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additional disadvantage, presenting more difficulty in bringing this marginalised voice into our work. Local community multicultural
groups are overwhelmed by requests from across our system to help them better connect with people with a non-white experience.

The top first languages in Torbay are English, Polish, Romanian, Tagalog or Filipino and Portuguese. 86% of people speak English well.

Almost twice as many children in Torbay are cared for by the local authority than the England average. This amounts to 118 children per
10,000, a number that has fallen from its peak in 2019.
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An increasing number of nearly 8,000 people receive Universal Credit. Two thirds of those people are not required to search for work.

Literacy is an issue for us to be aware of, including the wider implications of jargon. Publications should be produced at a reading age of 11.
Jargon can be a barrier for people with dyslexia or who are neuro-diverse. We have been challenged on our language and written
communications when it has become too theoretical.
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1. Feelings and momentum

What’s our dream?



Our dream is to have a connected Torbay where people, groups and organisations come together to create the sustainable change
needed for all. LocalMotion will have created conditions to build more connectivity, capacity and capability for a more equal sharing
of power. Young people say, “Why would | want to leave here?” Older people feel valued and involved. We feel a sense of community
wherever we go.

Through LocalMotion work, we want to plug Torbay into its potential.
This means:

e Connection within and between communities, whether they live in the same place or share the same experience, interest, or issue.

e Connection between people who live here and those who work here. We believe that for the right sort of change to be made in the
right way, we need to combine the community power of relationships
with the positional power of practitioners and service providers. We
dream of genuine and equitable collaboration to balance out and
create a new collective power.

e Connection between people and what they need to sustain themselves
and become fully active citizens, participating in and leading positive,
meaningful change.
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e Connection between the great things already here and our aspirations,
so that we can make more of what we have and do more.




1.2 What'’s the risk of not doing this work together?

If we don’t find ways to meaningfully disrupt the status quo, we could see resources, people’s energy and potential
continue to be held back and wasted.

People and organisations will be pulled further into a negative cycle, in ‘survival mode’, having to deal with
continued hardship, crisis and financial pressures. Using our energy in this way will distract us all even further from
participation in positive, long-term change, enterprise and innovation.

Many young people and those facing extra disadvantage may never develop a sense of agency, and with a sense of
powerlessness, may not achieve their potential, or take longer to realise it. Individuals and the community more
broadly will be substantially harmed by the loss.

Strategic ideas and intentions will continue to be owned by those with formal power to act, but without enough
resource and connection with the day-to-day culture of communities. Whilst well-intentioned, these strategies,
plans and projects may miss the point of what’s really needed and be a poor return for the resource invested and
reinforce feelings of frustration and helplessness among the community.

With luck, Torbay, through public services and the voluntary sector will continue to find resources to address
immediate needs - the sticking plasters - thereby retaining a sense of humanity and good will. Without the long-
term focus of LocalMotion, it will struggle to create long lasting or significant change.




Plenty of passion, energy
and generosity for
supporting people who
need help

Shared values and
intentions around
sharing power, solving
problems, collective
action and creating
strong relationships

A strong desire to
collaborate more and
share resources

An entrepreneurial and
creative spirit

Shared desire to create
lasting change

Nourish community builders and partners.
Regular connection and communication.
Inclusive approach to be part of this work - all
welcome and contribution valued.

Keeping the momentum with shared work and
decision making, increasing with more
communication and collaboration to reduce
silos and duplication.

Making this possible by resourcing people to do
this. Share power by encouraging others to take
the lead. See benefit in savings made (time,
effort, money) and impact increased.

Create and resource opportunities for people to
try things, demonstrate creativity and learn
together. Actively seek out those whose spirit
has not yet had a chance to emerge as part of
this work.

Enable people to lead change, resource those
who can help this happen through their
experience and expertise and establish
conditions for others to develop leadership
skills.

What's fragile?

How do we nurture this?

Trust and mutual
understanding between
communities and ‘services’

Take all opportunities to work in the space
between, in order to understand common
intentions. LocalMotion can provide neutral
space for collaboration and experimentation.

Apathy and a struggle to
believe that anything will
ever change

Starting somewhere, seeing and celebrating
something different, however small.

Impact from local political
landscape seesaw.

Continue to build cross-party relationships.

Lack of capacity and people
spreading themselves too
thin

Intentionally, continually bringing more people
in to share the work and revitalise the energy.

Practitioners in public and
community organisations
traumatised

Explore how trauma informed practice and
associated network of support can apply to
employees and volunteers.

Proposed actions reduced or
delayed by fear of doing the
wrong thing and wasting the
LocalMotion opportunity

Take the step and share the learning together.

Grassroots organisations
struggling to survive

Finding opportunities in our work to help
organisations discover how things can be
different - bringing different people together,
sharing ideas and work, and exploring ways to
create a sustainable funding system.

Losing younger talent due to
lack of career opportunities

Build on young people’s partners’ connection
with Torbay Story, culture board and grow
business networks.




