a process that builds organisational knowledge 
through research, reflection and constructive criticism. Three approaches to evaluation 
are recommended, these are13: 
 

1. Testing-objectives Approach, 
2. Decision-management Approach, and 
3. Pluralist-intuitionist Approach. 

 

Testing-objectives Approach 
This method for evaluation (see Figure 3) is applied to measure specific project 
performance against intended outcomes or objectives.  
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Figure 5 Testing-objectives Approach (adapted from Dart 2004). 

 

Decision-management Approach 
This method of evaluation (see Figure 4) is used to review management decision-
making processes, the overarching effectiveness of programs and projects and to inform 
future project design. This form of evaluation employs a top-down approach to inform 
and improve organisational processes, systems and policies. 
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Figure 6 Decision-management Approach (adapted from Dart 2004). 

 

                                                
13

 Dart, J 2004, Six Normative Approaches to Evaluation, 
http://www.clearhorizon.com.au/page.pid?pid=10700&wpid=14 accessed 1 April 2008. 
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Pluralist-intuitionist Approach 
This method of evaluation (see Figure 5) applies to the entire organisation and also 
components of the organisation. This approach facilitates broad participation to include 
pluralist values and multiple perspectives. This approach is member and supporter 
focused and includes processes such as: interpretivism, relativism, naturalistic inquiry, 
constructivism, feminist enquiry, and participatory learning and action processes. The 
Pluralist-intuitionist Approach aims to integrate all views and values to assist achieve 
consensus. 
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Figure 7 Pluralist-intuitionist Approach (adapted from Dart 2004). 

 
In addition to these evaluation and review approaches are the measurement criteria as 
presented in Section 6.0 Goals. 
 
This SLF document will be reviewed as required and in accordance with any or all of 
the above three methods. As a minimum, this SLF will be reviewed on an interim basis 
as required, and as a minimum annually. In addition, this SLF will undergo a complete 
and comprehensive review every five years in accordance with a minimum of all three 
evaluation and review approaches as prescribed above and not excluding additional 
processes deemed appropriate by the Management Committee or as a result of a motion 
passed at a General Meeting. 
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Appendices 
 
Ethical funding charter 
 
As a core activity the NWEC management will seek funding to support the activities 
of members. It is therefore appropriate to develop a policy that outlines the basic 
decision making process when applying for or accepting funding or non-monetary 
support. 
 
The intention is to have a consistent means for the NWEC management and members 
to assess different sources of funding or in-kind contribution.  
 

Two proposals for the committee. 
 

That the North-West Environment Centre develops a set of positive and negative 
screening criteria on which to judge the ethics of potential funding sources. 
These criteria should reflect our values and goals. (Achieved July 2006). 
 
Use these criteria to begin the formation of three lists, Yes we will accept 
funding from X, No we won’t accept funding from X and In between cases 
which need consideration on a case by case basis. 

 

The process of applying an ethical funding charter. 
 
A funding source is identified, the known activities of that funding source are 
matched against a range of positive and negative screening criteria suited to the 
activities of the funding entity. A sample set of criteria is outlined below. Clearly the 
ideal funding source will have only positive criteria and no negative criteria.  
 
The committee need to decide which/if any of the negative screen criteria may be 
considered exclusion criteria i.e if the activities of a potential funding source are 
demonstrated to match an ‘exclusion criteria’ then an automatic decision is made not 
to accept financial or in-kind contribution from that source. An example of an 
exclusion criteria may be if the funding source is known to be involved in promoting 
any aspect of weapons production or distribution. 
 

Sample screening criteria  
 
Positive criteria 

• Independence/ Community; 

• The development of workers’ participation in the ownership and control of 
their work organisations and places; 

• The development of locally based ventures; 

• Transparency, accountability; 

• The production of high quality and properly presented products and services; 

• Ethical; 

• The development of appropriate technological systems; 

• Knowledge Sharing; 
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• Activities which contribute to human education and empowerment, happiness 
and dignity; 

• The dignity and well being of non human animals; 

• Ecologically sustainable; 

• The development of sustainable land use and food production; 

• The preservation of endangered eco-systems; 

• The development and preservation of appropriate human buildings and 
landscapes; 

• The efficient use of human waste; 

• The avoidance of production of non degradable or toxic substances; 

• Social justice; and 

• The alleviation of poverty in all of its forms. 
 
Negative criteria  

• Ecologically unsustainable; 

• Polluting land, air or waters; 

• Destroying or wasting non-recurring resources; 

• Extracting, creating, producing, manufacturing or marketing materials, 
products, goods or services which have a harmful effect on humans, non 
human animals or the environment; 

• Poor social justice practices; 

• Exploiting people through the payment of low wages or the provision of poor 
working conditions; 

• Contribute to the inhibition of human rights generally; 

• Failure to support diversity; 

• Discriminate by way of race, religion or sex in employment, marketing, or 
advertising practices; 

• Creating, encouraging or perpetuating militarism or engaging in the 
manufacture of armaments; 

• Unethical; 

• Marketing, promoting or advertising, products or services in a misleading or 
deceitful manner; 

• Creating markets by the promotion or advertising of unwanted products or 
services; 

• Acquiring land or commodities primarily for the purpose of speculative gain; 
and 

• Enticing people into financial over-commitment. 
 
In addition to these screening criteria the following statements forms part of the charter. 

 
1) Where a source has both positive and negative criteria a referral is made to the 
NWEC management as to whether the source of funding is considered appropriate. 
 
2) Our funding criteria and sources be made transparent to the public such that: 
 

• Our funding criteria be available through our website 

• Upon request any member of the public may be entitled to general information 
regarding our funding sources. 
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3) Where it is shown retrospectively that funding or resources have been derived 
through means that are inconsistent with NWEC values, the NWEC committee will 
agree to convene a meeting to discuss the current &/or future funding arrangements 
from that source.  
 
4) These criteria are to be reviewed annually.
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Key sustainability result areas (from Futures Workshops) 
 

OBJECTIVE / STRATEGY ACTIONS 

1. Sustainable landscapes 

(for conservation and 

production) 
 
 - Sustainable agriculture 
(Food, Fuel, Income, Local 
Supply, More farmer 
autonomy / market control) 
 

Farmers markets 
Community Supported Agriculture 
Permaculture Design Principles 
Organics etc. 
Organic Learning Centre 
Community market gardens in every town 
Organic parks: public gardens managed organically 
Organic veggie garden at the hospital 
Organic farmers market in every town 
Genetic engineering (?) 
Community involvement in organic food 
production/chain system 
 

 Water 
• Education 
• Equity / governance 
• Efficiency 
• Saving / storage 
• Reuse / Recycling 
• Treatment 
• Quality 
 

Encourage water management efficiencies for multiple 
outcomes that are driven by sustainability goals. 

