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Making Change — Approach to evaluation

In early 2025, Making Change engaged culture and event evaluation specialists
Silver Lining Strategy (SLS) to conduct an independent review of what the program

had achieved over the preceding two years.
The review that follows is based on analysis of the program’s foundational

documentation, existing datasets, survey results, interviews and SLS's observations

from attending a series of stakeholder meetings and discussions.
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Making Change - Key insights and recommendations 4 E:t!i‘,i’ggy

When considering the impact Making Change has driven since 2023 when a full-time resource was dedicated to delivering

the strategy, our data analysis and consultation has uncovered the following key insights and aligned recommendations.

Key insights
1. Making Change has clearly delivered on the stated Mission and Vision for the G21region’s creative strategy 2021-2026,

2. Ithas provided the region’s creative sector with a range of services which have become highly valued by stakeholders and

that would not exist without Making Change’s presence,

3. Initsfirst two years, Making Change’s focus has been on listening and acting on what it heard. Tracking, measuring and

understanding the end impacts these actions have had is the next step in its evolution.

Recommendations

1. Continue to pursue the current model including the retention of the governance model, advisory committees and Making

Change’s core activities,

2. Adopt an adapted version of Standards Australia’s “Measuring and Valuing Social Impact” framework to better quantify,

evaluate and communicate the outcomes and impacts of Making Change'’s work.
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Making Change - The story to date

In 2023, Regional Arts Victoria (RAV), in partnership with creative sector specialists Future
Tense, were entrusted with delivering the Mission, Vision and objectives of the Making

Change Creative Industries Strategy 2021-2026.

At the outset of the Making Change project, it became clear that to deliver on the strategy,
creatives across the entire G21 region would need to be heard. To that end, the first two
years of the program’s implementation has been as much about listening as it has been

about acting.

By grounding the program’s activities in what RAV and Future Tense heard from the region’s
creatives, they have maximised outcomes for minimum spend. This place-based approach

has enabled Making Change to efficiently deliver a series of meaningful results.

The following report is an independent review of how Making Change has contributed to

the region’s creative industries Strategy over the past two years.



1. The importance of the Mission and Vision

Before exploring the results Making Change has delivered over
the past two years, SLS believe it is important to revisit the

Mission and Vision.

Doing so provides a reminder as to their continuing relevance
and provides the framing for the results the program has

delivered.
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Making Change - The Mission and Vision

Mission
1. Grow creative practice connected to place through formal training, peer networks and life-long learning
2. Nurture participation and engagement

3. Enable the development of bold and innovative products, experiences and services across the region

Vision
To foster a culture of collaboration and aspiration, to deliver a region of creative industries leadership and

innovation, connected to global networks.

This Mission and Vision were grounded in what was learned from consultation with creatives across the G21region, including
the project’s partners at the following organisation; Committee for Geelong, G21 Geelong Region Alliance, the Geelong
Regional Libraries Corporation, Geelong Art Gallery, Back to Back Theatre, Creative Geelong Inc, Geelong Arts Centre and

Platform Arts, Regional Development Victoria via the Regional Development Australia Barwon Southwest committee.
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The mission and vision - Why they continue to be important

Mission

creative practice connected to place
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Ensuring the region’s creatives connect their practice to place will ensure
the G21delivers cultural product that speak to the point(s) of difference
as a region. Further, taking this approach aligns with the place-based

approach LGAs are taking to their Economic Development.

Beyond strengthening the region’s collective identity and social fabric,
this wave of place-based cultural practice will position us to capitalise on

the rising tide of “cultural tourism’

1 According to figures by Cultural Attractions of Australia, (in the year ending March 2019), international
cultural visitors contributed $28.4 billion to Australia’s economy, accounting for 64% of the total $44.3
billion spent by all international tourists. Over the five years to 2019, cultural tourism grew 23% compared to
broader tourism which grew only 19%. Further, cultural visitors spend 20% more and stay 25% longer.
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https://culturalattractionsofaustralia.com/wp-content/uploads/2019/09/Cultural-Attractions-of-Australia-HARNESSING-ONE-OF-AUSTRALIAS-FASTEST-GROWING-TOURISM-SEGMENTS.pdf

The mission and vision - Why they continue to be important

Mission

participation and engagement

\ )
!

The quality of a region’s creative output will always be
highly dependant on the ability for the creatives to come

together, participate, engage and collaborate.

