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Executive Summary

The group health report offers a chance to celebrate the strengths of ACF Community groups and
identify strategies for strengthening the ACF Community. In 2022 the Australian community elected a
new parliament with a deafening mandate for stronger climate action with the ACF Community
contributing to a massive 261 events throughout the Together We Can Campaign peak. At a glance,
the findings paint a picture of psychologically safe, dependable teams working together in a
meaningful way to build and deploy power in their communities. Community group members have
a stronger sense of their groups' impact than in previous years. A focus on fostering a culture of
celebrating impact, big and small should be continued.

To support the expansion of the ACF Community, in line with the new strategic plan, consideration of
the different opportunities for folks with varied capacity and less time to get active is necessary.
Measures to support a diverse and inclusive community across ACF and the broader environment
movement are reflected in the strategic plan and will remain an ongoing focus.

In continuing to develop how we measure group health at ACF, this year we have started to map
interconnectedness between groups, perceived autonomy and flexibility.

Group Health Summary Table: At a glance

Group health Area 2020 result 2021 result 2022 result Comments

1 Psychological Safety Very high Very high High ↓ Decline from 2020 and 2021

2 Dependability High High High ⥁ Consistent with 2020 and 2021

3 Structure & Clarity Moderate Moderate Moderate
to high

↑ Slightly higher than 2020 and 2021

4 Meaning of Work Very high Very high High ↓ Decline from 2020 and 2021

5 Impact of Work Moderate
to high

Moderate Moderate
to high

⥁↑ Consistent with 2020 and slightly higher
than in 2021

6 Sustainability of work Moderate Moderate Moderate ⥁ Consistent with 2020 and 2021

7 Growth & retention Moderate Moderate Moderate ⥁ Consistent with 2020 and 2021

8 Diversity Poor Poor OK ↑ Slightly higher than 2020 and 2021



9 Leadership Development Moderate High High ↑⥁ Higher than in 2020 and consistent with
2021

10 Interconnectedness n/a n/a Good
This is the first year ACF has measured the
group health construct interconnectedness

11 Autonomy n/a n/a Moderate
to high

This is the first year ACF has measured
perceived group autonomy

12 Flexibility n/a n/a Moderate
to high

This is the first year ACF has measured
perceived group flexibility

13 Support Very high High Very high ⥁↑ Consistent with 2020 and higher than in
2021
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1. Recommendations for local ACF groups: Including what story the data told us to get
to these…

1. Review the purpose of the network team structures and provide clarity to all community
groups on this. Between 2020 to 2021 there was a 15% increase in uptake of the network
teams. Between 2021 to 2022 there has been less than <1% of overall increase in uptake.
29% of respondents were not in a network team and provided such reasons as: “I’m too busy”,
and “I’m still not sure what these teams mean.”

2. Build the capacity of community group leaders and members to creatively engage instigators
and grow their groups with new and diverse audiences. There appears to be a strong appetite
from group leaders gleaned through qualitative responses to understand how they can
support integration into groups and uptake of roles and responsibilities. The appetite for
growth of groups is high and qualitative responses told us that groups are experiencing
difficulty engaging with new audiences

3. Determine how group activities can be tailored to varying capacities of different people. There
was a widely acknowledged theme in qualitative responses that different folk have varied
degrees of capacity to contribute to volunteering. The perceptions of fairness in workload
distribution were varied but folk recognised that to support growth of new and diverse
groups there is a need to accommodate varied capacity.

4. Prioritise resources and the implementation of strategies to support the work and
recommendations of the Equity team including consideration of future potential training
modules related to disability, age, gender identity, political ID and socioeconomic class. The
success of the movement will depend upon the involvement of people from all walks of life.
Prioritising this recommendation looks like engagement with Equity training and activities to
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ensure each local group is a safe and welcoming space. For example, ACF should implement
a practical strategy for how webinars can be accessible to deaf people. This should include
consultation with people who are deaf.

