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restructure of operational and governance arrangements 
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OBJECTIVES OF THE RESTRUCTURE OPTIONS PROJECT AND THE PURPOSE OF THIS 
WORKSHOP 

The purpose of this workshop is to provide members with an opportunity to review and comment 
on the options developed by the three Board Chairs and Executive Officers. It is not a decision-
making meeting, but provides an opportunity to make recommendations. The meeting opened 
with a brief address by the three Board Chairs. 

Wayne Hornsby, Chair of Straight Arrows 

• Straight Arrows approached the Department of Health in March for funding for the 
restructure and employed Biruu.Health to facilitate the discussions 

• It would be a strength to have a larger organisation for negotiating with Government and 
other funding bodies and stakesholders.  

Ian Muchamore, Chair of Living Positive Victoria 

• The three Boards are at the early stage of the discussions, and have no pre-determined 
agenda 

• A genuinely open discussion is needed, to engage people so that they can learn about the 
organisational structure and governance implications of the three options under 
consideration 

• Expecting changes to funding at the coming state election; do not expect increase in 
funding from the Department of Health, do not expect the Department of Health to continue 
to pay for the lease ($400K) for the current tenancy in Coventry House 

• There is need to explore ways to reduce the costs of running the organisations and liberate 
funds and resources for delivery of services to members 

• Current governance changes within Living Positive Victoria include changing voting 
procedures so that members can submit a postal vote in the upcoming Board elections. 
Also the awards processes have changed, and Living Positive Victoria has launched six  
“positive communities” awards. 

Bev Greet, Chair of Positive Women 

• Positive Women has been involved in this process and attended all workshops to date 
• Positive Women conducted its own review earlier this year, and are considering their 

options 
• Need to branch out further and consult with members, noting that women’s voices need to 

be heard. 
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PROCESSES FOR COMPLETING THE OPTIONS PROJECT 

The current options have been developed over a series of two workshops: 

• Workshop #1 with Executive Officers to develop a list of objectives for the project and to 
describe the criteria for evaluating options 

• Workshop #2 with Executive Officers and Board Chairs to develop a set of options for the 
three organisations to consider 

Next stages include: 

• Tonight’s workshop with invited members of the three organisations. This is not a decision-
making workshop, but an opportunity for members to review the work done to date, and 
advise the Boards and Executive Officers about issues they should consider as they start 
to make decisions 

• Consultation within the each of the organisations, conducted by Boards 
• Workshop #3 (date to be confirmed) with Executive Officers and Board Chairs to evaluate 

the options, score them against the criteria and select a preferred option 
• A high level implementation plan and timetable to implement the preferred option. 

DISCUSSION OF EVALUATION CRITERIA  

The executive officers from the three organisations developed a list of criteria for evaluation of 
options: 

“The three Victorian positive voice organisations have committed to look for a restructure option 
that puts positive first and is based on GIPA principles, affirmative action and equity. 
Consequently, the preferred option will: 

• Embody the commitment of the organisations to our diversity and representation of positive 
voices, by respecting and protecting our unique identities based on our sexualities, gender 
orientations, cultural backgrounds and lived experiences 

• Create new structural models for governance and operations which express these 
commitments and allow for the greater number of voices to be heard 

• Create coordinated and collaborative peer support models that are efficient, effective and 
sustainable, while forecasting our capacity to expand into new service models and 
programs for the future 

• Stablise and strengthen any future governing bodies' capacity and compliance obligations 
• Increase and diversify our financial sustainability and build efficiencies in planning and 

reporting requirements” 
 
All members present agreed that the evaluation criteria summarise the aspirations of the three 
organisations. There was a suggestion to include MIPA (Meaningful Involvement of People Living 
with HIV) principles as well.  
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EXPLANATION AND DISCUSSION OF OPTIONS 

In the workshop with Executive Officers and Chairs a number of options were discussed. Three 
options were presented to the members for discussion.  

Option 1 consolidates all current activities of the three organisations within one organisation. It 
would have a single Board, one Executive Officer, a management structure, and a consolidated 
membership structure. The service model would allocate funds to services for women, 
heterosexual people and families on an equity basis according to their representation in the 
membership. Special purpose funds (such as the Michael Heatherill Support Fund and funds for 
food vouchers for women) would continue to operate under their current rules and arrangements. 

 

Discussion 

It would be important to make sure that the Board is properly constituted. Issues for consideration 
include: 

• Term of office: how long should each Director’s term be? Should terms be staggered? 
Could Directors run for more than one term? 

• How are women’s voices included: should there be quotas or targets for women on the 
Board?  

• Could there be Board subcommittees and/or advisory committees to work for particular 
identity groups and/or interst groups?  

• The number of positions is important. It needs to be an odd number to avoid the risk of 
stalemate; large enough to bring diversity; small enough to be manageable. The group felt 
the Board needs seven or nine members   

Board&

Execu,ve&Officer&

&Care&&&Support& Advocacy,&Policy&&
&&Research&

Health&Promo,on& Corporate&Support&

Membership:&
Includes&interest&groups&

Services:&
Resources&directed&
according&to&equity&



Strengthening Positive Voices in Victoria: Options for restructure of operational and governance models 4 
Workshop for Members  
Version 2.0: 1 September 2014 

• Responsibility of the Board is to govern the organisation, and this may be difficult for 
individuals if they are expected to represent particular interest groups within the 
membership 

• The Board will need good diversity and a variety of skill sets. 

Management structure would include an executive officer and (at this stage of consideration), four 
departments. This may change over time. 