Without engagement and participation, the vision and

outcomes of a collaborative network cannot be realised.
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The mission and vision - Why they continue to be important

Mission

development of bold and innovative products, experiences and services
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Only when something is bold and explores
new territory can it break ground and create

demand that was not there previously.

One needs look no further than the
extraordinary success of the region’s Back to
Back theatre to understand the impact that
truly bold, innovative creative practice can

have on the community and beyond.
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The mission and vision - Why they continue to be important

A spirit of collaboration maximises the moments of inspiration

Vision ( \ and aspiration that great creative product always starts with

culture of collaboration and aspiration,

connected to global networks.

\ }
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Presenting the region’s creative output to the outside world
can accelerate the demand for the region’s creative product
and foster a prosperous local creative sector in which more

creatives can make a living from their creative pursuit.
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2. The role of Making Change (MC)in the creative sector

Through its iterative, place-based approach to fulfilling its Mission and Vision,

Making Change has become an integral part of the G21's creative eco-system.

It strengthens the sector’s foundation and underlying health, by performing

the following, essential roles that no other regional entity can provide:

» Catalyst, Facilitator

MC serves as the “eyes and ears” of the region’s creative sector, catalysing connections and facilitating creative collaboration that would otherwise remain unrealised

* Advocate, Amplifier

MC champions the region’s creatives to state and federal sector players, positioning the region as a sector leader and accelerating the growth of the creative economy

» Capacity builder

MC empowers local organisations to excel, providing them with impetus and expertise to think, plan and act intelligently, strategically

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.



Making Change — The G21 creative sector’s “connective tissue”

Making Change in words

Making Change serves as the connective tissue of the G21 creative ecosystem.

It transforms isolated talents into collaborative networks, converts conversations into
productions, and ultimately helps translate our region’s creative energy into regional

prospetrity.

Without this essential catalyst, the full potential of our creative sector will remain
unrealised, leaving our region less vibrant, less attractive, and with a diminished sense of

collective identity.

Making Change doesn't just support creativity; it amplifies its power to transform lives

and communities.

Rhys Holden - Chief Executive Officer and Creative Director, Geelong Arts Centre
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Making Change — The G21 creative sector’s “connective tissue”

Making Changein a picture
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© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.

- =

Which has delivered 40 new _

collaborative relationships

-5

Leading to 8 new projects
and productions

Vibrant, creative
places

* Collective identity,

social cohesion

Attraction of
business, talent




3. The change Making Change has delivered

Over the past two years, Making Change has transformed the creative landscape of the region.

It has served as a powerful catalyst for growth and innovation, touching everyone from major institutions like the

Geelong Arts Centre and Back to Back Theatre, to individual artists throughout the community.

Making Change has fostered unprecedented levels of collaboration, professional development, and capacity

building that would otherwise have remained unrealised.

Specifically, it has....

« ..established a governance framework that embeds collaboration as a fundamental principle across the

creative sector

« ..built self-sufficiency and capability among hundreds of local artists while providing a centralised

resource for opportunities and information

« ..elevated the operational and strategic excellence of some of the region’s leading creative

organisations, enhancing their ability to define and fulfil their missions

The following section presents specific findings, metrics, and outcomes revealed during SLS's review of the initiative.
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Mission statement 1: Grow creative practice connected to place
through formal training, peer networks and life-long learning

What Making Change has delivered in terms of....

Formal training:

1. Six changemaker events, attended by over 300 local creatives, covering...

Initiation of the “Organisational uplift program”

i Governance models

i.  Models for working collaboratively across region

iii.  Sustainability - Thinking beyond the grant..where to from here?
iv.  The future of independent publishing

v.  Collaborative practice in the all-abilities space

vi.  Placemaking - How creatives build identity, belonging and

connection

Key outcomes from these events included:

* 90% of participants being more aware of professional development
opportunities,

» 87% feeling more connected to other creatives

» 84% feeling more prepared to access development pathways

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.

Created in line with the insights gathered during Making Change’s extensive
consultation, this program has seen RAV partner with five community-led
organisations across the G21 region to upskill them in governance, strategy

and refining of their business model.

All organisations reflected on their vision for the future and committed to

change that has already shown positive results including;
v Increases in community members engaging in creative practice;

v’ Establishment of new ways of working to build more sustainable business

practice within the region’s creative organisations;
v" Enabling others in the community to realise their own ideas;

v' Clarified purpose and vision both internally and within the broader

creative ecology of the region.