Harnessing existing relationships, knowledge and energy and shifting the lens to what causes the issues that people deal with day to
day takes time, but we have real evidence of momentum building.

We’'ve convened conversations where people have equality of voice in any space we hold. Using a different methodology and energy
than we’re used to has helped people feel this is different, has potential to make a difference and is worth their time and effort.

Our approach is open and inclusive - no in or out, just give what time you can. Our philosophy is to work with the people and energy that
shows up, all the while seeking to pull more people in. People have stepped into the work, stayed and developed their leadership roles,
feeling the power and potential of collaborative action.

We’'ve widened the network of contributors to inform both what we do and how to do it, including young people leading the agenda. It
feels like a good start, but we need to do much more of this and intentionally expand beyond our existing networks.

We formed working groups around 3 themes, strengthening families, food inequality and financial wellbeing. This allowed for wider
experts in their fields to get involved with purpose, bringing energy to the work, in turn, drawing more people in from their networks. With
involvement and collaboration growing, we are seeing synergies between the groups. As the groups blend, the work will further expand.

We haven’t needed to start from scratch. We want to strengthen and amplify the existing energy and build on it. We're connecting with
skills and expertise of others in Torbay who are experts in their field and can help take this to the next level: the Imagine This
partnership, Torbay Arts in Schools Network, Play Torbay Indigos environmental work, Torbay Food Alliance, Yes Brixham, Ellacombe
Community Partnership, Turning Heads, Windmill Community Centre, Groundwork South’s Edible Earth, Local Spark Torbay, | Can Do
That and many more.

We are on a journey, with the appetite and energy building both within groups supporting it and the people engaging in it.



2. Awareness and storytelling

Our journey so far



2.1 Describing the LocalMotion Torbay journey so far, from where we began, to the

future that's emerging

LocalMotion came to Torbay in April 2020 and talked to people across sectors, across Torbay.

At this point in our journey, it felt that people were ‘being supported’. We were not as powered up or plugged in as we could be. However,

we were ready to find solutions to deep-rooted causes of problems.

Key points in time include:

December 2020 a group of 22 people drawn from across the
community, voluntary and charitable sectors, arts, social enterprise,
Local Authority and NHS were convened to form a core group that
would connect more widely through their networks. They were
carefully selected to bring different perspectives together to build
shared understanding and develop a more systemic approach.

All Our Stories and further stories - storytellers interviewed people
with multiple complex needs, providing deep understanding of their
challenges, spoken to people in perceived power in public services
at events in March 2021. These highlighted how services are not
designed around their needs and the value of relational approaches
in grassroots organisations. LocalMotion priorities emerged.

In August 2021 the core group met in-person and generated the
‘Connected Torbay’ concept (see diagram, created at the time) ‘

In the Autumn of 2021, we wanted to build on our concept of
Connected Torbay but also knew we should channel our efforts into
work that would be easy for people to participate in...

Helping families to
build and maintain families
strong relationships

Things we could focus on...

Making it easier for residents to
. , access the support they need e.g.
food, internet access and
capability

Building more -—
relationships between

isolated individualsin the
same community

Connecting

communities Connecting

residents with
expertise and
resources

Supporting residents
to createand
" innovate e.g.
enterpriseincubator

Connecting

D

What
else? Helping professionals to build
Connecting _, trust based relationships and
Connecting ‘help break down barriers between
the local systems them and the community

What
else?

economy
Creating synergies !
between local J

economy and v
community needs Develop infrastructure to

enable the provision of
resources

Create stronger
collaboration

> between the
organisations there
to help


https://www.youtube.com/watch?v=cde0humQE0A
https://www.youtube.com/watch?v=6i63unk_WII

Test and learn phase

The challenge

Building on ‘All Our Stories’, the core group determined two areas of focus that
felt like priorities for the area, so that as a connected place, we could test new
approaches to solving deep rooted problems:

1. Circular food solutions, helping communities to access good food
sustainably.

2. Strengthening families, helping families and young people to avoid points of
crisis.

We wanted to see if we could create and use an alternative problem-solving
approach to each of these areas of focus, one that disrupted the traditional ‘you
said, we did’ and brought together relevant people and practitioners to co-create
change together. (See diagram created at the time)

During Winter 2021/22, we formed working groups around these areas of focus,
with some members of the core group taking more of a leadership role within
those groups. We also invited more people to join each working group, depending
on their interest and expertise.

The core group was formalised in January 2022 and unrestricted test-and-learn
funds were made available to us. Having local responsibility for the financial
resource influenced a more traditional process of signing off costed proposals for
each area of focus and we started to see the work in each area unfold differently.

The group identified the need for local coordination to support LocalMotion
Torbay’s work and they co-designed the systemic change partner role who
started in post in July 2022.