Biodiversity (rural and urban) Creating, conserving nature in towns 
Awareness and education of indigenous plants 
Encourage indigenous plants in suburban homes, 
include freebies, awards:  

• A council reward system for ‘indigenous’ 
planning/planting’s 

• Education campaign of participants re: value of 
indigenous plants eg birds, wildlife etc 

• Identify native reserves and possible extensions 
• Don’t forget native grasses 
• Good examples of native bush eg French’s Rd 

native reserve 
• Conservation before rehabilitation. Reasons of 

cost effectiveness/beneficial impact 
• NWEC as resource base for useful information 
 

For farmers: recognising protected land provides 
environmental services/natural systems 
-pride and encouragement 
-tax incentives and disincentives 
-financial incentives 
-community help with maintenance 
-subsidies? 
-market values for compulsory land purchase 
-Categories of conservation (multi-use purposes) 
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OBJECTIVE / STRATEGY ACTIONS 

-Environmentally friendly labelling of produce 
(consumer pressure) 
-eco-tourism 
 

2. Energy Alternatives 
(mitigate climate change, 
resource depletion) 

 
Public Transport 

• Responsible transport 
choice 

• Ecotech transport 
• Peak oil alternatives 
• Less traffic / 

decongested CBD 
 

Cycling pathways - Lobby local councils  
Support initiatives eg light rail linking car pool / car 
pool hotline / website 

Car pooling networks. Car pooling stands and stop 
stations – new ways or organising car pools 
Be recognized as stakeholder to consult on sustainable 
transport (eg DIER), show interest 

Promote and develop strategies for community 
ownership of a variety of vehicles, eg car sharing 

Education and awareness raising on bike maintenance - 
Workshops/field days  

Convince Metro to buy hydro-powered buses with bike 
racks 

Campaign for formal car pooling stops/stands 

Remove disincentives for inefficient vehicles 

Host “livability” road show (Alister?) 

Human powered vehicle expo / Human powered 
vehicles – keen to teach, train 

Bike advertising trailers 

Reduce speed limit 
Consult with Peak Oil Alternatives to raise awareness 
(Brenda Rosser,POA, PET s working on a car poll 
hotline) 

Engage, raise awareness high schools, universities 

Cycle for Sustainability Inc / Cycling groups – ‘safer 
roads for cyclists’, RACT Bicycle safety awareness 

More bikes, lane for bikes, bike racks, new bike 
technology 
Mick Groom- bike fixer, training “Treadlies” 

CCA Regional Transport Strategy 

Involve Local Councils – Central Coast? 

Alternative Energy group (from Peak Oil) – remote 
area power system training, Rainbow Power Company 

Community ownership of variety of vehicles / modes of 
transport 
Promote facilities to encourage cycling / running at 
workplaces  
Alternative fuels - Use oil waste for transport / Biofuel 
Live close to work 
Increased local services / Reduce food miles 
“Livability” / sustainable streetscape planning 
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OBJECTIVE / STRATEGY ACTIONS 

Adaptation / mitigation of 
Climate Change 
 

Encourage energy conservation and efficiencies 

3. Resilient Communities 
• Inclusive governance 
• Adaptable skill base 
• Integrated 

communities 
• Identity and core 

values 
• Responsible 

stewardship 
• Self-reliance 
• Local food production 
• Skill Sharing 
• Connection to place 
• Vibrant interaction 
• Support for 

marginalized people 
• Social empathy 
• Equality 
• True democratic 

localised government 
• In charge of destiny 
• Local power product – 

electricity political 
• Resource sharing 
• Food co-op 
• Street parties 
• Vibrant community 

gardens 
• Ethical/moral 

communities, peaceful 
• Communities caring 

for local environment, 
responsible 

• Elimination of scarcity 

Formalise or expand food co-op as an example 

Develop Sustainability Street project includes skills 
audit of street 

Workshops – share stories 

Salvaging fruit from trees – sharing harvest from 
private landholders, map, ‘Home Harvest’ 

Community building, time for mingling, connection, 
exchange details etc (particularly in all NWEC events) 

Integrate Permaculture design principles into lifestyle 

Celebrate resilient communities 

Be supportive – could be a hub for networking 

Skill sharing – in each community have a sustainability 
leader with practical and communication skills (good in 
crisis) 

Peaceful non-violent communication 

Green office – generate own electricity 

Sustainable homes tour (Netty?) 

Dissolve polarized value (in some of the farming 
community, demonstrate old families as truly 
sustainable) 
Roger Lee – reuse “waste”, Riana/Gawler 

Supporting people/groups taking action 

Norma Jamieson’s property in Penguin – could be 
sister site for OGFS; Central Coast Council involved 
Peter Murdon, Steven Mansfield; targeting at risk 
young people  2 traineeships in first year, 6 in second; 
organic herb production; BNWEC could hold 
workshops 

Fair Share international’s 5 10 5 10 program – can join 
and get in touch with other NW people 

Schools 

Potential to pursue Penguin Organic Growing Centre / 
Sustainable Living Centre 
 

4. Education 
 

Flexible education 
Learning for life 
Sustainability across all levels of education 
More community involvement / community values 
education 
More applied and demonstration based 
Student guided learning 
Core values, ethics, attitudes 
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OBJECTIVE / STRATEGY ACTIONS 

5. Health 
• Healthy people 
• Healthy lifestyle 

 

Fresh local organic wholefoods being majority of diet 
Promote/encourage/raise awareness of healthy 
lifestyles - Ride your bike Stress less 
Integrating other healthy modalities 
Localising healthcare – (for elderly?) 
Knowing each others needs 
Community support for elderly, disabled, mentally ill 
Use of lower cost therapy, herbs, acupuncture, 
counseling 
Awareness of enviro-toxins, electromagnetic, chemical 
Awareness healthy lives 
Preventative medicine. System focused on Prevention, 
Treatment then Intensive care rather than reverse 
 

6. Ethical business / 

investment / consumption 

 
Ethical investment seminars 
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Output of Community Engagement / Involvement Workshops   
 

Mind Map 
 

Social, environmental and economic issues relating to the NWEC (not ranked in 
priority). 
 
Capacity, resources, skills 
Businesses and banks 
Industry and sponsors 
Bureaucracy 
State, Local and Federal 
government 

Perceptions 
Environment 
Health and well-being 
Fear 
Media, bias 
Members, volunteers burn 
out 

Schools 
Cradle Coast NRM, other 
NRM providers 
Other enviro groups 
NGOs 
Funding sources 

 

Stakeholder analysis 

 

 
 
 
 
 

A High degree of influence +high Importance - will need to construct good working relationships with these 
stakeholders, to ensure an effective coalition of support.  

B High importance but with low influence - will require special initiatives if their interests are to be protected. 
(E.g. traditionally marginalised groups such Indigenous people, youth, seniors), 

C High influence stakeholders who can affect project outcomes, but whose interests are not necessarily 
aligned with the overall goals of the project. E.g. funding body – may be a source of significant risk, and 
they will need careful monitoring and management. 

D Stakeholders with low influence may require limited monitoring or evaluation - low priority. 

A 
Members Volunteers 
Media  Industry 
Businesses NGOs (TCT, etc) 
Government FT, P&WS, CCA 
Aboriginal communities (project-
based) 
General public – rural, urban 

B 
Service clubs & church groups etc 
Researchers, IRD, UTAS, TAFE 
CCSRC 
People we know 
NGOs 
Other education providers 

D 
Aboriginal Communities (incl. 
CHAC, MLAC, etc) 
TALSC/ TAC 
Professionals 
 

C 
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Strategic Engagement Plan 
Engagement 
Objective / 
Project name: 

to inspire a new perspective on our relationship with the 
environment and each other so that we may all act to create a 
socially harmonious and ecologically sustainable future 

Date: 8
th

 August 2007 

The project team / NWEC: The community / other stakeholders: What success 
looks like 
(Outcomes/ 
Impact): 

Spatial reach and access 
Better functioning communities, Active 
individuals and communities 
Well educated communities 
Healthy communities 
Broad attitude and behaviour change (positive), 
practice and policy 
Vibrant and resilient communities 
Capable communities 
Economic wellbeing 

NWEC seen as reputable organisation – 
accessing centre fro inspiration, conduit 
Partnerships 
Source of wisdom 
Acceptance, involvement, purpose and 
achievement 
Visible change for positive optimism for the 
future 

INFORM CONSULT INVOLVE COLLABORATE EMPOWER 

Promise: Promise: Promise: Promise: Promise: 

We will keep you 
informed. 