Mission statement 1: Grow creative practice connected to place
through formal training, peer networks and life-long learning

The impact of the Organisational uplift program in the words of those that were

engaged with....

(VEENSCLIFF

Participation in the program has enabled our

committee to look at the Festival with fresh eyes.

The facilitated sessions shifted our thinking and
has provided us with a ‘plan-on-a-page’that has
enabled the kind of high level thinking we need

to inform our way forward.

Claire Stickland - Creative Director,

Queenscliff Music Festival
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COUNCIL

BARWON HEADS

We had all worked incredibly hard to establish the
arts hub as a vibrant space for creative connection,

but the pressure on our committee was high.

The sessions with Making Change now inform all
discussions on a micro-level enabling a more

sustainable approach to every decision we make.
It’s feeling more fun and less transactional!

Libby Darcy - Barwon Heads Arts Council



Mission statement 1: Grow creative practice connected to place
through formal training, peer networks and life-long learning

What Making Change has delivered in terms of....

Peer Networks:

Over the past 2 years, Making Change has created two
reference groups that are at the heart of the program’s
governance. Doing so ensures Making Change’s remit

of fostering connection and catalysing collaboration is

embedded into how it operates.

This structure has uncovered alignment between
numerous organisations, identified a range of
duplications and inefficiencies in governance models,
facilitated numerous introductions and created a
range of different reference groups and networks, all

of which are producing results.

The power of these introductions, identified
efficiencies and networks lies in their ability to
connect, empower and upskill existing creatives and

creative organisations across the G21.

The early outcomes of this work can be seen right.
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Creation of the
Creatives Reference
Group

(18 representatives /
practitioners from different
creative organisations
across the entire region)

Creation of the
Stakeholder Reference
Group

Weekly eDMs

Creation of multiple
collaborations and
initiatives

Creation of social
networks (i.e.
Facebook and
Instagram pages)

To connect creatives and share knowledge of what is going
on across the entire G21 region,

Improve communication across the region’s creative
ecosystem, and uncover opportunities for collaboration,
Identify areas where efficiencies can be made, particularly
in matters of operations, programming and governance

To share knowledge, resources and programming to
enable efficiencies across the sector and region

Provide guidance, leadership and advice to the Making
Change program,

Provide access to outside markets and networks to
accelerate the taking of G21 creative product to market

To share knowledge about funding and upskilling
opportunities for creatives

To deliver on the core purpose of fostering collaboration
across the G21 region and beyond

Connect creatives across the region and provide a space
for online discussion,

Keep the creative community updated on RAV activity,
funding opportunities and creative industries activity more
generally

Creation of a peer network that is at the
heart of the strategy’s direction and
outcomes

Delivered upskilling on how the creative
ecosystem works, influencing how they work
themselves

Provides regional leadership with more clarity
on the sector’s activity

The region’s key creative organisations are
formally connected, and are now learning
from, collaborating with each other and are
making more informed decisions about their
businesses as a result

ii. The strategy’s work is better understood by

the creative sector’s leadership and investors

Over 450 subscribers with an average open rate
of 68% (very high, and indicative of a highly
engaged audience)

Over 40 projects and collaborations forged as a
direct result of Making Change activity

Over 370 Facebook followers with monthly
reach as high as 15,000,

Over 730 Instagram followers with up to
5,000 person reach per month



Mission statement 1: Grow creative practice connected to place

through formal training, peer networks and life-long learning

Making Change has and will continue to deliver life-long learning in two distinct ways

[ ]
0? -W Training and upskilling through Changemaker events
(i

® O
NN

q Creating and fostering the G21's creative ecosystem,
o& providing the region’s creatives with access to peers and

professionals they can and will learn from and be inspired by
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The six Changemaker events (see P14) were
tailored to what MC heard from meeting with
local creatives.

Over 300 creatives attended these events,
providing them with knowledge and know-how
that has helped our region’s creatives make a

step-change in their creative practice.

The governance model and reference groups
implemented by MC has facilitated a level of
collaboration and peer learning that didn't exist
beforehand.

By way of example, MC’s work has led to the

formation of 40 collaborative partnerships from

which peers are learning and garnering inspiration.



Mission statement 2: Nurture participation and engagement

To nurture participation and engagement over the course of the

past 2 years, Making Change has ...

1.

