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Workshop report  

 Workshop title : Building Orbost and District Together: Place-based 
Leadership & Governance 

Workshop 2- From Principles to Prototypes 

8 October 2025 Orbost Arts Centre
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WHAT WE CREATED  
Our Purpose Statement 
 We exist to bring together Orbost and District communities so that we can thrive through 
purposeful collaboration. 

Our 7 Governance Principles 
1. We work collaboratively towards a shared vision. 

We bring diverse voices together regularly to ensure our shared purpose reflects the whole 
community, including those not yet at the table.  

2. We coordinate our efforts to maximise efficiency and minimise duplication 

We streamline our work through a trusted umbrella organisation that shares power, resources, and 
accountability while enabling continuity and community ownership. We are supported by the East 
Gippsland Shire Council (EGSC) and Orbost Regional Health (ORH) to enable some of our activities. 

3. We embrace innovation and tailor our ways of working to our membership 

We are adaptive and iterative in our ways of working, allowing our processes, approach and 
structure to evolve, according to the needs of our community. We allow for multiple modes of 
engagement so that all volunteers are inclined to participate in a manner that suits.  

4. We are open and inclusive to the diversity of our community 

We actively create space for all voices — including youth, Indigenous, and underrepresented groups 
— to participate meaningfully and democratically. 

5. We make possible collective advocacy. 

We amplify community voices through place-based leadership and deep engagement, building 
readiness and influence for collective advocacy. We are a credible “go to” body for government, 
council and business that represents the ‘voice’, aspiration, and needs of our community.  

6. We align our members' efforts with their passions to energise and retain. 

Quick Summary Box:  

16  participants attended – 4 ABV staff  

Workshop Focus Question: What kind of governance and leadership is required to support 
Orbost and District community prosperity and place-based development into the future? 

Next meeting : 20 October 12-1pm  
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We support volunteers through mutual recognition, skill-sharing, and a culture of care that values 
their contributions and wellbeing. 

7. We agree to proactively share information and resources — what, when, and where 

We foster transparency and connection and collaborative effort through communication channels – 
shared calendars, newsletters, local media, and through community events. 

 

Our functions 
2. Communication –  

• Information gathering and sharing 
• Gathering and holding data 
• Shared calendar  
• Story telling 
• Articulating a vision 
• Listening 
• Promoting assets 
• Transparency and accountability  

3. Collective decision making 
• E-democracy?  

4. Advocacy 
• Advice  
• connecting -externally and internally  

5. Coordination  
• Sharing information and resources to support community events, advocacy and local 

community projects  
• Action oriented direction – supporting local events and reducing duplication of effort 

 
6. Place based capital  

• exploring ways to leverage local capital, attract capital and optimise the use of 
available resources 

7. Monitoring, evaluation and feedback   
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Our Governance Prototype 
The first group shared a vision for a community-driven network that values collective wisdom, 
avoids duplication, and fosters collaboration. The first concept emphasises the importance of 
tapping into the experience already present within the group. It acknowledges concerns about 
overlapping efforts but suggests that a well-structured network could help streamline 
communication and coordination. 

The second concept 
proposes an umbrella 
group that acts as a 
central hub for advocacy, 
information sharing, and 
resource access. This 
group would connect to 
government agencies, 
data sources, and 
community members, 
while also building 
feedback loops and 
accessing expertise. It 
encourages innovation 

and the creation of subgroups tailored to specific community interests such as churches, gardening 
and Landcare, sports, and arts—allowing for more targeted engagement and support.  

 

The third concept introduces a 
flexible, action-oriented network 
that shares resources and 
information through a 
communications portal. This 
portal would register clubs and 
their skills, helping to prevent 
duplication and support 
collaboration. The model aims to 
form a “brains trust,” a collective 
intelligence that can guide and 
support community initiatives 
with agility and responsiveness. 
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 If we merge these ideas together: 
The proposed concept is a Community Connector Network that brings together experience-based 
collaboration, structured activity coordination, and collective data and knowledge. It is unified by a 
shared sense of purpose, serving as an umbrella for complementary, mission-led initiatives and 
activities. 

It begins by valuing the wisdom already present in the community, ensuring that efforts are not 
duplicated and that existing knowledge is leveraged effectively. At its core it is an umbrella group 
that acts as a central hub—advocating, sharing information from government and agencies, 
connecting community and data sources, and facilitating access to expertise and funding. This hub 
also supports innovation and enables the formation of subgroups tailored to specific community 
interests such as churches, gardening and Landcare, sports, and arts 

Complementing this structure is a flexible, action-oriented network that operates through a 
communications portal. This portal filters and distributes relevant information, registers clubs, 
individuals and their skills, and helps coordinate resources across the network. By doing so, it 
ensures that existing organisations are not replicated unnecessarily and that collaboration is 
streamlined. The network also includes a feedback loop and a “brains trust”—a rotating panel of 
experienced members who provide strategic insight and mentorship, helping the community stay 
agile and responsive to emerging needs. 