We will keep you 
informed, listen to 
and acknowledge 
concerns and provide 
feedback on how 
public input 
influenced the 
decision. 

We will work with you 
to ensure that your 
concerns and 
aspirations are directly 
reflected in the 
alternatives developed 
and provide feedback 
on how public input 
influenced the 
decision. 

We will look to you 
for direct advice and 
innovation in 
formulating solutions 
and incorporate your 
advice and 
recommendations 
into the decisions to 
the maximum extent 
possible. 

We will implement 
what you decide. 

Stakeholders: Stakeholders: Stakeholders: Stakeholders: Stakeholders: 

Media 
industry 

Government 
Industry Sectors 
People we know 
Service 
Clubs/organisations 
Researchers 
Professionals 
Aboriginal 
communities 

General public 
Local Government 
Industry sectors 
Business 
Researchers 
Education providers 

Volunteers / 
supporters 
Aboriginal groups 
(project specific) 
Industry sectors 
NGOs 
Researchers 

Members 
Volunteers / 
supporters 

Tools: Tools: Tools: Tools: Tools: 

Media release, 
Contact 
Event notice 
Advertising 
Briefing 
Brochures, 
Posters, Post out 
Demonstration / 
action 

Reports / publications 
Verbal presentations 
Lobbying / media 
NWEC newsletter 
Personal networks / 
communications / 
briefing 
Invitation to events 
Meeting 

Citizen participation, 
Public meetings, 
Search workshops, 
Partnerships 

Brainstorm, Listen 
and share, ‘yarn’ , 
sharing resources 
Acknowledgement 
Meetings / steering 
committee 
Effective 
communication 
Social gatherings 
Statewide projects / 
media  
Specialist skills to 
help shape/assess 
project plans   

Community forum 
and follow-up 
Questionnaires – 
what’s important to 
you 
Strategic Planning 
process open to 
members 
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Appendix 3. Business Plan 
 
 
 
 

 
 
 
 
 
 

Draft Business Plan v0.1 
 
 
 

Local people, local solutions 
 

 
 
 

October 2008 – November 2009 
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Executive Summary 
 
The North-West Environment Centre Inc. (NWEC) hopes to bolster its ability to make 
the transition from a Government supported community organisation to a self-
sustaining and vibrant organisation that can positively influence the sustainability 
ambitions of its members and the broader communities within which they are placed. 
   
To do this, the NWEC is currently transforming its operational structures and strategic 
focus to embed a ‘Learning Organisation’ paradigm. The method of metamorphosis 
from what can be described as a centralised operational platform to a learning 
structure is prescribed in the organisation’s Strategic Learning Framework (SLF). The 
SLF compliments this Business Plan to provide a long-term dimension to 
organisational planning processes. At the core of the SLF are five Breakthrough 
Arenas (see Figure 1) that describe learning processes to entrench strategic learning.   
 

 

Figure 8 NWEC Strategic Learning Framework showing the five Breakthrough Arenas. Adapted 

from Beckwith, Glenzer and Fowler 2002, Leading learning and change from the middle: 

reconceptualizing strategy’s purpose, content and measures, Development in Practice, vol. 12, no. 

3, pp. 409-423. 

 
This Business Plan aims to provide activity guidance advice that can inform the 
decision-making processes of the NWEC management committee and membership. 
The Business Plan provides specific courses of action and complimentary strategic 
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activities that intend to provide a new basis for action that capitalises on the 
organisation’s existing foundations and past activities.  
 
Specifically, this involves:  

1. Carving a niche by developing a point of difference between the NWEC’s 
services and those of its competitors based on professionalism, integrity, 
commitment and reliability.  

2. Implementing strategies to develop the NWEC reputation further through 
premium quality service provision. This market positioning will be enhanced 
by targeted branding and promotion of the NWEC as “local people, local 

solutions”;  
3. Generating new leads and capitalising on them through smart marketing 

activities and grassroots campaigning;  
4. Converting those leads into memberships and projects with passion;  
5. Providing good management through participatory governance and member 

ownership at all levels supported by effective systems and processes; and,  
6. By capitalising on the NWEC’s volunteer and community-based strengths to 

keep costs down, enthusiasm vibrant, and to provide the highest quality 
services and products.  

 
Tangible outcomes resulting from these and other initiatives include: 

o An increase in externally funded projects that meet the mission, values and 
goals/objectives of the organisation 

o An increase from one major project per annum to three major projects 
per annum 

o An increase from an average of 12 minor projects per year to 18 
projects 

o An increase in the amount of paid staff employed by the NWEC to manage 
projects and/or conduct other organisational activities, from the current five 
staff members to a minimum of eight   

o A 50% increase in the number of financial members 
o A 50% increase in the number of supporters on the NWEC mailing list 
o A 100% increase in the number of active participating members and 

supporters 
o A 25% increase in the number of formal and informal organisational 

partnerships that achieve real outcomes for the NWEC 
o An increase in the annual turnover of the organisation from non Living 

Environment Program funds of 100%  
o An increase in resource use decision-making engagement processes that the 

NWEC participates in through positive relationships and meaningful 
contributions 

o An increase in the amount of awareness raising and educational activities 
that the NWEC conducts or participates in 
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1.0 Introduction 
 
The North-West Environment Centre Inc. (NWEC) is a not-for-profit, community-
based, non-government organisation (NGO). The NWEC’s organisational structure is 
determined by the organisation’s Constitution and through implementation of the 
Strategic Learning Framework broad member-based participatory governance is being 
enabled.  
 
This structure aims to provide management and operational direction from within the 
member base whilst interacting with the broader regional communities. This 
organisational-community interaction is achieved through the NWEC’s on-ground 
activities and advocacy work. 
 
The NWEC operates in the Cradle Coast region of Tasmania, geographically spread 
across the northwest and west of the state. Activities conducted by the NWEC are 
driven by resident members and supporters and aim to provide locally generated 
solutions for local, regional and global problems.  
 
The focus of the organisation is to provide members, supporters and regional 
communities with opportunities to positively influence social justice and 
environmental outcomes. This is strongly reflected in the organisation’s mission 
statement, values and goals. The mission of the NWEC is…  
 

“to inspire a new perspective on our relationship with the environment and 

each other so that we may all act to create a socially harmonious and 

ecologically sustainable future.”  

 
This philosophical approach to organisational direction is designed to facilitate a 
broad range of individual interests and pathways to solution-based actions. The 
NWEC’s mission, values and goals drive the overarching strategic business direction 
outlined in this Business Plan.  
 
The Business Plan aims to inform NWEC decision-making processes whilst providing 
alignment to the organisation’s strategic ambitions. The Plan identifies processes and 
opportunities that will assist the NWEC achieve a range of outcomes. These 
processes, opportunities and outcomes are outlined below.    
 