* Connection voice and

How can we solve these confidence
problems together? * Shared understanding
* Food of the problems

* real co-created
solutions

* Childrenin care

The outputs

* Time and space
(funded/paid for)

Support needed - capability
knowledge/skills

¢ Mandate

In the Autumn of 2022, some core group members
recognised there was a common factor with both food
inequality and outcomes for young people. After exploration
with wider networks, they decided to initiate a third area of
focus around financial wellbeing in the broadest sense -
households, organisations and whole place.

The next pages give more detail on what has happened in
relation to these three areas of focus so far.



We invited partners with direct relationships with children, young people and families to codesign a participation process. We brought together
design thinking (the Double Diamond), system change theory and the skills and expertise of Torbay partners who are already working
innovatively with families and young people. Through the autumn of 2022 we held 4 meetings to build awareness with partners, following this
up with 3 co-design workshops to develop our collective understanding of systemic change and what this could mean in Torbay.

In March 2023, we co-designed and held an ‘action change event’ for children, young people and families to come, have fun and say what was
important to them through different activities. Young people said they felt heard in a way they hadn’t
O experienced before, and some began stepping into leadership roles.

Then we invited people to form action groups around topics they cared about and can relate to. The purpose of
an action group is to create a shared understanding of issues and challenges before moving onto co-designing
potential solutions to the challenges identified. Participants are learning about how to achieve positive change
ACTION in the system and developing their own skKills.

GROUP

Through the Discovery and Defining phase partner organisations are ‘holding’ the groups and co-hosting with
young people and parents who care deeply about the topic and want to lead change around it. Young people are

O setting the agenda and stepping into leadership. Our process gives freedom for problems, solutions and the
S language describing them to be determined by the people experiencing them.

The topic groups and hosts that have emerged so far are as follows:
Young people aged 16-25 -Imagine This... Environment - Taleblazers

Raising aspirations for young people in Torbay, using arts as vehicle - Doorstep Arts  Mental health -Moor to Sea Music
Oceanside youth voice power - Sound Communities Feeling supported at school - Children’s Society

Young People’s Parkfield Torbay Youth Trust Additional needs -Play Torbay


https://www.designcouncil.org.uk/our-resources/the-double-diamond/

During the spring of 2022, we planned a neighbourhood event
approach to attract people outside of our usual networks. We
wanted to bring people together, listen deeply to how people feel
about access to food, learn a lot and see what emerged.

In the summer of 2022, our approach developed to working
alongside communities and bringing ideas around food to life.
We started to think how we could offer small amounts of money
and resource to develop people’s ideas. We wanted to involve
the ‘person on the street’ and designed a street engagement
approach that would lead to a creative ‘ideas factory’ process,
creating conditions for collaboration and change.

The street engagement approach was interrupted by winter ¢ T by e (\%\& / m
2022 and the limited capacity of a small group of people to - e

run it. We changed our approach to ‘let’s just start a conversation,” holding a community family event at the Windmill Centre, Torquay in the February 2023
half-term holiday - a Pizza and Pancake Party. Food connects everyone and links to other issues, so we wanted the event to be informal and a positive space
for people to share their views. Pizza and Pancake Party video Pizza and Pancake Party audio

!’r
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We then planned a wider opportunity for people to get involved; a food system change event. This was in Mid-March 2023, coinciding with a visit from our
funders and the other 5 LocalMotion places. We invited key people and innovators in the Torbay food system to see where the energy for change was. The
richness of insight and expertise at this event highlighted the passion to improve knowledge about and access to food in communities. This film summarises
the event and connects its aspiration with current and emerging work in Torbay.

In reviewing what we heard and what our approach should be, we have cycled between a strategic food system and focussing on engaging households and
communities to address their more immediate food challenges. We've had some tension in anticipating where the most effective systemic change is:
prioritising resource to salaries and centres or providing resources more directly to support people in their community to develop ideas, sustainably.


https://youtu.be/sbT4UJuVT2I
https://on.soundcloud.com/iKX6z
https://vimeo.com/855767386

Food inequality

Our two different types of public events have brought us to the
guestion:

How can people move from food crisis to sustaining
themselves?

Free food and activities.
* Children must be
a ied.

07821663379,

Thursday 16 February Windmill Centre

ke rremeraTee @ We're taking two different approaches to learn from:
Fun food event 1. Community-led ideas

Yes Brixham

Ellacombe Community

Turning Heads -
Partnership

2. Testing a food system (o }
Food for Change event The components of this are described on the following page ~



Seed to plate teaching

Testing a food syster

Friendships and support

. . (o) .
Apprenticeships ,\\\c, Waste and Growing and "),,) * Wellbeing
Talks and workshops &;& re-cycling production o,,/ * Volunteering opportunities/
School and college (\7}\ Q’c pathways into work or
partnerships ’b'{'\o o')') enterprise
gb"c Qc;}é‘ Food and safe space
Community A S|te tO hOId Pick and 2
supper club . ;a:k
and events and |nﬂuence
the whole food
O
system cycle &
S 0(,'9
% &
'OO On-site g
o , Local supply N
& café/ sl Q}\ O
Ok restaurant and logistics @@ &
(5 NI
% & &
<, NG {\“ * Unblock barriers e.g.
Share resources 1‘@, Preparation O O use of land
Test and learn site for ideas .. and cooking Q¢ .
s, o ? * Share learning
Participatory and open to all e \° . i
. o * Disrupt the regime
Design around Torbay needs C

Connect the dots



2.1.c The journey relating to financial wellbeing

With two LocalMotion change areas underway in Torbay, it became clear that personal and organisational financial situations
not only contribute to food inequality and family stressors, but also act as a barrier to creating change. When an individual or
organisation is in crisis, it is much harder to find the time and energy needed to act on the system with a long-term view.