..inspired over 300 creatives to attend changemaker events,
with the response to each being overwhelmingly positive,
..met personally with over 150 creatives across the region to
listen and engage on a level that ensures ongoing
participation and engagement,

..created social networks and communications channels that
have high levels of engagement (eg: eDM open rates in
excess of 65%)

...facilitated the introduction of parties to one another which
has inspired over 40 collaborations and the creation of
numerous working groups,

..facilitated the creation of a working group for multi-cultural
youth, the success of which has led it to be taken on and co-
facilitated by Multicultural Arts Victoria and Regional Arts

Victoria,
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This inter-related activity has led to....

&

The creative community in the G21is more connected, sharing

knowledge and experience and looking to existing resources;

Creative sector stakeholders have visibility of the region’s creative

ecology —the actors, activity and output as well as needs and gaps.
This helps ensure programming is fit for purpose and increases the

rate of success in funding requests.

Multiple self-sustaining collaborative projects have been established,

ensuring creative work continues to be produced in place, talent is

retained, and life-long learning is embedded into the community.

Seven stakeholder organisations have come together to formalise a
network leading to consistent and sustainable programming and

services for multicultural youth to access and participate in the arts.



Mission statement 3: Enable the development of bold and
innovative products, experiences and services across the region

Whilst the development of products, experiences and services can and usually
do take years, Making Changes has, in just two years, delivered some remarkable

outcomes, including....

1. CAMPin a Can - A mobile, regional outreach version of Back to Back Theatres’
highly successful Geelong-based workshops were established to: 1. deliver
those workshops across regional Victoria, and 2. upskill local arts organisations

to deliver training that directly responds to the dynamics of their place.

2. Multicultural Youth Arts Network — Despite there being a number of
organisations working in the multicultural youth arts space in the G21 region,
there has been very little coordination or collaboration between them. —

Bringing together a series of facilitated workshops, MC instigated a

collaboration that has sparked the interest of Multicultural Arts Victoria.
3. The empowering of 5 organisations (1in each LGA) to clarify and refine their
purpose, align their operating model to that purpose, and set themselves up

to deliver more impactful creative work, more efficiently.

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.

This willembed Back to Back’s innovative approach and

expertise into local support systems and organisations.

A higher level of co-ordination and sharing of resources
between these organisations increases efficiency. Participation
and engagement will be youth-led, laying a platform for long-
term sustainability. Critically, all organisations are reviewing their

approaches to practicing cultural safety and accessibility.

The operations, programming and attendee experience
delivered by these 5 (largely volunteer-led) organisations will be

improve in line with the long-term aspiration and vision of each.
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Mission statement 3: Enable the development of bold and
innovative products, experiences and services across the region

Making Change has also delivered on its third Mission statement as an outcome of its formal training and creation of

peer networks (Mission statement 1).

These initiatives have brought together groups of once isolated creatives to learn and inspire each other.

The Writhe Collective

By way of example, The Writhe Collective is a Surf Coast based initiative with a mission to enable access to

professional development pathways for local creatives including writers, theatre makers, dramaturgs and dancers.

Brought together and inspired by the second Changemaker event, this group of formally trained, ex-professional

dancers have united to form an organisation dedicated to facilitating peer-to-peer learning and upskilling.

By tapping into their collective network, they are in the early stages of bringing together a recurring program of formal

training and upskilling events for creatives of all levels across the region.

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.
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Vision statement: To foster a culture of collaboration and aspiration, to deliver a
region of creative industries leadership and innovation, connected to global networks

Culture of collaboration and aspiration

The way in which Making Change has delivered on its Mission’s three key statements clearly illustrates how it has

delivered on the first part of the Vision, i.e. fostering a culture of collaboration and aspiration.

Creative industries leadership and innovation

Making Change is being looked upon as a leader, not only across the region, but state-wide. The learnings from
these past two years of action are being used by other regional areas in the way in which they write and deliver on

their respective strategies.

Coupled with the creation of working groups and networks, some of which are likely to be auspiced by state-

level organisations, Making Change has carved out a position of leadership in Victoria's creative industries sector.

It is a story of leadership that the G21region can proudly own and tell to leadership at a state and national level.

Connected to global networks

The priority in these initial years has been aimed at building the capacity of the local sector. Leveraging Federal
and State networks and Geelong’'s UNESCO “City of Design” designation, taking the region’s creative output to

markets beyond our region will be a focus in the next phase of Making Change’s work.
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4. Making Change’s next phase

It is clear that Making Change and the acceleration of the G2T's

creative sector is just getting started.

