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all trades. A bricoleur is a researcher who, rather than being bound to one particular
methodology, is flexible enough to explore and employ a variety of methodologies as
dictated by the research project at hand and to be aware of the ways they shape the

production and interpretation of knowledge (Kincheloe and McLaren, 2005).

In addition to identifying the skills that the researcher can contribute to the inquiry there is
the broader concept of reciprocity to consider (Collard et al., 2005; NHMRC, 2003).
Underpinning the concept of reciprocity is the notion that the researcher puts back into the
community and does not simply take. ‘Putting back’ may be possible to achieve through
the research project, but it may mean giving your skills and experience to something
completely unrelated to the actual research project. For example, lobbying on a particular
issue of importance to the community, or writing funding grants for another project. One of
the challenges of the reciprocity concept is the criticism that the researcher is bargaining
for the right to undertake their research: that the community will exchange skills in return
for allowing the researcher to conduct their study. There is no guarantee that this is not the
case, and perhaps once again the relationship defines whether there is genuine reciprocity

or exploitation.

3.3.3 WhoamI?

Integrating reflexivity into the study was perhaps most challenging to address in the early
part of this study. So keen was | not to be racist, colonialist and exploitative that | worried
more about potential problems rather than focusing on the potential benefits of the research
process, or my involvement in it. However, | came to understand that who | am does not
necessarily need to be judged or labelled positive or negative, but it does need to be made
transparent, insofar as this is possible. | also recognise that presenting a short synopsis of
my background in this chapter is not the extent of the reflexivity involved in this study,
which was in fact an ongoing and inseparable part of the research process. It is simply

presented here to establish my personal context.

My cultural and socio-economic background in broad terms is White and middle class. |
am an immigrant to Australia, originally from South East England where | grew up in a
privileged environment; the eldest of two girls. | was educated privately in Catholic
schools, wanted for nothing and lived in a beautiful country house which was built around

the same time as the first White settlers were moving into the cedar rich country of the
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Bundjalung people. | lived in a sheltered semi-rural environment until | left England and
moved to suburban Sydney with my family in 1984. Moving to Australia was a very

difficult experience for me and it took many years to feel at home here. Despite the passing
of years | do not feel particular attachment to any one place in Australia, nor do | identify
strongly with being ‘Australian,” despite picking up an Australian accent and, no doubt,
taking on many Australian characteristics and habits. | continue to retain strong

connections to family, friends and place in England.

The extent of my cross-cultural experience, prior to coming to Australia, was holidays in
various European countries. | also spent five years at boarding school where, to use a well
worn cliché, some of my best friends were from other cultures. However, at that time, we
identified ourselves as not being racist, because we did not highlight our differences, “we
were all the same”. We had no recognition of, or interest in, our cultural differences and
English culture prevailed - unquestioned. What | now see as my mono-cultural existence
continued in Australia and did not change until my late teens and early twenties when |
went to University and broadened my outlook on life through various means such as travel,
engaging with people from different backgrounds and becoming interested and involved in

various political and social justice issues.

| also bring to this study the benefit of an extensive education; after school | undertook a
Bachelor of Arts (BA), majoring in Political Science, and later | gained a Master of
Business Administration (MBA). Professionally, | have an eclectic history, having worked
mostly in either small business or Non-Government Organisations and in varied capacities
from accounting functions to advising a Federal Senator (Senator Vicki Bourne, Australian
Democrats) on foreign affairs and aid issues. For much of my adult life | have also been
involved, in voluntary capacities, in organisations that cover the full gamut of politics,

church and social justice issues.

There is, therefore, very little in my background which resonates with much of Goorie
culture and experiences. However, despite being a cultural and social outsider | have
married in to the culture. My husband, Graeme Mundine, is a Bundjalung man; he was
born in Grafton NSW, his father came from Baryulgil, his grandfather from Tabulam and
Pretty Gully. His mother is Gumbayngirr and came from Nambucca Heads. Through my
marriage | am inextricably bound to being part of an Aboriginal family and my
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comprehension and experiences of Goorie culture is informed by 21 years of relationship
with my husband and his family.

Through these relationships | knew much of my husband’s family history and cultural
stories prior to commencing this study, particularly as we had undertaken research into his
ancestry. However, when he was a child his family of 13 moved to Sydney, some 800
kilometres away from their traditional country, in order to pursue employment for the

eldest children. As a consequence Graeme has not lived in his traditional country for many
years. His connections remain strong however, and together we had visited the area on
several occasions and camped in the bush. Despite this, | could not claim to know or
understand many specifics about the people, cultures or places in the Bundjalung Nation. It
was therefore necessary for me to approach this study with great openness and sensitivity
to what | did not know. In addition, as the wife of a Bundjalung man, | was automatically
positioned within the community as a cousin, aunty, niece and sister. It would have been a
mistake, however, to rely too much on these intrinsic relationships because | had to ensure
that | did not presume too much familiarity and knowledge and still take the time to build a

trusting relationship with individual community members.

In addition, being related does not obviate my Whiteness or the need for critical reflection
on my role and the impact of my culture on the research. It has been my experience that
non-Indigenous people tend to focus attention on describing and, what Maggie Brady
(1990) calls, “problematising” Indigenous culture without recognising that each of us also
has a culture. In order to conduct ethical Indigenist research non-Indigenous researchers
need to engage in an honest and critical assessment of our own particular and collective
history, cultural make up and social and economic biases. For me, this included

questioning my right and ability, as a White person, to be undertaking this research.

| was challenged to address my right and ability to undertake this research from the outset
when | encountered substantial distrust towards non-Indigenous students. In the initial
stages of the study, when | was attending meetings around the region with Robyn
Ferguson, | was frequently told that Goories were not interested in talking to another White
student who would interview them, take from them and never be heard of again. | had
anticipated that as a White person undertaking research | may encounter resistance and
distrust from Aboriginal participants. However, quite naively, | had not realized the
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antipathy towards researchers that many Goorie people had. As a result | had to explore
and understand what gave me the right to think that my impact was going to be more
beneficial than any other White ‘do gooder’. How could | conduct research that didn’t
simply make the Aborigines ‘the problem’ and me the ‘fixer’? | had to address many of my
preconceptions and ask myself how | could, and whether | should, conduct this research in
good faith when | was an outsider and when my cultural background represents the culture

and privilege of the colonizer.

This questioning and exploration of one’s own culture is a personal journey which | found
took place continuously throughout the study and did not necessarily result in a definitive
statement. | also do not see it as something that can necessarily be written about and
‘analysed’ and presented here as an example of a succinct process | undertook in order to
inform this research. For me, this questioning and coming to deeper cultural
understandings is all part of living and exploring one’s own life and cultural differences
and occurs both intrinsically and extrinsically as part of this study, and in the wider context
of my life. Therefore, rather than being explicitly presented in this study, this questioning

and reflection is intertwined throughout my observations and analysis.

However, it was necessary to come to some conclusions in order to move forward with this
study, and | came to resolve my angst about being another White researcher, through the
process of relationship building and dialogue with the research participants, my husband
and academic colleagues. That is not to say that my questioning ever diminished, or my
concerns ever ceased, rather it caused me to be constantly alert and reflective about my
contribution to the research project. For example, | found it necessary to explore my
perceptions and reactions, particularly to the physical environment in which | was working.
Observing through my particular cultural lens caused me to make judgements about things
that | saw, such as the derelict and vandalised houses at the mission, or to react to
situations such as the many meetings delayed or missed due to family crises. Over time
some of my observations became less judgemental and more understanding as | came to
know the reasons why certain things were happening. Others remained an issue but rather

than remaining a judgement galvanised me to action.

Mostly, | attempted to deal with these issues through patience, awareness and transparency
and also by checking my assumptions with participants, and being open to learning and
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challenge. Throughout the study | engaged in dialogue with the participants about what
was emerging from the research and through this process | was checking my judgements
and interpretations and trying to avoid inferring greater importance on particular evidence

than the participants did.

| also came to understand that we were able to utilise our differences to the best advantage
in the research project. We recognised that we are different and interpret and understand
things differently but that we also brought different skills to the study. In time, as the

results show, our cultural differences, my particular skills and experiences and my position

in White culture became an important part of my contribution to the research project.

3.3.4 Identifying the Researcher’s Role

In addition to being transparent about who | am, | also needed to consider what | was
bringing to this research; what role | was taking. While it might seems obvious what role
the inquirer claims, that of the researcher, it may not be that simple and will clearly depend
on the methodology chosen. However, it is important that the role is defined so that
participants may know what to expect. In addition there is the notion of reciprocity
involved in Indigenist research, so whilst the research role may be clear, it is possible that
the researcher needs to undertake other tasks to facilitate either the research, or

relationships or both.

Defining my role was not easy at first as influenced as | was about Indigenist research
principles which served as a constant reminder of my non-Indigenity. In particular, as my
attention was initially so focused on the possible negative consequences of being a White
researcher; of trying to fit in, to learn about the culture the participants were operating in
and to not cause harm, it took me longer to focus on the benefits that being an outsider
could bring to the community and to be clear about my role. Dickson and Green (2005:
249), for example, state that: “[A]n outside ER [external researcher] is often the catalyst.
People whose daily lives are consumed by efforts to survive are unlikely to have the time,
energy or interest to devote to an inquiry. An ER may be helpful in bringing additional
resources to the picture...”.

Further, Dickson and Green (2005) recognise the role that a researcher may play, and

which certainly became integral to my relationship to the Jubal community, as a broker or
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mediator between the community and other organisations such as Government agencies.
As my role in the community developed | was able to assist in what Dickson and Green
(2005: 250) call ‘packaging’ the community’s ideas and plans into forms of media which

would assist in their development.

Additionally, when | first engaged in the research | was keen to ensure that reciprocity took
place. In other words whatever skills and experience | possessed should become part of the
research project rather than for me to strive to be an ‘objective’ researcher. | thought that it
was far better to incorporate the notion of reciprocity and my participation into the
methodology. Initially, therefore, | drew on my business experience and took on the role of
business mentor. | also drew on my policy experience and helped inform the community
about policy changes that would affect them. However, as the project progressed | found
that my role was flexible and changeable as | also took on various activities which were
essential to the progress of the enterprise development; including writing funding
submissions, training people in administration and book keeping, even doing the backlog
of five years of annual accounts. As Kevin Torrens told me, “If you want to work with
Goories you have to be prepared to do anything and everything” (personal communication,
2005).

As the study progressed, therefore, my role changed. In addition to undertaking some
administrative and practical roles | also took on a role that | experienced as being a
‘translator’. | was often asked to interpret information from governments and funding
agencies and at times | was sent to meetings to present the point of view or the needs of the
community, because | was seen, by Kevin Torrens, to ‘understand’ and | was able to bring
back and present information to the community. This was especially important as the
research commenced at a time of major change of Federal Government policy which
created uncertainty in the community. Whilst this aspect of the relationship and
experiencing the interactions between Aboriginal communities and White society proved
to be one of the most interesting and instructive elements of the research project; it did
mean that | had to be aware of my boundaries. While | could talk about “we” when | was
referring to the specific work we were doing, culturally | remained an outsider. In
accordance with ethical research practice | also tried to avoid speaking on behalf of the
community, so when | was asked to do that, by the research participants, | had to make it

very clear that | had permission, the extent of that permission and to try and ensure that the
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process became empowering for and inclusive of the other participants so that they found
the confidence to engage with the power structures from which they felt excluded.

It was clear as a result of these changing roles that through the course of the study | was
speaking in more than one voice when it came to analysing and interpreting the evidence. |
was the observer and analyser, but as a participant | was also speaking in the role of mentor

and trainer.

3.3.5 Identifying Research Constraints

An awareness and understanding of the locational factors and constraints, specific to this
location, must be integrated into the methods, rather than either being ignored or seen as a
problem or a hindrance. In any research project there are factors external to the actual
project which have influences and create consequences. In this study, time was a major
factor to be considered; specifically whose timeline was important? Certainly the pressure
to complete my PhD in the three years of my scholarship influenced my agenda. However,
the needs of the community were paramount and it was necessary to always judge
achievement and progress in this particular community context. For example, we had to
take into account people’s priorities as well as community and family obligations. We may
have agreed to complete a particular task in a particular time, but whereas this project was
my full time occupation; the other participants had family and community obligations

which always took priority. There is a high incidence of illness and social challenges in

this community as well as frequent deaths and so the research had to be placed in the
context of responsibilities to family and community and the impact of these issues on the
individuals. | also had to balance my obligations to the community and, as | became more
involved, the workload generated by the activities explored in this study, together with the
work | needed to do to complete the study on time, as well as my commitments to my own
family. For example, there were times when | felt | needed some time to write parts of my
thesis, but there were competing demands such as finalising accounts or writing a grant.

On those occasions the time defined needs usually took priority.

Additional constraints to be factored into the project arose from the physical location of the
project in a relatively remote place. Some consequences of the location included unreliable
mobile phone coverage around Tabulam and those who did have mobile phones often

could not afford credit for them. For most of the life of the project there was no funding for
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administrative staff, consequently where there were office phones they were intermittently
attended. Internet and email access was non-existent to start with and later became
available but unreliable. There were also sometimes financial constraints to participation;
for example, one group failed to attend the FAB workshop at Lennox Head because they

had no money for petrol; another could not attend because they had no licensed driver.

Distance can also be a deterrent to participation; meetings can often require a drive of over
an hour each way. Or, for example, | might have to drive for two hours to pick up a piece
of equipment such as ink for the fax, because it had run out and the equipment needed to
be used urgently. My involvement was also inhibited by the fact that I lived 800 kilometres
from Tabulam, so visits necessarily had to be planned in advance, as far as that was

possible. While | tried to be as available as possible, the distance did present a constraint.

Another constraint was that those people who were involved in the study were also
involved in many other projects and organizations and so demands on their time were often
overwhelming. They could be required to spend substantial amounts of time attending
seemingly never ending meetings. Therefore the environment and the needs of the
community had to take precedence and we had to factor in the very real issues of

community life when conducting research.

3.4 Interpreting the Results

Interpretation is the process of attaching meaning to the data (Brewer, 2000). The
challenge for the researcher is to attach the correct meaning to the data, and to do justice to
the complexity of meanings in the field (Brewer, 2000) by not only observing the field, but
also interpreting human actions (Karp and Kendall, 2001). Through the process of
interpretation a reading or readings of an event is constructed (Brewer, 2000).

The challenge in constructing that reading arises from finding the balance between the
voices of the research participants and the voice of the author (Charmez and Mitchell,
1997). Although the intention in this study was to privilege Indigenous voices, the fact
remains that as the investigator and author | am inevitably recreating the voices (Emerson

et al., 2001) and presenting a version of the subject’s lived experiences (Denzin, 1996).
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Additionally, researchers define what is included and excluded. According to Fine et al
(2003:186), researchers often focus too much on the great stories and ignore the “mundane
rituals of daily living”. Typically these everyday stories are left out of ethnographic
descriptions despite being the stuff of daily life; caution is urged to ensure that researchers
“do not construct life narratives spiked only with the hot spots” (Etred., 2003: 187).

The approach suggested by Brewer (2000) is to pick out key events in the field, which
were focal events for the people under study, and to develop comprehensive descriptions.
This was the approach taken in this study. There were three focal events, or areas of
activity, around which this study evolved and which form the basis of the evidence. These
areas of activity were: the process of entering into a Shared Responsibility Agreement (see
Chapter Five); the process of developing a Property Management Plan (see Chapter Six);
and the establishment of proper accounting practices (see Chapter Seven). Describing in
detail these key events, and including observations from community members and myself
as participant observer, allows for insights into the everyday stories and experiences of
community and enterprise development at Jubal. Analysis of these events is presented in a
separate chapter (Chapter Eight) which allows for the themes to be identified and analysed
across all three events. The framework for the analysis in Chapter Eight is based on the
three points of entry identified by the UNDP as necessary for good capacity development
(see Chapter Two, Table 2.4).

In recreating these events it was important to also allow Indigenous participants to have
input into, and at the very least approve, the interpretation of the evidence and to build a
feedback mechanism into the methodological process. Drafts of the participant’'s comments
were given to participants to read or where that was not appropriate, or desired by the
participants, discussion was also entered into. Feedback was taken into account and

incorporated into the final version.

3.5 Presenting the Results

Research is conventionally orientated towards written presentation of work, either through
dissertations, reports or through diagrams, tables etc. However, in Indigenous communities
there is often a high level of illiteracy, but more importantly Indigenous cultures

commonly use non-written ways of communicating knowledge, for example, story, song,
dance and painting. Therefore, presenting research outcomes in a written format can be

exclusionary and creates a bias away from local knowledge at the outset (Kothari, 2001).
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As a result it is imperative that there is an exploration of alternate ways of presenting
material. It is important that this is explored with the Indigenous participants so that
assumptions are not made about what is suitable in this situation. Importantly this might
mean that material is presented as the project progresses, rather than as a final report or
thesis. It may also mean that material is written or presented in different formats so that the
outcomes of the research are accessible to all interested parties.

The measures | took to ensure appropriate representation of material for this study were to
check authenticity with the relevant person, to pay attention to confidential material and to
assess and discuss with participants whether publishing certain material would present a
risk either to Jubal, or the individual. As | wrote up the descriptions of events, which
included what people had said to me, | discussed them with participants to ensure they
were accurate representations. | offered a written copy. However, | usually found
participants preferred to talk through my observations. | have also incorporated feedback,
for example changing or excluding things at their request or ensuring that | took note of the
things that participants told me were important to highlight in my thesis. Additionally, |
frequently wrote up notes and documents that were then used by the community to inform

other agencies, or to use in funding applications.

3.6 Validation and Rigour

A criticism of more participatory forms of research is perceived confusion between social
activism, community development and research (Kemmis and McTaggart, 2000). Criticism
is also levelled at the technical and methodological rigour of interpretative methodologies
because they are grounded in the premise that ‘truth’ is shaped by subjective views and
“material-social-historical circumstances” that can only ever be authenticated in light of
our lived experiences (Kemmis and McTaggart, 2000:581). The dilemma is that if truth is
not an objective certainty how can we ensure the kind of rigour that is commonly expected
by academics? Kemmis and McTaggart (2000), claim that rigour exists if the research can
be replicated under the same conditions and lead to the same results. An alternative view is
that transporting knowledge from one situation to another involves not only understanding
the contextual conditions under which the knowledge has been created, but also an
understanding of the context of the new situation and an active process of reflection about
the differences between the two (Greenwood and Levin, 2005).
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Understanding rigour and reliability as intrinsic to the context and also a process which
must be validated by the participants themselves is concordant with the expectation within
the Indigenist research paradigm that reliability has is less to do with capturing a definitive
truth and more to do with checking interpretations with participants (Martin, 2001a). To
ensure rigour and reliability in this study, the conclusions drawn were checked with the

participants as we engaged in dialogue about the research as the study progressed.

3.7 The Future

Finally, it is important to look to the future. Having spent time building relationships and
trust, should the researcher engage with the community beyond the life of the project? For
example, does the researcher make any commitment to following through with
recommendations or outcomes arising from the research? Some of the questions relating to
the future are also relevant when considering what the researcher can offer to the research
project and the notion of reciprocity. How a researcher ends their involvement in the

project is important and should be consistent with promises and commitments made
previously. It may be appropriate that once the project is finished and the final
presentations of the report have been made then the researcher’s involvement in the
community is also at an end. It may be however that once the research project is finished it

is more appropriate for the researcher to stay connected in some capacity.

At the beginning of this study | committed to working with the community beyond the

term of the PhD if necessary. My involvement with Jubal continued, albeit with less
intensity as | necessarily had to reduce the time spent in the community. My involvement
broadened and included working with the community on business planning for a catering
business as well as working on a women'’s project on family violence. | continued to work
with them on their accounts, write grant applications and financial reports when necessary
and undertake mentoring. This arrangement continued until mid 2009 when the Board
changed and following discussions between myself and Board members it was decided that
Jubal should make alternative arrangements for the work that | had been doing.

3.8 Did the Methodology Work?

At the outset of this study | aimed to conduct this research within a framework that was

consistent with Indigenist research principles and provided tangible results for the
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participant community. As the study progressed, | felt confident that we had, for the most
part, achieved this. However, | was keen to obtain feedback from the participants about
how they experienced patrticipating in the research. There was no way to avoid the fact that
the participants were giving feedback to me and, despite my assurances that | was willing
to hear both negative and positive criticisms, | cannot say whether the feedback was
positive in order to reassure me. However, the positive nature of the feedback does
resonate with the integrity of the relationships that | have with the participants, and is
consistent with our conversations and experiences over time. The comments also highlight
the need for researchers to engage with the participants about what is appropriate ways of
engaging that provides a positive experience and useful outcomes for both the researcher

and the participants.

One concrete outcome of this research was that as it progressed participants could see

tangible outcomes. For example, Norm Torrens said of the research process:

It's been good working with people around us, felt that we were one and for each
other. See things happen on ground and you’re involved, gives us a good feeling

(personal communication, 2007)

Probably the most beneficial aspect to the research process has been the one-on-one
attention, the ability to have some continuity and to really work through the day to day, or

as Norm Torrens has called it, the “nitty gritty”:

It is giving us confidence, individually one on one. It’s the first time - a one off thing.
This is the way it's got to be, we weren't told — | would have liked to have more
(personal communication, 2006)

As identified previously in this chapter, one of my consistent concerns has been the issue
of not being Goorie, of being an outsider and how that impacts on the community. Kevin

Torrens responded to this when | asked him about this by saying:

It's not a problem you’re not a Goorie — there were questions at the beginning but
people realized that we were learning something. | always give a ten minute

presentation; they like that and you have spoken at meetings which they like. If they

107



Chapter Three: Methodology

didn’t like you they would get rid of you. But they can see a commitment and you
give something back. We would like you here for at least another 12 months. There
are not too many [non-Indigenous people] that Goories can work with (personal

communication, 2006)

The most personally affirming feedback came from Gina Roberts who, through explaining
her experience of the research, articulated what | had set out to do, which was to create a
space to work together which was congruent with Indigenist research methods and that

developed a significant and mutually empowering relationship:

Without you it wouldn’t have happened, | wouldn’'t be where I am now...We need
somebody who will connect, knows what us Goories are about. If you don’t have that
connection nothing happens. The connection with you was different than other white
people. You're willing to teach. | was willing to learn. I've never seen that before

with Jubal. Probably because it happened to me with you. You wanted us to take
control, others, they wanted to take control. You want us to take power of our own
business. People have low expectations; they don’t think we can do it. You do

(personal communication, 2006)

3.9 Conclusion

This chapter started by identifying an Indigenist Research Paradigm as the most suitable
paradigm from which to undertake this study. Also outlined was the gap in the literature
regarding whether only Indigenous people can undertake such research or whether it is
possible for non-Indigenous researchers to also operate from this paradigm. A conclusion
was made that it is possible; however the non-Indigenous researcher must give deep
consideration to several issues in order to ensure that they are approaching the research
with cultural and ethical sensitivity. The principles of Indigenist research were combined
into a process called an Indigenist Process of Inquiry and the process employed in this
study, including the use of appropriate methodologies such as ethnography and PAR were
presented. Finally, opinions were presented as to the effectiveness of following the

process.
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4.0 Introduction

This study focuses on the Jubal Aboriginal Corporation (Jubal), which is located in North
East New South Wales (NSW) near Tabulam. In this chapter the location of Jubal is
explained. Also explained is the context of the Jubal organisation, how it came into
existence, its purpose and current activities and the vision for its future. Finally, the link is
made between Jubal’'s current development activities and how they relate to their

aspirations to develop tourism enterprises.

4.1 The Location of Tabulam

Tabulam is in North East New South Wales, halfway between the towns of Casino to the
East and Tenterfield to the West. It is located on the Clarence River and was designated a
town in 1885. It is most renowned these days for being the birthplace of Harry Chauvel,
the founder of the first Australian mounted regiment, the Light Horse Brigade. The first
White settlers who arrived in Tabulam did so seeking pasture for their stock (Wilkinson,
1992) and quickly established large pastoral properties and took over the land for sheep
grazing and later cattle (Wilkinson, 1992). Tabulam also became a transport hub for the
wood cutters who were able to transport the abundant red cedar down the river to the ports
(Wilkinson, 1992).

Currently there are approximately 150 people living in Tabulam (SMH, 2004), which now

consists of a post office, a pub and two petrol stations/general stores and a rural agent.
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Map 4.1 Map of Northern NSW showing location of the Bundjalung
Nation and of Tabulam
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4.2  Aboriginal History of Tabulam

Tabulam is located in the traditional country of the Wahlubal people of the Bundjalung
nation. It was said to gain its name due to a misunderstanding between the first European
settlers in the area and the local people (Wilkinson, 1992). Upon arriving into the area the
new White settlers apparently called out to the Aboriginal people they saw on the river
bank “what do you call this place?” They replied Jubullum, which meant “this is our place,
we belong here”. The White settlers heard this as Tabulam and so the town was named
(Wilkinson, 1992). Tabulam Elder, Uncle Eric Walker (dec.), described his people’s

connection to the place:

| come from the Bundjalung tribe. When the European came, this was all rainforest
here and there, you know what | mean, right to the river. When they seen the young
people in the camps when they came over the hill they said to them, “where do you
come from?” Jubullum — that’s as much to say, ‘we’re from here, we belong
here...We are from Jubullum, we are from here, but our tribe is Bundjalung, we are
Bundjalung people. (Uncle Eric Walker (dec.), 2 December 2004 quoted in
NSWNPWS, 2007)

White settlers arrived in Tabulam around 1840. The history of European settlement in the
area has been well documented by non-Indigenous historians (NSWNPWS, 2007;
Wilkinson, 1992). Records are available therefore which show that the early interaction
between the local Aborigines and the European settlers was marked by violence
(Collaborative Solutions, 2000). Despite this, the records also show that the Wahlabul
people worked on the stations established by the settlers and in return their camps were
tolerated as they were the source of a reliable pool of labour (Wilkinson, 1992). In the
1920s and 1930s, the large stations were broken up. This meant that the Aborigines who
had until then been allowed to live in their camps within the stations were now pushed into
reserves and fringe camps (Riebe, 2002). Harry Walker, a Tabulam Elder, sums up his
experience of being moved off his land:

Growing up around here, running around here | always thought, this is my land, my
whatsaname. | didn’t think that I'd now be sitting here after the white man had taken
it away. Uncle Harry Walker, 2 September 2005 (NSWNPWS, 2007).
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In Tabulam, the pressure to remove Aborigines from the township was first recorded in
1925 and, in 1930, 43 acres were designated for the use of Aborigines (Riebe, 2002). This
cold, damp site was called Turtle Point and the Tabulam Aborigines were moved there
(Riebe, 2002). Its location in relation to the township of Tabulam is shown in Figure 4.1 at

point 10. Uncle Harry Walker remembers the move to Turtle Point.