In Autumn/Winter 2022, we wanted to explore how we could innovate around financial wellbeing. How could we try new things
that can make a long-term difference? Could we redirect money in our system, bringing people and organisations out of
funding traditions and cycles? Could we invest in people? Could we set up some experiments and just try something out?

The other two change areas took time to plan, so we wanted to see if we
could move to action more quickly. We held an open invite workshop in
February 2023 where people could share their ideas about financial
wellbeing using three different but connected perspectives: household,
organisation, the Torbay-wide place. Households Organisations

The ideas fell into some clear categories for experimentation, listed on
the following page.

In July 2023 we held a workshop to think creatively about these themes
and arrive at ideas for experimentation. These, listed on the following
page, are being explored to see where taking action can make a
difference in our system.

The whole place




Themes arising from initial workshops: Experiment ideas emerging through collaboration:

1. Collaborating and sharing the resources we have » Savings clubs through employers and food clubs
2. Funding models » Developing more powerful self-concept and motivation
3. Household/personal resources » Financial awareness for life
4. Housing » Children’s business festival
5. Education :> » Nurturing non-traditional employment
6. Cultural narrative and norms | » Get professional, get organised, get competitive!
7. Reputation and needs of Torbay » Raising energy - diminishing apathy
8. Participation and voice > Releasing real estate wealth for the common good
» Collaborative skill-sharing platform for VCSE

The next stage is to explore principles of experimentation in these areas, testing where action could
make a change in our system.

We’re designing in group consensus around evaluation and decision making.

Social Investment
‘ / People’s Parkfield CiC has benefited from a social investment loan direct from Esmée Fairbairn
Ej J/ Foundation. We want to use learning with this to explore further emerging social investment
é Q opportunities in Torbay, for example supporting development of the food system, or other areas of
community ownership and enterprise.



2.1.1 What have we learned?

Initial excitement

Shared
values
and
intentions

The double blank

sheet moment

The
process is
for us to
design

The
content
is for us
to design

“Where do
we start??”

Meandering
immobility

“We’re not the
right people”

“We need action
not talking”

“No one has any
time to do this”

Now

Strengthening families work is providing the
conditions for people to explore challenges
and create shared understanding, leading to
co-creating shared solutions.

* Food inequality work is about bridging the gap
between immediate crisis and sustainable

Embraced
emergence

The best change.

way to «  Financial wellbeing work is about stretching
start, is and testing what is possible.

just start

When we zoom out from, and reflect back on our
journey, we can see the key moments in that journey.

What we have learned along the way is rich, deep and ongoing.

We have described our key learning points on the following slides.



We have learned new approaches in engaging people, drawing
them in and developing new leadership. We’ve learned a lot about
the art of hosting equal and safe spaces where people feel heard,
creating the conditions for people to meaningfully participate and
determine their own priorities for causal action. Facilitators and
convenors are learning new ways of thinking from participants,
including how and when to get out of the way.

We're learning how to lead and provide certainty without
prescribing and having too much power/control. The process of
bringing partners into this unstructured work feels like a parallel
experience of our relationship with LocalMotion funders. We've
reflected on the difficulty we had ourselves, getting our heads
around what this was, referring to it as the double blank sheet (we
can do what we want, in the way that we want). We're still learning
how to strike the balance between providing the structure people
need, but not being in control.

All three work areas overlap. We divided into areas of focus for the
sake of getting started and help people understand what they
could get involved with, but we've learned this separation has
become a barrier to systemic thinking. An important next step is to
support working across themes and be true to the actions arising
from the connections.

We have often circled around our desire to act on the whole
system vs our desire to enable grassroots change. This affected
our confidence in how we moved forward. We’re learning how we
can do both whilst distributing power. We're learning different
ways of working between experimentation and linear projects.

We took a long time to get to the point of involving families and
‘non-practitioner’ people in these kinds of discussions. We had
good motivation, as we wanted to do it well, but in some
instances we ‘over-prepared’ and we sometimes made
assumptions about people’s capacity to participate without hand-
holding. We've learned that ‘just do it is liberating, has impact
and people participate and lead with relish. Problems are more
easily solved with new insight, experience and capacity.