Identified processes and opportunities to develop organisational sustainability:  

1. Carve a niche – by developing a point of difference between the NWEC’s 
services and its competitors based on professionalism, integrity, commitment 
and reliability;  

2. Develop the NWEC reputation – through premium quality service provision 
and targeted branding and promotion of the NWEC as providing “local 

people, local solutions” services;  
3. Generate new leads – through smart marketing activities and grassroots 

campaigning that builds on the “local people, local solutions” theme;  
4. Convert those leads – through passionate new and existing members and 

projects; 
5. Provide good management – through participatory governance and member 

ownership at all levels supported by effective systems and processes; and,  
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6. Capitalise on the NWEC’s volunteer and community-based key strengths – 
by reinforcing the NWEC’s branding theme and through keeping costs down, 
enthusiasm vibrant, and to provide the highest quality services and products.  

 
Tangible outcomes resulting from these and other initiatives include: 

o An increase in externally funded projects that meet the mission, values and 
goals/objectives of the organisation 

o An increase from one major project per annum to three major projects 
per annum 

o An increase from an average of 12 minor projects per year to 18 
projects 

o An increase in the amount of paid staff employed by the NWEC to manage 
projects and/or conduct other organisational activities, from the current five 
staff members to a minimum of eight   

o A 50% increase in the number of financial members 
o A 50% increase in the number of supporters on the NWEC mailing list 
o A 100% increase in the number of active participating members and 

supporters 
o A 25% increase in the number of formal and informal organisational 

partnerships that achieve real outcomes for the NWEC 
o An increase in the annual turnover of the organisation from non Living 

Environment Program funds of 100%  
o An increase in resource use decision-making engagement processes that the 

NWEC participates in through positive relationships and meaningful 
contributions 

o An increase in the amount of awareness raising and educational activities 
that the NWEC conducts or participates in 

  

2.0 Organisation Overview 
 
As previously stated, the NWEC is a not-for-profit volunteer-based non-government 
organisation. The core business of the NWEC is Natural Resources Management 
(NRM), grass roots environmental action and social justice campaigning. The NWEC 
was formed in 2002 and has steadily increased its member and supporter base since 
that time, as well as increasing the amount and scale of on-ground activities. 
 
To continue this growth, the NWEC aims to double its member and supporter base, 
bolster its activity base, and become further embedded within regional communities 
by November 2009. These core ambitions will progress the organisation towards 
achieving its mission, goals and values. 
 
As a not-for-profit incorporated community organisation, the NWEC has an annually 
elected Executive Committee that manages the organisation according to the NWEC’s 
Constitution. The structure of the NWEC and its embeddedness within the region’s 
communities is represented in Figure 2 on the following page. The decentralised and 
non-hierarchical, central-outwards organisational structure of the NWEC enables a 
‘coordinating from the middle’ committee leadership style to ensure equity and 
provide transparency and accountability to members.  
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Figure 9 NWEC structure. 

 
The role of the Executive Committee is to manage the day-to-day activities of the 
NWEC. This task has been delegated to an employed coordinator and administrative 
assistant who are directly responsible to the Executive Committee. Day-to-day 
activities include administrative tasks (i.e. communications, financial record keeping, 
project management, etc), the coordination of consultancy services and research 
activities, promotions, volunteer and staff management and development, advocacy 
and lobbying, out-of-session strategic and business decision-making, and partnership 
building. 
 

3.0 Operations Overview 
 
The NWEC only acts on issues that are driven by its active members, and does not 
conform to any specific ideology but rather a collection of ideals. Members of the 
NWEC therefore, to affect change, must each act. This member and supporter-driven 
process has resulted in a diverse range of organisational activities since the NWEC 
was formed. Driving these projects has been limited however, to a small group of 
active participants whose principal interests have been in organic food production, 
permaculture, food co-ops and community gardens, Tarkine wilderness conservation 
and management, poverty alleviation and wealth equity, futurescaping, sustainable 
living practices, threatened species protection, peak oil and alternative transport, 
natural resources management, community representation, child raising and parental 
support, education, social justice campaigning, weed control, and participatory 
governance practices in land and resources management. 
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3.1 Scope of operation 
 
As previously stated the NWEC’s activities are highly diverse and are determined by 
existing active member and supporter interests. The on-ground actions of the NWEC 
through project implementation are limited to the Cradle Coast region, however the 
organisation has financially supported activities outside of the Cradle Coast that 
provide some direct benefit to the region or a broad benefit to the entire planet. 
 
The NWEC is part of a global community that communicates regularly through 
internet-based networks. This virtual community has, in the past, resulted in on-
ground outcomes for the NWEC through inter-organisational guest speakers and joint 
actions.  
 

3.2 Premises 
 
The NWEC maintains an office space at 8 Cattley Street Burnie (above Burnie 
Wholefoods) that provides room for meetings, activity coordination, the storage of 
basic equipment and the dissemination of educational materials. The office lease is 
due to expire in February 2009 and will most likely not be renewed. The NWEC will 
likely return to a grassroots level of coordination and management to enable increased 
expenditure on on-ground tangible outcomes that improve the well being of the 
regions ecosystems and community relationships. The premises feature member 
accessible phone lines, computers and peripherals (including a laser printer, scanner 
and photocopier), broadband wireless internet access, a small resources library and 
access to other equipment and materials. 
  

3.3 Equipment 
 
The NWEC owns and maintains a suite of equipment available to members and 
supporters (including other organisations) for projects or activities that meet the 
organisation’s values, goals and mission.  
 
Equipment available for member and supporter use includes: 

o An enclosed and lockable, registered and insured sustainability trailer 
o Several desktop and internet connected computers. 
o A data projector and portable screen. 
o A registered 406 Personal Locator Beacon with GPS. 
o A Silva weather meter. 
o Basic field tools. 
o A backpack chemical spray unit (certified chemical handling training 

required) 
o A portable whiteboard. 

  

3.4 Network relationships 
 
Aside from the previously mentioned virtual networks that the NWEC is a part of, the 
organisation works closely with Cradle Coast NRM, the Arthur-Pieman Conservation 
Area Off-Road Vehicle Advisory Committee, Women Tasmania, the Launceston 
Environment Centre, Sustainable Living Tasmania, the Tasmanian Conservation 
Trust, and the Braddon 4WD Club. The NWEC values its inter-organisational 
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relationships and fosters processes for positive and meaningful collaboration to 
achieve outcomes that enable the NWEC to work towards the achievement of its 
values, goals and mission. Equally important as formal working relationships are the 
temporary arrangements that the NWEC embraces and contributes to.  
 
The NWEC has coordinated and jointly funded with Women Tasmania the 
establishment of the Preston Mothers Group and the Women In Sustainable 
Environments Network (WISEN). The organisation sponsors Peak Oil Awareness in 
Burnie and the Burnie Community Supported Agriculture group. In addition, the 
NWEC has funded activities conducted by Cycle for Sustainability and the One Tree 
Project. The organisation has assisted the Tarkine National Coalition and has worked 
with Riana Primary School, LandCare, Cycle for Old Growth Forests, Power Lines 
Under Ground, Oxfam, Pedal Against Poverty, the Parks and Wildlife Service, the 
Department of Primary Industries and Water, the Institute for Regional Development, 
the University of Tasmania, and Burnie City Council.  
 