Growing up around here we weren’t allowed to be around the town. We had to stay
down there at the river or get out of here before the sun goes down over there. But in
my time | was here in the town, being born here, roamed around the place here a bit,
| didn’'t move down to there to the old Turtle Point until | was 7 or 8 years old
because in all my time | was around here, up and down this creek and river there.
Uncle Harry Walker, 2 September 2005 Talking about being moved onto the
Aboriginal Reserve known as ‘Turtle Point’ (NSWNPWS, 2007).

This aerial photo also shows other sites of significance to the Aboriginal people of
Tabulam. For example the Flat Camp, indicated at point 4, shows the site of a traditional
cemetery which has now been bought and handed back to the community by the NSW

National Parks and Wildlife Service.
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Figure 4.1 Aerial photograph of Tabulam showing Turtle Point Reserve

1, lop amp 4, Cemeteny 7. Bithplace 10, Turlle Faint mission
2, Morgue 5, Big House 8, 'America’ 11, Cchre site
3. Camp 5, 'Black Camp' 9, Granny Suzy's house

Source: (NSWNPWS, 2007)
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The land which now forms the Jubal property has played an important role in the history of
the families of the Jubal community members and in the history of the dispossession
experienced by the Tabulam Aborigines. One of the reasons why the Jubal property has so
much importance in the community is that it was a place where Aborigines were able to
live outside the reserve and were left relatively undisturbed (Collaborative Solutions,

2000). The community have many stories about their memories of living and visiting the
property when title was held by the Hickling family (see Section 4.4) and how they were
able to continue their cultural practices and live amongst their families with relatively little

attention from the police (Collaborative Solutions, 2000).

Despite the stories of dispossession and discriminatory treatment by the new comers, the
local Goories maintained and adapted their culture within the constraints imposed by the

new settlers (Riebe, 2002) and even shared it with the non-Indigenous community.

Mr Ken Imeson, whose father had the butcher’s shop at Tabulam after Ned Jorden,
remembers distinctly that the Tabulam blacks gathered for a big corroboree
celebration as late as 1932. Everybody went — black or white — to the big gathering
held on the eastern side of Tabulam Bridge...Old Harry Mundine was the leader,
master of ceremonies, for he was chief and bore the full tribal markings...the whole
affair was very noisy and impressive (Hall,1977 quoted in Riebe 2002).

Although there is no denying that the Settlers brought hardship, violence and dispossession
when they took over the lands of the Wahalbal people (Riebe, 2002; Wilkinson, 1992)

good relationships were also built between the original owners and the newcomers
(Farwell, 1973; Wilkinson, 1992). One family in particular who developed good
relationships and generated respect amongst the non-Indigenous community was the
Mundine family. This respect was recognised in 2003 when Harry Mundine, great
grandfather of my husband Graeme Mundine, was honoured by the local council and the
Tabulam community, both Goorie and non-Indigenous, by the naming of a street within the
Tabulam township in honour of him. The plaque erected on the day draws attention to not
only the achievements of Harry Mundine and his ancestors and descendents, but also the

positive relationships they built with non-Indigenous people in the area.
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Figure 4.2 Naming of Harry Mundine Place in Tabulam

Elders Uncle Eric Walker (dec.) (left) and Uncle Roy Mundine (dec.) (right) with Tenterfield Counsellor
(middle) (Boxer Tony Mundine in background) at the street naming in September 2003.
However, the fact remains that the Wahlabal people were dispossessed of their land and
despite the establishment of the Turtle Point reserve, in the early 1950s the Wahlabul

people were moved again. A new resémvas established four kilometres outside the
Tabulam township, which is now called Jubullum and is still home to many Aboriginal
people today (Riebe, 2002).

Life on the reserve was not easy and was under the administration of a White manager,
who over saw all aspects of life. Kevin Torrens, the Jubal Chairperson, grew up on the

reserve and has many memories of how he and his community were controlled:

We had curfews; we had to be in the house at a certain time. | remember his [the
manager’swife used to come and see if the house was clean, she would run her finger in a
white glove to check for dust. We had to get permission to leave; if we had relatives
visiting we had to get permission for them to stay overnight. Otherwise they had to leave
before dark, they couldn’t stay there. They also used to hand out treatment for sores, |

remember that. Every morning we had to be checked from head to toe, to see whether we

® Although these days Jubullum is colloquially referred to as the mission, it was in fact a reserve. Missions
were established by the churches as a sanctuary to house and ‘protect’ Indigenous peoples. Reserves differed
from missions in that they were established by the Government. Ultimately though, they had the same
purpose. Religious bodies sometimes also set up schools, churches and dormitories on reserves and missions
(NSW Government, n.d.; NSWNPWS, n.d.)
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had it or not, everybody had to be checked. And we used to get rations every Tuesday, they
would go and get them, come back and ring the bell and then we’d get the rations

(personal communication, 2007).

Community members often talk about their own experiences of hardship, racism and
poverty to explain the need for a place such as Jubal. The lifetime of the current Jubal
members, particularly most of those who participated in this study, is a period of time
where various government policies have resulted in a legacy of welfare dependency, low
self-esteem and confidence, distrust, disadvantage and conflict amongst different
community and family groups (see, for example, the debate led by Noel Pearson about the
effect of Government welfare policy on Aboriginal communities in recent years: Pearson,
2003; Pearson, 2006; Pearson and Kostakidis - Lianos, 2004). In describing the present day
circumstances, the participants in this study frequently explained them in relation to events
from their personal histories or the broader history of their people. These personal
experiences and opinions are woven through this entire study. In particular their
conversation is often peppered with stories such as being limited in their freedom of

movement and not being allowed in certain places.

It's still pretty racist here, there is a property for sale just by the mission which
somebody bought recently, and was told by other people in the town “you know there
are a lot of blacks over the road”. But it has always been like that, we were not
allowed to walk on the same side of the street - that only changed in the 1970s and
1980s. The Tabulam pub had a separate bar until 1986 or 1987; there was a
partition between us. That only changed when the fella sold the pub. Most of these
things have changed when people died. But White people own the town - they are in

control (personal communication, Norm Torrens, 2007).

If we weren’t out of town [Tabulanbly 5.00 they’d lock us up. People don’t know

that part, it happened in realit§personal communication, Robert Caldwell, 2007).

Alongside these comments are stories about how individuals challenged the status quo.
The story of the pub partition referred to above is a story that Kevin Torrens often tells as a
way of showing how he and fellow community members were controlled and excluded in

everyday activities, such as being able to socialise freely in the local pub, the social hub of
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the small country township. The story is indicative of how things were and the actions
individual people had to take in order to make changes, in all aspects of life, which over

time have led to Jubal being an independent community exercising self-determination.

We had Saturday work, me and my brother Bob. There were some good farmers who
gave you work on Saturdays, so nearly every week we’d do fencing and that stuff.
Afterwards we’d go to the pub for a drink and we’d go straight to our little box [the

area partitioned off for Aborigines to sit in].

This one Saturday Bob said ‘what do you reckon? We’'ll sit down and have a beer in
the main bar'. | said ‘come on then’. We walked into the main bar — you could have
heard a pin drop. The bar man ignored us for a while. Then he asked us what we

wanted, so we asked for a beer.

He said ‘come on Kev and Bob’. He knew us you see, he said ‘no, you know where to
go; I'll bring the beer round to you’. We stayed there for 5 minutes. We just sat and
waited.

Then my brother tapped the bar. The bar man said he wouldn’t give us the beer and
if we didn’t go to our box he would call the police. We just sat and waited there. He
ended up getting somebody to look after the bar while he walked round to the police.
You know the police; it’s just round the corner there.

The cop walked there, into the hallway. There were a lot of White people in the
lounge — everyone knew what was happening. He waved at me and Bob and said
‘what’s going on?’ Bob was good, he was good at soft words. So he told him that we
wanted a beer there. The cop said he’d have a word to the publican. We could see all
that going on, see them waving their arms about and stuff. The cop walked back in.
He told us, ‘Kevin, Bob, | told this fella them days are gone now’. He told us you've
got the, what do you call it, the constitutional right and he’s to serve you where you

want it. | reckon that was in 1969 or 1970 (personal communication, 2007).

While this act of defiance was a significant act in the life of Kevin Torrens and his brother,

and perhaps marked the beginning in a change of relationships with the White townspeople
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and Goorie people, it still took some time before that particular barrier was felled for the
wider Goorie community. Norm Torrens, for example, in his comments above,
remembered the partition being up until the 1980s. Commenting on this difference in
perception Kevin Torrens agreed that the physical partition was there until the 1980s and
that many Goories still sat in, what they called, the box. Even when they were allowed in
the main bar, many Goories did not feel comfortable being there and it took a long time
before they did.

These stories highlight the context which provided the impetus to the community members
to want to develop a place where they could run their own lives and develop something
that would create better opportunities for future generations. However, there was also a
movement amongst the Aboriginal population generally towards greater self determination
and land rights which also contributed to creating the environment in which Jubal could be

established.

4.2.1 The Land Rights Movement in Australia

It is important to understand at the outset of any discussion on Indigenous land rights the
difference between ‘land rights’ and ‘native title’. Native Title is based on laws, customs
and interests that predate the British colonisation of Australia (DFAT, 2008). Native Title
encompasses therefore, those rights and laws that the British claimed did not exist, but
which are now recognised under the Native Title Act 1983d Rights however, are rights
granted by governments, they are statutory land rights, for examplhdhiginal Land

Rights (Northern Territory) Act 1976 (DFAT, 2008).

The history of land rights in Australia began the moment Australia was colonised by Great
Britain in 1788. At that time the British claimed Australia without negotiating with the
people already living there and, not recognising the unfamiliar but complex systems of
ownership and land management, they declared Australia terra nullius (Reconciliaction,
2007). Declaring Australia terra nulliuseant that the British considered all land in

Australia to be Crown land, which they could obviously sell, lease or use as they saw fit.
As the settlers moved across Australia more and more Aboriginal people were
dispossessed and alienated from their land (Reconciliaction, 2007). Many were placed in

reserves and had their freedom of movement restricted.
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It was not until the 1900s that the fight for land and other rights began to take a coherent
form. In the 1940s and 1950s there were strikes for workers rights and in the late 1950s a
key protest organisation was formed, the Federal Council for the Advancement of
Aborigines and Torres Strait Islanders (FCAATSI). This organisation won several areas of
land back for Aborigines in the 1960s (Reconciliaction, 2007). Another significant
development was the establishment of the Aboriginal Tent Embassy in 1972 which
highlighted the Federal Government’s failure at that time to recognise Aboriginal and

Torres Strait Islander’s inalienable right to land (Reconciliaction, 2007).

It was the Gurindji strike however which is credited to be the first action to gain
widespread support for Indigenous land rights. In 1966, the Gurindji people (NT) led by
Vincent Lingari held a strike against poor pay and conditions. This strike turned into a
claim for their traditional lands to be returned to them (Reconciliaction, 2007). It took them
nine years, but in 1975, the Prime Minister, Gough Whitlam handed back the land to the
Gurindji people. In 1976, the Aboriginal Land Rights Act (Northern Territory)1976 was
enacted which provided recognition of Aboriginal land ownership of about 11,000

Aboriginal people (Reconciliaction, 2007).

The 1970s was a decade which saw the enactment in the Northern Territory of the first
major legislation which recognised Aboriginal people’s right to land. Other states enacted
legislation in the 1980s and 1990s. Also, independent Indigenous land rights bodies were

established in some places (Reconciliaction, 2007).

The greatest win for native title, which came to be known as the Mabo Case, had its origins
in 1982 when Eddie Koiki Mabo, a Meriam man from Mer Island in the Torres Strait took

a case to the High Court of Australia to establish his rights. It took ten years, but in 1992
the Federal Court handed down its decision which recognised native title and established
that Indigenous people still had the right to make claims over their traditional lands
(Reconciliaction, 2007). In response to this case the Federal Government established a
National Native Title Act (Reconciliaction, 2007).

In 1996, another case was brought which further tested native title. The Wik case was
brought by the Wik people of Cape York and the Thayorre People of Queensland

(Reconciliaction, 2007). The outcome of that landmark case was that the court held that
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native title could co-exist alongside the rights of pastoralists on cattle and sheep stations

(Reconciliaction, 2007).

Since the 1970s the Australian Government has taken action to both legislate and to
acquire land to benefit Indigenous communities. Some Crown land has been returned to
communities such as in the NT where fifty per cent of land was returned following the
Aboriginal Land Rights (Northern Territory) Act 1976 (Reconciliaction, 2007). In more
recent times the Government has also established bodies that can help Indigenous
communities own land. One significant body is The Indigenous Land Corporation(ILC)
which is a statutory authority established under the Aboriginal and Torres Strait Islander
Act 2005 to assist Indigenous people to acquire and manage land to achieve economic,
environmental, social and cultural benefits (ILC, n.d.). It was the ILC which assisted and

enabled the Jubal community to purchase its property.

4.3  Origins of the Jubal Aboriginal Corporation

The Jubal Aboriginal Corporation had its origins in a vision statement developed in 1996
for another of the community’s corporations Mull-Bunoogah. Mull-Bunoogah is an
Indigenous housing corporation which was established to administer funds provided to

maintain community housing.
In 1996, the vision of Mall-Bunoogah was identified as:

To look after all our members by ensuring a proud Bundjalung way of life as equal
partners in Australia. To provide our members with good housing, health services,
work, freedom and safety, and to work to protect our history, culture and our land

for our children and all their future children (Collaborative Solutions, 2000: 12).

One of the greatest needs identified in 1996 was the provision of a safe haven, especially
for women and children (Collaborative Solutions, 2000). The desire for such a place is best

described by the community members.

Our ideal is to own a large property in the area that some of us can live on, where
we can teach our young people about the land, and on which we can make a living.
We have applied to the ILC to support us in this. If this land is bought by us then
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there will be considerable activity in respect to employment, cultural activity and
enterprises that will be based on that land (Collaborative Solutions, 2000:12).

The community had already identified a specific property and had clear ideas about what

the property could be used for.

We know this land. We and our fathers and our grandfathers have worked it. We
could employ most of our members in various enterprises on it. It has areas good for
ploughing and planting with good drainage. There is great timber on the place —
hardwoods, ironbark, redwood. We would also replant. There are three creeks
through it. Can be worked as a beef cattle property. We could build boys dormitories
and have training programmes. Have some people there as managers and live in. We
have a local person with agricultural training. There are dip yards on it. We will

clear wattle trees which are excellent for making boomerangs. We will have horses
for the young fellows to get this experience and work with them. Tea tree plantation
is a possibility like at Main Camp. Fencing can be done from the timber on the place.
Community services for our people could be run there. We need a shed there to be

able to work on cars and do some welding etc (Collaborative Solutions, 2000: 12).

The community’s desire became a reality when they successfully applied to the ILC to
purchase a 525 hectare property five kilometres east of Tabulam and 50 kilometres west of
Casino (ILC, 2006). The property was bought under the ILC’s cultural acquisition program

which aims to:

Address dispossession and ensure that Indigenous people obtain cultural benefits
through acquisition of culturally significant land for traditional owners and those
with traditional, historical and contemporary links (Indigenous Land Council,
2006:1).

The Jubal Aboriginal Corporation was registered in 1999 and ownership of the property

was transferred from the ILC to the Jubal Aboriginal Corporation the same year.
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4.4  Location and Characteristics of the Jubal Property

Prior to Jubal acquiring the property it was called Winterton’s, after its former owner. The
name was changed to Jubal because the word ‘jubal’ is a Bundjalung word for witchetty
grubs, which were in abundance on this property. The stands of Wattle trees ensured that
there was a steady supply of jubals and people would travel to this place to harvest them.
Jubal is therefore the name of the property and its community as well as the legal entity,
the Jubal Aboriginal Corporation, which owns and manages the property.

The Jubal community were able to claim connection to this property because during the
early part of the twentieth century title to 200 hundred acres was held in the name of
Walter Hickling, a member of the Goorie Community. At that time the 200 acres was part
of the Sandilands Station owned by the Bruxner family. The Bruxner's gave Walter
Hickling the 200 acres as a reward for the Hicklings’ skills and work on the station as
stockmen (Collaborative Solutions, 2000). Although 50 acres shifted back to the ownership
of the Bruxners sometime after 1926, in 1943 land title records show that a conditional
leasehold of 150 acres was still held by Walter Hickling (Collaborative Solutions, 2000).
Sometime after this the land title was seemingly lost by the Hicklings and the land became
part of the Winterton property (Collaborative Solutions, 2000). After the Second World
War the family ceased to live there, only visiting and working on the property
(Collaborative Solutions, 2000). While it is not clear how the land became part of the
Winterton’s property, it is clear from the oral history that the community believe that it was
taken by less than honourable means and was simply appropriated by the owner of the
Winterton property, Nugget Winterton (Collaborative Solutions, 2000). Uncle Eric recalls
that Nugget Winterton, who he called “the devil himself” (Collaborative Solutions, 2000:

8), “pestered and pestered and pestered for that place, ended up he got it” (Collaborative
Solutions, 2000:8). While it is unclear how title was lost by the Hicklings, the important
thing is that the community were able to prove their long and consistent connection to the

land and are now able to claim title once more.

The property the community was able to claim is “undulating with large areas cleared of
native vegetation and areas of remnant vegetation with good reserves of timber” (ILC,
2006: 2). Currently the property is used for living and a meeting/gathering space.
Approximately 190 hectares of cleared land was leased to Forest Enterprises Australia
(FEA) in 2006 and has since been planted with plantation forestry (ILC, 2006).
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Figure 4.3 Gym with a view

Looking over the property from the community buildings.

4.4.1 Current Infrastructure

Fi 4.4  Machi h
When Jubal took ownership of the property there ' o achinery shed

was no infrastructure on it. Over the years the Jubal
community have built various facilities which have
made it more accessible to community members.
The current infrastructure is mapped on Figure 4.2,
which was produced for Jubal’s Property
Management Plan. Currently there is a large
machinery shed which is used for machinery

storage as well as meetings and community _ _
Figure 4.5  Ablutions block

gatherings (figure 4.4). containing showers,
toilets and a kitchen

There is also an ablutions block which houses
showers and toilets as well as a kitchen (figure 4.5).
The kitchen was refurbished in 2007 and equipped
with commercial catering equipment. These
facilities are used by community members who live
on site as well as visitors. They are also used to

cater for visiting groups.
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There are fourabins which have been built by community mem to live in (figure 4.6).
Two have been assessed as bin accordance with council regulations céapprovable as
class 1 buildings (ILC2006. Other community members have caravans or other fori

temporary accommodatic

Figure 4.6  Kevin Torren s’ self built house

The property has two creeks running through it, Captains Creek and Tunglebunc
Thereare also three dams, one for domestic use and two stock(ILC, 2006). In 2007,
a new access road to the Bruxner Highway was built to enable safer to the property.

At the same time an internal road to the community building and car park wa:
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Figure 4.7 Map of current infrastructure

Source: Jubal Property Management Plan (ILC, 2006).
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4.5  The Jubal Aboriginal Corporation Vision

Jubal Aboriginal Corporation was registered in October 1999. According to the
Corporation’s Rules its objective is to: provide economic, cultural and social services to

the community.

The Jubal vision is for the community to take control of their own lives; it is a clear
expression of a desire to develop their own capacity in order to become independent, and
provide a strong and meaningful future for their members. A key desire is to be self
sufficient with much attention being given over the years to the exploration of potential
economic activity on the property. While there are many plans for the future (see Section
4.8) one venture that Jubal has already entered into which has resulted in a steady income
is the forestry enterprise agreement which involves leasing land to a forestry company to
be planted with timber (figure 4.8). Jubal is paid for the use of the land on a lease per
hectare basis. The benefit to the community of this type of income, which is referred to as
‘the tree money’, is that it provides some money to cover the cost of running Jubal.
Previously, apart from specific grants for specific programs, Jubal had never received
money to run the property. Hence, much of the tree money has been spent on buying
equipment, tools and other items necessary to run a property of that size; it has been spent
catching up on the purchase of essential items to make up for the many years that there was

no income for such things.

Figure 4.8 Cleared and prepared land prior to the planting of plantation
timber at Jubal
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Community expressions of the Jubal vision

As well as the documentation describing Jubal quoted throughout this chapter, it was also

important to hear from the participants themselves about their vision for Jubal and how

important it was for them and for their families. For Robert Caldwell the strength of Jubal

lies in its family orientation and its connection to their history.

It is a family based property where the family members work well together. Nobody

is trying to be the big boss. Jubal’s not like the other organizations who answer to

one man; our directors work together. In Casino, for example, there is a lot of
wrangling between organizations and nepotism. Thank God it's not happening at
Jubal. I love going out there — I've been doing the site course for ten widks

made the site nice, we put time in on the sites, | had [name renanfjame
removed]working there for five weeks. It was very interesting and we feel we

achieved something. Now the younger generation knows where the sites are. We took
photographs, and will do a report. We want to get stuff back and store it at Jubal, put

it on the wall (personal communication, 2007)

It made us aware of what was Jubal. My family lived there and now | go out there
because it brings back a lot of memories. | took people over to look at the property —
gives me a sense of freedom. | leave all that other stuff back here and try to be free
(personal communication, 2007)

Norm Torrens also found the family involvement to be integral to Jubal.

We are family orientated which stands out from other groups. We did go our
separate ways from Tabulam, but eventually when Jubal came along we reunited as
one body and as family. It brought nearly all the family members together to being
one again and working towards the future. As a body we are making our own
decisions for ourselves but in other places the Government tells us what to do. Here
we make real strong family decisions, everything that happens goes back through the
family (personal communication, 2007)

" The site course is a ten week course sponsored by Adult Community Education (ACE) which has employed
Robert Caldwell to train younger community members in site recognition and maintenance.
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As a younger community member, Gina Robert’s opinion of the strength of Jubal was in its
Elders and its ability to bring the families together.

Elders, in every way they are more consistent today than the younger ones who give
up easily. They want it today and if they don’t see things happening. The Elders have
patience... Jubal is bringing culture back — families are bonding, it's good that we
have the Elders and family structujgersonal communication, 2007)

Currently it is these Elders who are driving Jubal; Kevin’'s generation, his brothers and
their wives and others who have built houses on the property. These people are clearly

putting their energy into Jubal for the sake of the younger generations.

Jubal has given me hope, to get back to family, it's a place with incentive and it has
got potential. We feel like our younger generation are involved and can carry on
from whatever level and appreciate the pl@derm Torrens, personal

communication, 2007)

We are not always going to be here and we want the young people to show some
interest and step into our positions. Our hope is to see Jubal come on after we've
gone. We have to talk like that, there’s going to come a time when we are not here

(Robert Caldwell, personal communication, 2007)

We hope that they will feel the same way we do; we don’t force them to (Norm

Torrens, personal communication, 2007)

Although the Elders are the ones most involved in the day to day running of Jubal, there is
a much larger group who are members of the Corporation. The membership and

management structure of Jubal is discussed in the next section.
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4.6  Membership and Management Structure of Jubal

Jubal is an Aboriginal Corporation which comes under the regulations of the Office of the
Registrar of Aboriginal Corporations which is governed by the Corporations (Aboriginal
and Torres Strait Islander) Act 2006 (CATSI Acivww.ORIC.gov.au).

Jubal is a membership organisation governed by a management board elected from
members (the Board). There are approximately 200 members of Jubal. The rules of the
Jubal Aboriginal Corporation state that membership is open to adult Aboriginal persons
normally and permanently resident in Captain Creek, Tabulam, NSW (Jubal Aboriginal
Corporation, 1999). However, it was the drive and determination of four particular families
that resulted in the establishment of Jubal. These families are the Hickling, Caldwell,
Collins and Torrens families (Collaborative Solutions, 2000). In particular, it was the
Hickling’s established connection with the Jubal property that enabled the community to

claim the land under the ILC’s guidelines.

Jubal is managed by the Corporation’s governing committee which must have no less than
five Board members who, in accordance with its constitution, are appointed for twelve
months. Nomination and voting takes place at an Annual General Meeting. While not
specified in the rules of the Corporation it is expected by the Community that each of the

four family groups has a representative on its management committee.

The Board positions held during the period of this study (2005 — 2007) were:

2005-2006 2006-2007 2007-2008
Chair Kevin Torrens Kevin Torrens Kevin Torrens
Secretary Gertie Robinson Gina Roberts Gina Roberts
Treasurer Norm Torrens Norm Torrens Anthony Hickling
Committee Member| Robert Caldwell Robert Caldwell  Robert Caldwell
Committee Member| Anthony Hickling] Norm Torrens Norm Torrens

8 ORIC was formerly known as the Office of the Registrar of Aboriginal and Torres Strait Islander
Corporations (ORATSIC); it changed its name to the Office of the Registrar of Indigenous Corporations
(ORIC) following a change to thHeorporations (Aboriginal and Torres Strait Islander) Act 2Q@ATSI

Act) in July 2007. To avoid confusion the new name ORIC is used in this study.
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4.7  Jubal Today

Since acquiring Jubal, several community members have built their own basic
accommodation (see for example figure 4.6), or are living in temporary structures such as
caravans. As a result there is an increasing permanent population with a large and growing
visiting population. In addition to those living on the property, the Jubal community is
involved in several activities. Some relate to the running and improvement of the property
such as installing more water storage capacity. Other activities are more programmatic or

regular events.

4.7.1  Annual Jubal Country Gathering

The longest running program held at Jubal is the Annual Jubal Country Gathering which is
a week long celebration giving thanks for the land and offering a safe place for women and
children. Every year on the October long weekend a large group of people, mostly
connected to evangelical churches travel to Jubal and stay for a week of celebrations and
worship, camping on the property itself (figure 4.9). Participants come from all over NSW
as well as Southern Queensland and it is seen as one of the highpoints in the Jubal year.
The majority of participants are Aboriginal, however non-Indigenous people are also

welcome to attend.