We’'ve tried to cast our net widely and inclusively but don’t yet
have all the right people involved. We have people who have
connections to other sectors, such as education, food industry or
wider groups, but these have not yet been fully utilised and
brought in. We have learned that people need a level of certainty
about what we’re doing before engaging. The emergent style of
working we are using is slow to provide this.



We’ve learned how tricky it is working within a ‘tangled ball of
wool’. This is particularly relevant to the food system. It is
very complex with underlying issues, so pulling the ‘wool’ in
one place makes a ‘knot’ worse in another. This work is not
just about food, it is absolutely intertwined with other issues
of inequality.

It has been tricky balancing the ‘tug of war’ between creating
long term change and doing the work that needs to happen
now due to the cost-of-living crisis. We know that a difference
is needed now, but if we continue to do things ‘now’ there will
be no long-term change. By creating time and space to step
out of the day-to-day focus, we are enabling people to think
and act differently. We're learning together how to do this
well.

In our efforts to be long-term and systemic, there has been a
perceived ‘lack of action’ and clarity around what LocalMotion
can do. We have seen frustration between operational ‘doers’
and strategic thinkers. Assessing progress based on how
things are done now won’t work for long-term, complex work.
It has meant some people have committed less time due to
not seeing enough progress.

We’ve learned about the importance of resourcing people’s time in
the way they need, to free them up mentally and physically from their
day job.

Fluctuating attendance results in fluctuating ideas. We're trying to be
emergent and build as we go along, but this can be tricky without
consistency. We've learned how much impetus, motivation and action
is achieved through face-to-face collaboration and the importance of
pausing, reflecting and learning before the next move.

There is risk of reputational damage as money is not spent in the way
people expect, such as helping to fund struggling projects. Or what we
are doing and how, hasn’t been clear enough for people to
understand. This pressure to spend the money on the ‘right things’
has made us more risk averse than we were expecting. Truly
emergent work needs to be flexible and without constraint.

Effort and visibility needs to be distributed across Torbay - a hub and
spoke model would not work due to the three distinct identities of
Paignton, Brixham and Torquay. This has been particularly relevant in
our food inequality work which needs a local focus.



We want to be braver in how we steward this process and share decision making. We’re reflecting on our current
processes and how we can move to a more transparent and collaborative way of using the power held in our resource.

We're looking forward to breaking the silos we created in our work. In doing so we want to be an example to other silos
across Torbay. While we’'re starting to integrate vision and effort with the Community Wealth Building Board, Torbay
Story, Torbay Culture and other strategic initiatives, this feels like early days. The will to collaborate is there, but due to
differences in nationally driven timescales, we still have a gap between our work and some public sector partners.

We have made great progress through our participation and new leadership, but we can do more to make this an
inclusive process; easier for practitioners, groups and residents of all ages and circumstances to understand what this
is, how it relates to them and get involved. We need to intentionally reach people who are marginalised by factors such
as ethnicity, trauma, poverty, LGBTQ+, experience of care and more.

To help us with this, we need to actively learn from feedback we’ve received about how some of our work has been
designed around ‘our’ availability, language and tools, and not with young people or neurodiverse people. Young people
and practitioners stepping into the work are already resolving these issues.

Young people already involved have started to develop skills and leadership, but we can grow more capability and
capacity to facilitate and enable participation. We can better consolidate existing skills in our practitioner networks. We
can provide more opportunities for young people, parents, carers and others to grow their skills and capacity.

We are only just starting to see and describe the difference in working in this systemic way. As this develops, this will
help encourage more people in, broaden the involvement and encourage previous connections to return.

We need to address some paralysis in our food inequalities work caused by lack of agreement in approach. Taking
opportunities to do something ‘big and bold’ while seeking local people with grassroots ideas, working with them to
develop a sustainable plan and enabling that plan to get started.

By doing all this we can catalyse a new culture and more connected way of planning, designing and doing together.
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“We can make a difference, we
can change.

For anyone out there thinking

they won’t be heard, you will be

heard, because | was heard.”

Excerpt from LocalMotion video from Faye

Bowlzy Live at LocalMotion

LIVE AT LOCALMOTION

Bowlzy performed his song
about what it's like living in
Torbay as a young person at

a recent LocalMotion event
in Torquay

Young people have said they have felt heard for the first time.

“Thanks and congratulations for how
brilliant it was. Ivy was literally buzzing
and couldn’t stop talking about it.
She felt heard, she felt she mattered,
she felt that nobody had ever listened in
that way before.

It’s really hard - being a teacher - to
engage young people, especially at that
age. Whatever [you] did, [you] did it
brilliantly. I'm so glad that they went and
had that opportunity.”

Ilvy’s Mum on audio

Building connections:

o Relationships, trust and a greater ability to collaborate are new in some areas and stronger than
they previously were in others.

o The power of trusted relationships to bring children, young people and families into a process.
Then facilitated exercises AND unstructured conversation made the difference for young people
being able to lean into the event and then come into the wider process.

o The action change event highlighted the importance of friendship, which we will build on.