The NWEC has received funding from the Australian Government, Cradle Coast 
NRM, Cradle Coast Authority, Cradle Coast Weed Management Advisory 
Committee, Women Tasmania, Australia Post, and LandCare. These funds are in 
addition to self-raised funds and have enabled many on-ground projects to occur. 
 
The NWEC will continue to foster network relationships that provide opportunities to 
develop and achieve outcomes aligned to the organisation’s objectives. By working 
together the NWEC is able to achieve greater outcomes than by working in isolation 
and as such the NWEC will continue to break down barriers to cooperation that have 
stymied environmental and social justice outcomes in the Cradle Coast region in the 
past. The ability to work with other organisations is a key strength of the NWEC that 
encourages attitudinal change within the organisation and within other organisations. 
  

3.5 SWOT analysis 
 
The NWEC has remained a small-scale, local, community-based organisation 
principally as a result of its grant-based funding arrangements and changes in staff 
and management members. By building on the NWEC’s grassroots member and 
supporter strengths, and the ability to adapt to changing operational conditions, the 
organisation can position itself to build on its strengths, address weaknesses, embrace 
opportunities and counter threats. The following SWOT analysis outlines the key 
strengths, weaknesses, opportunities and threats that impact on the organisation. 
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STRENGTHS 

• Volunteers, executive members, 
general members, supporters, and staff 

• Established processes, values, goals, 
mission and objectives 

• Political neutrality and an ability to 
work with others 

• The existing political climate 

• Its uniqueness as a multi-interest 
social and environmental organisation 
in Northwest Tasmania 

WEAKNESSES 

• Difficulty in attracting new members, 
and inspiring existing members to 
become active 

• A reliance on grants to fund activities 
and maintain staff and the office 
space, as well as for tangible outcomes 

• A lack of self-generated funds and the 
ability for independent fiscal decision 
making 

• Ineffective networking and 
collaboration with other NGOs 

OPPORTUNITIES 

• Increasing community concern and 
awareness of environmental and social 
justice issues and the need for 
solutions 

• Increased awareness of sustainability 
and the opportunities to undertake 
research and develop solutions 

• The opportunity to increase awareness 
of the NWEC and generate an increase 
in membership, partnerships, grants, 
consultative work, and research 
activities 

• The ability to expand activity reach 
into fields such as education, 
preventative health care awareness, 
gender equality, and others 

• Opportunities to build the 
organisation’s members and 
supporters skill base 

THREATS 

• Competition for resources and 
members from emerging NGO’s and 
private businesses that provide 
identical or similar services 

• Loss of, or a significant reduction in, 
funding and energy to apply for funds 

• Politicisation and the resulting 
exclusion from process, damage to 
brand, reputation and networks 

• Lack of membership renewals through 
a loss of interest by members and 
supporters or a conflict of priorities for 
time 

• Labelling as a one-issue organisation 

• Lawsuits and increasing overhead 
costs 

• A loss of staff and volunteers 

 
Strategies for influencing these organisational characteristics include: 

o Increasing member and supporter numbers. 
o Establish and articulate simple operational procedures. 
o Enhance organisational partnership attractiveness. 
o Increasing fiscal independence through an extension of the 

organisation’s consultancy work, increased memberships, increased 
donations and through the sale of NWEC products. 

o Improved networking and collaborative efforts. 
o Increased educational awareness programmes and activities. 
o Create product differentiation and develop inter-organisational trust. 
o Maintain and promote the NWEC’s political neutrality. 
o Provide improved and attractive volunteer and staff conditions. 

 
By acknowledging these constraints and opportunities, the NWEC can work towards 
reducing or capitalising on them where possible and/or necessary to provide a market 
niche. Through self-reflection, the NWEC can better understand its role as an 
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organisation within the region’s many communities and what position it can fill as an 
organisation that interacts with a diverse range of stakeholders. 
  

4.0 Marketing Plan 
 
Through the local people, local solutions branding strategy, the NWEC aim to carve a 
market niche that reinforces the organisation’s key strengths. In order to achieve a 
market niche, the NWEC has undertaken an analysis of its operational sectors, 
developed a marketing strategy, and undertaken an assessment of its competition.  
 

4.1 Market analysis 
 
The NWEC provides a range of services that aim to meet Cradle Coast NRM, 
environmental and social justice needs. Individually, these services are provided by 
other entities within and external to the region; the NWEC however, is regionally 
unique, as it is the only organisation providing such a diverse range of NRM, 
environmental and social justice services. This range of activities reflects member 
interests and as such, is embedded within the region’s communities. The key trends 
driving NRM and social justice issues are not necessarily endogenous to Northwest 
Tasmania; in many cases they are global in scale and origin and are escalating in local 
impacts. For this reason, the NWEC place a high value on the role of the global in the 
local. Key trends driving growth in the NRM, environmental and social justice sectors 
include: 
 

o Global climate change resulting in increased extreme weather events, rising 
sea levels, melting ice caps and the movement of species, including humans. 

o Globalisation and the increasing gap between the rich and poor throughout 
the planet, as well as increased consumption, resource extraction, and 
environmental degradation. 

o Global population growth and the resulting demands on natural resources, 
increased conflict, and increased human migrations. 

o Government policy (national, state, and local) that provides funding for 
community-based responses to many NRM, environmental and social justice 
issues. 

o Private and non-government funding opportunities that enable a diversity of 
responses to NRM, environmental and social justice issues beyond 
government funded parameters. 

o Devolution and community participation and engagement in resource and 
issues management. 

 
These drivers of growth in the NRM, environmental and social justice sectors provide 
the NWEC with opportunities to extend its activities deeper into regional 
communities and local issues. To do this the NWEC has developed a marketing 
strategy that encourages recognition of the organisation as being locally placed and 
locally belonging. 
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4.2 Marketing strategy 
 
The NWEC will market its activities and services by building the local people, local 

solutions branding edge and advancing the idea that the organisation is a vehicle 
enabling the pursuit of personal and collective environmental and social justice 
actions for change that are embedded within the region and its communities. 
 
By reinforcing the branding strategy through project outputs, member actions, 
publications and other media, as well as through the partnerships and networks that 
the organisation engages with, the NWEC aims to extend its name recognition as a 
local and reliable community organisation.  
 
Specific marketing actions will include: 

o Pricing that reflects the value of the services and products received. 
o Promotion of the organisation through the local people, local solutions 

branding theme and other NWEC marketing activities that include multiple 
formats of visual representation, through participating in other NRM, 
environmental and social justice group activities, highly visual and 
recognisable signage, publishing successful funding acquisitions and project 
completions, consistent media coverage, and distribution of products through 
bookstores, rural supply stores, and other organisations and venues. 

o Increased production and distribution of printed and web-accessible 
resources including pamphlets, booklets, e-publications, and reports.  

o Improved customer service through the prompt delivery of the organisation’s 
monthly newsletter, utilisation of a new member-welcoming letter, inclusion 
of opinions of members in discussions, and a successful media campaign. 

o Allocation of funds to a strategic advertising and marketing campaign that 
promotes the local people, local solutions branding theme and the tangible 
outcomes that result from NWEC activities. 

 

4.3 Competition 
 
A competitor analysis has been conducted to identify where the NWEC is able to 
compete within its operational sectors, to better understand competitor strategies and 
planned actions, predict competitor reactions to NWEC and other’s activities, and 
how to influence competitor behaviour to best achieve outcomes that benefit the 
Cradle Coast region, and the NWEC. 
 