Figure 4.9 Tents at the Jubal Annual Country Gathering — October 2007

4.7.2 School Holiday Camps

For several years Jubal has been running school holiday camps. Initially they were funded
with small grants from sources such as the NSW Department of Aboriginal Affairs and had

an art and crafts focus. Since the signing of a Shared Responsibility Agreement (See
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Chapter Five) they have received funding from the Attorney General’'s department and are
now able to hold camps in most school holidays. As depicted in figure 4.10, these camps
provide cultural experiences for children and provide diversionary activities for at risk
youth as well as opportunities for the community to link with professional service
providers, to deliver workshops on issues such as family violence. Usually more than one

hundred young people and adults attend the camps.

Figure 4.10 Workshops and sports at the Jubal holiday camps

Photo credits: Jubal

4.7.3 Living Traditionally

Perhaps the most exciting aspect of Jubal is that it allows people to live a fairly traditional
life. Certainly it is this aspect that community members are most proud of and talk about
most to visitors. The Chair of Jubal’'s management committee, Kevin Torrens, who was
one of the first to build a house on the property, estimates that they live on bush tucker
60% of the time. He often tells the story of how when he lived in town he was heavily
overweight with significant health problems, but since coming back to live at Jubal he has
lost all his excess weight and has minimised his health problems; Kevin attributes his
health to the healthy lifestyle and the proportion of his diet that consists of traditional
“bush tucker”.

Hunting for food is a skill which is observably being handed down to the younger
generations. It is common to go to Jubal and see young boys and men coming home with
kangaroos and other species in season, such as turtles, goannas and witchetty grubs. As the
pictures at figure 4.11 show, these young people are taught how to prepare the food to eat

and in the process are handed down vital skills which keep their culture alive.
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Figure 4.11 Jubal youth are taught to hunt for food

Jubal youth are taught how to hunt for food, particularly turtle, kangaroo and goannas, they are also taught
how to correctly prepare the food and cook it. Photo credits: Jubal.

Jubal, therefore, is a place that has, in its short existence, established significant
infrastructure and commenced a long way along the path of fulfilling the expectations of

the community.

Figure 4.12 Jubal Elders Kevin Torrens and Tim Torrens

Jubal Elders Kevin Torrens and Tim Torrens are making sure the youth are taught their cultural practices.
Photo credit: Jubal.
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4.7.4 Hosting and Venue Hire

Jubal is frequently used by groups wishing to utilize a meeting place away from the towns
or the missions. Usually it is day use, but sometimes they camp there. Also Jubal has
hosted educational groups. For example, students from Southern Cross University as well

as Tranby Aboriginal College have held field trips at Jubal as shown in figure 4.13.

Figure 4.13 Field trips to Jubal

Photos: Field trip for Southern Cross University Students
Left: on Kevin Torrens’ front verandah. Right: students being given a tour of the property.

4.8 Jubal’s Ideas for the Future

In 2000, Jubal commissioned consultants Collaborative Solutions to produce what came to
be known as the Community Development and Infrastructure Plan for Jubal Country
Report (CDP) which detailed the infrastructure needs of the Jubal property and put forward
some ideas towards a business and management plan for the property. As a result of this
plan the ILC granted $130,000 for community infrastructure. This money was used for
boundary fencing, internal roads and highway access; power connection; telephone
connection; water storage; lease of truck and tractor and the construction of the first stage
of an Assembly Building, the ablutions block which houses showers, toilets and a kitchen

(figure 4.5). Funding was also received for the erection of a machinery shed (figure 4.4).

In 2006, at the request of the ILC, a Property Management Plan was also completed (See
Chapter Six). This plan built on previous work undertaken to identify Jubal’s vision for its
future and presented it in the context of current and future management needs of the
property. Table 4.1 gives an overview of the community’s ideas for its future and the

associated infrastructure is mapped at figure 4.3.
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Table 4.1  Overview of Development

Ideas for Jubal

Community Development

Family Cabins

Building of cabins for use by
community members, to encourage
families to live at Jubal.

Market Gardens

Market garden to provide the
community with good quality and
healthy food.

Sporting facility

Develop sporting activities and facilities
to provide a safe and healthy
environment for young people.

Training and education programs
incorporated into building and
improvement projects.

Projects such as the building of cabins
will include training e.g. in building
skills for community members.

New shed to provide secure lock up fg
machinery, etc.

rThe current machinery shed is being
used for community meetings and
accommodation.

Refit of existing shed.

Build toiletdshowers and to use in
conjunction with ablutions block for
residents and visitors

Commercial Development

Cabins for rent

To provide accommodation for

education groups, tourists, visitors to the
jail as well as people participating in
retreats and programs being run at Jubal.

Completion of assembly building to
provide venue for training, education,
church groups, etc.

Provide a safe and pleasant venue for
government agencies and other
providers to hire for workshops,
seminars and training.

Sporting facility

To allow other groups to use sporting
facilities (as above) on a commercial
basis.

Camping grounds

To develop the property as a place for
commercial camping.

Host to educational and immersion tot

Irfo develop a business providing tours
and immersion experiences to groups
such as Churches, Schools, Higher
Education institutes and individuals.
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Café — bush tucker and other catering

Develop a commercial kitchen to cater
to the needs of the groups using the
Jubal facilities, as well as provide a
shopfront for passersby.

Portable timber mill

To provide materials for building
projects and to sell to public. To provide
training and employment for people to
hire our mill to harvest timber on their

property.

Cattle Enterprise

Own our own cattle and run cattle
breeding and fattening enterprise.

Health and Safety

Improved highway access.

New highway access to ensure safe
entry and exit from Jubal.

Water truck.

To provide drinkable water.

Increased water storage capacity.

To prevent the need to purchase water.

Fencing around dam.

To protect water from animals.

Fire truck.

To protect in case of Bush Fire.

Four wheel drive.

To enable better access to more rugged
parts of the property.

Source: Adapted from Property Management Plan (ILC, 2006) and notes from community meetings.
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Figure 4.14 Map of Jubal vision

Source: Property Management Plan for Jubal Aboriginal Corporation (ILC, 2006)
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4.8.1 Community Development

The key priority for the community was the building of cabins. There are two types of
cabins the community wished to build; family cabins and commercial cabins. The family
cabins were seen as integral to the plan to encourage community members to come back
and regularly visit the property. They wanted each family group to have a cabin for the use
of that family’'s members when they stayed at Jubal. The expectation was that more
members would want to come and stay if there was accommodation for them. Further, it
was expected that if people came to stay then they would become more involved in the
operation of Jubal. The intention was that the community members would build the cabins
themselves and would incorporate the construction work into a training program so that

members were gaining building skills and certificate qualifications (ILC, 2006).

Other community development aspects to the Jubal vision were to have market gardens,
which combined with their hunting, would provide the community with healthy food (ILC,
2006). There was also a strong focus on providing resources for the youth; ideas floated
included the construction of a sporting facility and the provision of equipment. There was
the hope that they could develop several team sports such as basketball, cricket and

football if such a facility was developed.

Incorporated into all the development ideas was a training component. The community
desired to use natural resources from the property, such as timber, and to build everything
themselves. They were keen to utilise CDEP labour and incorporate that with a training
program in conjunction with the local training organisation ACE, which would result in the

trainees gaining recognised qualifications.

4.8.2 Commercial Development

In addition to the family cabins, there was also the desire to build cabins for short term
accommodation. Tourism was seen to have potential for Jubal, particularly the educational
market with a focus on groups from schools, universities and churches as well as domestic
and international tourists. A new corrections facility which was opened close to Jubal in
2008 also had the potential to provide opportunities to develop accommodation for the
visitors to the jail. Although it was recognised that there was great potential to develop a
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viable business based on these cabins they were not seen to be as great a priority as the
family cabins.

Additionally, Jubal saw potential to develop the property as a venue for hire. They already
had many groups using the property to run programs or hold meetings, and thought that a
meeting room would further enhance their ability to market themselves as a venue. Jubal
had an approved development application (DA) from council for such a place, which was
known as the second stage of the ablutions block. However, to date, Jubal has not yet been

able to obtain enough funding to build it.

Another commercial development idea was a café and bush tucker business. This was
particularly desired by the women. The women had been cooking on an open fire for the
large groups that used Jubal. They recognised the need for proper kitchen equipment. They
were intending to cater for the existing groups, and also to establish a café and develop a
training program in cooking and hospitality. In 2007, they were able to fully equip their
kitchen with a grant from the National Aboriginal and Torres Strait Islander Ecumenical
Commission (NATSIEC).

Another aspect of development being considered was tourism. Jubal recognised that it was
ill-equipped to deal with large tour groups and preferred to focus its attention on hosting
domestic educational and immersion tours. It was hoped that providing these tours would

enhance cultural renewal and provide employment opportunities.

Finally, the community wanted to capitalise on the available timber on their property and
purchase a portable timber mill. They saw scope for using it to harvest timber for the
building of cabins, but also saw potential for a contract business to harvest timber on other

properties.

4.8.3 Occupational Health and Safety

The final area of development was in the area of occupational health and safety. These
were areas which were seen to be important for the continued safe development of Jubal. A
high priority was the building of a new access road. The existing access was on a
dangerous part of the highway and there was concern that people could not enter and exit
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the property safely. The ILC committed to fund a new access road and the work was
completed in 2007.

Another area of concern was water. There was a need to increase water storage capacity as
at certain times, particularly when a big group was staying at Jubal, the community would
run out of water and would have to buy it. Also, they saw a need for a water truck which
would enable them to move water around as required. Additional work required was
improving the fencing around dams to protect the water from contamination. Animals were
able to access the dam used for domestic use, which presented a health risk. This work has

also now been completed through the provision of another grant.

The final area of need related to the provision of vehicles. Jubal identified a need for a four
wheel drive vehicle to enable better access to parts of the property, particularly in wet
weather. The community also felt that a fire truck would help them protect the property.
The forestry company were building fire trails as part of their commitment to protecting

the timber plantation, but Jubal had no resources to protect the rest of the community.

4.9 Jubal and Tourism

The aim of this study was to identify factors which contribute to the successful

development of tourism ventures in the Bundjalung region. As identified previously, Jubal
was interested in participating in the study as they had identified several potential tourism
development options. In this section of the chapter the link is made between Jubal’'s current
development activities and how that relates to the aim of this study which was to

understand the factors necessary to support the development of tourism enterprises.

In 2005, at the commencement of the research, many groups were already using Jubal for
different events; some were from universities and colleges, some from churches and
increasingly women’s groups and Government agencies saw the value in Jubal as a
meeting venue. Therefore, at the time, Jubal was beginning to consider how best to engage
with and develop the markets which they had already tapped into. In particular, Jubal was
successfully hosting events, such as church gatherings, as well as education and immersion
tours for schools, churches and university groups. Key decision makers considered hosting
these groups of visitors to be beneficial to Jubal. As Chairperson, Kevin Torrens expressed

the following opinion:

139



Chapter Four: Background to Jubal

I'd love more of it, they’d enjoy coming out here and we can provide activities, we
can learn from them. People are starting to recognize us, we have non-Aboriginal
people staying here and they are starting to trust us. When | was 16 this white
woman came through here but slept in the school because they didn’t trust us

blackfellas, now they want to listen to us (personal communication,.2006)

Jubal had also developed its own events, such as the Annual Jubal Country Retreat, held
every October. In school holidays they also held camps which were growing as more

funding became available, and which catered for up to one hundred children.

In order to host these events Jubal’s priority, in 2005, was to provide accommodation by
building cabins on the property. As discussed at a Community meeting in November 2005,
they first wanted to build community cabins and then to build visitor cabins (Minutes,
24/11/05). There was also recognition that a new jail being built in close proximity to Jubal
could provide opportunities to develop the accommodation side of the proposed ventures.
The incentive to do this was not entirely financial but also to provide a social service to the

wider Goorie community, as Kevin Torrens explains:

Tourism was prompted by church groups so they had somewhere to stay. We knew
that the jail was going up — rather than have families travel back to visit their kids
every day. | know how they feel, they are broke and have no money and have to sleep
out in parks. We felt for the people — at least they know there is somewhere to stay,

they can’t even afford to pay $50 a night (personal communication, 2006).

Other tourism opportunities were expected from the proposed Bundjalung Elders’ trail, a
regional Indigenous tourism project. However, there were not high expectations from this
project as there had been limited input in the development of the project from Jubal. The
desire to be part of the Elders’ trail was primarily because, as a Bundjalung community,

Jubal thought they should be included if such a project was ever developed.

We want to be part of the Bundjalung Tours because we are Bundjalung (personal

communication, Kevin Torrens, 2006)
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However, while there were clearly several options for tourism ventures there had been no
concerted effort to focus on the development of these ventures. Most effort since Jubal’s
establishment had been on building infrastructure and services for the community.
Therefore, at the commencement of Jubal’s participation in this study in 2005, Jubal was
grappling with several issues which were integral to its ability to develop tourism ventures.
First, the lack of infrastructure, such as adequate accommodation, meeting rooms and
enough toilets and showers (which are also used by resident community members) was
impacting on the services that Jubal could provide. Second, there were financial barriers,
particularly in regard to finding funding for the building of infrastructure such as
accommodation. Third, there were problems with its administration systems, particularly
the lack of proper accounting systems. Related to this was a need for training of

community members in all facets of running a business.

It quickly became apparent that if the focus of this study remained on developing a tourism
business without first attending to the fundamental capacity of Jubal to operate such a
business then the resultant business would not be sustainable. Therefore, in response to the
needs of the community at that time, this research project focused on those areas which
Jubal needed to work on in order to develop its internal capabilities to support its capacity
for further community and economic development. While the community had ideas for
tourism, they were not able to realise them, until they had addressed fundamental systems
and infrastructure. As Norm Torrens indicated, to go ahead with tourism enterprises at this

stage in Jubal’s development would be a mistake:

It's put on the back burner - we’re not in a position to. If we got pushed ahead we’'d
be biting off more than we can chew. We are battling where we are at the moment.
Eventually 5-6 years down the track. We would prefer drop ins and school groups.

Big bus loads of people - no we are not interested (personal communication, 2007).

As a result, this study examined those activities with which Jubal was engaged as part of
developing the fundamental systems and building their capabilities to support future

enterprise development.

In particular three key activities were examined, which | also participated in as a

researcher. As explained in Chapter Three, | chose to describe the three key activities in
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detail using words of the participants, my own notes and notes from meetings to give both
a chronological sense of what was occurring, as well as provide some commentary and

observations about the experience of working on these three activities.

The first activity was developing an SRA, and is addressed in Chapter Five. The SRA was
an important step in Jubal’'s development as a community and its ability to establish
beneficial relationships with Government funding agencies.

The second activity was planning via the PMP. Jubal was required by the ILC to produce a
PMP and spent several months in 2006 participating in this planning activity. The PMP is
discussed in Chapter Six.

The third activity was the financial side of the organisation. In terms of time and effort this
is the area which required the greatest amount of work during the course of this study. It
was fundamental to all the other operations because without proper financial systems it
was not possible to obtain further funding. Additionally, the lack of these financial systems
Is shown to impact on the confidence of Board members and the community’s confidence
in the ability of the Board members to effectively manage Jubal. The process of achieving

financial compliance is addressed in Chapter Seven.

Chapter Eight then draws the themes from the three activities together and the implications
of the study are discussed.

4.10 Conclusion

Jubal is a community that has been created from the hopes and desires of a small group of
people within the wider Goorie community. Since 1999, they have worked to ensure that
Jubal provides a place for their members to live, a place where they can live as cultural a
lifestyle as possible and a place that can provide the wider community with a retreat, a

place of safety.
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5.0 Introduction

Following a major review of the administration of Federal Indigenous affairs, significant
policy changes were announced by the Federal Government in 2004 (Vanstone, 2005).
Prior to these changes the Federal Government had administered funds through ATSIC
which was established in 1990 to enable Aboriginal and Torres Strait Islander peoples to
have greater involvement in the governance of their own lives (ATSIC, n.d.-a). The ATSIC
structure included an elected arm of Indigenous representatives, as well as an
administrative arm headed by a Chief Executive Officer (CEO) (ATSIC, n.d.-a). On the
15" April 2004, the Federal Government announced its intention to dismantle ATSIC in
2005, and to deliver its policy related services through the establishment of ICCs (ATSIC,
n.d.-b), (see Chapter Two — Section 2.5 for further details).

Central to these policy changes was the concept of mutual obligation. According to the
Federal Government mutual obligation meant that in return for the provision of funding

and services, Indigenous communities would be expected to take more responsibility to
ensure the proper use of funds and implementation of programs (Vanstone, 2005). To
enable this concept of mutual obligation, communities would be required to sign SRAs
which were agreements between communities and the Federal Government. SRAS set out a
series of responsibilities and mutual obligations in return for funding and had been

modelled on a number of trials instigated in 2002 by COAG. SRAs were expected to result
in the development of integrated and flexible programs and services for Indigenous peoples
(Vanstone, 2005).

Jubal applied for, and signed, an SRA in 2006. During the course of this study the process
of developing an SRA was not as time consuming as other activities such as developing the
PMP or constructing financial records. However, it was a significant component activity
because it was a new policy which had implications and consequences for Jubal which this
study highlights. Also it was important because of the context in which it was signed; it
came at a time when Jubal was clear about its need to be self-sufficient but recognised its

need to ensure funding to help it develop its projects.
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In order to better understand the context in which the SRA was signed the Jubal Board
members’ observations about their previous relationships with Government is explored in
Section 5.1. Also discussed is their ability to communicate effectively with Government
which sets the context in which the SRA was signed. In the next section of the chapter the
process undertaken to sign the SRA is discussed. Finally, the outcomes of the SRA are

examined.

5.1  Jubal's experience with Government prior to signing an

SRA
The Jubal Aboriginal Corporation was established in 1999, in order to administer the ILC
granted property. Jubal is, therefore, a new community in that they are not an ex-mission or
Government established reserve, but are a community created from five families with a
specific mission (see Chapter Four). Despite the long connections to the physical land
which is now called Jubal, the Jubal Aboriginal Corporation was only established in 1999.
As a new entity, it was necessary for Jubal to gain recognition from Government
departments as a viable community in order to attract program funding. The Jubal Board
members felt that achieving this recognition had been difficult and that they were not

always heard.

We feel that lots of departments treat a lot of Goories as if we are aliens. All their
attention goes to missions. There is no doubt missions need more support, but they
give everything to ex-missions — where’s all that money going? What's it doing to cut
down on grog and crime? It hasn’t improved anything. Ex-missions are the
government’s priority. They don’t see a need at Jubal, what's it doing? Putting
everything into missions makes them look good - they are sitting cosy, with
continuous jobs driving around in government c@€svin Torrens, 2006)

We have had this experience with [an Aboriginal Housing Cooperative that provides
community housing to some community members connected to Jutial] is

trying to get some repairs and maintenance done on its houses; not because they
haven’t been looked after but just natural aging. We have been trying to get it done

for five or six years, but we can’t get anything done. But people are going to the ex-
missions and doing repair and maintenance assessments all the time. People up there

can break a window every day and get it repaired. Norm’s just been given those
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kitchen cupboards that they threw out at Jubullum, there is nothing wrong with them,
they have even been repainted, they are in good condition, but they have been
replaced up at Jubullum — but we can’t even get basic repairs done to our houses.

We are not missions, we feel like aliens (Kevin Torrens, 2006)

Despite feeling excluded from available Government resources because Jubal is not a
former mission or reserve, Jubal members strongly asserted their opinion that Jubal is
different from a mission. Kevin Torrens, for example, believed that Government still
encourages the idea that Goories are dependent on handouts and that Governments work
best with service delivery which is orientated towards discrete, identifiable and existing
communities (personal communication, Kevin Torrens, 2006). There was also a
perception, as articulated by Robert Caldwell below, that it is to the benefit of non-
Indigenous people to maintain the missions because it keeps the Aboriginal people from

moving into towns.

They don’t want us. They’d rather we was a mission. They are pouring money into
Tabulam, for new homes. One woman owns four homes. It's harder for us; the land
council is getting more money. The White people want to keep it that way; they don’t

want people to move into Casino [a nearby town] (Robert Caldwell, 2007)

Consequently, Jubal members felt they had to prove themselves; whereas, their perception
was that more established communities, those that were previously missions or reserves,
were given resources as a matter of course. However, despite this perceived inequality, the
fact that Jubal is not a mission was seen as a strength and a point of differentiation which
assisted the ability of Jubal to develop effective programs and enterprises.

We look at Jubal as a place we want to live, White people think of it as a mission. We

are not mission people we want to better oursefdMesm Torrens, 2007)

The notion of wanting to better themselves and not be seen as ‘mission people’ was also

connected to the desire to be in control, to be independent and self-reliant.

We like to think we are on the way. We like to think we’re almost in the position to be

independent. We will continue along those lines. But we will have to go along for a
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while getting “handouts”. If we do things right and hang in there we are strong
enough to become independent. We have changed our way of thinking, it gets back to
decision making, we are in a position to make decisions about what we do with the

income(Norm Torrens, 2007)

Another theme which regularly emerged during discussions at Jubal was suspicion about
Government intentions particularly in relation to issues of conflict amongst various
Aboriginal community groups in the area. Kevin Torrens reminisced that conflict had not

always been present in his experience, even in the mission days:

Although we weren't free, there was discipline and love — we could walk from house
to house and people would sit on the veranda and talk to each other and there was a
good feeling of love. Now though people are arguing too much and although there is

a bit of love, there is not enough (Kevin Torrens, 2005)

Kevin thought the cause of conflict amongst Aboriginal communities and organisations
resulted from issues of power. This power arose from Government establishing new

Aboriginal organisations to administer various policies.

It's power - as soon as politics came into it there were problems, once they started
setting up cooperatives there were problems. Disunity is caused by the government
setting up these different organizations. When they first formed co-operatives...they
said we had to elect people onto the committee, but they should have had a rule that
there was one person from each family because it ended up that one family would be
on the committee — they run it - when it comes to things like the housing list their
families got first priority. [Name removed]a good example, they used to be a much
better community, less conflict, but as soon as they started building new houses, they
formed a committee and now they are the same as everywhefiéaalseTorrens,

2006)

In addition to these conflicts there was also some apprehension about the real interest of
Government departments in effective community engagement. | attended several meetings
that Jubal had with Government departments in order to explain Jubal’s ideas, but

generally nothing came from such meetings. Often these meetings highlighted the gaps
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between Jubal’'s needs and the Government agency’s understanding of their context as an
Aboriginal organisation, and in some cases as Aboriginal people. One such example
which, for me, exemplified the lack of understanding that some in Government
bureaucracies had about Aboriginal people and communities occurred in September 2005,
when Jubal was seeking funding to build the second stage of the ablutions block (see
Chapter Four). Kevin Torrens held a meeting with one particular funding agency and spent
considerable time showing them around and briefing them on Jubal’'s plans. While these
people did appear to be interested in the plans, | was left with a feeling of disbelief at what

| perceived to be ignorance and culturally inappropriate comments, as my notes show.
Notes, 20" September 2005

We had a meeting today with some people freame removedWe gave them the
grand tour and explained Jubal’s plans for the future. | was amazed when the more
senior public servant present asked me if | ‘idenfdg Aboriginal] This came after

| had told her of my connection to Jubal and a little of my background. | told her that
of course | didn't; that | am White, and English. So she said, “but don’t you

‘identify’ as part of the community?” | said “no, | have been welcomed in as family,
and | feel welcome, but | don't ‘identify”. As she continued on in this vein Kevin and
| were just looking at each other in confusion; he ended up having to tell her that the
Elder’'s are happy | am here in an effort to end the conversation. But still she talked!
She said that | should get a certificate to say that | am part of the community and
could identify.

| was stunned at the ignorance and inappropriateness of this person, who even when
it was pointed out that | am English and most definitely not Aboriginal, kept
repeating her thoughts that | should get a certificate. She clearly had no

understanding of what it is to be Aboriginal and part of a community.

° A certificate of Aboriginality is provided by Local Aboriginal Land Council, or an Aboriginal Community
Organisation and state that the person is known to identify as an Aboriginal person and is accepted by that
community as an Aboriginal person. The definition of an Aboriginal person by the Federal Government is a
person who: is of Aboriginal descent; identifies as an Aboriginal person; and, is accepted by the Aboriginal
community in which they live (NSW Attorney General Law Link, n.d.).
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It really makes me wonder about the people that control the resources. Jubal has
great ideas, but at the end of the day they always have to prove to somebody who
clearly has no understanding of their environment, culture and so on, that they
should be funded. | wonder at the priorities as well, there are no quick fixes here, but
there was a distinct excitement in the room when we talked about projects and they
[the Government representativés$tantly focused on reports. | felt like they were

only interested in projects that produced lots of happy black faces for their reports.

My observation about that meeting was shared by Kevin Torrens who made the comment
they were only interested in as far as they could big note thessg#levin Torrens,
2005).

That was one example of an interaction with a Government funding agency; however,
another problem for Jubal was that they were not always recognised as a community to be
supported, particularly in the early days, and therefore were not always notified of events
or programs that could be useful to them. For example, if a meeting was held to bring

Aboriginal organisations and funding agencies together they were often not invited.

Notes, 15th May 2006

It strikes me that there are all these programs designed for Aboriginal communities,
but Jubal doesn’t hear about many of them. For example, we found out today there
had been a big meeting on Fridflyo which Aboriginal organisations and funding
agencies had been invitedubal didn’t know anything about it, so all the
organisations with resources to help them were in one place, but nobody invited
Jubal. They really have to make their own way. When | talked to Kevin about it he

just said that he doesn’t want to involve these people they will do it their own way.

Even where there was a good relationship with a Government agency Jubal had problems

with the lack of continuity of people working in the agencies, as Norm Torrens explained:

We have been pretty lucky; people did seem to want to help. People that did come
were good, all of a sudden. But there is a big problem because of the constant

changes in people. The current ILC fella is supportive, but there were three or four
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others before him at least, five people easy, working their way through. It seemed
like the ILC thought the relationship was getting too strong. To us it felt like they
moved people on, on purpose, it looked like a strategy. We are more aware now of

dealing with those people, we have an instinct and suspi@iorsn Torrens, 2007)

As well as suspicion that moving people from their positions was a Government strategy,
which spoke of the Board member’s lack of trust, it also highlighted the practical
difficulties of reinventing relationships and of putting work into explaining and developing

the Government agencies understanding of Jubal’s needs.