5. Consider how ACF can foster ongoing collaboration with other local environmental
community groups including those who are already carrying out nature-based activities. 43%
of respondents stated they are motivated to volunteer by the opportunity to connect to a
community of like minded people. Qualitative data from multiple community group
members told us that collaboration with other environmental groups was perceived as highly
impactful.

6. Training with group leaders on how they can communicate capacities with ACF staff and
foster a culture of group members being able to communicate this within their groups.
We asked Community members if they had seen signs of, or anyone in their group  had
shared they were feeling burn out.   Perceived burn out was higher than in 2021. . Qualitative
feedback indicated  training in how to communicate their capacity within their group would
be useful.

7. Foster a practice of communicating the context of activities and their relationship to ACF’s
national campaigns. We know from the qualitative support measurement that the
community appreciates ACF’s expertise. Qualitative responses indicated an appetite for
increased understanding of how on the ground activity contributes to bigger picture goals.

8. Encourage a culture of celebrating and reflecting on impacts amongst groups.
Perceptions of impact amongst groups have improved from 2021. Harnessing this energy and
sharing wins within the community should be continued.

9. Ensure groups struggling with growth & retention or consistently missing opportunities for
support (e.g. group health workshops) are followed up with.

2. Background

ACF has measured group health since 2018. In the context of ACF’s analysis, we define group health as
“the conditions that enable groups to effectively function and achieve impact”.

We measure group health partly based on Google’s 5 key principles that set successful teams apart
from other teams. Extensive research found healthy teams weren’t a collection of the best-qualified or
most highly-skilled members. Rather, the best functioning teams were ones where team members
felt safe to suggest new ideas, admit to mistakes, work through issues collaboratively and had a clear
idea of how their work contributed to overarching goals and strategies. Google found the primary
influence on team health was psychological safety (1), followed by dependability (2), structure &
clarity (3), meaning of work (4) and impact of work (5).

Additionally, ACF measures indicators to ensure we are meeting our organisational goals for groups of
group growth & retention (6), diversity (7), leadership development (8), sustainability of the work
(9) and interconnectedness (10) .

Our analysis on these constructs,  as represented in our group health framework , are not measured1

with  equal weight. For example, if some factors were in decline or absent it could have large
consequences for the safety or viability of a group. If other factors were absent, the group would likely
be functional, but not be thriving as is our goal for each group.

1 https://www.acf.org.au/group_health_framework
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Elements which are not yet a part of the ACF group health framework but are an important aspect of
how group’s function are autonomy (11) and flexibility (12).

We have also taken the opportunity to measure how well supported (13) community group
members feel from their group and ACF to identify areas where additional support is required.

3. Strategy and Vision

There were three themes which arose when the community told us their long term vision for their
group. Direct quotes from the community of their vision can be found below categorised by themes:

Growth and diversity of the movement
“Getting a diverse group of members, including high school students, religious communities, trade

unions & other groups of workers, retirees, sporting groups ....”

“Networking to inform our community about what aligned activities are happening in our area and
support those activities. Better catering for different interests and building skills within the group to

enable larger events when required if possible.”

Meaningful advocacy and action at local and national levels
“Where we work together with the government, local council, and businesses to achieve our goals.”

“My vision is for Australia to become the world leader in climate change education at all levels: early
childhood, primary school, secondary school, university, vocational education, and lifelong learning.

High quality, holistic climate change education is the most important thing that can be done for the
world to have the best chance of achieving net zero GHG emissions by 2050.”

Healthy and impactful groups aligned with ACF
“Good connections with other groups on the ground, a distributed leadership group so organising is

shared, a variety of activities planned out over a 12 month period to promote participation and make
organising easier as well as provide different activities to cater to different interests, increased

numbers and more local groups that can come together for shared activities.”

“Working on making group involvement engaging, not too onerous and better sharing leadership
responsibilities.”