This analysis has revealed that the NWEC operates in a highly competitive NRM 
industry and the predominantly non-competitive grassroots social justice and 
environmental sectors. Funding provided by the Caring for our Country (CfoC) 
Commonwealth funding programme will increase competition within the NRM sector 
and generate increased for-profit participation. The volunteer-base of the NWEC 
provides the organisation with the ability to remain highly competitive in pricing 
whilst the organisation’s commitment to quality outcomes ensures the provision of 
meaningful and long lasting local solutions to local problems.  
 
The ability of the NWEC to build community capacity and harness human resources 
is a key advantage that commercial competitors find difficult to achieve. The broad 
fields of interest that support the NWEC is a key strength of the organisation as it 
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enables a cross flow of ideas, methods and networks that can engage on critical 
multidisciplinary issues. Collaboration through partnerships and alliances with 
industry and regional authorities enhances the NWEC’s organisational capacity, and 
encourages knowledge and learning spillovers that lead to local project innovations. 
These relationships and networks provide critical advantages to the NWEC that for-
profit competitors find difficult to match. Key competitive features of the NWEC and 
its competitors are presented in Table 1. 
 

Table 1 NWEC and competitor key competitive features 

NWEC key competitive features 
 

• Volunteer capacity that keeps costs 
low and provides depth of concern and 
interest. 

• Member passions that drive specific 
projects and actions undertaken by the 
organisation. 

• Member participation in governance 
and decision-making processes. 

• Member and supporter participation in 
strategic planning processes 

• Highly professional standards for 
services provision and product 
delivery. 

• Community embeddedness through 
local participation. 

• An ability to apply a highly diverse 
skill set to projects and activities 
through an extensive membership and 
volunteer supporter network. 

• Networks (inter and intra-
organisational, community, 
government, etc) and partnerships that 
add depth to the local embeddedness 
of the organisation and grow the 
NWEC’s reputation for quality and 
participation. 

• Integrity, reliability and goodwill 
supported by accountability and 
transparency. 

• Not-for-profit basis that enables 
costing flexibility and an ability to 
engage on issues when and how the 
organisation’s members and Executive 
like. 

Competitor key competitive features 
 

• Profit driven price/cost 
competitiveness ensures value for 
expenditure is a premium concern and 
result. 

• Professional service is critical to 
business success. 

• Paid staff enable consistency and the 
ability to replace inefficient or 
inappropriate staff. 

• Professional indemnity is provided as 
standard. 

• Additional capacity can be achieved 
through the addition of staff and other 
resources. 

• The focus of the private sector is profit 
rather than a values approach. This 
enables a greater scope of activities 
and the application of solutions that do 
not meet community-held or member-
based values. 

• CfoC potential for grant-based funds 
to be assigned to the private sector 
rather than predominantly limited to 
NGOs. 
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5.0 Key objectives of the Business Plan  
 
The NWEC was formed by a group of passionate social justice and environmental 
campaigners that perceived a need to provide a forum for creating common ground on 
issues of high political influence and community impact. As such, the organisation 
aimed to provide a non-political and positively productive service that could achieve 
real solutions to local issues and global concerns. These ambitions are encapsulated in 
the NWEC’s mission, values and goals, as detailed in the organisation’s Constitution. 
 
The key objectives of the NWEC are to: 

o Cultivate a sense of sacred in the ordinary; 
o Inspire cultural progression towards sustainability; 
o Support all who embrace social harmony and ecological sustainability; 
o Scrutinise, raise awareness of and act upon any process that exhibits poor 

ethical and/or environmental standards and practices; 
o Nurture cooperative processes that empower communities and individuals to 

achieve positive environmental change; 
o Provide accessible environmental education and resources; 
o Promote a sense of global belonging;  
o Raise awareness of the need to take urgent action for our environment, a 

responsibility that we all share; and  
o To strive for a model of operation that embraces diversity and promotes 

ethical practices and professionalism when conducting business. 
 
The above objectives not only reinforce the NWEC’s local people, local solutions 
branding strategy, but more importantly, guide the activities of the organisation at all 
times and although many of these goals are arguably unachievable in their whole, 
progression towards their realisation, as much as can be achieved, is the aim. The 
realisation of these objectives, or progress towards their partial attainment, requires 
minimal funds and as such the NWEC is placed in a position of financial security 
regardless of its income. This Business Plan however, details key objectives that aim 
to provide the NWEC with a solid financial and membership foundation for 
increasing the organisation’s reach, effectiveness and success.   
 
The key objectives of this Business Plan, as previously presented, are to: 

1. Carve a niche, 
2. Develop the NWEC reputation, 
3. Generate new leads, 
4. Convert those leads, 
5. Provide good management, and 
6. Capitalise on the NWEC’s strengths.  
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5.1 Carve a niche  
By developing a point of difference between the NWEC’s services and its 
competitors, the NWEC can capitalise on its uniqueness as a multi-interest 
community embedded organisation to carve out a niche market position. This niche 
will be based on the NWEC’s high levels of professionalism, integrity, commitment 
and reliability and will be supported by the organisation’s marketing strategy. 
 
Performance target indicators 

o Repeat informal surveying of NRM/social justice/environmentally aware 
individuals resulting in an anecdotal increase in awareness of the NWEC and 
its activities. 

o Repeat formal surveying of Burnie Farmers Market attendees visiting the 
NWEC stall to measure increases in prior knowledge of the NWEC. 

o Actual measures of website hits. 
o An increase of the number of projects undertaken by the NWEC from a 

current twelve minor projects to eighteen, and an increase in major projects 
from one per annum to three.  

  

5.2 Develop the NWEC reputation  
Through premium quality service provision the NWEC will develop a reputation for a 
commitment to achieving results. The establishment of the NWEC’s reputation will 
be enhanced by the “local people, local solutions” targeted branding and marketing 
campaign. To achieve targeted awareness of this reputation, the NWEC will embark 
on an intensive awareness raising campaign that promotes the organisation’s 
activities. 
 
Performance target indicators 

o Two media releases or articles per month in print media. 
o Two radio interviews per project. 
o Publication and broad distribution of the NWEC’s monthly newsletter. 
o Event notifications displayed in public venues and through the internet. 
o Maintenance and regular updating of the NWEC’s website. 
o Extensive word-of-mouth promotion of the NWEC’s activities and 

professional levels of service. 
o Host a minimum of four field days per annum. 
o Host a minimum of six public events per annum. 
o Run a minimum of four paid advertisements per annum in local newspapers to 

promote the NWEC and its activities. 
o Work cooperatively with a minimum of six external organisations per annum, 

in either formal or non-formal partnerships, an increase of two organisations 
since 2008. 

o An increase in resource use decision-making engagement processes that the 
NWEC participates in through positive relationships and meaningful 
contributions   

 

5.3 Generate new leads  
New membership and support is created through new opportunities, issues and 
increased awareness of the NWEC’s purpose and activities. Through targeted 
marketing and the “local people, local solutions” branding, the NWEC aims to 
generate new leads and growing interest in the ‘solutions’ approach to issues that the 
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organisation tackles. By applying the “local people, local solutions” brand to the 
NWEC’s diverse range of activities, the organisation can create conceptual links 
between variable specific marketing and awareness raising activities.  
 