Further, because they were constantly having to establish and maintain new relationships
with individual project workers the Board member’s confidence in their communication
skills was undermined and at the commencement of this study was fairly fragile. This
fragility of confidence was evident when | first started working with Kevin and was
surprised to find that he would ask me to attend meetings with Government
representatives, or talk on the phone to people who were ringing about specific
requirements. He would say things like talk to Gab, she understhqdikly learnt it was
because | understood and was confident with the terminology that Government used. |
could act as a ‘translator’ as | knew what Jubal was trying to achieve and could help them
explain it to the Government departments and vice versa. This experience highlighted how

inaccessible Government organisations and programs could be to Aboriginal people.

The lack of confidence in Jubal’s ability to communicate their needs also raised some

issues for me at a personal level about my role within the community.

Notes, 28" November 2005

| am a little uncomfortable with how the relationship has developed [with Jubal]. It
seems that now | have their trust | am overly trusted! A case in point is how Kevin

left me to the meeting with the ICC last week. Even though he had organised the
meeting, when he rang them (to tell them he couldn’t come, but | would still attend),
he actually told them that he didn’t know what we needed to talk about, but | would
understand! This week he asked me to meet with Tursa and CDEP. It's because they

think | can explain better what needs to be done, but they know too. They just seem to
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think that I can ‘translate” what they need into “whitespeak” which is probably true.
But they shouldn’t give away their power by relying on outsiders. They know what
they want and need and if they don’t use the “right” words it doesn’t matter. They
also have to understand what the government/funders are saying because otherwise

they will miss out.

My concerns arose because here was |, another White person, speaking on behalf of
Aboriginal people, even though it was at their request. | questioned myself about how it
was assisting self—determination. If people like me, who can apparently’ bridge’ the two’
languages’ continue to do so does that actually diminish the gap of understanding, or
contribute to Governments designing and delivering programs in an accessible way for
their constituents? However, this experience also highlighted a constant problem for Jubal
of not always understanding Government programs and language. Jubal also took some
responsibility themselves for their lack of skills in certain areas, as | noted following a

discussion with Norm and Kevin Torrens.
Notes, 6" March 2006

Kevin and Norm had a meeting with the ILC yesterday, which they thought went
really well in the end. To begin with though they found it hard because the ILC
representative turned up with two pages of agenda, using acronyms and they felt that
they did not really understand what the ILC were talking about. They said it was
good that [two non-Indigenous people working with Jubadfe there because they
understood what the ILC were talking about and were able to “keep[thenLC]

on their toes”. | asked them how they felt about “needing” to have somebody there
to help explain everything to them, they said that it wasn’'t good and that the
organisations should explain things better, but also that it was their own fault in a
sense because they don’'t have anybody trained up in these things. Norm said they
need to have somebody to show them the “nitty gritty”. That's the day to day things
that they don’'t know about.

However, as time went by the level of confidence displayed by the Jubal Board members
did appear to increase. In 2006, | made the observation to Kevin Torrens that he seemed

much more confident, and in control in his dealings with people such as the accountant;
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that he appeared to be less intimidated by people such as consultants, and was more
confident in engaging with Government agencies. This was evident in actions such as
Kevin leaving very strident phone messages for the accountant if he failed to return the call
immediately; or in critiquing the PMP consultants, or even writing to ORIC to complain
about their failure to deliver governance training. Kevin agreed that he was more confident
and identified a key contributor to his confidence as being the work we had been doing on
the accounts which was aimed at achieving compliance for ORIC (see Chapter Seven for

details about the accounts).

People have good intentions - but is it good for the group? We are more accountable
now and can walk around with our head up high. A lot of people were deliberately
hoping we were going down, but we can go to the computer now and show that we

are doing everything right (Kevin Torrens, 2006)

There were other ways in which it was obvious that the Board members were becoming
more confident about taking control. Norm told me that we are all learning and getting a

bit of experience with learning to deal with bureaucrats (Norm Torrens, 2007).

Robert Caldwell, who had many years experience working in State Forests, spoke to me
about the difference that having some confidence and knowledge in relevant areas had
made to the deal Jubal had made with a forestry company (see Chapter Four for details).

Like when the Mission went into trees, the community didn’t have a say in the
decision and we also see thfforestry employeediriving around the Mission with

no permission. At Jubal | spoke up for the money as we go. We made sure we got a
good deal, there was a bit of objection, people didn’t want trees, they were worried
about the erosion and pesticides; but the company put all that in furrows and we are
happy with it(Robert Caldwell, 2007)

These various opinions by the Board members provided the context in which the Jubal
Board members were to engage with an SRA. In the next section of this chapter, Jubal’s
reasons for signing the SRA are explained and the outcomes of the agreement are then

discussed.

151



Chapter Five: Developing a Shared Responsibility Agreement

5.2 Jubal and the SRA

As explained in Chapter Two, changes to the administration of Indigenous affairs policy
were announced in 2004, following a review of the Federal administration of Indigenous
affairs (Vanstone, 2005). From July 2005, SRAs were implemented as integral to the
delivery of Federal funding in Indigenous communities (Indigenous Coordination Centre,
2005). These changes had implications for all Aboriginal and Torres Strait Islander

communities.

In Jubal’s case, prior to July 2005, when Jubal required project funding, they had
successfully obtained small grants from ATSIC. However, with the demise of ATSIC in
July 2005, it was unclear to the Jubal Board how they were able to access any further
funds. This lack of clarity continued for some months until November 2005, at which time
Kevin Torrens decided to approach the ICC and find out what programs were available,
and how they were able to support Jubal. Kevin asked me to attend a meeting at the ICC
office in Coffs Harbour. As Coffs Harbour is a three hours drive from Jubal and a seven
hour drive from my home in Sydney. Kevin and | arranged to stay in Coffs Harbour
overnight and meet the ICC project officer first thing in the morning. Unfortunately, at the
last minute Kevin was unable to attend. Nevertheless, as | was already in Coffs Harbour,
having travelled there from Sydney, Kevin Torrens asked me to continue with the meeting
and present Jubal’s plans to the ICC and in turn find out more about the ICC’s role and
how Jubal could access the ICC resources. | found the meeting | had with the ICC project

officer, Darren Kershaw, informative and constructive.

In particular, | was able to find out more about the SRAs and how they would work. Given
the level of criticism that had been raised by Indigenous people, and others, about the
SRAs (See Chapter Two) | had been sceptical about them and critical of the concept. The
explanation of the SRAs at this meeting left me feeling that although | still had some deep
objections to the underlying premises of the Government’s concept of “shared
responsibility”, in Jubal’s situation, an SRA could be more beneficial, or at least benign,

than | had previously believed.
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Notes, 22" November 2005

The aim of the SRA is for the community to go to the ICC and outline what they need.
The community has to start a dialogue with them, which he [Darren Kershaw, the

ICC project officer]considers started because | am representing the community.

The responsibility side of the SRA is that the community agree to ensure that the
project is run properly. He assured me that there wouldn’t be things like washing of
faces’. They just wanted to see that there is a commitment from the community to the

project.

The ICC would make the agreement with the community not with the Jubal
Aboriginal Corporation. It all has to get approved by Canberra which is supposed to
ensure that there is no favouritism, or nepotism... [Hlowever | think if you don’t have
an SRA it is harder and less likely that you will get program funding. Doesn’t this
then force communities into taking on an agreement that they may not want, just to

ensure they can access future funding?

The thing that struck me the most is that it seems quite reasonable, unlike some of
what | have been hearing from elsewhere. You would expect that if the community
are applying for funding then they want the project to work. It doesn’t really address
the issues that if the community has a problem in implementation what happens
then? It also means that communities that are more functional are more likely to get
funding; because they have to be organised enough to undertake the application
process. If they don’t get an SRA it is less likely that they will have access to further
program funding. So what happens to the communities that need help getting
organised or developing their planning? Do they just get left behind? Equality is also
not implicit in the notion of “shared responsibility” the power is all with the funder.

It is the funder who decides who gets funded, for how much and, importantly, for

which projects.

19 This is a reference to a community which was promised a petrol bowser in return for hygiene commitments
such as washing children’s faces (Cooper, 2005).
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Another aspect explained to me is that it is the responsibility of the ICC to go to
other funders and ask them to put in [fundifg]the projects. The idea is that it
simplifies the funding process with Jubal putting in a proposal to the ICC, which
then takes up the case for Jubal with all the other Government departments which

are supposed to be housed within the same office.

As indicated above, | understood SRAs to be essential if communities wanted to obtain
long term funding from other Federal agencies. | understood them to be a sort of litmus
test; a community would sign an agreement, and how they managed that agreement would
influence whether they were to get any further funding. If a community was able to show
good governance and prove themselves with the SRA then they would be trusted with
further funds from other Federal Government departments. Another important message
that | took from the meeting was that the onus was on the community to identify their
specific needs and approach the ICC to ask for an agreement rather than wait for the
Government to approach them. Questions remained for me about the role of a centralised
decision making process and whether this would allow for the required level of

understanding of the context of each individual community.

Following this meeting at the ICC, | reported to the Jubal Board members at a community
meeting on the 22 November 2005, and explained my interpretation of the SRA process

to them. The key point of concern and discussion amongst community members at that
meeting was what the Government meant by ‘responsibility’. In particular, concerns were
raised by community members about what would be required of Jubal in order to meet the
‘responsibility’ criteria and whether that would mean the community would lose control
over Jubal. Having control over the community and its operations was important to Jubal

as they wanted to be self sufficient.

There will be a time when there is no more funding and we have to do it for

ourselves, so we need to start now (Norm Torrens, 2005)

Therefore, it was important that Jubal was clear about what signing an SRA meant in terms
of control over the community and its projects. Following on from that point, | suggested
to the members that the process seemed to favour ‘functional’ communities, in that the

onus was on the community to approach the ICC and put forward the projects. | suggested
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to the Jubal Board that those communities who were perhaps not as cohesive and
functional would find it harder to engage with the SRA process, and therefore access
program funding. | could see little evidence to suggest that the ICC would have either the
capacity or the mandate to work with communities to develop their ideas to take advantage

of these new arrangements.

| recommended to the Board that, on balance, | thought it would be beneficial for Jubal to
take advantage of their functionality and engage in the SRA process or risk being left out
of funding all together. Therefore, in recognition of the understanding that if a community
had an SRA it would be easier for them to obtain other funding and with the proviso that
conforming to the Government’s agenda of ‘shared responsibility’ was nothing more
onerous than agreeing to proper reporting and governance procedures, the Jubal Board
decided to submit an application for an SRA (Minutes, 24/11/05). The funding request was
for a relatively small amount of $30,000 to enable Jubal to purchase tents and other
camping and storage equipment. The tents would allow Jubal to provide accommodation
for youth camps and other events, while cabins and permanent accommodation was being
built.

In January 2006, following the process that had been outlined at the ICC meeting the
previous November, Jubal submitted an overview of its plans together with a request for
$30,000 for camping equipment and secure storage (Notes, 22/11/05). | understood the
process to be a case of the ICC assessing the proposal, before making a recommendation to
the Office of Indigenous Policy Coordination (OIPC) in Canberra. The OIPC would then
make a decision as to whether to offer an SRA, and related funding, or not. It seemed a

simple and streamlined approach.

However, the process, while fairly simple, did take some time. | submitted the proposal on
Jubal’s behalf by email on the"l0anuary 2006 and received an immediate response from
Darren Kershaw, telling me he would try and discuss it with his boss that week (emalil
from Darren Kershaw f1January 2006). | had further communication with Darren in
February when | followed up on the progress of the application. On Febria2paa, |

was informed by Darren via email that there wagrogress at the moment as other

priorities have taken over i.e. changes to OIPC/ICC announced by the Government and
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closing of timeframe for e-sub applicatidhgemail from Darren Kershaw 2February
2006).

By July 2006, some seven months after submitting their proposal, Jubal had not had any
response to their SRA application. At that point | was the only person who had met the

ICC with relation to the SRA; the Jubal Board members were yet to talk to the ICC

directly. Consequently, in the hope that he could move the process along, Kevin Torrens
invited the ICC project officer to a meeting at Jubal. The aim of this meeting was for the
Board members to meet the ICC project officer as well as to comprehensively outline
Jubal’s plans to him. The meeting, held on th® 2dly 2006, was also timely because the

ILC PMP (see Chapter Six) was under way and Jubal members were keen to ensure that
there was some coherence to its relationships and project proposals by including the ICC in
the PMP process. The meeting in July with the ICC was very productive and resulted in the
project officer, Darren Kershaw, expressing a desire to support the PMP process. He
subsequently attended the two final PMP meetings in September and October 2006. Darren
Kershaw’s presence at the meeting also moved the SRA process along as he forwarded a
draft of the schedule of the proposed SRA prior to attending the July meeting, which then
enabled discussion at that meeting.

The SRA schedule developed by the ICC, based on the brief proposal Jubal had submitted
in June 2006, clearly set out obligations for each party to the agreement. Jubal applied for
an SRA to obtain funding to purchase camping equipment in order to start running holiday
camps. The resultant agreement developed by the ICC was put forward as stage one of a
two stage process which extended the Jubal community’s original vision of being a place

of safety and retreat for community members to include support strategies for victims of
family violence and sexual assault. Stage one of the process was to purchase the camping
equipment and stage two was to develop a permanent safe house facility. The details of the

agreement are shown in Table 5.1.

! The e-sub application was a reference to the online process for applying for Federal funding for Indigenous
programs.
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Table 5.1  SRA - Schedule 1- Jubal (youth and families program)

Community Priority

» Re-instil cultural values and identity for young Aboriginal people.
= Develop support strategies for victims of family violence and sexual assault.

How we will address it

» Provide Jubal youth and families program with camping equipment,
training/accreditation for camp facilitators and subsidise cost of running camps.

= Improve links with other local services and initiatives which support safer families and
communities.

What Governments will do

Stage one

= OIPC - $30,000 to purchase camping equipment, subsidise cost of running the camps
for 1 month and contribute to camp facilitator training and accreditation.

Stage two

= Development of a permanent “safe house” facility and program sustainability. Engage
DAA, Families First (DOCS), Premier’'s Department, Attorney General’'s DCITA,
Kyogle Council, ACC, DSRD, ILC in stage 2.

What Communities will do

=  Community members/Elders will:

o Implement camps and act as youth mentors.

o Undertake training to become accredited youth workers.

o Continue to lobby local government and service providers to gain financial
support and in kind assistance to implement the “Jubal Country Réport.”

0 Undertake a planning process to map core services in region and forecast future
activities for the Jubal Youth and Families program.

o Contribute to, and manage, cultural activities.

What families/individuals will do

= Support children to attend camps.

» Encourage victims of family violence and sexual assault to access Jubal facility.
Assist in implementation of participation in programs and cultural activities.
Work together to improve local planning capacity.

= Participate in information sharing sessions, workshops and events.

Source: ICC

2 This is a reference to the Community Development Plan (CDP) produced for Jubal in 2000, see Chapter
Seven.
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The SRA agreement was completed and signed in December 2006, with the grant of
$30,000 paid to Jubal later in the same month; almost a year since Jubal had first submitted
a proposal. Following the payment of the grant, Jubal had twelve months to spend the

money and was required to submit quarterly progress reports and financial statements.

53 Outcomes of the SRA for Jubal

The SRA had an immediate benefit for Jubal and provided the funding to buy camping
equipment and to build storage. The primary purpose of the camping equipment was for
school holiday camps. However, the equipment was also available to use for other groups
and Jubal was able to host various groups at the property and provide accommaodation, for
example for student and church groups. The tents also provided an opportunity for future
income generation by expanding the number of groups they could accommodate.

Additionally, Jubal has attracted further funding since signing the SRA. The ICC
administers an annual funding round on behalf of various Government departments and
Jubal has been successful in receiving grants from the Attorney General’'s Department and
the Department of Families, Housing, Community Services and Indigenous Affairs
(FaHCSIA). In total Jubal received $116,000 over three years from the Attorney General’s
department and $33,000 over two years from FaCHSIA. While there is no evidence to
prove either way that this funding is directly attributable to the SRA, certainly Jubal has
found it relatively easy to obtain funding for projects which fit within the SRA schedule
thus supporting the argument that the SRA was useful in establishing a framework for
funding. Further, the SRA was useful in establishing the credibility of Jubal as a
functioning organisation as they were able to show their ability to provide timely reports,
proper accounting and governance measures and positive outcomes from the SRA funded

program.

There is, however, no evidence as to the benefit of other components of the SRA beyond
that initial funding and establishment of credibility. In fact, since Jubal received the
$30,000 for the camping equipment and acquitting that grant | have not heard any of the
Jubal Board members mention the SRA. Further, all interaction with the ICC that | have
been aware of, has been in relation to reporting requirements for each of the further grants

from the Attorney General’'s Department and FaHCSIA.
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In addition, although Jubal has been successful in obtaining further funding from the
Attorney General’'s Department and FaHCSIA there has been no progression either in
developing the initial ‘holiday camp’ program or developing Stage Two of the SRA. With
regard to Stage Two, the SRA states that the ICC will assist Jubal to engage with
Government agencies, both State and Federal, to further the development of the permanent
safe house facility (ICC, 2006). However, in the two years following the SRA there was no
observable activity or progress from the ICC with regard to brokering new relationships
that could contribute to enhancing Jubal’'s development agenda. The SRA seems to have
been largely forgotten with the two major grants now being the focus of the ICC’s
attention. The ICC’s relationship to these two grants is to ensure that quarterly finance and
progress reports are submitted. Failure to submit reports on time results in delays in the

quarterly payments of the grant to Jubal.

Another aspect of the SRA which has seemingly been overlooked is its relationship to
Jubal’s plans as identified in the PMP (see Chapter Six). While there are elements
contained in the SRA that are also in the PMP, such as providing a place of safety, there
are few connections. This is particularly evident with regard to the building of a permanent
safe house. This safe house does not appear at all in the PMP and is not included as one of
the future projects identified for Jubal. There is, therefore, little practical connection
between the SRA and the PMP.

There are also issues with regard to the reporting requirements for the SRA. Included in the

schedule were several measurable benchmarks:

= Camps well attended;

» Increased number of community members assist with programs and cultural
activities;

= Camp facilitators are trained/accredited:;

= Reduction in School truancy rates;

» Reduction in incidents of family violence,;

= Reduction in incidents of sexual abuse.

While Jubal has been able to submit adequate quarterly reports for all its funding

commitments, the reports have never met all of the above criteria. Certainly the first three

159



Chapter Five: Developing a Shared Responsibility Agreement

points are easy for Jubal to measure and report on. However, benchmarks four, five and six
are beyond Jubal’s capacity to measure. There has been no interaction between any
Government department which might be in a position to link attendance to the Jubal camps
and monitor outcomes in this regard. To my knowledge the ICC has not made any

approach about ensuring these particular benchmarks are monitored and reported on.

Despite the fact that the reports Jubal produced were deemed acceptable by the ICC, this
study showed that the SRA process and the ICC structure does little to connect the
community to the agency providing the funding. As a result of the streamlined approach to
funding, the relationship with all the various government agencies is now filtered through
the ICC. The ICC acts as a broker and intermediary between Government and the
Community. As well as streamlining the funding process the ICC is placed in a position of
gatekeeper. This results in distancing Jubal further from its funding relationships and to
make them reliant on their relationship with the ICC, in particular with the ICC project
officer. This effectively means that there is one person who is the only ‘face’ to all the
Federal funding agencies, and who the community are reliant on to promote their needs.
Consequently, there is no connection to any resources, or expertise, other than funding,

that the agencies may provide through their service delivery and expertise.

For example, while the ICC administers the funding applications, the money for Jubal’s
grants for the school holiday camps program is provided by the Attorney General’s Family
Violence Prevention Legal Services and Early Intervention program. While an attribute of
this funding is that Jubal is able to develop and run its own programs, having control does
not exclude the opportunity for Jubal to benefit from input from agencies involved in early
intervention program and family violence. Better linkages could be made between existing
services and programs with the aim of improving monitoring of the program and to provide
increased opportunities for Government agencies to deliver its services more effectively. A
closer relationship with these service providers would also assist Jubal in developing the
skills of its members. Jubal is seeking self-determination not isolation and would benefit
from connecting with existing skills and programs. In turn, Government would benefit

from working with Jubal to enhance and strengthen the effectiveness of the school holiday

program and thereby maximize the effectiveness of its funding investment.
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54 Conclusion

Prior to signing the SRA, the Jubal Board members expressed opinions about how they felt
they were not treated as well as ex-missions and reserves by Government. They were clear
that they did not want to be seen as a mission, however, they perceived an imbalance in the
way that they were able to access funding compared to missions. The Board members
expressed a desire to be independent and not reliant on Government “handouts”, but also
recognised that in the immediate future this was necessary. A certain amount of distrust
was also expressed, in particular relating to what was seen as the problems around setting
up new organisations to handle different Government policies. This was seen as a source of
conflict in the communities and one which was a deliberate Government strategy. There
was also some concern expressed about how well Government agencies were able to
understand Jubal’s needs and the context in which it was working. Alongside this lack of
trust there was a lack of confidence expressed about dealing with Government and being
able to adequately express themselves and to understand Government language. The
community identified that they needed to better equip themselves with skills. Having
relevant skills was shown to make a difference as where there was knowledge, such as in
the area of accounts and forestry management, the community were better able to express

themselves and create opportunities.

The SRA was signed after a period of uncertainty following the closure of ATSIC in 2005.
While the Jubal Board members were concerned that they would lose control over their
community by signing an SRA, they committed to do so. While the SRA took some time to

complete, the activities associated with completing the process were not cumbersome.

Given the low level of both trust and support displayed by the Jubal Board members
signing the SRA was a significant step towards establishing a workable relationship with
Government and the SRA provided clear benefits to Jubal. In particular, it established a
relationship with the ICC and gave Jubal an opportunity to prove themselves as a viable
community and facilitated further funding grants. The funding accessed through the SRA
provided a tangible benefit to Jubal, particularly in the short term. The funding helped
Jubal develop the school holiday camps program, and also enabled Jubal to host other
groups. Additionally, since the SRA was signed they have applied for and received other
significant grants from Attorney General’'s Department and FaHCSIA.
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However, the effects of the SRA were limited in that it did not deliver all that it promised
and no progress has been made on developing other aspects of the SRA such as the
permanent safe house. Further, there was no linkage between developing this permanent

safe house and the Property Management Plan.
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6.0 Introduction

The Jubal Aboriginal Corporation obtained the property from which it operates through a
grant from the ILC in 1999 (See Chapter Four). At that time the aims and objectives of the
Jubal community were clear and had been written into a Community Development Plan
(CDP) (Collaborative Solutions, 2000). However, from 2000 to 2005, Jubal had not
engaged in any further formal planning process. In 2005, they were asked to do so by the
ILC who required a PMP in order to facilitate further funding of Jubal by the ILC. This
request was tied to a commitment, by the ILC, to a $200,000 funding package which had
two components (Minutes, 14/07/09). The first component was immediate remedial
projects deemed necessary, by Jubal and the ILC, for occupational health and safety
reasons. The second component was the remainder of the package and was unallocated but
was dependent on the production of the PMP.

The remedial projects already committed to were fencing around the dam used for
domestic water to prevent contamination from animals and the construction of a new
entrance to Jubal. The existing entrance was a dirt track accessed from the Bruxner
Highway which made entering and exiting Jubal difficult and potentially dangerous. The
ILC commenced working on these two projects in 2005, and then instigated the
development of a PMP in 2006, the purpose of which was to detail future needs and plans
for the use of the Jubal property. The terms of reference for the PMP were set by the ILC
which engaged consultants directly. Jubal’s role in the PMP was to meet with the
consultants and participate in the process set by them. By mid 2006, the ILC had engaged
consultants to complete the PMP and expected the plan to be completed by October or
November 2006 (Minutes, 14/07/09).

The PMP process was an important component of this study as it highlighted the
challenges for the Jubal Community in working with external consultants and engaging in
an unfamiliar process. Second, the PMP process enabled an analysis of the relationship
between planning processes such as this and the community’s development aspirations. An
overview of previous planning efforts by Jubal before the process undertaken to produce
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the PMP is examined in this chapter. Included is the community’s experience of engaging
in the process and finally some observations about the PMP report are presented.

6.1  Previous Planning by Jubal

Planning was not an entirely new concept to Jubal prior to commencing the PMP. For
example, in 2000, Jubal had engaged consultants to complete a CDP (Collaborative

Solutions, 2000). The CDP included several areas of potential development which the
Jubal community had identified as part of the vision for their future. The development

ideas broadly fell under social, economic and occupational, health and safety.

In 2005, Kevin Torrens and | had several conversations about the need to update the CDP
and to develop a business plan for Jubal. Over several months Kevin and | talked about
what had been in the CDP and other options for Jubal’s future until | was fully conversant
with Jubal’s ideas and aspirations. Following on from these conversations Kevin Torrens
asked me to facilitate a community meeting to discuss the ideas with the wider community.
This meeting, on November 22005, was held to review each of the proposed project
areas previously identified in 2000. We discussed whether these ideas were still relevant
and canvassed the community for new ideas (Minutes, 24/11/05). The community
members, at that meeting, asked Kevin Torrens and | to continue working on a new plan
for Jubal, which we both agreed to do (Minutes, 24/11/05). However, in early 2006, we
learnt that the ILC were instigating the PMP, so Kevin and | chose to leave further
planning activities to the PMP process and to focus our attention instead on the more
immediate problem of bringing Jubal’s financial records into order (see Chapter Seven). At
that stage | had written up the outcomes of the Jubal planning efforts to date and | later
provided these details to the PMP consultants.

6.2 Outline of the PMP Process

In this section of the chapter an outline of the steps that the PMP consultants undertook to
develop the PMP is described.

The first meeting with the PMP consultants was on JUly2BD6. The process the
consultants instigated at that time was an initial meeting with the whole Jubal community

and monthly meetings thereafter with a working party nominated by the community. | was
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also asked to participate in the PMP meetings by Kevin Torrens. This process seemed to
meet with Jubal community members’ approval as evidenced by the high attendance at all

the meetings.

The initial PMP meeting on July £2006 was long, comprehensive and well attended.