Capacity-building facilitation techniques:
Some people have been trained and already co-delivered events. A network has started to develop.

People from outside Torbay are curious and looking to get involved.

Our Financial Wellbeing work has enhanced communication and collaboration with community
organisations and across sectors.



https://drive.google.com/file/d/1wxUgrm6eTE8MNmpKVKUVLZaYYDrwkiUS/view?usp=share_link
https://soundcommunities.co.uk/showcase/bowlzy-live-at-local-motion/?fbclid=IwAR2_mdtU6_tvQWVXCAjOcv2FyzfODYZwRbkdyEQHlwqpPfQFnEG2Lgj2AUA

Core group members from grass roots or community organisations are more in the lead of what we’re doing. We feel like we’re on
a level playing field. The belief that this can be different to how engagement and participation has been done before has amplified
people’s motivation and voice.

Young people are forming groups with co-conveners and co-leading them. They have realised they can take action. We can see
skills, confidence and voice developing.

We’ve seen a local authority leadership that is less
hierarchical and more inclusive and distributive.

For example, the Council has handed over power to the
community through the Parkfield scheme and the local
community has taken it on with passion and vision.

We see more connectedness between the anchor institutions
(NHS, Council, etc) and within them. It feels more possible to
have a conversation with somebody who already knows the
context. There is no need to explain again.




2.2.1 Issues and challenges - 1

Our narrative

It's been difficult to find the words to share a common
narrative to describe LocalMotion and what it means in
Torbay. Even amongst a relatively small group of people
there has been confusion and doubt at times. While it has
been in thinking and ‘concept’ stage, it's been hard to
translate into different sector ‘languages’ and connect with
their needs.

This also means there’s a level of doubt of how things will
change now, after so many have tried and not yet managed
to make broad-scale sustained positive change.

\®

By devoting time to listen to people, hearing and valuing their concerns and being transparent and open we are working to overcome
doubt and confusion and build a movement.

We’ve been challenged on not making ‘best use’ of our funds and effort by resourcing projects already underway. By having an open
agenda, we have appeared to ‘start from scratch’ in some areas. Seeing how this is different in finding a better way of doing things than
the existing funding models has been difficult for some.

Our communications time and expertise could have been better. We haven’t been able to decide what kind of platforms to use for what
audiences and with what messages. This has affected how many people we’ve been able to reach. We're looking forward to exploring
this through clarity of work and frameworks designed to help the conversation.



2.2.1. Issues and challenges - 2

Sharing power

We had not heard directly from people who think it’s ‘not worth talking about
or those who think things won’t change because they’ve expressed their
concerns before and nothing has changed, or who simply feel they have
limited or no power. We're finding this is improving as we build trust through
listening and valuing contributions, which is dispelling cynicism and apathy,

’

We specifically planned to hear from people directly experiencing food
inequality or who were not associated with a community group with voice.
However, we haven’t managed to do this effectively yet due to concern about
not wanting to put additional pressure on people who are in a crisis situation.

The work

Our focus on building relationships, systemic thinking and co-design has
meant we’ve been unable to get or keep some people involved. While
‘action’ has not been seen, some people have re-prioritised.

Our way of working

People flowing in and out of regular meetings meant more recapping and
momentum has been lost. Relationships and power between working groups,
core group and national LocalMotion has been confusing for some.




Style

It’s unusual to not be solution focussed but take time to look in depth and carefully
consider how we take a step to move forward. This slower pace is particularly
difficult in time of crisis. Some people have disengaged as a result. Some have
fielded deputies to keep the momentum. Some of those deputies have brought
energy and some have also needed to re-prioritise. However, there is growing
engagement. Relationships and energy is growing and is being sustained through
more people getting involved than opting out over time.

Entering the unknown, designing it as we go, and not being sure what will happen or
how has been an uncomfortable experience at times but becomes comfortable with
newly learned tools and techniques. While some have enjoyed this exploration, the
experience has been ‘way out of our comfort zone’ for others, or their working
environment has required them to be told what we want them to do. People have
had integrity and confidence to give it a go and been honest when it has been
difficult. Our relationships have been strong and flexible enough for people to do
what they can manage and keep connected.

Exploring consent-based decision making was uncomfortable. Not being able to
move without consensus made it even slower to move forward. We realised it
depended on the clarity of the proposition. This revealed that we need to be certain
about something before we started, in order for this to work. The core group grew
together in realising this and its rejection of this tool.



Working groups

At times it has felt like we’ve been trying to wrangle something ‘unwrangle-able’. Issues of food insecurity are caused by big
structural things outside of our influence. When we came to terms with this, we could start to think how we could create the
conditions for systemic change.

We’'ve taken a lot of time for preparation. This has meant we've spent a lot of time in tense space, between needing a clear, linear
plan of action on one hand, versus just trying something and seeing what happens and what it leads to on the other. This held us

back from acting and we have been immobilised at times. Once we got out and started talking to people it was liberating and the

effect was noticeable.