Whilst the results it has achieved over the past two years are clear,

enduring change and impact takes time.

In the years that lie ahead, taking a scientific approach to impact

measurement and valuation should be a key focus.

Doing so will ensure the next phase of Making Change translates
the foundation of the past two years into meaningful, measurable

outcomes and impacts.

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.
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Making Change — The importance of time

Creative practice that makes our society more prosperous doesn'’t happen
overnight. It emerges from the confluence of community dynamics, creative

networks years in the making, ideas and deep collaboration.

When Back to Back produces a piece of work today, it’s done so standing on the

shoulders of giants, who themselves were standing on the shoulders of greats.

In just two years, Making Change has catalysed a level of collaboration and upskilling

for the G21 creative sector that simply didn't exist before.

In the years that lie ahead, | have little doubt that we will see their work help others
stand on the shoulders of today’s creative sector giants, and even help create a few

themselves.

Tim Stitz - Creative Director and Co-CEQO, Back to Back theatre

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.
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Making Change — The importance of time

Back to Back theatre - one of the region’s most impactful creative organisations - provides a valuable lesson in the necessity of time to deliver true impact

Formed First performance First performance Second First international Venice Biennale
outside of Victoria  outside of international award Golden Lion
BACK Years 1 - 5: Australia performance
TO Connections First domestic
miade, N avg;ard and formal
relationships industry
BACK formed recognition
THEATRE
1987 1992 1994 2002 2008 2024
[ | | | [ |
5 Years 7 Years 15 Years 21 Years 37 Years
Formed Creative Victoria Ecosystem is
funds Regional growing,
Arts Victoria full strengthening,
time resource building resilience
2021 2023 2025
4 Years ?
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Making Change — What it will deliver into the future

What we're witnessing with Making Change represents an important
evolution in our place-based approach to fostering a thriving creative

sector across Victoria.
In just two years, Making Change stands at the threshold of translating
actions into enduring impact. It's easy to envision Victoria's creative

sector following the path that Making Change is forging.

Should this happen, | have little doubt the impact on our communities

will be profound and lasting.

Jo Porter - CEO, Regional Arts Victoria

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.
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The impact framework Making Change will implement

To ensure the impact of Making Change’s work is fully understood SLS recommend they adopt an adapted version of Standards Australia’s

“Measuring and valuing social impact” methodology seen below. Doing so would represent a logical next step in the program’s evolution.

Inputs o Outputs °
Resources Activities
Review,
adapt — Evaluate
P The financial, human and Actions taken or work The tangible results The necessary conditions to The ultimate effects we
A\
material resources available to performed to achieve the necessary to achieve the achieve the impact, defined want to achieve whether
deliver the activities Outputs outcomes in specific human needs direct or indirect
Mission Vision
(The How) (The Why)
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Making Change’s impact framework

As detailed in Section 3 of this report, the first two years of Making Change has focused primarily on growing its Resources, delivering

Activities and tracking Result metrics. In the years ahead, SLS recommends that it measure Outcomes and end Impacts. Once those

Outcomes and Impacts are better understood, they will be able to link them back to its Activities and continue to refine its work to ensure

it efficiently delivers the desired end impacts that will benefit the region.

Resources

* CV funding $460k

* Partnerships — G21 taskforce,
Future tense

e AL staffing

¢ Infrastructure and
Capabilities

* Resources provided by
collaborators

PPN

Years 1-2

Activities

One-on-one consultations
Digital Hub
Changemakers events
Identify, track and support
opportunities

First nations engagement

© 2025 Silver Lining Strategy. Evaluators. Strategists. Planners.

450 subscribers to weekly
newsletters with 68%
open rate

1,100 followers via social
media channels

Over 300 attendees at
Changemaker events
Over 1,000 conversations
leading to 500
connections

40 new collaborations

8 new projects
Governance and
operating structure
changed and already
more impactful

Audiences projects and
collaborations have been
presented to

Skill acquisition and
capacity building
outcomes

Sense of pride, purpose,
enjoyment amongst
practitioners

Sense of connection to
community, civic pride,
collective identity

Social and economic

wellbeing of broader

community in the G21
region

Social and economic
wellbeing of creatives in
the G21 region

Income generation for
creatives in the G21
region 28
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