The meeting was attended by 41 people (Minutes 14/07/06), which was a large turnout for
Jubal. Also included were people working with Jubal in various capacities, such as an
architect, a building trainer and myself. The meeting was opened by Callum Howell from
the ILC, who outlined the PMP and also the remediation work which was being undertaken
at Jubal. It was at this meeting that Callum identified the amount of $200,000 which had
been earmarked for Jubal. This amount included the remedial works, the cost of producing
the PMP and was contingent on its completion (Minutes, 14/07/06). As already identified
these remedial works which were considered urgent by the ILC were the new road access
and fencing around the dam (Minutes, 14/07/06). There was discussion about other needs
that Jubal members identified as being necessary, and thought should be considered as
urgent by the ILC, such as rain water tanks, and the construction of fire breaks. Once these

other matters had been discussed the meeting moved on to discuss the PMP.

The PMP consultants introduced themselves and the process they would undertake
(Minutes, 14/07/06). This process included:

. Starting with an outline of where Jubal was currently;

. Identifying Jubal’s physical and human resources;

1

2

3. Identifying where Jubal wanted to go;

4. Investigating the commercial viability of Jubal’s ideas;
5

. Looking at what Jubal was going to do and how Jubal was going to do it.

The consultants, neither of whom were Indigenous, also explained that one of them was an
economist and accountant and the other ran his own property and that these skills would

assist in testing the commercial viability of Jubal’s proposed ventures (Minutes, 14/07/06).

Following the introduction of the consultants and the outline of the procedure the
community moved to talk about their ideas for development. The PMP consultants were

also given the written document we had prepared for them based on the meeting held in
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November and the CDP. To add further details, the community also verbally explained
each individual project concept to the consultants. As a result of this preparation and
existing clarity of ideas, the PMP consultants noted that Jubal was well advanced in their
planning which would save them some time in producing the PMP (Minutes, 14/07/06).
The Jubal community members asked the PMP consultants to put this ‘time saved’ towards
developing a more comprehensive plan which developed the enterprise ideas and which
could be used to facilitate funding applications with other agencies. The PMP consultants
agreed to use this time in such a way, within the parameters of their terms of reference,
which had been set by the ILC. They did note however that the PMP would only provide
an outline of a business plan and a full business plan would require further work beyond
the scope of their terms of engagement (Minutes, 14/07/06).

The second PMP meeting was held early in September 2006, but | was not able to attend.
At the third meeting on the 21st September 2006, which | did attend, we again went
through the community’s ideas. This meeting was also attended by representatives from
the ICC and the NSW Department of State and Regional Development (DSRD). Inviting
these representatives was suggested by the PMP consultants as a way to engage the
funding bodies prior to the completion of the PMP. We had also held a separate meeting
with the ICC and DSRD representatives in July 2006, so the ICC and DSRD officers were
well briefed and already had a detailed knowledge of Jubal’'s plans prior to attending the

PMP meeting.

The fourth and final meeting was held at Jubal on October 20th 2006. At this meeting there
were also representatives from the ICC and the DSRD. Kevin Torrens and Norm Torrens
were unable to be at that meeting and but they had nominated somebody to speak on their
behalf.

The final PMP report was expected to be delivered in October 2006. However, although
the final meeting was held in October, the consultants were unable to finalise the PMP
because it was necessary to include financial reports which were not available at that point
due to the delays with the audit (see Chapter Seven). The report was therefore delivered
early in 2007.
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6.3 Comments on the PMP

In this section of the chapter the PMP report itself is discussed and | provide some
observations about the content of the PMP. The PMP provided a comprehensive overview
of Jubal’s vision. Contained in the plan was a resource assessment which covered the
property itself, human resources and operational resources. Included in this section was a
Strengths, Weaknesses, Opportunity and Threat (SWOT) analysis of Jubal as well as a
skills audit. The report also presented a summary of Jubal’s vision, aims and aspirations.
Strategies and actions were linked to these aims. Another section of the report included

financial analysis.

The report was a fair reflection of the current situation at Jubal and outlined their ideas.
There were some minor mistakes such as using an incorrect name for Jubal (the Jubal
Aboriginal Land Corporation). But for the most part the content about the projects in the
final report was an accurate reflection of the discussions and information presented to the

consultants at the PMP meetings.

Although the content about projects was accurately represented, | made several
observations about other aspects of the report. First, the skills audit was illuminating as it
showed that there were significant unused skills held within the community and that
several of the community members held certificate level qualifications. These certificates
were held across a wide array of trades and included land conservation management;
horticulture; welding; carpentry and business administration studies. On paper it appeared
that Jubal had the skills necessary to develop viable enterprises in all the areas where

interest had been expressed.

A second observation about the PMP report was that the timelines were already out of date
by the time the report was submitted, and were clearly not reasonable. For example,
according to the PMP report it was expected that by the end of 2006, Jubal would have
finalised its Development Application for new buildings with Kyogle Council; found

funding to build new cabins; purchased a portable mill (and presumably obtained funding
for that); purchased front forks for the tractor; sourced materials to build the first of the
cabins; obtained funding to complete Stage Two of the ablutions block (the building of the
assembly room) and developed a funding application for a large sports facility. Given that
iIn most cases these project areas had not been started prior to the last meeting with the
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PMP in October 2006 these were unrealistic timelines. These unrealistic expectations then
impacted on the financial analysis of the projects. For example, capital expenditure in the
2006/2007 financial year was expected to be $70,000; in the 07/08 financial year $605,826
and in the 08/09 financial year $235,000. These financial projections depended primarily
on finding appropriate grants in specific time lines. These funding projections were largely
speculative as specific applicable grants were not identified and certainly the time lines for
obtaining the funding were unreasonable. A good example of how long funding can take is
the process of obtaining funding for a tractor and fire fighting equipment. These items
were discussed at the very first PMP meeting with Callum Howell (ILC) in July 2006. At
that time they were identified by the community as items which should be included in the
urgent priority work (Minutes, 14/07/06). They were not included as urgent then, but later,
Jubal was asked to put in a funding application for this equipment in November 2007
(Kevin Torrens, 2007), and finally was granted funding of $60,000 in February 2009
(accounts records February 2009), some two and half years after it was first raised with the
ILC.

Another observation of the report was with regard to labour requirements. Much of the
labour that Jubal relied on to fund its projects was provided by CDEP. This was a work
development program where people were paid to do community work. CDEP is an
alternative to receiving income payments, or the dole. Most of the people working at Jubal
were on CDEP, and only worked for two days per week. Several projects had been
identified which were expected to be completed using CDEP labour in those two days a
week. The time lines were unrealistic and did not question Jubal’s capacity to deliver all
the projects in the time stated. Also, at that time it was uncertain as to whether the CDEP
program would continue, and whether Jubal would therefore have any available paid
labour, but this possibility was not addressed in the plan, nor was there a contingency plan

in case CDEP was removed by Government.

In summary therefore, the PMP report did provide a detailed overview of the projects that
Jubal was hoping to develop. However, it failed to give realistic timelines, resource

analysis and financial analysis to achieve the goals outlined.
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6.4 The PMP Process

The experiences of the Jubal Board members in their interactions with the PMP are
examined in the following section of the chapter. Initially, comments are made about how
the process was established and what they expected to be achieved. Further, the experience

of participating in the process is discussed.

6.4.1 Expectations and Set Up

The first issue that arose for Jubal Board members was the way in which the ILC
approached the PMP; in particular how they engaged the consultants. There was a sense

that Jubal had little input or control over who produced the plan.

When we got the consultants we had no rights at all they [thedh&Je them. We
would have known who was capable, we are capable now to read résumés and

choose who has the right experience (Kevin Torrens, 2007)

Norm Torrens agreed with Kevin Torrens’ observation that they had no choice about who
could produce this PMP.

We had no choice; we just didn’t understand the protocol. People have to put in their
résumés and the ILC already had an application (Norm Torrens, 2007)

These comments arose because both Kevin Torrens and Norm Torrens thought that, with
the help of people already working with them, they could have produced a PMP
themselves, and that the money paid to the consultants could, instead, be paid to Jubal.
Kevin Torrens and Norm Torrens did ask me to submit my résumé to the ILC in the hope
that | could be chosen as the consultant to do the PMP (Notes, January 2006). However, |
chose not to do that for two reasons. First, | thought it was likely that the ILC would have a
register of people with more relevant experience than | had. Second, | thought that using
the ILC chosen consultants would produce a better outcome for Jubal. | considered that the
resultant plan would be seen as more legitimate if it had been produced by external

consultants.

Kevin Torrens also had the same thought:
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The only thing that might be useful because the ILC wanted it done like that, we
might get more mond¥Kevin Torrens, 2006)

This comment from Kevin also indicated the community’s main reason for participating in
the PMP, which was to create a document to assist in obtaining funding. It was therefore in
their best interests to engage with the process to maximise their chances for funding. The
community expected that the PMP would lead to further funding from other agencies, not

just the ILC and they expected to use the same plan to support other funding applications.

There was value in the planning process, for example last week we gave the TAFE

guys a look at the report to see where they could fit in (Norm Torrens,.2007)

While there was an appreciation of the usefulness of the plan to facilitate funding
applications, there was also frustration at the ILC’s insistence on a PMP before any further
ILC funding was released. Kevin Torrens made the observation that at other communities,
with which he is familiar, the ILC seemed to have provided much needed equipment, such
as tractors, in addition to the property:

We know, as well, that in other places the ILC are buying new vehicles and

machinery for properties, but all we’ve got is an old truck (Kevin Torrens, 2006)

This criticism of the ILC was one | heard often from the Jubal Board members as they had
always had difficulty obtaining the equipment necessary to run a property of Jubal’s size.
The criticism goes back to the beginning of Jubal as the Board members felt that the ILC

should have been more supportive in providing the necessary equipment to run the

property.

The ILC did support us but they didn’t supply us with equipment, they buy the
properties and take the equipment off it, they don’t leave them anything (Norm
Torrens, 2007)

Another criticism of the ILC which particularly related to the PMP was the transparency of
the ILC process and the information Jubal had access to. For example, not being able to
find out how much the contract with the PMP consultants was worth. When Kevin Torrens

questioned the ILC, he was told that the contract was between the consultants and the ILC
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and that the terms were confidential (Notes, 2006). Jubal therefore had no role in the
contractual relationship, but were merely the subjects of the report. Consequently, the PMP
document was owned by the ILC, not Jubal, which raised some interesting questions about
the purpose and utility of the report. One question was for whose benefit was the report
produced? A second question was whose agenda the PMP was meeting as the terms of
reference were set by the ILC. One reason why it was important for Jubal to know how
much the PMP was costing was because it formed part of the $200,000 funding package,
and therefore could result in funds not being available for other areas which might have

been a higher priority for Jubal.

6.4.2 Participating in the Process

In total there were four meetings with the PMP consultants at Jubal between August and
October 2006. The meetings were well attended by community members who participated
enthusiastically. In fact, although a planning group had been nominated, all meetings were
attended by many other community members as well. Kevin Torrens reported to me that
Callum Howell (the ILC project worker at that time) had complemented him on how many
people had consistently turned up to the meetings. Kevin was told by Callum that the level

of interest in the process was extremely high compared to other similar communities.

Callum said that these are the best roll ups they have had. Quite a few that he goes to
only have two there, but quite a few of us have turned up and they have had an input
(Kevin Torrens, 2006)

The high attendance at the meetings was also a matter of pride for Board members.

One of the best things about Jubal is the attendance at meetings, I’'m very proud that
two or maybe more from each family came, | worry that if they don’t turn up there is

no community involvement” (Norm Torrens, 2Q07)

Despite the high level of interest from the whole Jubal community and an observable
commitment to the process, some concerns were raised about how the PMP was

undertaken. One key issue was the perception of repetition without progress.

We were retelling them over again. We didn’t get any benefit (Kevin Torrens, 2006)
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Certainly, this was also my observation. At each meeting | attended the proposed projects
were presented and then discussed. The first meeting was to outline them to the PMP
Consultants. | missed the second meeting but was told that it was similar to the first. | was
surprised therefore when at the third meeting the Consultants went through each project
again, seemingly with no further additional details. | felt very frustrated as progress
seemed stymied by repetition. It was not clear how the repetition was benefiting the

progress of the report. It seemed to be reiteration rather than clarification.

The repetition raised questions for me about how well the consultants were listening to
Jubal and whether the process was drawing out a more considered approach to enterprises
or just mere repetition. While the repetitive process did allow other people such as the ICC
and DSRD to make their contributions, it was obvious when a senior bureaucrat from the
ICC attended the final meeting that this had not necessarily helped. During the meeting this
bureaucrat made several comments which highlighted the fact that she had neither been
briefed by her staff nor read the draft plan. This required more repetition as items were

described again for her benefit.

Additionally, the bureaucrat’s lack of knowledge and understanding caused some tense
moments in the meeting and detracted from the purpose of the meeting which was to give
Jubal community members the opportunity to comment on the final draft of the PMP and
to provide final input. During the meeting there were several tense exchanges between
Jubal’s nominated spokesperson and this bureaucrat about Jubal’s training and building
programs (Notes, 20/11/06). However, it was what she said to the women at the meeting

which caused me the most concern.
PMP meeting 28 October 2006

| should be used to this by now; but once again | was shocked by the attitude of
senior bureaucrats like the one who came to the PMP meeting. | was surprised at
how little[name removedknew about the projects, despite her staff member being
present through most of the process — was she not briefed? There were some very
tense moments as she made comments about various projects [...] | was most upset
at the way she spoke to the women. She made several comments about how they

could learn to cook for the groups [those coming in for school holiday camps and
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other groups]l thought her tone, as well as what she was saying, was really
patronising. Marj and the other women there have, for many years, catered for large
groups of people, sometimes more than 100 on an open fire with virtually no
equipment. Listening to this woman, | was really embarrassed that she could be so
dismissive of these amazing [Jubatimen. | felt that this bureaucrat had waltzed in
without doing any preparation and was patronising and condescending; sadly they
have to put up with it because if she doesn't like what she sees Jubal won't get any

Federal funding.

Despite the distractions this bureaucrat caused, the community were able to discuss their
priorities and have final input into the plan at this meeting.

As well as repetition, another area of frustration expressed by community members was
with regard to their expectations about what the PMP consultants could deliver. In
particular, there was concern about the feasibility of the projects being put forward. There
was an expectation from Jubal that part of the PMP process would have been to properly
test the feasibility of the proposals. This expectation was raised at the first meeting in July
2006, when we were told by the Consultants that one of them had financial expertise and
the other ran his own property (Minutes, 14/07/06). Although in the first meeting the
consultants had stated that they were not going to do a full business plan, | certainly
expected that the consultants would use their specific skills and expertise to apply proper
costs to the project areas and test the financial viability of proposed enterprises. However,
this did not happen. In fact, the way in which costs for each project were obtained caused
some concern. The process consisted of attendees at a community meeting voicing
opinions of costs; which in many cases were nothing more than ‘guesstimates’. In Kevin

Torrens’ opinion, the PMP Consultants did not understand many costs themselves:

| knew more than them — they said a tractor only cost 20 grand, but | know you can’t
buy one under $75,000. | think they copied other PMPs and other work (Kevin
Torrens, 2006)

The way of obtaining facts, such as the costs of items necessary to develop the project
areas was just one criticism of the consultant’s skills. Another was that their presentation

skills were not very good and further, that they consistently failed to provide summaries of
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previous meetings, or any draft documents at each meeting (except just prior to the final
meeting), as the Jubal Community had requested.

They weren’t good presenters, they didn’t have the right material and we had to
listen hard to hear what they were saying. They didn’t bring what we wanted; we

asked them for copies before the meetigin Torrens, 2006)

When the draft PMP was given to the Jubal community, prior to the final meeting, there
were significant details missing; which the Jubal community had to then highlight and
insist on being inserted into the final document. These were all project details which had

been identified and extensively discussed at PMP meetings.

There was a hell of a lot of stuff we wanted to be put in but it wasn’t ikewén
Torrens, 2006)

Therefore, although the final PMP did reflect the community’s wishes, the community did
have some concerns about some aspects of the process. However, while these issues were
discussed, once the PMP document itself was delivered the discussion was generally

positive and is discussed in the following section.

6.5 Benefits of the PMP

Despite the problems identified in the previous section, the PMP process was perceived by
the Jubal Board members to have been beneficial. In particular, the involvement of the
Jubal community in the process of producing the report was well regarded and appreciated.

When it was on we didn’t appreciate it and the way they did it because they were on
big bucks and it was over the top of you. When they came back with it we
appreciated the document. We just needed the document. It was the first time we
experienced this process. We were doing it hands on, whereas in the past someone

else would have done it (Norm Torrens, 2007)

The PMP report was also perceived to be beneficial to Jubal as they could use it to show
other Government agencies that Jubal had a strong foundation to their operation and had
solid plans about what they wanted to achieve.
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It's worthwhile. If we got something constructive out of it - if we get people involved
[because of the repontje’ve done the ground work. It shows people this is where

we’re going and where we want to (dorm Torrens, 2007)
At least we know where we are and what we’re doing (Robert Caldwell,.2007)

A benefit | observed, but which was not identified by the Board members, was the
opportunity provided by the PMP for the Board members to appear to be moving things
along at Jubal. In other areas progress was slow and imperceptible to the wider Jubal
community. With the PMP however, there was a tangible process that community
members could see and participate in. This was a benefit to the Board because they were
seen to be active and making progress.

Being seen to be active and making progress was important as managing community
perceptions about progress in some project areas had been an ongoing issue for Board
members and one which they spoke of often. For example, one such process which was
causing problems for the Board was the perception that it was taking too long to obtain a
(DA) from Kyogle Council for the proposed buildings at Jubal. Norm Torrens expressed
his frustration at the length of time it took to develop the DA to the point that it was

submitted to council:

We are still in the process of drawing up plans, it's almost unbelievable the delays,
frustrating delays — the length of time. I'm not feeling like coming along to meetings,
hearing one thing over and over, nothing has moved, it's bureaucracy at its worst.
Every new program takes time, it's been nearly two years — but everybody blames us
(Norm Torrens, 2007)

The benefit therefore of the whole community engaging in a process which had tangible
outcomes helped the Jubal Board members manage their relationships, and maintain their

authority, within the community.

As well as internal relationships the PMP highlighted the benefits the relationship with the
ILC brought to Jubal. The ILC had provided the means to the community to own its own

land, the significance of which was great. In fact, the ILC program was seen as a quicker
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and simpler way for communities to obtain land than other options such as Native Title.

Kevin Torrens made the comment:

Lots of people are saying we shouldn’t bother with Native Title; we should just stay
with the ILC(Kevin Torrens, 2005)

However, towards the end of this study in 2007, problems were looming. At that time the
good relationship with the ILC faltered due to changes in the ILC funding criteria. Kevin
Torrens was asked, by the ILC, to do an application for land management funds, which he
did based on the priority list identified in the PMP. He was then told that Jubal would
probably not meet new funding guidelines, thus calling into question the resources that had
been invested in the PMP, by both the ILC and Jubal. Kevin Torrens expressed his

frustration:

All that PMP was a waste of time — the money they were paid and everything. Maybe
because of the tree money; they think we are making enough to support ourselves.
We got into him [the ILC representativae]d asked him to send us the new

guidelines, it's been a month and we are still waiting. It's getting worse. What was
the point of doing that PMP if they bring in new guidelines and won’t fund us

anymore? (Kevin Torrens, 200Q7)

A week after we had this conversation Kevin was invited to apply for funding from the
ILC, who had now decided that Jubal were eligible (Kevin Torrens, 2007). However, it

was February 2009 before Jubal received further fufiding

Finally, although opinions were expressed about some of the frustrations of the process and
the acknowledgement that the PMP report was useful, in none of my discussions with the
Jubal Board members were opinions expressed about the usefulness of the PMP as a plan.
As the comments above indicate, the PMP was seen more as a document that was required
to ensure further funding, and to prove Jubal’s credibility, rather than a document to assist

them in Jubal’s organisational development. It was seen as a document which explained to

13 A further $60,000 was provided to Jubal for the purchase of a water truck and fire fighting equipment in
February 2009.
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external stakeholders what Jubal was aiming to achieve but was not seen as a document
that could guide Jubal in its own development and plans, or which could provide a
framework for its own focus and priorities. Indeed, other than to give copies to potential
funders shortly after its completion, | saw no evidence that the PMP was referred to, or
used in any other way, since its completion. In fact, Jubal’s own copy was not opened for
several weeks after they received it in the mail, and even then it was me who opened it.

6.6 Conclusion

The PMP process was a mixed and sometimes contradictory experience for Jubal. On one
hand, Jubal Board members expressed feelings of exclusion from the process and felt that
the appointment of the consultants was one such example of how they were prevented from
exercising control over their own lives. On the other hand, they also expressed opinions
that the process had been empowering and that they had been able to participate in a way
that they had not previously experienced. They appreciated the way in which the PMP
consultants held regular meetings and involved as many as wanted to be involved in
producing the report. However, there was some concern about the consultant’s manner of
conducting the meetings. The report itself was seen as providing a way to show people that
they were a strong community with good ideas. It was seen as necessary to ensure future

funding from the ILC and other funders.
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7.0 I ntroduction

One of Jubal’s most challenging and time consuming development issues during this study
was the lack of established financial systems. This lack resulted in their non-compliance
with ORIC’s regulations. As an Aboriginal Corporation, Jubal needs to adhere to these
regulations, which are determined by specific requirements under the Aboriginal Councils
and Associations Act 1976 (ACA Act), and, since July 2007, by its replacement the
Corporations (Aboriginal and Torres Strait Islander) Act 2006 (CATSI Act) (ORATSIC,
n.d.). Under this Act, Aboriginal corporations are required to submit to ORIC an annual
report and audited financial statements for the organisation. Having received these
documents ORIC updates the public register of Aboriginal and Torres Strait Islander
Corporations. The register is used by Government agencies when they wish to fund a
program. They will check with ORIC and ensure that the Aboriginal Corporation is
compliant which means it is up to date with annual audited financial reports and they have
been submitted to ORIC. Ongoing failure to comply with ORIC’s regulations would

ultimately result in deregistration of the corporation.

In 2005, the Jubal Aboriginal Corporation, which was formed in 1999, had never submitted
complete annual financial reports to ORIC. Jubal had received some small grants, each of
which had been individually audited and acquitted with the relevant funding agency. Jubal
had been partially compliant in that they had kept their public officer details up to date

with ORIC. However, Jubal Board members were not aware that they also had to prepare
separate annual financial statements, submit them for audit and then send them to ORIC.
Further, Jubal had received no governance training and the only help they had received
prior to 2005 was from a person who had worked with the community for many years in
many capacities but who had no appropriate experience or knowledge in accounting or

related governance procedures.

In November 2005, after some discussion between the Jubal Chairperson, Kevin Torrens,
the Treasurer, Norm Torrens, and me, a decision was made to train three young women
from the Jubal community in administration, particularly in bookkeeping. The women

would be in the office for two days a week on CDEP and | committed to attend the office
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for a few days every month to undertake training. This decision arose from our many
conversations about the need for somebody at Jubal to understand accounts and our desire
to ensure that Jubal did not have to pay considerable amounts to an external accountant to
do basic bookkeeping work. The issue of paying external accountants had been discussed
between Kevin and me after a meeting we had previously attended at another Aboriginal
Corporation. As my notes from that meeting show, we had some concern about the cost of
an external accountant and the benefit to the Aboriginal Corporation of being reliant on an

accountant for all accounting functions, even the most basic.

Notes 29th July 2005

Today | attended the [name remov&djard meeting, which was also attended by

their accountant... He is being paid accounting rates to undertake basic

bookkeeping, like writing cheques and keeping a record of money spent. Yet, in
conversations with Kevin and Uncle Eric afterwards, | found out that in all the time

he has been involved there has been no attempt to train anybody from the community
in these areas. Surely we can train somebody from the community so that they can

save the money, or better yet, pay the community member?

I know this was the first meeting and | am probably making judgements before |
know enough about it, but | wonder if he is taking advantage of their lack of business
operations experience? ... | can see from the financial reports he is being paid a
significant amount which may mean that [name remoked]its annual reports filed

in a timely manner, but how is it contributing to the development of community

members individually or the organisation?

| talked to Kevin about this after the meeting, and it seems to be a bigger issue than
simply not having the appropriate skills. It is also about how comfortable Board
members feel working with “experts”, or people who they perceive to be in authority,
particularly White people. Given the history of their relationship with White people,

it must be hard for them to question somebody like this accountant who has spent a
long time convincing them of the speciality of his knowledge. If you grew up with a
White administrator dictating how you live your life, how difficult must it be to now

be on an equal footing, or even be an employer? Alsotio@ymunity members]
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don’t have business experience and so it is easy for somebody to convince them of
the difficulty of some activities. | know, from experience, that a lot of what the
accountant was talking about is pretty basic bookkeeping and anybody who can deal
with basic numeracy and literacy would also be able to do this work, given

appropriate training.

Following on from these concerns, Kevin and | were keen that our work together should
build capacity within the organisation to enable community members to undertake these
tasks themselves. Kevin and | were in agreement that we should ensure that Jubal’s own
people were trained to do the bookkeeping to save them money, as well as to provide
improved job prospects for the individuals. The intention was to ensure that Jubal could do
the day to day bookkeeping in house and then use an accountant for more complex tasks

such as preparing financial reports, as well as to ensure the annual audit was undertaken.

| offered to do the accounts training because | had experience in both Mind Your Own
Busines$' (MYOB) and accounting in general. It is important to state that although my
formal qualifications do include a Master of Business Administration (MBA) | am not a
trained or certified accountant, and was aware of my limitations and obligations in this
regard. | took on the job of training and bookkeeping based on twenty years of practical
experience gained from working in small businesses and non-government organisations. |
have worked at various levels with regard to accounts, from basic bookkeeping to project
managing the implementation of a new accounts system for an organisation with a turnover
of 25 million dollars (Australian) and more than 8,000 stock items. | have also been
involved as a volunteer in several organisations which has given me a good understanding
of the practicalities of implementing financial governance procedures in a community

organisation environment.

What followed this decision to train bookkeepers was the challenge of getting Jubal
compliant which took more than two years with the final issues being resolved in February
2008. This process is detailed in the following section of the Chapter. It is important to

note that this study is about Jubal's experiences together with my own observations. There

1% The accounting package chosen for Jubal.
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was no opportunity for the Accountants involved to contribute their opinions or
experiences, or respond to the issues raised in the study. For this reason | have not named

the accountants involved and have used a number sequence to identify them.

7.1  Achieving Financial Compliance

In November 2005, as previously stated, the situation with regard to compliance and
financial systems at Jubal was that individual grants had been audited and acquitted as the
money had been used. However, no annual financial reports had been completed, or
audited, as required by ORIC. In addition, the record keeping system was virtually non-
existent. It transpired that for individual grants receipts had been pasted into a scrap book,
but receipts outside the grants, and other financial records, were not in any systematic
filing system, even in some cases being found in plastic bags or empty tobacco packets.