Each member would be a member of the whole organisation, but each member could voluntarily 
sign up to one or more interest groups within the membership. These interest groups might bring 
together particular identity groups (eg women) or people interested in a common cause (eg health 
promotion). People in the workshop felt this would be a pre-condition for establishing a single 
membership structure. 

Funding for services would be pooled, and allocated by the Board. All members would need to 
have access to all of the services (care and support; advocacy, policy and research; health 
promotion). The Board would need to make sure that there is some equity in resource allocation, 
recognising the different needs and interests of different groups of members. 

Strengths of the option: 

• Cost savings from reducing the current duplication of staffing. This will free resources to  
flow onto services for members 

• One corporate support function (payroll, administration, finance etc) 
• One organisation, a stronger voice 
• Reduction in duplication of services and programs, increased efficiency. 

Weaknesses of the option: 

It will be difficult to structure the Board so that each member can see their identity group 
represented in the governance structures. The requirement that Board members act in the best 
interest of the overall organisation may result in conflicts of interest when the Board is considering 
a matter that will affect members’ personal and group interests. 

Is it possible to develop a structure strong enough to represent the needs of minority group 
members? 

Some ideas that may improve this option: 

• Stipulate the number of people from particular identity groups to sit on the Board 
• Set an equality principle for governance and management, including attention to gender, 

age, sexuality 
• Set targets for Board composition and membership, and write them in the rules or policy 
• Consider increasing the capacity of the Board by establishing working groups, advisory 

groups, and consultation groups 
• There needs to be an odd number of people on the Board, and enough people to get the 

work done 
• Board members should be provided with effective training. 

Recommendations for Executive Officers and Board Chairs to consider: 

• Maintain and expand the best of each organisation: make sure the good things are not lost 
while the inefficiencies are dealt with 

• It would be important for successful long term programs to remain despite any option taken 
up e.g. peer support for women diagnosed with HIV and being able to speak with a woman 
on the phone 

• The Board might want to consider how they can divide the funds over time and to which 
groups.  
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 Option 2 retains a separate governance structure, membership list and service profile for 
Positive Women. Under this option, the Positive Women Board would continue to receive funding 
for Positive Women, and would have responsibility for strategic and operational planning for 
women-only membership and service activities. A second Board would be responsible for all 
other activities, including administration and operation of all positive voice activities in Victoria, as 
well as for management of a membership list that would be open to all, and services that would 
be available for all. The Positive Women Board would purchase some or all services from the 
other Board. These services may include: corporate support; management of data bases; 
management of advocacy, health promotion and membership activities; access to office space 
and meeting rooms; research and policy development; care and support. 

 

Discussion 
Members felt this option risked disempowering positive women by marginalising them. It was felt 
that it would be difficult to retain equality between the two Boards. 
Strengths of the option: 
• Independent women’s Board, retaining the Postive Women identity and name. 
Weaknesses of the option 
• The Chief Executive would needs to serve two Boards, and might be asked to fulfil 

contradicting responsibilities 
• It is possible we would end up with one “main” Board and a subordinate Positive Women 

Board.  
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Alternative Option 2 retains the separate governance structure, membership list and service 
profile for Positive Women. Under this option, the Positive Women Board would continue to 
receive funding for Positive Women, and would have responsibility for strategic and operational 
planning for women-only membership and service activities, as well as for direct service delivery. 
Programs operated by the second Board would be linked with programs offered by the Positive 
Women Board. The Positive Women Board would purchase corporate support services from the 
other Board. 

 

Discussion 

Members felt that this option did not offer any improvements over the current situation, especially 
as the three organisations have already set up mechanisms to reduce the duplication in corporate 
support functions. 
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Strengths of the option: 
• Independent women’s Board, retaining the Postive Women identity and name. 

Weaknesses of the option: 

• Not reducing the costs, still duplicating the staff and process 
• The structure is confusing. 

RECOMMENDATIONS AND ADVICE FOR EXECUTIVE OFFICERS AND BOARDs 

Members advised that Executive Officers and Boards should: 

• Maintain conversation with members: people are ready to have these conversations, and 
are aware that the project has commenced. Communication needs to be immediate and 
transparent 

• Start to think about what needs to be done if there are going to be changes, including 
review of the three existing constitutions 

• Seek legal and governance advice before final decisions are made 
• Respect the history of the existing groups and make sure this respect is retained during 

any change  
• Mainstream gender within any new governance structure 
• Carefully consider the composition of any new Board and governance structures 
• Be aware that these discussions may impact on staff, who may be concerned about 

governance and operational changes  
• Retain best elements of each organisation while continuing to look for opportunities for 

improvement 
• Make sure that if any new structures result in cost savings that the money is directed to 

new services 
• Find ways of maintaining the exising organisational identies and brands, possibly by 

reflecting the existing organisational names in any new program names  
• Name of any new organisation needs to be carefully considered 
• Make sure that ny new structure is able to provide a women’s space. 

NEXT STEPS 

The options will now be discussed at Board meetings and other forums within each of the three 
positive voice organisations. The three Executive Officers will be responsible for making sure 
members of their organisations have every opportunity to ask questions and discuss the 
implications of change. 

The three Board Chairs and Executive Officers will meet again soon to: 

• Discuss and evaluate the options 
• If a new structure is recommended, advise which option would best meet the objectives of 

the three organisations 
• Consider what would need to be done to implement any recommended changes.  

After that meeting, each Board will consider and vote on the recommendations. The three 
Executive Officers will work with the consultant to develop a detailed implementation plan. 