4. Discussion

The high scores of psychological safety, dependability, meaning of work and leadership
development are to be celebrated. This could be interpreted as ACF Community groups continuing
to reflect largely safe, dependable, meaningful spaces of action with opportunities for skill
development. Let us reflect on for whom are ACF Community groups safe, dependable, meaningful
and supportive of role uptake for and inversely, who are they not safe, dependable, meaningful and
supportive of leadership development for?

It is important to reflect on the extent to which psychological safety may be unknowingly afforded to
certain people in the group, based on shared culture, values, abilities and level of education.
Psychological safety, as all indicators of group health, is a subjective experience. The
interconnectedness of all constructs should be considered. For example, for some members to feel
psychologically safe there needs to be structure & clarity and/or diversity.

This year saw a slight improvement in perceptions of structure & clarity, however there is ongoing
work to be done to boost this construct's scoring into a higher range. Honouring group members
capacity limits is a key part of sustainability of the work and retention of groups’ members. There is
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a delicate balance between being aware of and respecting people’s capacities and supporting
leadership development and uptake of roles within groups. There appears to be a strong appetite
from group leaders to understand how they can grow and diversify their group and support uptake of
roles and responsibilities amongst newer members.

Highlighting the variance in different people’s capacities to contribute to their ACF Community group
is essential. It is unsurprising that those with a range of privileges (i.e. high level education, retired and
middle-class status) are most active in the ACF Community and the environmental movement at
large. We know that those who are not facing systemic barriers and are afforded inherit privileges are
more likely able to commit unpaid time to advocate for causes that matter to them. If diversity in
leadership positions amongst community groups and greater representation of younger people are
key goals, we need To enable equitably distributed workloads within a group, with supported group
processes that make these conversations and points of reflection a safe and regular practice.

There is a potential self-fulfilling cycle which precipitates the theory that there is less retention of
group members with less capacity. For example, those with less capacity might feel they cannot give
enough, that they are therefore not good volunteers within the movement and their contribution
does not feel meaningful. However, if multiple people with less capacity contributed this could
amount to the impact of one person with a greater capacity.

Young people and parents with families will inherently have less time to contribute to groups and the
movement. Those who are younger than 35 are a group we are seeking to grow support from. We willl
consider how ACF could support different levels of activities group members can work on based on
their capacity.

To support sustainability of work,  group member retention and address perceptions of burnout,
the data indicates more regular assessment of the capacity of a community group by Group
Leaders and Organisers. The hypothesis is that this means tactics can be evolved as necessary,
leading to more sustainable workloads and retention of members.

The meaning of work construct saw a slight decline in overall scoring and there was a strong
message from the active community that they want to more deeply understand the significance of
their activities and how they contribute to ACF’s broader campaigns and goals. Whilst group’s
perceive themselves to have a fairly good degree of flexibility, the strain on group’s when there is a
sudden change in campaigning priorities from ACF was highlighted.

Impact of work completed in collaboration with other environmental groups was perceived as high
and this should be considered in the context of growing and diversifying the movement. We know
that our community is keen to connect with like minded people so creating opportunities to foster
this should be an ongoing focus.

The appetite for growth of groups is high. Expertise and guidance on how best to do this will play a
key role in this coming year. If recruitment from the wider community is recommended then what
are some creative ways in which this can be done?

Diversity is a construct in which scoring is comparatively low compared to others though the
perception of diversity has increased slightly this year. Equity training has not been provided to the
community in the past 12 months. If diversifying the movement is a goal for ACF, how is this being
prioritised? Diversifying the movement is as much about reflecting on the demographic make-up of
the ACF Community as it is about reflecting on the culture of the movement. It involves how
reviewing group dynamics and norms shape the culture of the group and how these in turn shape
the movement (and are shaped by the movement).

It is worth to again acknowledge that these findings offer a partial perspective of what is happening
on the ground and how to best support ACF Community groups. “Empowering ACF supporters and
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community groups at scale and in a deeply organised way, is vital to our success” (2022-2025 ACF
Strategic Plan). Let there be a culture of continuous reflection on the status quo of Organising
practices in our groups and  at ACF to support evidence-based practice and continued innovation to
protect the environment we love.
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