Together, these elements form a dynamic and inclusive system that empowers community groups to 
connect, collaborate, and innovate. It balances structure with flexibility, enabling both broad 
coordination and localised action, while fostering a culture of shared learning and resourcefulness. 
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Photo Gallery 
Using concrete materials like LEGO blocks in co-design workshops supports creativity by activating 
different neural pathways through embodied, hands-on thinking. This approach helps participants 
move beyond existing mindsets, make ideas tangible, and co-create a shared understanding. 

 
In these 3 images the groups are using Lego to show connection to Orbost.  

 

 Working on a purpose statement. 
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Establishing the scope of the structure using a map. 

 

Building foundations, functions and labelling stakeholders for the build with Lego blocks 
worked for some where others struggled a little. 

  

  

There was hearty discussion in the room 

 "We want to start small in some tangible actions, and then we can build on that, but we're gonna 
have to kind of nail what that unique value proposition is. A network that has credibility to go out to 

a community and say who else is interested." 

"We live in a fast-paced world... the focus must be on strategic doing, which is all about community 
cohesion, to actually do stuff." 
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Finally, we merged the ideas together into a model produced by Hayley that is also valid 
upside down.  

 

What People Said 

Orbost has lots of enthusiastic leaders. 

There is more cohesion in the community than I envisioned.  

There is still so much to do and consider and we need to continue to work through this process 
without undue haste.  

Loved the lego and hands on approach!  

I couldn’t see the relevance of the LEGO activity.  

Strong input from everyone in the room. 

Found it had a good vibe. Hopefully we can work together for Orbost and District. 

My expectations were not fully formed however I felt given the complexity of the task, we did well.  

As we work through this process, we need to ensure we continue to think beyond those present and 
be mindful of groups / aspects not yet represented. Keep our minds open and flexible. 

I am hoping Bruce will assist with some of the admin to set up, take minutes and facilitate the 
ongoing discussions and any smaller working groups. 
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Immediate Actions – Next Steps 
• Form a working group (recommend 3-5) to take this forward. 

• Work towards a “terms of reference” ( a document that helps people understand the group's 
"pitch" - what they actually do)  
1. The group's vision and purpose 
2. Define the Core functions with more detailed explanation - Refine and crystallize the 
purpose and key functions of the umbrella group. 
3. Participation criteria (who sits at the table and how people are included or excluded) 
4. Decision-making processes- determine how projects / activities are identified, prioritised 
and agreed upon 
 

• Create a list of milestones to be achieved. - 
Define some tangible activities and low hanging fruit which can demonstrate value for 
storytelling and engagement through media.  

• Assign actions/responsibilities 

• Confirm and document the tangible support EGSC and ORH will provide, the duration of 
their involvement, and the approval process required to engage their support on a case-by-case 
basis.   

 

 Appendix 1  
 Notes from the discussion in the last session  
(reference an AI transcript)  

• Speaker 3 highlights the importance of collaboration over individual efforts, especially when 
someone is already doing the work.  

• The umbrella group's role is described as expanding ideas, connecting people, and 
supporting working groups without taking control. 

• Speaker 5 questions the current business-as-usual approach and suggests innovative ways to 
function.  

• Speaker 6 feels the method works but acknowledges the need for innovation, especially in 
the absence of existing structures. 

• Speaker 4 discusses the potential use of technology and democracy-type platforms for 
communication and transparency. 

• Speaker 6 emphasizes the importance of working groups providing their own updates to 
manage risk and ensure different perspectives.  

Subgroups and Staged Approaches 

• Speaker 3 suggests creating subgroups for sporting clubs, arts communities, and churches to avoid 
having too many people in the umbrella group. 
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• Speaker 6 proposes a staged approach to building buy-in and starting with simple, straightforward 
projects. 

• Speaker 7 talks about the importance of a unique value proposition and tangible actions to gain 
initial buy-in. 

Resource Management and Governance 

• Speaker 10 suggests starting with a skills and community resources register to help groups find the 
resources they need. 

• Speaker 8 shares their experience with managing projects and the importance of resource and 
financial considerations. 

• Natascha Wernick emphasizes the importance of communication channels and the need to work 
out who else needs to know about new ideas. 

Collaboration and Competition 

• Speaker 11 highlights the issue of competition for funding and suggests more collaboration to 
avoid redundancy. 

• Speaker 10 mentions the problem of volunteer burnout and the need for shared/supported 
governance roles across existing community groups. This could include training.  

• Speaker 15 discusses the importance of enhancing the work of existing silo groups and improving 
communication within the community. 

 

Appendix 2  
notes from “design the  prototype” activity. 

#1  

• it's important to access the experience in the group and the wisdom. 
• is concerned that there could be duplication, but a network would be good. 

#2 
An umbrella group is formed that: 

• Advocates and disseminates information from government and agencies. 

• Connects to our data source. 

• Connects to different members. 

• Builds in a feedback loop. 

• Accesses expertise. 

• Can connect to funding. 

• How can we innovate? 
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• Can we have subgroups for the many different community groups? 

Eg. Churches, Gardening and Landcare groups, Sports groups, Art groups 

#3 
A loose affiliation, action-oriented network that is: 

• Agile 

• Shares information and resources 

• Uses a communications portal to filter and distribute content 

• Registers clubs and their skills/resources 

This ensures: 

• No replication of current organisations 

• Formation of a kind of brains trust 
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