In all our groups there have been levels of discomfort. We have learned to embrace it more openly and see our growth with more
confidence.

Relationship with money

Acknowledging that some need to put their own organisational need for funds aside to engage in the work was not easy but it is
happening. It was still important to remove financial barriers to being involved but some people have felt guilt in asking for money for
their time. There was some disagreement over how to pay for people’s time. The process of reaching a point of reasonable shared
principle and agreement was uncomfortable but has meant we now have an agreed approach to resourcing time which enables
engagement.

This feeling around money has been reflected across the community where small groups have been reluctant to invoice for their
contribution or undervalue their skills when they do. This feels due to a culture of helping each other out and sharing what we have,
being a community of ‘do-ers’ and not enough administrators, and the discomfort of talking about money. Having the resource that
prioritises people’s time has meant we have been able to convey a new and overdue message of value and worth in our system.



2.2.3. Successes

We’'ve experienced the power of collaboration with people coming together; individuals, groups and sectors working with common aims.
It feels like a good start, but we still need to extend this.

Focussing on building relationships instead of planning action instantly has created an ‘all in this together’ rather than ‘us and them’
environment.

Young people stepping forward - getting involved in conversations, joining working groups, leading the work, being commissioned to
produce music to tell their story has been powerful. It has been revitalising to see the impact this has on the young people and this
work is refreshed by their involvement.

This adds weight to where children, young people and
family partner organisations have already been part of
the Torbay Culture Board and are linking LocalMotion
with that agenda.

The Local Authority’s bravery in handing over the
Parkfield house and grounds to a local community.

It feels like we’re starting to untangle the ball of wool -
when one person pulls the wool, we all feel it. We can’t
predict what will happen but are embracing the unknown.




Our legacy is a connected Torbay.

These hopes for 2030 came from our events held in 2023.

What do you want Torbay to be like in 20307

people, young professionals.
* Torbay could be a cultural hub that aspirations follow.

* Streets should be safer and somewhere for homeless people

to go.

* Positive places for young people to hang out and be.

*Young people being able to afford rent to move into their own

place.

* Ambition and motive needed. People don’t know what they
want to do. We need better role models.

*We can change what we do: change how we buy food; plant
community fruit trees next to parks; be kind, be better.

*There needs to be a greater sense of community for young

* Freedom to create, explore passions, not just to have
opportunities but create opportunities.

* More culture, support, and opportunity for people up to the
age of 30.

* More places for young people to be together.
* More community feel and togetherness.

*Something different - a change to have happened. All these
things we've talked about become something.

* More opportunity, create space for change so it happens
naturally.

* Eco-friendly with electric cars, charging points, lots of parks.
* Opportunities for everyone through any industry. No one

gets forgotten about. Everyone knows there are opportunities
there for them.

e Happier, colourful, fun.
* Better school systems for people with additional needs.

What would you change in Torbay?



https://www.youtube.com/watch?v=lDNofbc7708
https://www.youtube.com/watch?v=pj78tynX1IY

“What can we do together?” “Why is that happening, do we think?* “How can | help?“ “Whatever it takes”
"| feel lucky and proud to live here“ “That's what | think, what do you think?*“ “Everyone deserves to have a good life“ “It’'s up to us to change that.”

The Torbay system starts everything by connecting and engaging; listening, involving people in co-producing the future and addressing challenges. Networks
feel connected. It is no longer ‘us and them’ but ‘all of us together’ making positive change. We have a culture of co-production in everything we do.

Practitioners from all sectors work with each other and in partnership with the community (one to one and collectively) to solve problems as they arise and
determine what needs to be done democratically. Problems are tackled creatively, and solutions are tested before jumping to conclusions. Regular
collaborative forums across local neighbourhoods and around specific topics/communities of interest enable all voices to be heard, decisions to be made and
learning shared. These forums bring together residents and practitioners who are equal and valued players in the Torbay community. There is a defined group
of community facilitators across Torbay who have access to resources to support community-based action.

There is a buzz of pride, participation and innovation as everyone feels they have a role to play, feel safe in saying what needs to be said and doing what needs
to be done. Young adults are valued for their creativity and agility in making change. Many of them choose to stay as social entrepreneurs. Older residents'
contributions are sought and valued. Adjustments are made to enable them to contribute in whatever way they can. Torbay is seen as a creative hub.

Due to the different way people work together there are fewer instances of crisis. When it does arise, there are enough resources (organisations, people, and
funds) to help people get back on track. This was enabled by a no-strings-attached Torbay pot of funding generated by public sector, private sector and
foundations. This funding enables them to focus their efforts on what matters to the people of Torbay and gives the many gifted and skilled practitioners the
capacity to work with people differently. Public services with statutory duties have been able to reduce their services. Torbay council, the Integrated Care Board
and Devon & Cornwall Police reinvest savings into the Torbay pot and make it long term. The work is more holistic, meaningful and bespoke for people's needs,
offering whatever they need to lead a good life.