Performance target indicators 

o A supporter increase of 50% by November 2009. 
o An increase of 25% in the number of formal and informal partnerships with 

other organisations that provide opportunities for NWEC growth and on-
ground outcomes. 

o Increase in staff numbers from five to eight to grow existing opportunities and 
generate new leads for the organisation. 

o Monthly social workshop events that encourage new and existing member 
and supporter participation and attendance. 

o Weekly maintenance and updating of the NWEC’s website content. 
o Development and use of a NWEC website-based blog for members and 

guests. 
 

5.4 Convert those leads  
Converting those leads into passionate new and existing members and projects is 
essential to provide ongoing stimulus for the NWEC’s growth. This must be done 
without losing sight of existing member and supporter’s interests. Attracting new 
opportunities must be accompanied by an ability to convert those new opportunities 
into tangible outcomes that meet the NWEC’s values, goals and mission. 
 
Performance target indicators 

o An increase in the annual turnover of the organisation from non-Living 
Environment Program funds of 100%. This will be achieved through an 
increase in funded projects, donations and membership growth. 

o A membership increase of 50% by November 2009. 
o An increase of 100% in the number of active members and supporters 

participating and coordinating NWEC activities and events. 
o Monthly social workshop events that result in new project ideas and project 

start-ups. 
o Development of family friendly project management systems and a family 

friendly and socially rewarding working environment.  
o Weekly maintenance and updating of the NWEC’s website content. 
o Development and use of a NWEC website-based blog for members and 

guests that results in new project start-ups. 
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5.5 Provide good management  
The NWEC’s Strategic Learning Framework identifies the need for increased 
participatory governance within the organisation and the transition from a current 
position of top-down management to a central-outwards Learning Organisation 
model. The proposed governance structure in the Strategic Learning Framework 
advocates a ‘coordinating from the middle’ committee leadership style to ensure 
equity and provide transparency and accountability to members. Participatory 
governance and member ownership of the NWEC supported by effective operational 
systems and processes can empower participants and generate greater outreach 
capacity.  
 
To enable this organisational transition to a Learning Organisation supported by 
central-outwards participatory governance, the NWEC has adopted Five 
Breakthrough Arenas. These Breakthrough Arenas support the implementation of the 
organisation’s goals, values and mission (see Figure 3).  
 
The five Breakthrough Arenas are: 

o Develop, promote and use learning processes 
o Positively influence public policy and attitudes 
o Expand and deepen networks and partnerships 
o Integrate with local / regional communities 
o Mobilise new and diverse regional resources  

 

 

Figure 3 NWEC Strategic Learning Framework showing the five Breakthrough Arenas. Adapted 

from Beckwith, Glenzer and Fowler 2002, Leading learning and change from the middle: 

reconceptualizing strategy’s purpose, content and measures, Development in Practice, vol. 12, no. 

3, pp. 409-423. 
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These Breakthrough Arenas not only encourage and institutionalise learning into 
NWEC processes, projects and actions; they transfer and distribute knowledge to the 
organisations member and supporter base. Sharing the benefit of organisational 
learning is a key outcome that will tend to the development of active and non-active 
members and supporters to encourage greater engagement and participation.  
 
Performance target indicators 

o An increase in general meeting attendance. 
o A 50% increase in the number of financial members. 
o A 50% increase in the number of supporters. 
o A 100% increase in the number of active participating members and 

supporters. 
o A face-to-face (or phone) survey of all members to actively seek member and 

supporter feedback on NWEC activities, governance and future directions. 
o The development of regular Action Meetings to empower members and 

develop new projects. 
o The development of formal volunteer management procedures. 
o The distribution of agendas and meeting minutes in a timely manner. 
o A reduction in project development ‘red tape’ to encourage more ‘grassroots’ 

project start-ups by new and existing members.  
o The provision of project management assistance to all interested and existing 

project managers.  
o The implementation of the Strategic Learning Framework.  

 

5.6 Capitalise on the NWEC’s strengths  
By building on the NWEC’s strengths, particularly its volunteer base and member 
passions, the organisation can embed the local people, local solutions branding theme 
into every aspect of the NWEC’s activities and community front. These people-
centric strengths enable tight costs and pricing control, reinforces member and 
supporter enthusiasm, and increases the quality of NWEC outputs. 
 
Performance target indicators 

o An increase in the amount of awareness raising and educational activities that 
the NWEC conducts or participates in. 

o A face-to-face (or phone) survey of all members to actively seek member and 
supporter feedback on NWEC activities, governance and future directions. 

o The development of regular Action Meetings to empower members and 
develop new projects. 

o The development of formal volunteer management procedures. 
o A 50% increase in the number of financial members. 
o A 50% increase in the number of supporters on the NWEC mailing list. 
o A 100% increase in the number of active participating members and 

supporters. 
o An increase in externally funded projects that meet the mission, values and 

goals/objectives of the organisation. 
o An increase from one major project per annum to three major projects 

per annum and an increase from an average of twelve minor projects 
per annum to eighteen. 
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6.0 Financial overview 
 
As the NWEC is a not-for-profit organisation undertaking primarily project-based 
activities, the financial requirements of the organisation are minimal. Projects are 
primarily funded through grants and partnership arrangements. Fee for service 
consultancy is also provided as contracted. Administration and operating costs are 
currently funded through Government grants, however these overhead costs and 
associated activities are not essential to the operation of the NWEC. This provides the 
organisation with the ability to perform independently of government or business 
influence and enables the NWEC to adapt to changing operating environments. 
 
In accordance with the organisation’s Constitution, the NWEC operates two active 
bank accounts (an interest bearing account and an operational account) and an 
additional inactive bank account (a public fund for tax-deductible donations). As per 
standard grant funding procedures and good business practice the NWEC maintains 
separate project-based accounting systems to correctly manage, record and explain its 
transactions and financial position, to enable proper auditing of those accounts, and to 
comply with Australian Accounting Standards. 
 
Annual Profit and Loss, Balance Sheet, and Cash Flow statements are prepared, and the 
accounts and financial reports of the organisation are subject to the Financial 
Management and Audit Act 1990. These reports are publicly available and are presented 

and within the NWEC’s Annual Reports in accordance with the Constitution to provide 
transparency and accountability to members, supporters, funding entities, customers 
and the wider community.  
 

6.1 Income 
 
As previously stated, the NWEC is funded predominantly through external grants. 
Basic administration and operational overheads are funded through the Tasmanian 
Government’s Living Environment Program with a 2007-08 budget of $33,638. All 
other grants secured by the NWEC are used for specific projects and range from the 
Natural Heritage Trust funded Best Practice Native Shelterbelts project with a budget 
of $59,718 to the Cradle Coast NRM funded Small Grants for Community Groups 
grant of $440. The 2007-08 total of grant-derived income is $119,354. Other income 
is derived from the sale of Birds on Farms books, t-shirts, donations and 
memberships. The combined income streams have resulted in a 14.8% financial 
growth of the organisation over the 2006-07 year. 
 