Figure 7.1 An example of Jubal’s *filing system’ - a bag of receipts

At that time Jubal did have a relationship with an auditor (Accountant 1), who had
previously audited individual acquitted grants. Jubal decided to change their auditor,

primarily for financial reasons as Accountant 1 was perceived to be expensive.

In November 2005, Jubal approached another auditor (Accountant 2) who agreed to take
on Jubal as a client. In order to bring matters up to date it was necessary to prepare five
years of financial records (2000-2005) and audit these years at once. When Jubal Board

members first met with Accountant 2 in November 2005, he was confident that he could
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complete the audits in a matter of weeks. This was important because we wanted to apply
for further grants, but also because we had a training schedule.

The training schedule had been developed with Gina Roberts who was one of the three
women being trained in administration and who was taking on the bookkeeping role (the
other two young women being trained were to assist her). Gina had arranged a “top up”
through Tursa Employment and Trainingrhis meant that she was going to be on CDEP
for two days and would also receive a Government funded wage subsidy, while she was
training, for another three days a week in order for her to gain workplace skills. The timing
was good as Tursa were providing a MYOB course in November 2005, for which Gina
enrolled. Unfortunately, she was unable to complete the whole course due to the need to
attend a funeral; however it was a good start for our training plan. The other two young
women were also supposed to receive training; however they were rarely in the office and
soon transferred to other projects. One took on another job elsewhere and the other took
part in a program to complete her schooling to Year 10.

While Gina was organising her participation in these programs, Kevin Torrens gathered up
the financial records and took them to Accountant 2 in early December 2005. In mid
January 2006, following Jubal’s enquiries as to the progress of the audits Accountant 2
forwarded a letter advising Jubal that he was still waiting for records from them; this letter

gave no specifics as to what he required.

In response to the letter, Kevin Torrens searched for, and found, more records which he
took to the accountant. However, in mid February 2006, it became apparent that there was
some miscommunication between Jubal and Accountant 2 as the audits were still not

underway. This was becoming a frustration for us all.
Notes 14" February 2006

Gina and | went to the Mallanganee office so that I could install MYOB, which |

had just purchased for them, onto their computer. There was still no word from

'3 Tursa is a not for profit, non-government employment and training organisation which provides
government employment programs and training.
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[Accountant 2] so Kevin rang him and | spoke to him. He told me that the
paperwork Kevin had taken to him was not sufficient; that he had only been given
paperwork relating to two grants and their acquittal. This news is extremely
frustrating. It is now mid February and despite being promised the audit in weeks
we are only now finding out that the paperwork that Kevin gave to [Accountant 2]
in November was inadequate. I'm frustrated because | don’t understand why
[Accountant 2]couldn’t have informed us much earlier so we could have dealt with
it. | am also frustrated with myself because | should have asked more questions of
Kevin about what he was taking to the accountant, and then | would have
discovered this problem earlier. We were all talking at cross purposes because we
had not addressed the underlying presumption we all made, that when Kevin was
asked to take financial records to the accountant he knew what that meant. | am
still uncertain what role | should play in fixing the accounts, | had agreed to
training and mentoring, but how assertive should | be, and how much control |

should take over the situation?

The source of the miscommunication appeared to be that Kevin Torrens did not understand
what the accountant meant when he asked for the “financial records” because nobody had
ever explained this to him. Kevin took what he believed was the extent of the financial

records and the accountant offered no advice on this matter.

Later in February 2006, the Accountant was still waiting for the Jubal financial records. In

an attempt to make some progress | collected all the records which had been given to
Accountant 2 with the intention of examining them to see what was missing. It was

obvious on seeing the records what the problem was; there were several missing items such
as bank statements; receipts and cheque butts and there were no reconciliations. In other
words, it would be impossible to conduct an audit with the records which had been

presented to Accountant 2.

Kevin Torrens, Norm Torrens and | discussed the situation and identified three options for
action. First, Jubal could gather all the information; receipts, cheque butts, bank statements
and invoices and give them to an accountant to prepare company accounts for five years
and then submit them for audit. Second, they could give all the information to me and |
would take it back to Sydney, prepare the accounts and then submit them for auditing by
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Accountant 2. Third, they could seek exemption for financial reports for those years from
ORIC. We discounted option three because we did not think that Jubal would meet the
exemption criteria. | recommended the second option because | considered it would be
quicker and would avoid the fees that an accountant would charge. This course of action

was agreed to.

Another action we took at that time was to write to ORIC to complain about the lack of
training in governance provided to Jubal. Kevin felt that he had been let down by ORIC as
in the past he had specifically asked them to provide governance training and nothing had
come of the request. Kevin felt that the problems they were experiencing now could have
been avoided if they had received such training and that the Registrar should have been

more helpful in this area.

The Registrar makes it very hard to do anything, which basically sets us up to fail
(Kevin Torrens, 2006)

In order to complete the accounts, between February 2006 and April 2006, | focused on
finding all the available financial records. This proved to be a difficult process due to the
lack of proper filing systems and the limited knowledge and practical accounting
experience amongst the Jubal Board. This lack of a common language and understanding
regarding accounting resulted in significant time being spent explaining basic bookkeeping
and accounting concepts and practices to the bookkeeper trainee, the Chairperson and the

Treasurer.

By April 2006, the accounts records were at a point where they were as complete as
possible. | had installed MYOB on the Jubal computer, which was kept at the office in
Mallanganee and had run five years of accounts through that, so we were able to produce
appropriate financial reports. There were still a few missing receipts, for minor amounts,
but everything was accounted for and the accounts were ready for audit. The five years of
accounts were therefore submitted for audit. At that time Accountant 2 alerted us to the
fact that the audit might take a few weeks because it was now approaching the end of the

financial year and things for him were, understandably, busy.
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While understandable, this delay in being able to produce audited accounts was beginning
to have an impact on Jubal’s ability to raise funds and progress projects.

Notes, 8"August 2006

Kevin is staying with me in Sydney at the moment, he tells me that there has been
no progress in the accounts while | was away [l was overseas]. It's now August and
we still have no indication from [Accountant&j to when the audits will be

finalised. Now we have been told that the funding we applied for in May for the
feasibility study cannot be approved because Jubal is not compliant owing to the
failure to submit annual accounts. Others [funding agencigs] the ICC and

DSRD, have also indicated that no funding will be granted until Jubal is compliant.
The ILC seems to be the only agency able to release funds because all of their
grants have been audited and fully acquitted in the past. Kevin and Norm are
getting stressed about it all. They want me to go up next week [to Talbafaan]
meeting with [Accountant 2]. | don’t want to go because | can't really afford the

time right now. Anyway, they are quite insistent and have agreed to fly me up so |
don’t have to be away from home so long. Hopefully, we can clarify what the
accountant needs, it seems like a waste of time though, why can’t he just send us a
list, or pick up the phone?

At that meeting with the accountant, on August 2606, Accountant 2 expressed some
concern about missing documents and other matters. However, during the course of the
meeting we were able to address his queries as almost everything he expressed concern
about were in fact in the folder he had in his possession. The only exception was some

receipts which were clearly identified, in the folder, as being lost.

At this meeting, Accountant 2 advised that it was necessary for him to consult with his
audit specialist to look at the options available as he informed us he would only be able to
perform a ‘qualified audit’, due to the missing documents. During this meeting, we
explained to him that a qualified audit was not a problem, whereas no audit at all was. We
felt that it was clear there had been a progression of compliance over the five years and so
we were confident that ORIC would accept a qualified audit. Our confidence arose from

the fact that we were able to show that we now had in place new and correct systems and
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that all previous grants had been appropriately acquitted and audited. Any discrepancies
we had identified were of a minor nature for example, a few missing receipts for small
amounts. We tried to impress upon Accountant 2 that this delay was having a detrimental
effect on Jubal and was causing them to miss out on funding. We further stressed that even
if qualified, it was imperative that Jubal obtained its audits urgently. Accountant 2 made a
commitment that he would talk to his audit specialist and have an answer to us on the
following Monday, the 23 August 2006, as to how they would proceed and, depending on

that conversation would strive to complete the audits by the end of the following week.

The audits were not produced in that time frame and in fact Jubal was not able to obtain the
audits for the rest of 2006. Jubal did contact the accountant regularly during this time, but
no progress was made, and to my knowledge no satisfactory reason was given for this
delay. By December 2006, the situation was causing significant problems for Jubal, as it
was getting close to the next funding round through the ICC (in the following February).
Without the audits we were not able to apply for that funding.

Notes, 9th December 2006

Kevin tells me that he spoke to [Accountano@]December For some reason
[Accountant 2jwants to speak to me, but he did tell Kevin that he would have the
accounts ready by yesterday'[Becember]. But he also sent Kevin a letter in
November saying they would be ready on NovemBerat that didn’t happen

either. So today Kevin rang me again, he is getting quite frustrated. The other day he
told me that “he would have to swear” at [AccountanifZje didn’t get the audits

soon. Anyway, he had asked me to phone [AccountyetisBrday because he felt

that he was unable to do so himself, in case he should say something he would
regret. Jokingly | said to Kevin, “and you think | will be polite and patient™? His

reply was “no, but you don’t have to live here”!

Today Kevin wanted me to ask [AccountantvBether he had any respect for

Goories. Kevin is really irate at the continual lack of outcomes from [Accountant 2]
and thinks that it shows a complete lack of respect to the community. He asked me,
as an ‘outsider’ to put this question to Accountant 2. | don’t really want to but |

hesitantly agreed that | would. | rang [Accountant 2] and was told that the audit was
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“days away not weeks'He said that he just needed me to clarify the ownership of
the Jubal Property; whether Jubal owned it or the ILC. | thought Jubal held the title
to the land, but to make sure | agreed to ring the ILC and asked them to send a letter

to detail the ownership details of Jubal and its value at the time of purchase.

| didn’t bother asking [Accountant 2yhether he respected Goories, for two reasons,
one being that it seems we were finally going to get our audit, and | didn’t want to
jeopardise that and, secondly, it seemed unnecessary as | felt that his question to me
spoke volumes. Why did he ask me that question and not Kevin Torrens, the
Chairperson of the organisation which owns the property? Kevin had rung him
several times in previous weeks, so there was plenty of opportunity, yet he waited

until he spoke to me, the White ‘outsider’.

Ten days later the accountant informed me, when | rang him again, that he was still waiting

for the ILC to confirm the ownership of the Jubal property, even though the ILC confirmed

they had sent it when requested.

Notes, 19" December 2006

| rang [Accountant 2] and asked if | could pick up the accounts as he had already
told me it was all ready except for the confirmation of ownership. But when | rang
[Accountant 2]told me that he was still waiting for the letter from the ILC. This
really surprised me because my experience with the ILC had been that Callum
always did what he said he would do on time. | rang the ILC; they assured me the
letter had been sent at the time | had rung before. | rang back [Accountanio?]
didn’t believe that the ILC had sent the letter. So now it's Christmas and nothing is

going to be done until January.

It took several more phone calls over the next few weeks to Accountant 2 to obtain the

audits. Finally, on February #®007, nearly a year after sending the accounts for audit,

and the day before the ICC funding application was due to be submitted | was able to pick

up the audited accounts for 2000 to 2005. | took them straight to the Jubal office at

Mallanganee, where we were due to meet to finalise our ICC application and, with great

gusto, made the announcement. Sadly, my excitement was not reciprocated because the
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family were tired and upset as one of the young community members had died in a car
crash that previous weekend.

At that point, in February 2007, Jubal had five years of audits completed, but the
2005/2006 financial year was now overdue. This was because when the accounts were first
submitted to Accountant 2, in April 2006, the 2006 financial year was still current. In the
meantime, as a result of the many delays, Jubal decided to find an alternative auditor and

so it was decided to give the 2005/2006 records to the new auditor.

It was not easy to find a new auditor, as there are not many in the region. Jubal did engage
a new accountant early in 2007, (Accountant 3), on the recommendation of a person who
had been working with them in various capacities for many years. There was however a
problem which took some time to come to light, this accountant was not a registered
auditor. Shortly after Accountant 3 had been engaged, Norm Torrens, Gina Roberts and |
met the Jubal account manager at Accountant 3’s office. During this meeting we spent
some time discussing Jubal’s accounts, including their audit needs. However, at no time
during that meeting did the account manager mention the fact that no one at the firm was a
registered auditor. It was in fact Accountant 2 who drew our attention to this fact as he

refused to release any records to Accountant 3.
Notes, 14™ May 2007

Jubal sent [Accountant 2 letter asking him to send all Jubal’s records to

Accountant 3. [Accountant 2jrote back and said that he could not release the
documents as there were “outstanding matters”, and also that he did not believe that
Accountant 3 was a registered auditor. Because we really need to get the
depreciation schedule from him a&dcountant 3jcan’t complete the audit until they

get it | had to ring [Accountant 2]. | spoke to him on the phone today and was
verbally abused by him. He told me that the time taken for the audits was due to our
incompetence and that he was angry with me particularly as he thought | had been
saying one thing to him and another to Jubal. This was a very unpleasant phone call
and | felt bullied. | don’t agree with him at all. It's not clear what he thinks | have or

have not been saying. However, | stand by my claim that he should have done the
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audits quicker. Any problems we had were easily fixed and | can find no reason for it
to have taken this long.

Despite the unpleasant manner in which Accountant 2 had spoken to me | did undertake to
investigate Accountant 3’s credentials further. | was concerned because although | had not
been involved in recommending Accountant 3, or his appointment, the need for a
registered auditor had been raised with me earlier in the year and | had confirmed with the
person who had recommended Accountant 3 to Jubal that ORIC did require a registered
auditor to audit accounts. Because we had talked about it, | had then made an assumption
that this had been addressed with Accountant 3. However, following the phone call with
Accountant 2 | made specific enquiries directly with Jubal’s account manager at
Accountant 3’s office and discovered that they did not have a registered auditor and
therefore could not undertake Jubal’s audits. This misunderstanding meant Jubal was now
searching for a new auditor in May and many that we approached were not able to take on
Jubal due to their existing end of financial year workload.

This was a critical time in my relationship with Jubal as | was angry that after all the work
we had done to get Jubal compliant, this situation had arisen. My relationship with the non-
Indigenous person who had recommended Accountant 3 to Jubal was becoming
increasingly more difficult as | felt that he was offering advice in an area where he
consistently displayed a lack of knowledge and was, in my opinion, causing problems in
the accounts area. | had tried to talk to Kevin about this person’s involvement in
accounting matters on more than one occasion, but Kevin had a long relationship with this
person and trusted him completely. Kevin would therefore not talk about it and would not
allow me to address it, either with him, or in the context of this research. It is therefore
difficult for me to write about this particular situation. However, | feel that not mentioning
this would leave a gap of meaning to the experience at this time. In particular the extent of
anger that | felt was more than a response to this particular situation. It was an
accumulation of ongoing interactions, and resulted in me giving serious consideration to
walking away from the whole project specifically because of this person. My notes
regarding this situation were written some days afterwards due to the unexpected death of

my father-in-law, however, the emotion is still evident.
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Notes, 22nd May 2007

| can’t believe that an accountant had been engaged who wasn't an auditor. | can’t
believe that this hadn’t been the first question asked at the initial conversation with
[Accountant 3], even after [name deletedid | had spoken about it on the phone. |
can't believe | didn’t ask the question later on. But by the time | had met [Jubal’s
account manager at Accountant 3’s offidak decision to use him had already been
made and as we spent the whole meeting talking about audits and [our account
managerhever mentioned they were not registered, it just didn’t occur to me that
they were not... | really felt like walking away from it all, but Graeme, ever the
mediator, persuaded me to help fix the problem.

So | went through the phone book and rang every auditor in the area, of which there
are very few. As it is now May, most that | spoke to were not able to take on Jubal as
they were already over committed for the financial year end. During the course of
these phone calls several people recommended [Accountambd PJubal had

initially used for audits, as that firm was big enough to be able to take on another
account at this time of year. While | was doing that, Kevin Torrens and [name
deleted]started talking about resurrecting the situation with Accountant 2. After all
the problems we had with him. I just thought this was ridiculous and a complete
waste of time, we were desperate but not that desperate. | suggested to both Norm
and Kevin that either we asked [Accountant 1] to do the aodltcould take it back

to Sydney, where registered auditors were not so hard to find. | had already placed
several calls to accountant friends in the hope that they could recommend an
auditor. Graeme and | then drove from Tabulam to Lismore to retrieve the financial
records from [Accountant 3], and visitpiccountant 1’s]office, which is also in

Lismore to ask for help.

At [Accountant 1's officejve were lucky enough to talk to an auditor who was
extremely helpful. He looked at the documents, but said that while they could take it
on, they would be too expensive. He could see from the accounts that Jubal did not
have much money and thought it would be too much for them to pay. He suggested
another auditor. He also rang this person, talked to him and made arrangements for
us to take the financial records to this auditor (Accountant 4). We were extremely
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grateful to him and went straight to Ballina where we were able to leave the records
for the auditor who was out of the office. The next day | spoke to the auditor by
phone. He was the first accountant | had spoken to that knew about ORIC and its
requirements and understood how Aboriginal Corporations worked. This auditor
promised to send me a letter of engagement and a summary of fees, so that Jubal
could go through the necessary procedures to appoint him, as per the Jubal
Corporation’s rules. So | came home, really fed up and upset by the experience, but

at least feeling like we had fixed the problem.

Despite the problems, and after some considerable effort on the part of Graeme and me,
Jubal was able to engage a new auditor (Accountant 4). Due to the time of the year (May
2007), it was again approaching the end of the financial year and it was expected that the
audit would not be completed for two or three months. In early September 2007, we
completed the 06/07 year end and took those records to Accountant 4 as well. At this time
Accountant 4 advised that the 2005/2006 audit was almost ready to send on to Jubal. We
also had a brief conversation about the fact that Accountant 2 had been slow to forward the
relevant records to Accountant 4, but | understood that Accountant 4 was in

communication with him and that everything was proceeding.

In November 2007, when | rang Accountant 4 to enquire about the progress of the audits,
as the AGM was coming up, | found out that Accountant 2 was refusing to send the Jubal
records to Accountant 4. The reason reported to me was that Accountant 2 believed that it
was the responsibility of ORIC to appoint and dismiss auditors. Accountant 2 had raised
this with Jubal some months previously; however at that time, | had rung ORIC and
confirmed that this was not the case, and that appointing the auditor was a responsibility of
the Corporation in line with its constitution or rules. | had checked Jubal’s rules and
following discussions with Jubal was confident they had dealt with the matter

appropriately.

Accountant 2 and Accountant 4 had some communication about this and, in September,
Accountant 4 had written to ORIC to seek further clarification. In November he received a
response which confirmed Jubal’s understanding of the regulation. Kevin Torrens
subsequently wrote to Accountant 2 sending a copy of the ORIC letter to him and asking
him to submit his letter of resignation to Jubal and forward all records to Accountant 4. A
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very short time line was given to Accountant 2 to complete these tasks as the AGM was at
the end of that week and it was necessary to be able to report to members why audited

financial statements were not available for them to approve. Following the lack of response
to this request, Kevin Torrens went to see Accountant 2 in person who agreed that all was

in order and he would now send the records to Accountant 4.

This took a further two weeks and more phone calls to achieve. In the meantime, Jubal was
not only in arrears with ORIC’s requirements, but also was in breach of its funding

contract with the ICC by not providing audited accounts for the previous financial year. In
November 2007, the ICC was notified of the problem by Jubal who provided a written
explanation. However, Jubal was in the same situation as it had been in the previous year,
despite having improved its own internal processes and preparing end of year accounts in a
timely manner. Applications for the annual ICC funding round were due to be submitted in
February 2008, and until the audits were submitted and the breach was cleared, they would
be unable to obtain more program funding. In addition, questions were being asked, by the
ICC, about Jubal’s capabilities to manage their financial affairs (personal communication

with Darren Kershaw). Their reputation was damaged by the lack of audits.

Finally, the 2005/2006 audit was completed in December 2007 and the 2006/2007 audit in
February 2008. The completion of these audits now meant that Jubal was fully compliant
with its obligations under the CATSI Act.

7.2  Impact of Being ‘Non-compliant’ on the Board Members

Being non-compliant had a negative impact on Jubal’s ability to raise funds and to create
confidence among its funding partners about its ability for effective self-governance. The
lack of compliance not only affected the perception of external stakeholders as to Jubal's
management ability, but also had a negative impact on the confidence of its own

community members.

For Kevin Torrens and Norm Torrens being non-compliant was a stressful situation. At the
commencement of our work together it was observable that they were both uncomfortable
talking to Accountant 2. They both at various times avoided engaging with him, they
would, for example, suddenly both have to go to the Doctor, rather than attend a pre-

planned meeting. This was not so much a personal issue with the particular accountant, but
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more reflects the experience that they have both had throughout their lives of interactions
with White people who were often in positions of power over them.

We were more accepting of what White people said, didn’t understand. It's a catch

22 they have the money, we have to bow down. Goories get emotional. For example,
[Accountant 2], we have known him for years, we don’t want to step on any feet, but
business isn't like that. We need to be more business minded. We have to understand

what it’s like in the real world (Norm Torrens, 2007)

However, over time it was also observable that Kevin and Norm became far more
confident and were more able to take action about the accountant’s inability to act on their
behalf.

The training and accountability is good, we know where we’ve made mistakes and
now we have had people like you as a mentor, we can work one on one, don’t see
that in training. It's very labour intensive. It's also been really good having Norm as
treasurer he took on responsibility and had to keep checking things, get the books
done right(Kevin Torrens, 2006)

When | talked to Norm about my observation that he was more confident he said that

understanding more about accounts had been an empowering experience:

Working on the accounts makes me feel - gives me confidence - you know within
yourself everything is ok. The part I'm still not knowledgeable about is GST and all
that. | didn’t have a clue what | was putting myself into. Didn’t have a clue about it. |
was treasurer since we started getting income. | wasn’t worried. There have been
times I've threatened to quit, but because of your support and because | care for the
thing | prefer to suffer it out (Norm Torrens, 2007)

For Gina Roberts becoming competent in accounts was important for Jubal, but also of

personal value:

| wanted it properly set up in Jubal, not just the building but with the accounts and
all that, if that's not all done, it's not properly run, that's why | wanted to do it. | like

it [the administration work], it's been good experience, | always wanted to learn it
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since | was at school, but | got into other things. | always wanted to be a secretary
(Gina Roberts, 2007)

After a year of working on the accounts Gina was more confident and capable.

I’'m just noticing now, I'm seeing that it's working. They [the committeelight |
wasn’t coming back [after her maternity leamejv they can see | was determined
(Gina Roberts, 2007)

The training in accounts had also been an empowering experience more generally for Gina

who was voted on to the Board as Secretary by members.

It's easier now; | am achieving something. Now | am achieving things within myself.
| feel more confident. At the AGM there, all the young ones they were saying you be
this, they were saying you do that, you'd be good for that, you're very determined in
what you do. When someone nominated me to be the Secretary, you should have
heard all the young ones, they were screaming for me and two of their hands went
up! (Gina Roberts, 2007)

Gina and | also talked about the fact that she was the only woman to be involved in the
administration of Jubal in any official capacity. Most of the people undertaking training in
other project areas were men. Her observation was that it was a good and necessary step
and through her work with the accounts and now becoming Secretary of the Board that she
was able to help other young people find a way to become more involved and take on more

responsibility.

| do notice I'm the only woman though and | want to work with the young ones, want
them to be involved in Jubal (Gina Roberts, 2007)

Although we were not able to achieve all that we wanted to in training terms during the life
of this study, Gina’s increased self confidence and skills enabled her to obtain a full time

paid position for another organization in mid 2008.
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7.3  Implications of Achieving Compliance

The experience of ensuring that Jubal was compliant with regard to its obligations to ORIC
as described in this chapter highlights several areas of concern. First is the impact on the
organisation of a lack of understanding about such things. There was nobody within the
Jubal Aboriginal Corporation who was able to undertake these bookkeeping tasks and they
received no support or advice to enable them to become compliant. At the commencement
of this study this had been the situation for five years and as identified by Jubal Board

members did cause some stress and concern.

Although the Board members were willing to learn, in the period of time since its
establishment in 1999, until the commencement of this study in 2005, there had been no
training available to Jubal. Kevin Torrens reported asking ORIC for training, but at that
time it had not been offered to them. The lack of financial records was clearly not due to
lack of concern on the part of the Jubal Board members, but was due to a lack of

knowledge coupled with a lack of support and appropriate training.

Additionally, the situation could have been helped by better coordination amongst the
Government agencies working with them. For example, although it is not the ILC’s
responsibility to ensure Jubal’s financial governance, they were aware that they were
receiving audited accounts for their grants but not full audited financial statements. They
could have provided advice to Jubal about how to rectify this situation.

The accounts experience also highlights the difficulties Jubal had engaging and working
with auditors. There was a lack of confidence and understanding expressed by Jubal Board
members about accounts processes and this lack of understanding led to the Board
members expressing concerns about their ability to perform in this area. In particular, they
were at a disadvantage when it came to managing the accountants working for them. From
a practical point of view, this study also highlighted the effects of being located in a rural
area where professional services are severely limited, thus limiting Jubal’s choices. Jubal
Board members also expressed concern that they had to live in close proximity to their

auditor and were concerned about the effect of any dissent with that person.

The experience of achieving financial compliance also highlighted the negative impact on

the community’s resources. The amount of time and effort it took to work on these issues
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created an opportunity cost; the cost of not being able to focus on other things due to being
consumed with accounts work. This was particularly highlighted by the experience of Gina
Roberts. When we started the process in November 2005, we had intended to use that time
to train her on MYOB. However, as the problems with the accounts became obvious, and
because creating five years of accounts in those circumstances is quite difficult for
somebody new to the field, rather than confuse Gina with the messiness of the current
situation, we decided to get everything up to date and start training with a clean slate.
Unfortunately, the length of time it took to achieve this was longer than expected. In fact,
Gina had a baby and took maternity leave in the time it took Accountant 2 to complete the

first set of audits.