6.2 Expenditure 
 
Grant derived income is attributed to funding conditions as per the grant deed. 
Surplus funds from acquitted grants are either returned to the funding body or, if 
permitted, deposited into an interest bearing account. Funds held within the interest 
bearing account are used for organisational operational costs, new project start-up 
costs or for miscellaneous purposes such as sponsorships and donations to activities 
that progress the NWEC’s mission, values and goals.    
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7.0 Implementation action plan 
 
The implementation of this Business Plan requires the performance of specific actions. The following implementation action plan assigns 
responsibilities and completion dates to those actions. Quarterly review of the progress of this implementation action plan is required to measure 
the performance and effectiveness of the target indicators.  
 

Key Objective Performance target indicator Responsibility Completion 

date 

Carve a niche 
 

o Repeat informal surveying of NRM/social justice/environmentally aware 
individuals resulting in an anecdotal increase in awareness of the NWEC and its 
activities. 

o Repeat formal surveying of Burnie Farmers Market attendees visiting the NWEC 
stall to measure increases in prior knowledge of the NWEC. 

o Actual measures of website hits. 
o An increase in the number of projects undertaken by the NWEC from a current 

twelve minor projects to eighteen, and an increase in major projects from one per 
annum to three. 

Coord. 
 
 
Coord. 
 
Admin. Asst. 
Exec. & Coord. 

Ongoing 
 
 
Ongoing 
 
Ongoing 
Nov. 2009 

Develop the NWEC 
reputation 
 

o Two media releases or articles per month in print media. 
o Two radio interviews per project. 
o Publication and broad distribution of the NWEC’s monthly newsletter. 
o Event notifications displayed in public venues and through the internet. 
o Maintenance and regular updating of the NWEC’s website. 
o Extensive word-of-mouth promotion of the NWEC’s activities and professional 

levels of service. 
o Host a minimum of four field days per annum. 
o Host a minimum of six public events per annum. 
o Run a minimum of four paid advertisements per annum in local newspapers to 

promote the NWEC and its activities. 
o Work cooperatively with a minimum of six external organisations per annum, in 

Proj. Managers 
Proj. Managers 
Admin. Asst. 
Proj. Managers 
Admin. Asst. 
Members and 
supporters 
Exec. & Proj. M. 
Admin. Asst. 
Coord.  
 
Coord. 

Ongoing 
Ongoing 
Ongoing 
As required 
Ongoing 
Ongoing 
 
Ongoing 
Ongoing 
Ongoing 
 
Ongoing 
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either formal or non-formal partnerships, an increase of two organisations since 
2008. 

Generate new leads 
 

o A supporter increase of 50% by November 2009. 
o An increase of 25% in the number of formal and informal partnerships with other 

organisations that provide opportunities for NWEC growth and on-ground 
outcomes. 

o Increase in staff numbers from five to eight to grow existing opportunities and 
generate new leads for the organisation. 

o Monthly social workshop events that encourage new and existing member and 
supporter participation and attendance. 

o Weekly maintenance and updating of the NWEC’s website content. 
o Development and use of a NWEC website-based blog for members and guests. 

Coord. 
Exec. and Coord. 
 
 
Exec. and Coord. 
 
Coord. 
 
Admin. Asst. 
Admin. Asst. 

Nov. 2009 
Nov. 2009 
 
 
Nov. 2009 
 
Ongoing 
 
Ongoing 
Ongoing 

Convert those leads 
 

o An increase in the annual turnover of the organisation from non-Living 
Environment Program funds of 100%. This will be achieved through an increase 
in funded projects, donations and membership growth. 

o A membership increase of 50% by November 2009. 
o An increase of 100% in the number of active members and supporters 

participating and coordinating NWEC activities and events. 
o Monthly social workshop events that result in new project ideas and project start-

ups. 
o Development of family friendly project management systems and a family 

friendly and socially rewarding working environment.  
o Weekly maintenance and updating of the NWEC’s website content. 
o Development and use of a NWEC website-based blog for members and guests 

that results in new project start-ups. 

Exec. and Coord. 
 
 
Coord. 
Coord. 
 
Coord. 
 
Coord. 
 
Admin. Asst. 
Admin. Asst. 

Nov. 2009 
 
 
Nov. 2009 
Nov. 2009 
 
Ongoing 
 
Ongoing 
 
Ongoing 
Ongoing 

Provide good 
management 
 

o An increase in general meeting attendance. 
o A 50% increase in the number of financial members. 
o A 50% increase in the number of supporters. 
o A 100% increase in the number of active participating members and supporters. 

Coord. 
Exec. and Coord. 
Exec. and Coord. 
Coord. 

Ongoing 
Nov. 2009 
Nov. 2009 
Nov. 2009 
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o A face-to-face (or phone) survey of all members to actively seek member and 
supporter feedback on NWEC activities, governance and future directions. 

o The development of regular Action Meetings to empower members and develop 
new projects. 

o The development of formal volunteer management procedures. 
o The distribution of agendas and meeting minutes in a timely manner. 
o A reduction in project development ‘red tape’ to encourage more ‘grassroots’ 

project start-ups by new and existing members.  
o The provision of project management assistance to all interested and existing 

project managers.  
o The implementation of the Strategic Learning Framework. 

Admin. Asst. and 
Coord. 
Coord. 
 
Coord. 
Secretary. 
Exec. and Coord. 
 
Exec. and Coord. 
 
Coord. 

Oct. 2008  
 
Ongoing 
 
Nov. 2008  
Ongoing 
Dec. 2008  
 
Ongoing 
 
Feb. 2009 

Capitalise on the 
NWEC’s strengths 

o An increase in the amount of awareness raising and educational activities that the 
NWEC conducts or participates in. 

o A face-to-face (or phone) survey of all members to actively seek member and 
supporter feedback on NWEC activities, governance and future directions. 

o The development of regular Action Meetings to empower members and develop 
new projects. 

o The development of formal volunteer management procedures. 
o A 50% increase in the number of financial members. 
o A 50% increase in the number of supporters on the NWEC mailing list. 
o A 100% increase in the number of active participating members and supporters. 
o An increase in externally funded projects that meet the mission, values and 

goals/objectives of the organisation. 
o An increase from one major project per annum to three major projects per 

annum. 
o An increase from an average of twelve minor projects per year to eighteen. 

Exec. and Coord. 
 
Admin. Asst. and 
Coord. 
Coord. 
 
Coord. 
Exec. and Coord. 
Exec. and Coord. 
Coord. 
Coord. 
 
 

Ongoing 
 
Oct. 2008  
 
Ongoing 
 
Nov. 2008  
Nov. 2009 
Nov. 2009 
Nov. 2009 
Nov. 2009 
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Appendix 4. Survey questions for NWEC members 
and supporters  
 
The NWEC are contacting members and supporters in an effort to find out what those 
members and supporters think about the NWEC, what they would like the NWEC to 
do, and what they want from the organisation. The following survey questions aim to 
find out answers to these questions. 
 
 

1. What encouraged you to become a member or supporter of the NWEC? 
 
 

2. What social justice, environmental or natural resource management 
opportunities, challenges and issues interest you the most? 

 
 

3. What types of activities would you like to see the NWEC conduct? 
 
 

4. Have you ever attended a NWEC event or activity? Why or why not? 
 
 

5. Would you be interested in becoming more involved with the NWEC? Why or 
why not? 

 
 

6. What types of activities would you participate in if the NWEC conducted 
them?  

 
 
7. Would you be interested in organising activities that interest you on behalf of 

the NWEC? If yes, what are they? If no, why? 
 
 

8.  Do you have any comments, suggestions, or opinions that you would like to 
add? If yes, what are they? 

 