A further negative effect of the accounts situation was to limit Jubal’s ability to raise funds
to run its projects which therefore meant that they were unable to achieve, or make
progress towards their goals during this time. In one instance, Jubal applied for funding to
undertake a feasibility study in order to purchase a property that had commercial potential.
The funding approval was on hold until an audit was completed, the audit took so long that
the vendor, who had given Jubal an option to purchase for several months, had no
alternative but to sell the property to somebody else. Therefore the lack of financial
compliance was not simply an administrative issue, it also curtailed Jubal’s ability to
develop any further projects, they were not able to obtain government funding nor were
they commercially competitive as it took so long for them to be able to conduct a

feasibility study.

An additional consequence of the lack of financial systems was the damage to Jubal’'s
reputation of being competent and capable of administering its own affairs. Funding
agencies, such as the ICC, were willing to give Jubal some latitude as they had taken the
time to develop a relationship with them, and they understood the efforts that Jubal had
taken. However, the political situation had changed since 2004 and Government agencies
were tightening up their procedures. Aboriginal Corporations had to show their financial
management and governance was in order for them to continue to receive funding, and
while Jubal had done everything possible to rectify its lack of financial reports, the lack of

audits did hurt their reputation during that time.
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7.4 Conclusion

The difficulties Jubal experienced while establishing effective accounting systems
exemplified the kind of fundamental operational issue that can stymie an Aboriginal
Corporation’s efforts to make changes. It also is indicative of the kind of detailed work that
often needs to be done before other projects can be effectively established. Additionally,
the Jubal experience highlights the consequences of not having such systems in place and

the consequence of not having audited financial reports.
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8.0 Introduction

The preceding three chapters have detailed three key activities which were focal points for
this research. The detailed description of the activities has been based on field notes and
observations from Jubal Board members and me, as a participating observer. The activities
provide evidence of the day to day actions and activities undertaken to set Jubal on the path
to enterprise development. This chapter will now draw out the implications of the study

and provide theoretical analysis of those experiences. The analysis is structured to
correspond with the points of entry for capacity development as identified by the UNDP;
how the institution develops, how the individual develops and how the broader society
enables development (Fukuda-Petral., 2002; Hunt, 2005). As identified in Chapter Two,
engaging across these three points of entry will most likely lead to successful development
because, as Fukuda-Patral. (2002) state, in addition to expanding a person’s skills
opportunities to use and develop those skills must also be provided. Therefore, it is
important to consider how Jubal has addressed its development across all three levels to

date. The first level to be considered is the enabling environment.

8.1  The Enabling Environment

The enabling environment is the broad external environment within which an entity
operates and incorporates the policy, legal and regulatory framework. This environment
includes management of accountability systems as well as such aspects such as
communication flows and management of the relationships within the system (Hunt,
2005). The enabling environment can be seen as the big picture, the over arching systems
and the external environment which impacts on the organisation’s ability to develop its

capabilities.

8.1.1 Self-determination

A key enabling environment issue discussed in the literature pertaining to Indigenous
enterprise development is whether sovereignty is essential for the development of
successful Indigenous organisations (Cornell, 2006; Cornell and Kalt, 2004; Finlayson,
2007; Jorgensen and Taylor, 2000; Sullivan, 2006). The Harvard Project for example,

found that sovereignty is one of the key factors of success for Native American enterprise
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development (Cornell and Kalt, 2004; Jorgensen and Taylor, 2000). The concept of
‘sovereignty’ however, is complex and can have different meanings depending on the
context (Philpott, 2009). Sovereignty in the context of the Harvard Project is understood to
include the capability of Indigenous peoples to make their own decisions, to have control
over the development of their community; to be in control of, and to direct, their own
affairs as well as to experience and be accountable for the consequences of their
decisions(Cornell and Kalt, 2004). However, in Australia sovereignty is commonly
referred to in the context of Indigenous peoples’ relationship to the State as well as
ownership of land, and is a politically sensitive issue (Sullivan, 2006). Finlayson (2007) for
example, interprets sovereignty to be ownership of, or at least control over, land.
Finlayson’s (2007) study found that while sovereignty over land was an aspiration of many
Indigenous organisations it was not essential for the development of a successful

organisation.

Dodson and Smith (2003) while referring to the Harvard Project have also not used the
word sovereignty, but rather refer to “political jurisdiction”. According to their definition
political jurisdiction aligns closely with Cornell and Kalt’s (2004) understanding of
sovereignty as the community’s ability to be in control of their own affairs. This debate
about whether ‘sovereignty’ or ‘political jurisdiction’ encapsulates an element of
Indigenous enterprise development is essentially about the extent that self-determination
contributes to development. It should not be forgotten that self-determination is a
fundamental right of Indigenous peoples as identified and incorporated into the recently
ratified United Nation’s Declaration on Indigenous Peoples (UNPFII, 2007: 4-5).

Article 3

Indigenous peoples have the right to self-determination. By virtue of that right they
freely determine their political status and freely pursue their economic, social and

cultural development.

By virtue of that right Indigenous peoples have a right to develop in a way that ensures
self-determination. Relating capacity development to self-determination and the rights
which flow on from that set the proper tone and context of any development. Further to

that point, taking the definition above it is clear from the vision of the Jubal community,
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expressed in Chapter Four, that self-determination, across all aspects of their lives and
livelihoods, is what the Jubal community were identifying as their greatest desire.

In order to achieve self-determination and therefore gain more control over their lives and
future, the Jubal community always saw a physical place as being essential to their

development, as was reported in the CDP.

Our ideal is to own a large property in the area that some of us can live on, where
we can teach our young people about the land, and on which we can make a living
(Collaborative Solutions, 2000)

In this instance therefore, owning the land was integral to Jubal’s ability to move towards

self-determination, as Norm Torrens stated in Chapter Four:

[B]ut eventually when Jubal came along we reunited as one body and as one
family... as a body we are making our own decisions for ourselves but in other

places the Government tells us what to do (Norm Torrens, 2007)

As well as providing a physical place for the Jubal community to ‘reunite’, the property
brought real opportunities to engage in the market economy such as providing an
independent income through its forestry agreement. The forestry agreement was important
because the money it provided was the only money Jubal had which was not tied to grants
and programs and which was entirely controlled by the community itself. Further, most of
the activities developed by Jubal would not have been possible without the physical place.
For example, the SRA could not have been developed because Jubal would not have had a
suitable place from which to run its holiday camps. Additionally, almost all of the potential
enterprise ideas identified in the PMP were reliant on access to the Jubal property. In this
case therefore owning the land was integral to the formation and development of both the

community and the Jubal Aboriginal Corporation.

However, as found elsewhere (Cornell and Kalt, 2004; Dodson and Smith, 2003;
Finlayson, 2007; Jorgensen and Taylor, 2000), the property on its own was not enough to
achieve self-determination and to gain the ability to make decisions and be in control. In

Jubal’s case the philosophy and policies of the Federal Government was one of the most
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significant external factors influencing their ability to be in control of their property and

lives during the course of this study. It was only with funding support from the

Government that Jubal was able to firstly, obtain the property and secondly, develop any
projects. There was certainly potential for income generating ventures, as was evident from
the PMP, however, the income from the forestry agreement was not sufficient to provide
start up funds for most of the projects. While Jubal members expressed a desire to be
independent of Government funding, in the short term this was not possible. Therefore, as
Jubal was inextricably linked to Governments in the foreseeable future, its ability to

develop productive and strategic relationships and alliances with Government agencies was

vital.

8.1.2 Building Alliances

The ability to engage funding agencies is encompassed within the ability to build alliances,
which was identified in several studies as being crucial to the success of an Indigenous
organisation (Finlayson, 2007; Hunt and Smith, 2007; Morgan, 2006a). Morgan (2006b)
expands on this point and identifies the need to relate and build relationships while at the
same time foster autonomy and protect the organisation’s vision as a core capability for
development. Additionally, it is important that organisations focus on those areas over
which they can have the greatest control and where their efforts will have the greatest
effect (Dodson and Smith, 2003). The alternative, according to Dodson and Smith (2003),
is to lose focus and energy by trying to change things that they have very little control
over, for example, starting projects that do not answer community needs or responding to
external development agendas. It is far better to focus on those areas over which they have
highest control and can achieve the greatest outcome (Dodson and Smith, 2003).

The importance of focusing on the community’s needs and not responding to external
challenges was highlighted in this study. Jubal was successful in establishing productive
relationships with Government agencies which have resulted in beneficial and tangible
funding outcomes. Examples include, signing the SRA, the funding provided to Jubal from
the Attorney General’'s Department and FaHCSIA, the involvement of the DSRD and the
ICC in the PMP and the ongoing relationship with the ILC. However, this study also
highlighted tensions between seeking available funding and prioritising the community’s

own development agenda.
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These tensions were evident, for example, when considering the effect of the SRA on the
projects that Jubal was able to develop. The PMP showed that the priority areas for Jubal
were building cabins; both for program and family use, as well as extending the ablutions
block to include a meeting room. Other priority areas identified in the PMP were market
gardens and development of a café. However, while Jubal has now developed two plans
(the PMP as well as the CDP in 2000), which clearly state their priorities the projects

which operated during this study period clearly reflected Government policy priorities.

One concrete example of this is the funding that Jubal applied for in February 2007,
through the ICC. In addition to funding for the holiday camps, they also applied for
funding for a women'’s project to address family violence issues. Jubal successfully
obtained funding for the holiday camps and the women'’s project which were both clearly
in alignment with the objectives of the SRA. Obtaining funding for family violence related
programs results in a greater focus on that area, which meets Government funding
priorities and understanding of violence mitigation programs, but neglects Jubal’'s other
priorities, such as building cabins, as stated in the PMP. The building of cabins is seen by
the community as important to fulfil its mandate as a place of safety, thereby contributing
to its own vision of violence mitigation programs. For its future success Jubal needs to
ensure that it is applying for project funding which relates to its priorities as set out in the

PMP rather than responding to external influences.

The Jubal experience highlighted that there is a missing link between the development of
plans which identify the community’s aspirations and development agenda and projects
they are able to develop because of Government funding priorities. There needs to be a
more flexible funding regime which can better accommodate the development priorities of
individual communities and recognise and support community responses to issues such as

family violence.

8.1.3 Legitimacy

Another important aspect related to developing good relationships with funding agencies is
to be recognised as a legitimate entity (Morgan, 2006a). This recognition comes from
external sources, such as Governments, partners and the wider community as well as
internal stakeholders (Morgan, 2006a). As reported in Chapter Five, the Jubal Board

members reported finding it difficult to obtain recognition from external agencies as a

202



Chapter Eight: Analysis

viable community and they felt that Jubal was not as well resourced and supported as
former Government missions. During the course of this study however, this changed. The
PMP generated much interest from other agencies such as the ICC and the DSRD who
attended several PMP meetings. This, in addition to the SRA and the ongoing funding they
received is evidence that Jubal has achieved the recognition as a viable Indigenous
organisation it desired.

Recognition as a legitimate organisation has been found to be supported by good
management of resources and the development of effective accountability systems
(Cornell, 2006; Finlayson, 2007; Hunt and Smith, 2007). This study shows that the three
activities described in Chapters Five, Six and Seven, contributed to Jubal’s ability to claim
legitimacy. The systems that Jubal established such as the financial accounting system, the
reporting structure and improved governance procedures contributed to reassuring external
stakeholders that Jubal was being effectively managed as well as being compliant with
ORIC.

Having gained legitimacy as a viable organisation, Jubal now needs to ensure it maintains
its reputation amongst external stakeholders and partners. One way in which Jubal can
achieve this is to manage their resources effectively and establish the systems they need to
maintain the entity (Morgan, 2006b). The entity is considered in the following section of

the chapter.

8.2  The Entity

Analysis of the entity draws attention to aspects of the organisation such as its mission and
strategy as well as its culture, structure and processes, for example, human resources,
financial processes and infrastructure (Hunt, 2005). The establishment of these types of
effective systems is essential at many levels (Cornell and Kalt, 2004; Morgan, 2006b).
Such systems will reassure external stakeholders that the resources of the organisation are
being managed effectively (Morgan, 2006b). Establishing effective human, financial and
institutional procedures will help separate the management of the business from
community management and help to protect board members from community politics and

competing demands for the use of resources (Cornell and Kalt, 2004; Finlayson, 2007).
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8.2.1 Financial Systems

Establishing formal decision making rules and procedures as well as instigating
professional personnel and record keeping systems are essential to ensure an enterprise’s
success (Cornell and Kalt, 2004; Dodson and Smith, 2003; Hunt and Smith, 2007; Morgan,
2006Db).

While it is clear that not being compliant, and a lack of proper financial systems has a
negative impact on an organisation’s stakeholder perceptions and confidence (Cornell and
Kalt, 2004; Hunt and Smith, 2007; Jorgensen and Taylor, 2000) what is perhaps less
understood is the impact of not being compliant on the Board members. This study showed
that for the Jubal Board members the lack of compliance was identified as a stressful
situation and caused problems for them amongst the wider membership who questioned the
Board’s actions and did not understand that the delays in obtaining the audits were not

caused by the Board.

In addition, the experience of establishing financial systems at Jubal also supports Hunt

and Smiths’ (2007) findings that there is a greater need for long term, place based training
and mentoring. Undertaking this research enabled me to be an on-site mentor and trainer as
well as to undertake several key tasks myself. The time it took to establish financial

systems and training in the accounts area clearly shows that one off, short term training
conducted in a class room is not going to ensure long term, sustainable outcomes. Trainers
and mentors need to be hands on and involved in the day to day operations in order to
really assist the community to develop sustainable systems and processes. As Norm
Torrens expressed, it is the “nitty gritty’ of day to day operations in which the Jubal
community needed training and support.

Of further importance, this study highlighted the need for a particular type of person to
work with the community. Jubal members expressed their need to work with people who
have a good grasp of what they are trying to achieve. Importantly, there needs to be a long
term commitment from the mentor. Norm Torrens identified the lack of continuity as being

a problem and highlighted the need for continuity:

But there is a big problem because of the constant changes in people (Norm Torrens,
2007)
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Further, any training must involve all stakeholders including Government agencies,
accountants and mentors. It is necessary for Aboriginal corporations to have access to
skilled people with whom they can build a relationship of trust and who are committed for

a long period of time.

As well as highlighting the benefits a skilled mentor could bring to a community, this study
also showed the importance of engaging a mentor who will become intimate with the
workings of the Corporation and who will take the time to develop a good understanding

of the broader context in which the corporation is working. Above all, the person must be
able to spend regular and consistent time actually working alongside the Community. This
enables trust to develop, but also gives the person a proper understanding of all the various

aspects of the Community’s work.

An additional aspect of training and mentoring identified in this study is the need for
training which aims to achieve more than transferring technical skills but which can also
build confidence amongst the Community members. Building this confidence is a crucial
aspect to allowing community members to feel a greater sense of being able to be in

control of their own operation.

There needs to be better knowledge and understanding by the various Government
agencies about the very real difficulties which are experienced in a community context and
for Governments to develop a better understanding of the links between governance, a lack

of training and knowledge which then leads to a lack of compliance.

8.2.2 Governance Systems

Governance of Indigenous organisations is an increasing area of research focus (Dodson
and Smith, 2003; Finlayson, 2007; Hunt and Smith, 2007). This study did not seek to
specifically examine governance issues; however the experience at Jubal does support
findings in other studies. Hunt and Smith (2007) found that new governance arrangements
worked best when aligned with culturally legitimate arrangements, whilst bearing in mind
the need for practical outcomes. This has been the case at Jubal where their governance
system is based on the key strength, identified in Chapter Four, as the way in which
families come together to run Jubal. Congruent with this strength, Jubal has established an

effective form of governance by electing Board members from within each family, thus
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ensuring that each family is represented at the Board level. The family representatives
elected to the Board are generally elected because they are Elders, except where they are
elected to fulfil specific roles such as was the case with Gina Roberts who was elected to
the position of Secretary. This governance structure is significant in the management of
conflict. There is an expectation that the community will deal with any conflict as a group,
but additionally each Elder is responsible for dealing with conflict created by, or affecting,
their own family. This system of governance is perceived by the Board members as being

an appropriate way to manage the community.

There is nothing we would do differently - we deal with the conflict, we sit down
and discuss it, we bring it up at general meeting, and in most cases the committee is
supportive of each other. We would have lost control if we’d gone with

Government; we feel we’ve done the right thing (Norm Torrens, 2007).

The Jubal model of management is congruent with ORIC regulations. They have an
appropriate and functional system of choosing their Board and have clear functions and
responsibilities for those Board members. The Jubal Board members did feel however, that
they did not understand the ORIC governance requirements and felt that they should have

had more support in this area. As Kevin Torrens said in Chapter Seven:

The Registrar makes it very hard to do anything, which basically sets us up to fail
(Kevin Torrens, 2006)

Late in 2007, some Jubal members were able to access ILC provided governance training.
Gina Roberts reported experiencing the training as helpful, but she found other community
members had trouble following it as the trainers went too fast. Gina found it useful because
she could relate it to her current work, whereas others could not relate it to their role at

Jubal (personal communication®arch 2008).

Therefore, greater effort needs to be made, firstly to identify the common ground between
what the community see as a culturally appropriate form of governance and ORIC’s
requirements and governance practice in general. There is also a need to ensure that
governance training is broken down into language that is meaningful to the participants

and to relate it specifically to the community’s own context, experiences and needs.
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This study also highlighted the need for Governments to address their own governance.
This was particularly highlighted by the SRA. While the rhetoric of Government was about
“mutual responsibility” (Vanstone,2005), and the role that Government was expected to
undertake in response to the development of Jubal, in practise the focus was entirely on
Jubal’s activities, responsibilities and development. As expressed in Chapter Five there

was no observable change to how Governments engaged with Jubal or addressed their own
governance issues. The relationship remained that of funder and fundee. Therefore, a
conclusion of this study was that while there was potential for changes in the enabling
environment to support the development of Jubal, in practice there was little support for

the development of Jubal as a community or as an entity. Developing the entity is

discussed in the next section of this chapter.

8.2.3 Developing the Entity

This study shows that the Jubal community has focused its greatest effort on factors such
as external relationships, seeking funding and establishing financial compliance. They have
paid less attention to ensuring sustainable organisational structures and putting in place
internal policies and procedures. This study also showed that while the community have
undertaken comprehensive planning processes they have not translated those plans into
organisational development. Currently, Jubal is focused almost entirely on operating
Government funded projects such as the school holiday camps, which leaves them little

time and energy for developing and strengthening the organisation itself.

Finlayson (2007) identifies several factors which are essential for successful Aboriginal
organisations (see Chapter Two, Table 2.3). These factors cover a range of areas from
corporate governance and planning to staff development. Taking these success factors as a
benchmark for organisational development it is clear that Jubal has some areas of risk in
terms of the entity. A particular need is to develop organisational structures and ways to
measure their effectiveness as well as to provide better training of Board members to

ensure that they fully understand their responsibilities.

Another area of risk is for Jubal is to be a more proactive organisation which can better
link strategic planning to its activities rather than being reactive to external influences and

therefore better manage change. While they have undertaken planning, this has been in
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response to external factors rather than an internal belief in strategic planning which
Finlayson (2007) identifies as being fundamental to successful Aboriginal organisations.

While great improvements have been made to the financial systems, work is still needed to
embed those systems within the culture of the organisation as well as implement further
governance processes. There is still a lack of adherence to procedures and systems, which
leaves their accountability systems vulnerable, particularly when there is a change in the

Board membership.

Finlayson (2007) also highlighted the need to develop staff through training and mentoring
as well as having strong policies which are referred to, reviewed and updated. This is an
area in which Jubal is currently vulnerable and they need to focus on supporting the
development of individual community members, utilise their skills more and align training
needs more strongly with development proposals and with the individual aspirations of
community members. More attention could be paid to individual community members to
identify their personal aspirations and training needs. This would encourage the greater
involvement of more community members as well as ensure that individual community
members are better trained to undertake the many jobs that Jubal will need to establish in

order to develop its potential. The individual is discussed in the next section of the chapter.

8.3 The Individual

This section of the chapter is concerned with the individual’s capacity to function within
the entity and the broader enabling system, including issues of performance,
accountability, incentives and security (Hunt, 2005). This study found that aside from
regulatory and financial obligations Jubal has not yet established formal procedures to
enhance the individual’s capacity within the organisation. The absence of these areas in
this study highlighted the fact that these issues are not yet on the agenda. Two key areas
relating to the individual which were evident from this study were Jubal’s reliance on one

leader and the related issue of involving younger generations and ensuring succession.

8.3.1 Empowering Individuals for Leadership

Successful organisations have strong leadership (Finlayson, 2007). Hunt and Smith (2007)

identified certain characteristics of Indigenous leadership which they found were not so
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much about a characteristic of an individual, but more about a process and relationship
negotiated between a group of people which focused on consensus building. Leadership
may be transmitted to particular people due to their knowledge, personal qualities,
experience, and or social place within the community (Hunt and Smith, 2007). However,
Hunt and Smith (2007) also make the point that leadership depends largely on networks

and relationships.

Where leaders are respected for their cultural attributes as well as their management
abilities the organisation is more successful (Hiradlal., 2005). This study showed that
leadership at Jubal is largely conferred on its Elders who are also the Board members.
Jubal does not have a Chief Executive Officer (CEO) or any paid manager. Kevin Torrens,
who has been Chairperson for the life of Jubal, lives on site and his role was to coordinate

all the programs that Jubal carried out, as well as manage the property itself.

Although Kevin Torrens took on these leadership roles he was also proud of the way that
the community in general were involved in the decision making at Jubal. He attributed the
high participation rate to the fact that Board members were constantly telling the rest of the

community what was going on and wanted to be inclusive:

At Jubal people are pulling together now, | think it's because we have regular
meetings and we take the time to explain everything to people. We say to them you
are part of here, come to the AGM and make sure we have representatives from each
family on the committee. I’'m not the boss, I'm there looking after them. They want

us, Norm and me, on the committee because we live here (Kevin Torrens, 2006)

Kevin Torrens expanded on the benefits of the regular meetings at Jubal:

| think people are getting more involved because we have regular meetings. Others
have one a year, we will have another update before Christmas, and we update them
all the time. It's been a slow process, but it makes them more active, they are happy,
they didn’t even know what a DA is and now they are involved. Callum [ILC] said
that these are the best roll ups they have had. Quite a few that he goes to only have

two there, but quite a few of us have turned up and they have had an input. That's
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because we have people from each family, it should be stipulated that there has to be
one from each family (Kevin Torrens, 2006)

Although Kevin Torrens identified one of Jubal’s strengths as the involvement of people at
meetings, in terms of day to day operations he had little practical support. The strongest
support came from his immediate family, particularly his partner and his daughter Gina
Roberts. It is important to note Kevin was for the most part not paid, despite working at
Jubal full time. Kevin did receive some very limited funding for coordination of specific
projects. In general though his work was entirely voluntary and unpaid thus highlighting

one of the issues of sustainability for Jubal - the need to strengthen the leadership in the
wider community and to build on the strength of its family structures to ensure the
administration and management of Jubal is sustainable. In order to do this Jubal needs to
address its succession planning and make sure that they are training and giving experience

to a new generation of leaders.

8.3.2 Succession

The issue of succession was not specifically raised in the context of the activities discussed
in the previous three chapters. However, the level of participation from young community
members was an issue which was critical to Jubal’s future and which generated a specific
response from the study participants, all of whom identified a sense of struggle in their
efforts to pass responsibility on to the younger generations.

Succession can be an issue for any organisation, but Hindle et al. (2005) found that
Indigenous organisations are more vulnerable to generational changes than others. This
vulnerability relates to passing on leadership to successors as well as vulnerability to
political succession. For example, annual appointments of Board members can potentially
result in a high turnover of board members and lack of consistency (tinalle 2005;

Hunt and Smith, 2007).

For Jubal, the political succession during this study was stable. While this allows for
consistency and for the continuation of corporate knowledge, it also creates a problem as it
does mean that the organisation is very reliant on a small group of people. The Board
members all identified concerns about passing on responsibility to the younger generations.

This is despite the fact that the motivation for developing Jubal was to ensure that the
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younger generations have ownership of a place and lifestyle to sustain them into the future:
socially, culturally and economically. The importance of developing a place of cultural and

social significance permeates all talk from the Board members.

We do have concerns about the young ones taking on responsibility we try to stress;

you're children you have to learn to take responsib{iRpbert Caldwell, 2007)

We still find it hard for younger ones to take on roles; there is too much drugs and
alcohol. They also don’t want to take on responsibility. There is no discipline any
more - | blame the law, you can’t discipline by belting them with the broom, like the

old days. There is no sense of unity or respect for Elglagin Torrens, 2006)

It worries me, bothers me, who's going to take over. People are frightened to make
commitments - they say | can’t go because | could be drunk or high, so | can’t go.
They need geeing up, but they know they can’t do drugs or alcohol if there is a
meeting. People know we have rules at Jubal, they know they can’t do drugs and
alcohol there, but we need to give them time to buy their own caravan or build their
own shack. We've told them we will help them do that. But we need to keep Jubal
secure, if we find yarndi we tell them pack your swag and piss off. But it's not up to
me, we call a community meeting and we let the community people take action. When
it comes to making decisions on Goorie land we want the community meeting to lay
down the rules. Now we are closing the shed and locking it up, so nobody can sleep
there anymore. If they want to stay they must have their own accommodation. We do
our training and meetings there, the shed can’t be a place where it's dirty — they
need to respect this place. They are capable, but goes back to understanding

responsibility and that worries me (Kevin Torrens, 2006)

We’'ve offered young ones to be on the committee but they just want to live their lives.
| feel confident that if we weren’t here they’d step in, but at times we wish we had

others...(Norm Torrens, 2007)

What can you do, we can’t grab them! [Name removed]good asset, best on the
job — if there were a few more like him, but they are just sitting back and letting it
happen (Robert Caldwell, 2007)
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Despite not being named or acknowledged by the Elders in these comments, there is one
younger woman, Gina Roberts, who has taken on a significant and consistent role within
Jubal. As shown in Chapter Seven, she is the person who has stayed the course with the
accounts and administration. In 2007, she was also voted on to the board as Secretary. Her

perspective, as a young person herself, is slightly different to the Elders:

They [the Eldersheed to focus on young ones more. Jubal has given them direction
in life - because of the drugs and alcohol some of the families need to take on more
responsibility to change. The Elders aren’t putting it into action, they are getting
things going and then alcohol and drugs thing gets them involved and they sit there
with them. They are not changing their ways. Young fellas watch the Elders; maybe
see Elders bringing alcohol in there. They have to change if they want the young
ones to change. To be an example you have got to show an example. Young ones say
why should we have to stop when Elders do it? They don't get anywhere because of
drugs and alcohol. We want to live there; we want it to be a safe place. We want it to
be safe for our children, we won’t move there until it's safer. It's safe now, but not
when alcohol’s involved, personalities change. My children run from them and cry in
fear (Gina Roberts, 2007)

Despite the recognition that involving the younger generation is an area that still needs

work, there is also much hope.

There are definitely two people listening - who knew all about sites and understand. |
am hoping we will all gather and talk about things there. We would love to see young
people follow our footsteps. That's our worry what's going to happen if we go. But
they go away and talk and do what we say. We always try and stress the property is
for future generations; look at it now, we’'ve just got to look at things in reality
(Robert Caldwell, 2007)

All the kids do appreciate it to a certain degree and call it home; they are all just
living lives and Jubal’s running last. | think the cabins are the priority; we need to
give them an incentive to be on the place, as in home, once we get cabins and homes

they’ll want to be there. Cabins are the priority, then we need to work towards
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catering to the place, have something to do so they are not there under sufferance,
they need things to do (Norm Torrens, 2007)

We are going in the right direction, we’re going places. The young ones will take
over, the rest of them will snap out of it. | always talk to them about it. | talk all the
time and they sit there and really think. They see there’s nobod{GatseRoberts,
2007)

The issue of leadership and succession indicate that there is a lack of attention to
development at the individual level from which two conclusions can be drawn. One is that
developing the individual is simply not yet on the agenda. Jubal has clearly been working
through a progression of issues, particularly focusing on governance and compliance

issues, and will attend to these other matters, such as succession, in time.

Secondly, the lack of focus on the individual and succession does highlight the community
nature of Jubal. The Jubal structure does not focus on the individual and so they are not
experienced at finding ways to capitalise on individual peoples’ skills. For example, one
observable issue is the way that people tend to do courses that are provided to them
through CDEP or other Government funded programs. The number of certificates gained is
highlighted in the skills audit undertaken for the PMP. Jubal community members have
qualifications in a wide variety of areas from business management to land management,
yet Jubal does not draw on those skills. Therefore the training is largely wasted as the

community members rarely get experience in the areas in which they are training.

Additionally, | did not hear people expressing a desire to study in an area that perhaps they
have always wanted to do. It appears therefore that people are gaining skills from
Government run and funded programs simply because the course is there and available or
because they have to undertake the programs to ensure their CDEP income. | never heard
people say they undertook a particular training program or course because they were

following a personal dream or an aspiration.

This is an area which would benefit from greater attention; in particular to identify the

areas of skills Jubal requires now and in the future and to identify people to obtain those
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skills. Having done a skills audit for the PMP they could work with young people to align

their own interests with the future needs of the community.

8.4 Conclusion

This chapter has analysed the study by considering three levels of engagement, the
enabling environment, the entity and the individual. The study has found that while Jubal
has engaged at all levels to some degree, there is a need to focus on development of the
organisational entity as well as support and develop individuals. Attention to these areas

will enhance Jubal’s ability to develop a more sustainable organisation.
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In the Prologue to this thesis | recounted a story about how Kevin Torrens, his brothers and
cousins had worked as labourers on the same land which is now incorporated into the Jubal
property. For this work they were paid in pumpkins. Not only did this violate their right to

be paid a fair wage, such an injustice was particularly poignant as the land they were
working had been Bundjalung land since time immemorial and was taken without their
consent. The Jubal forebears were dispossessed and their freedom was increasingly
curtailed as the colonisers took over traditional Bundjalung country to develop their own
economic pursuits. Out of this experience of colonisation and dispossession the Jubal
Aboriginal Community decided to reclaim their future. They decided they had the right to
self-determination and the right to regain some of what had been taken from them. To
achieve their goals they formed the Jubal Aboriginal Corporation and were able to regain
some of their traditional lands and start working towards the community’s goals and

aspirations.

It was some aspects of these goals and aspirations, namely the desire to develop tourism
enterprises, which connected Jubal to this study. The aim of this study was to identify
factors necessary to support Bundjalung communities to develop tourism enterprises. An
additional objective was to determine the key capabilities which Bundjalung communities
need to develop sustainable tourism enterprises. Another objective was to gain insight into
the experiences of a Bundjalung community as they engaged in capacity development for
tourism enterprise development. Based on analysis and interpretation of the results of this
study several conclusions can be drawn, which will be summarised in this concluding

chapter.

The need for such a study was identified due to a lack of successful Indigenous tourism
product in Australia (Boyle, 2002; Tremblay, 2006), and particularly in the Bundjalung
region. Tourism has been a focus for Aboriginal and Torres Strait Islander economic
development in Australia for a number of years (ATSIC, 1997; Royal Commission into
Aboriginal Deaths in Custody, 1991). To facilitate such development, there have been
concerted efforts by Governments at Federal and State and Territory levels to enhance
opportunities for Aboriginal and Torres Strait Islander peoples to engage more effectively
in the tourism industry, for example the 1997 ATSIC tourism strategy (ATSIC, 1997).
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More recently, the Federal Government’s White Paper and establishment of Indigenous
Tourism Australia (now called Indigenous Tourism Industry Advisory Panel (ITIAP)), is
indicative of the commitment to developing Indigenous tourism in Australia. However,
despite years of Indigenous tourism policy the intended beneficiaries have not necessarily
benefited (Whitford et al.2001). Many Indigenous tourism policies have been found to be
poorly coordinated and fail to provide appropriate resources to support the vision of a
developed Indigenous tourism industry (Buultjehsl., 2005). This was the context in

which this study commenced.

As demonstrated in this thesis, it became apparent at the commencement of the research
that the Jubal community were not, at that time, in a position to start or focus on a tourism
venture. There was certainly potential and several ideas had been put forward to explore in
the tourism area. However, what Jubal needed at that time was to establish fundamental
operational systems and skills which could support organisational sustainability before it
was able to devote time and energy to any one commercial venture. It was apparent that
focusing on establishing a particular business was not possible until several other issues
had been addressed and the organisation had stabilised its basic operations. This study
therefore focused on three key activities which were fundamental to the development of
Jubal as a sustainable organisation. Through the examination of these three areas of
activity, this study provided evidence of the everyday practicalities of implementing
policies, plans and regulatory procedures in an Aboriginal community organisation. Also,
insight was gained into possible points of entry for enterprise development efforts which

could then support development activities in areas such as tourism development.

The first area discussed in this thesis was the SRA, analysis of which demonstrated that it
effectively established a framework for increased Government funding as it contributed to
establishing Jubal’s reputation as a credible organisation. In this particular case it was
decided to sign an SRA to ensure that Jubal could access funding to assist their program
development. The SRA schedule, signed by both the community and the Government set
out a clear agenda for development and identified commitment from both parties.
However, in reality the SRA did nothing more than provide initial seed funding for
camping equipment and ensure that when Jubal applied for program funding they had in
place the framework which established their relationship with Government. The results of

this study showed that the SRA did not assist the community beyond establishing a
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relationship. In particular, the SRA failed to assist Jubal to develop their programs to meet
several of the criteria identified as measurable, such as reducing family violence, reducing
sexual abuse and school truancy rates. There were no benchmarks established at the outset
of the SRA and Jubal does not have the capacity to measure such outcomes. It was
therefore extremely difficult to reliably measure whether the stated outcomes of the

funding program have been achieved. Further, the SRA identified two stages to the
agreement, but which has not been developed beyond the provision of the first round of
funding. There was no real evidence that the SRA had any long term benefits for Jubal and
did not enhance their ability to develop in any way beyond establishing credibility with

Government.

In Chapter Six, the second activity, the Property Management Plan, was discussed. The
PMP was instigated by the ILC to assist in further funding decisions for Jubal. The
experience of developing the PMP demonstrated that Jubal was unable to exert much
control over the process itself. While the Board members agreed that it was necessary and
would aid their pursuit of further funding, they felt that they should have had more control
over the establishment of the contract, particularly the terms of reference and choosing the
consultants. Jubal Board members also expressed frustration at the repetitive nature of the
process. On the other hand they also felt that it was the most participatory planning process
they had been involved in and that they were proud of the community interest and
participation. The Board members did not however, describe the plan as being essential to
their development or as a document that could aid them in developing a more sustainable
organisation. It was seen primarily as a document that would assist in gaining further

funds.

The final area of focus in this study was establishing proper financial accounting systems
and obtaining audits to achieve compliance with ORIC. Discussed in Chapter Seven, this
was certainly the most demanding and complex of the activities engaged in during this

study. The experience highlighted the difficulties that Aboriginal people and corporations
face when they come from a low base of technical knowledge in specific areas; have few
resources to enable them to hire the necessary skills and, when they are able to engage
professionals, to overcome a long history of mistrust of non-Indigenous people. The rural
location and lack of professional services available in the region also contributed to the

problems encountered. While Jubal’s intention was always to ensure good governance, a
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lack of training and understanding of accounting practices and systems led to difficulties in
meeting audit requirements. The process to rectify this issue was long and arduous and
occasionally fraught with frustration and disappointment. The impact of not having audited
accounts had a detrimental effect on the confidence of the Board members who identified
they were feeling stressed about the situation. During the course of establishing good
procedures and gaining audited accounts their confidence increased and they expressed
feeling increasingly empowered knowing that they could rely on the quality of their
financial systems. This area of work also took up a disproportionate amount of time which
could have been better spent on developing projects and enterprises, but which was spent
chasing accountants and explaining the lack of audits to Government funders.
Additionally, Jubal’'s reputation was damaged as questions were raised about its ability to
manage its own governance. The experience with the accounts highlighted the necessity of
ensuring that fundamental organisational processes need to be established to ensure the

organisation is sustainable.

Analysis of the results of this study enabled a greater understanding of the challenges Jubal
faced and consequently highlighted where they would have benefitted from greater

support. The results provided a greater understanding about the community’s needs and
also highlighted the factors which would assist in the development of both the capacity and
the capabilities of the Jubal organisation and members. Further, this thesis provided
analyses with regard to three points of entry for development (FukudatRadr2002;

Hunt, 2005); the enabling environment, the entity and the individual.

This thesis demonstrated that the majority of development focus was on the enabling
environment, being the broad external environment in which the organisation operates as
well as management of the relationships within the systems (Hunt, 2005). One key area
that the results of the study did particularly highlight was the importance of ownership of
land. As discussed in Chapter Two, sovereignty has been found to be key to successful
Indigenous organisations in North America (Cornell, 2006; Cornell and Kalt, 2004;
Finlayson, 2007; Jorgenson and Taylor, 2000; Sullivan, 2006). However, in Australia the
concept of Sovereignty is politically sensitive (Sullivan, 2006) and less important in terms

of developing successful organisations (Finlayson, 2007). The results of this study
demonstrated that owning land was essential in this case, and in fact obtaining the land was

the most empowering outcome of any Government program. Jubal Board members
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expressed the opinion that the ILC program, through which they were able to purchase the
Jubal property, provided the greatest benefit to the Jubal community. The ILC program,
together with the ongoing funding and support that the ILC provided, was the single most
practical and valuable program with which Jubal engaged because it provided the most
tangible and long term benefits to Jubal. This thesis has highlighted the very real benefits
that owning land provided to the community which included tangible benefits such as a
physical place to hold events and develop future projects as well as more intangible
benefits such as pride, a connection to their culture and Spirit and a sense of ownership.
Most importantly owning the land allowed the community the opportunity to regain some
of what had been lost through colonisation.

However, as found in other studies (Cornell and Kalt, 2004; Dodson and Smith, 2003;
Finlayson, 2007; Jorgensen and Taylor, 2000) ownership of land was not in itself enough
to achieve self determination. Building alliances is also crucial to success (Finlayson,
2007; Hunt and Smith, 2007; Morgan, 2006a) and as identified in this study’s results the
most crucial external alliance for Jubal was with the Federal Government. Jubal’s ability to
develop and maintain constructive relationships with funding agencies and adapt to the
policy agenda was vital. This thesis highlighted some of the challenges Jubal encountered
in ensuring these alliances supported Jubal’s vision and aspirations rather than pushing
Jubal to meet the Government’s policy agenda. Other challenges highlighted by this thesis
were the lack of linkages between areas such as the planning processes instigated by one
department and the funding agenda of others. For example, there was little connection
between the SRA and the PMP. Further analysis of the current Government’s policies and
how they link together would be helpful in identifying ways to better integrate agencies,

policies and programs.

In addition to building alliances a successful organisation must be recognised as a

legitimate entity (Morgan, 2006a). At the commencement of this study the participants
expressed views that described how they felt they were not afforded the same recognition
and resources as other established communities, such as former missions and reserves. One
way in which legitimacy is achieved is through the establishment of good management and
resources and robust systems (Cornell, 2006; Finlayson, 2007; Hunt and Smith, 2007).

This thesis demonstrated the effect of establishing such systems. Through the planning,

financial governance and establishing the SRA with Government, Jubal was able to ensure
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its credibility was recognised by those with funding. Further, these areas of activity
established confidence in Jubal from both internal stakeholders (the wider Jubal
community) and external stakeholders (government funding bodies). This confidence is
recognised as important to sustainable organisations (Cornell and Kalt, 2004; Hunt and
Smith, 2007; Jorgensen and Taylor, 2000). An additional finding of this study was the
importance of developing Board members’ confidence about their abilities as well as their

organisational structures and systems.

Internal systems and processes were only one part of the equation. The role of the mentor
and suitable training was also found to be important in the development of Jubal. This
study supports Hunt and Smith’s (2007) statement that long term place based training and
mentoring is essential for successful organisations. This study showed that working with
the community over a relatively long period of time and and engaged in a cross section of
activities was the only way to achieve positive and sustainable outcomes. Additionally a
great degree of flexibility and adaptation is required to address the day to day operations
and needs. Clearly providing access to long term quality training and mentoring is an area

that is lacking and requires further attention.

In addition to establishing new governance procedures and providing appropriate
mentoring and training, there must also be congruence with culturally legitimate practices
(Hunt and Smith, 2007). This is certainly true in Jubal’'s case where a key governance
strength is their reliance on ensuring that each family is represented at Board level. Those
family representatives are also responsible for resolving any conflict that may arise within
their family. However, identified in this thesis was the gap between the community’s own
understanding of what is appropriate governance for their context and their understanding
of their obligations under ORIC regulations. While limited training was provided it was not
sufficiently tailored to the Jubal context to enable a great comprehension and take up by

Board members.

It is not only the Aboriginal community which need to develop better governance skills.

The results of this study drew attention to the need for Government agencies to address
their own governance issues and not focus solely on the Aboriginal communities if they are
intending to achieve true partnerships. As Dodson (2003) states, the Government does have

a responsibility to ensure programs and policies are appropriate and support Aboriginal
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development. It was clear during the course of this study that Government agencies needed
to coordinate better amongst themselves. They also needed to adhere to their own
commitments, such as those contained in an SRA. Government agencies also need to
ensure that their employees at all levels have a better understanding and sensitivity to the

particular culture and the environment in which the community is working.

The final point of entry analysed in this thesis was the level of the individual which Hunt
(2007) says is concerned with the individual’s capacity to function within the entity and the
broader enabling system. The development of the individual is one of Jubal's major areas

of vulnerability. This was particularly evident in the area of leadership and succession.

Leadership in Aboriginal organisations is dependent on networks and relationships as well
as a focus on consensus building (Hunt and Smith, 2007). As Hindlg(20@5) found
elsewhere, much of the success of an Indigenous organisation arises from the cultural
credibility of its Board members. In Jubal’'s case it was the Chairperson, Kevin Torrens,
who particularly provided that cultural credibility. It was also clear that Jubal was overly
reliant on one person and that while the Board members expressed hope that others would
become more involved, in fact they were not. Kevin was carrying a huge, and

unsustainable, load with little support from other members outside his immediate family.

This lack of support and involvement of the wider community points to an issue
highlighted by Hindle et al(2005); Indigenous organisations can be particularly

vulnerable to generational change. For Jubal to ensure its long term sustainability it is
clearly going to have to find away to involve the broader membership in the day to day
operational needs. In particular, Jubal needs to focus on engaging its young members and

encourage and allow them to take on greater responsibility for Jubal’'s operations.

9.1  Government Support for Bundjalung Community

Development
Analysis of the results of this study has identified various challenges, successes and areas
where Jubal requires greater support, which enables some conclusions to be drawn about
what factors are necessary to enable and empower Indigenous communities to develop

enterprises, whether in tourism or other industries.
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As discussed in Chapter Two -The Literature Review, there are various programs in place

to support Indigenous tourism development (Buultginagl., 2005). However, in this case

Jubal was not yet in a position to access those programs. Rather, the organisation needed to
establish itself and develop basic governance and financial systems which took a

substantial amount of time and resources. The Indigenous Business Review (2003) found
that one of the reasons Government instigated programs to assist business development had
failed was because they had not been developed with proper consultation with Indigenous
peoples nor had there been a strategic approach to their implementation. The findings of

this study support the IBR findings and found that Government programs designed to assist
nascent organisations at a very basic level were limited. Available assistance was primarily
focused on engaging consultants to conduct feasibility studies and write business/property
management plans. There was no program available to Jubal which could have met its
needs to develop the organisation itself. There was a need to assist the organisation to
develop from a statement of vision and intent to a point where it was able to sustain
business systems and activities. Support was necessary to not only develop a business plan
but most importantly, to effectively implement the plan. A lack of support in this area is
despite a recommendation from the Government’s own review (IBR, 2003), that a more
hands on approach is required, which recognises the lack of business skills and in many

cases the lack of educational attainment amongst those now developing businesses.

In part, this lack of tailored, long term accessible programs can also be attributed to the
lack of recognition and meaningful understanding, by Government, that the context of each
individual Aboriginal community is important and that a focus on developing good
relationships between all stakeholders is essential to enable a proper understanding of the
particular needs of the Aboriginal community. In particular, external agencies such as
Government departments must understand that it will take time to develop proper
relationships and to properly understand the context of each individual Aboriginal

community.

Recognising the individual context of communities will require Governments to genuinely
listen to community priorities and aspirations and then (with proper consultation and
negotiation) to develop programs flexible enough to accommodate the needs and
aspirations of each individual community. Funding regimes must also accommodate the

development priorities of individual communities and recognise and support the
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community’s own responses to issues such as family violence, rather than impose a
uniform approach to dealing with such issues. While there was an increase in rhetoric
about responding to individual needs, through the establishment of policies such as SRAs
(Vanstone, 2005), this study showed that there was no real change to the Government’s
ability to respond to those specific needs and that, in fact, communities’ development
priorities were still being directed to a very large extent by the policy agenda of the Federal
Government. This is in contradiction to one of the key elements of Indigenous capacity
development; that it should be about regenerating communities, where communities
themselves are identifying and using their own assets (Dodson, 2003). Further research,
therefore needs to be undertaken to address the best way for Governments to engage with
communities at the level and depth required to enable and empower individual

communities.

Further research is also required to understand how development efforts by Government
agencies can better recognise and support further development of capabilities already held
by the community and then to link training programs to the community needs, as identified
by the community. As this thesis demonstrated preference should be given to developing
community skills rather than bringing in external consultants on short term contracts.
Developing community skills is a longer, but ultimately a more sustainable, way to

develop the community. Governments would achieve greater outcomes from program
funding by taking a more holistic view to development and committing long term funding

to support and develop those aspirations including funding administration and coordination
of the community itself, rather than focusing only on discrete project funding.

Additionally, Government needs to provide training for skills development that is relevant
to the specific needs of the community, is tailored to their operations and incorporates on
the job training. On site, long term training is more beneficial than a short course removed
from the worksite. More attention needs to be given to facilitate cultural expressions of
governance which incorporate general principles of good governance but which also

incorporate cultural legitimacy (Dodson and Smith, 2003).

Training needs to be adapted and built around the particular needs and circumstances of the
organisation. This study also highlighted that a long term commitment and involvement in

the day to day activities of the organisation is essential for trainers and mentors.
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As well as skills development, this study also drew attention to the need for confidence
building amongst decision makers. Building this confidence in their skills and abilities is
crucial to enabling community members to be in control of their own operations.
Governments need to acknowledge better the links between a lack of confidence, a lack of

training and knowledge which then leads to a lack of compliance.

It is not only the Aboriginal community’s compliance and governance issues which need to
be addressed. As demonstrated in this thesis there is a need for Governments to address
their own governance issues. Despite pushing the idea of mutual responsibility (Vanstone,
2005), the Federal Government did little to change its own behaviour and procedures and
continued to focus on the Aboriginal community’s activities, responsibilities and
development without questioning or developing its own responses. More training is
required for, not only front line officers, but all decision makers in Aboriginal and Torres

Strait Islander cultures and the realities of community development.

Finally, practical commitment is also needed from Governments to assist in the transition
from welfare dependency to economic independence. Transition support must include
providing certainty about continuing funding for programs even where a community is able
to develop some independent income, as in Jubal’'s case where they were able to generate

independent income from a forestry agreement.

9.2  Community Capabilities Necessary to Support

Development
This thesis has demonstrated that Bundjalung Aboriginal organisations need to develop
key capabilities themselves, in particular that they need to ascribe adequate importance and
focus to the development of the actual organisation, rather than direct all their attention to
Government funded projects. This will mean that organisations such as Jubal should focus
on those areas over which they can have the greatest control and where their efforts will
have the greatest effect (Dodson, 2003) and use their resources more effectively. The
consequences of focusing primarily on Government funded projects is that organisational
structures, policies and procedures tend to be neglected as the community focuses on
delivering program outcomes and generating reports and financial statements for the
funding body. The results of this study highlighted that a disproportionate amount of time
was spent by Jubal Board members responding to external influences created by pursuing
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project based funding opportunities. Less time was spent on issues pertaining to
developing the entity itself in line with its vision statement and enabling individual
community members to better participate in the running of the organisation. The effect of

this was to leave Jubal vulnerable in several areas of governance and internal structures.

In order to focus on the organisation, Bundjalung Aboriginal organisations need to better
understand the importance of strategic planning and ensure that such planning is informing
their activities (Finlayson, 2007), as opposed to being a necessary, but cumbersome,
activity to appease funding agencies. Integrating strategic planning into their core
operations will support their efforts to develop their community aspirations rather than
spending disproportionate amounts of time and energy responding to external forces.

Bundjalung Aboriginal organisations must also focus on developing specific skills such as
bookkeeping, report writing and ensuring that the Board are fully aware of all their
regulatory responsibilities. This study showed that failure to do so can result in either too
much reliance on people external to the organisations, who are usually non-Indigenous, to
undertake the work for them. This can lead to a loss of power and control over the
community’s agenda. Not developing these skills also results in a loss of confidence and
the ability of the Board members to feel confident and in control of the organisation and its
operations. In addition, failure to develop specific skills and train community members

means they are more vulnerable to changes in personnel.

This thesis also highlighted that communities, like Governments, need to take a holistic
view of their development and link the community’s needs and development agenda to
training. Additionally, the community must find ways to encourage support and develop
the individual within the community organisation (Hunt and Smith, 2007). In particular,
Bundjalung Aboriginal organisations must be proactive about succession (Eiradle

2005), and ensure that a broad pool of community members is involved in the organisation

and are ready to take on responsibilities.

The results of this study showed that while a community may undertake comprehensive
planning processes they may not have the capacity to fully translate those plans into
organisational development. Regular assessment of how well it is implementing its

development plans and instigating concrete structures and procedures is necessary. In
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Jubal’s case, Jubal members carry the vision of Jubal but they are less effective in carrying
the day to day practicalities of running it. Currently Jubal is focused almost entirely on
operating projects which leaves them little time and effort for developing and

strengthening the organisation itself. The Jubal experience shows that for future success
Bundjalung Aboriginal communities need to bridge the gap between the strategic plan
which sets out the vision and project plans, and implementing policies necessary for

successful operational development.

This thesis has particularly demonstrated the challenges that Aboriginal communities in the
Bundjalung region face in developing their organisations. The aim of this study was to
explore how to develop Indigenous tourism ventures in this region, however, as the results
of this study show there is a great deal of work in preparing the ground before such
enterprises can be developed. As identified in Chapter Two, there is also a paucity of
research that definitively links the benefits of developing Indigenous tourism to

community development and poverty reduction (Goodwin, 2006). Further research into the
true demand for Indigenous tourism in the western, inland region of the Bundjalung nation
would support any future development efforts. Additionally, as Jubal has already engaged
in a limited manner with the education and Church sectors, it would make sense to
undertake further research to explore the potential of those markets, for which Jubal is

better suited than others, such as the international tourist market.

9.3 The Experience of Developing Capacity

The final objective of this research was to gain insight into the experience of a Bundjalung
community as it engaged with developing the capacity necessary to develop a tourism
enterprise. The methodology used for this study facilitated that outcome. In particular, the
unique contribution of this study is that it highlighted the experience of the day to day
operations. By focusing on the three areas of activity, insight was gained into the needs,
hopes and aspirations of a nascent Bundjalung Aboriginal owned and operated
organisation. By understanding the experience of the people involved, and by examining
the everyday activities, a better understanding of policy needs can be developed. It is
obvious from the results of this study that focusing only on activities such as business

planning leaves a large gap in the capabilities of the organisation to implement such plans.
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Chapter Nine: Conclusion

Further, this thesis has highlighted the resilience and commitment of the Jubal community
and the success they have created despite the context both current and historical, in which
they have developed. By highlighting the experience of the community, this study
identified that the essence of Jubal’s strength is its commitment to a better future for the
young and a commitment to finding a way to be independent and united. The establishment
and development of Jubal was driven by the generation who were excluded from the
education system in their youth. The same people who were exploited and whose labour
was paid for in pumpkins. These people persevered and were able to bring the families
together to develop space for their community to reconnect with each other and their
culture, but which also provides a way to connect with the modern world and provide some
potential for economic development and security. The most essential aspect of Jubal’s
development then is that it retains at its core a commitment to the vision which saw its
establishment and continues to centre its operations around its key strength, that of the
connection to the land and to each other.

The last word goes to Board member Norm Torrens, who sums up what the experience of

Jubal has been for him thus:

[W]hen Jubal came along we reunited as one body and as family. It brought nearly
all the family members together to be one again and working towards the future. As
a body we are making our own decisions for ourselves but in other places the
Government tells us what to do. Here we make real strong family decisions... (Norm
Torrens, 2007)
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