Any learning from Torbay and about UK-wide system challenges or injustices are continuously fed into national media and government lobbying routes,
coordinated by a small central LocalMotion campaigning team. Ministers often visit Torbay and other LM sites for inspiration.



Our thinking, behaviours and approaches develop through our work to make change in Torbay and help us create a new norm where we don’t move without
listening and learning together.

We develop our social entrepreneurship and opportunity to create solutions from within Torbay with a more local resilient economy. Anchor organisations
promote and support skills and employment from within Torbay through how they spend their money. Through this work our population is more able to
deliver for each other: cooperatives, social enterprises, local business and industry.

The work being done by Torbay Story to bring investment into Torbay could have a social investment and community wealth building arm. This could be
supported from the ground up by a well-resourced support-into-work/self-employment/social enterprise service that has in-reach to schools and colleges.
The overall story being told about Torbay is one of opportunity and success for all ages.

We could also connect with bodies outside of LocalMotion doing similar work or with similar values or hopes for change in the future, such as other funders
with similar vision. We could seek match funding or just share ideas and experience.

We could expand our connection with experts in food, financial and social change to help take our ideas further and challenge our thinking.

Skills and experience
We would like to take the opportunity to tap into the skills, experience and knowledge from our funders. It would be helpful to convene all six funders around
us in a ‘hothouse’ conversation, giving them the opportunity to highlight and tailor their support explicitly to us on our journey.

LocalMotion HQ

We'd like a national LocalMotion voice to ‘influence up’ to national policy, based on what we are all finding or frustrated by.

Technical skills and capacity support for communicating with the community and promoting engagement would be helpful. We’d like to do this better
ourselves through training and technical support and share our learning across Torbay and with other LocalMotion places.

Local relationships

We want to continue and expand the cooperation of the local authority, encouraging a ‘How can we facilitate this?’ culture. We look forward to more bravery
in all public sector partners to focus on local and design opportunities to buffer us from national policy.

We need to build cooperation and ability to take part in this work by schools, academies, colleges and businesses.



3. Decision-making

LocalMotion is about shifting, sharing and distributing power. How are we making
this happen?



We have taken care to be open and inclusive to anyone who cares and who is interested to join a discussion and have an equal
voice in that discussion, no matter who they are, or what their role, life experience or perspective is. Young people have grasped the
opportunity with appetite and energy to continue to be involved, leading the change they want to see. They are leading the
direction of travel, addressing issues that matter to them, including not feeling heard or supported, in school or beyond.

Using different techniques that have been new to us (for example deep democracy), we've been able to understand all the
perspectives, reveal new ideas and agree ways forward. The style of these techniques is non-threatening and inclusive, and
people's views can be known even if they are not verbally expressed. This has been powerful inclusion for people with anxiety, or
who struggle to make their voice heard in groups, for example. These techniques have been used to good effect in core group,
working groups, workshops and public events.

We have shared decisions about process rather than holding it, although more could be done. We are all learning how to work in
the space between ‘people wanting certainty’ and ‘people wanting a say in how we do things.’

Since identifying our key themes as a core group, we have enabled the areas of focus within each theme to emerge from
discussion and participation AND have taken great care not to do any sense-making that undermines what people have said.

Local ownership of the budget, unrestricted by the usual financial year spending rules and combined with the
democratic/collective decision making has been a significant change for us. Having said this, culturally, we haven’t yet fully broken
out of ‘proposal authorisation/permission’ mode.



A very small proportion of Torbay people are actively involved with LocalMotion work. Through our forthcoming work to design how we steward the process and
share decision-making more widely and transparently, many more people can become involved, from our networks and, excitingly, beyond.

We broadened the strengthening families working group to include more practitioners working with vulnerable and disadvantaged young people to design the
process. The work is now being led by young people, determining the agenda and designing the work. These young people say 'l feel heard for the first time’
and seedlings of disruption are emerging. Through growing momentum, we’re looking forward to this being extended to more children, young people, parents,
carers and people disadvantaged through circumstance.

We want to make this more of an inclusive process and easier for practitioners, groups and residents of all ages and circumstance to understand what this is,
how it relates to them and get involved. We need to intentionally draw in people who are marginalised by factors such as trauma, poverty, race, LGBTQ+,
experience of care and more. Community workers supporting people from diverse ethnicities are involved in this work but are still discovering how this is
different to the other requests on their time/contacts and take the opportunity to be resourced to lead on something we know they feel strongly about.

We could do much more to involve:

1. Those who are really struggling in life or have had struggles in life. We can’t expect them to participate without a leg-up. We’ve challenged ourselves to think
how we can stabilise people in crisis and activate them to be sustainable but we, speaking from a perspective of privilege, haven’'t worked out how to best to do
this yet.

2. Those who are OK but not giving anything back. We see this as equivalent to the 80% of a school’s families whose children are alright. They don’t get called
into school for problems, don’t step forward to the PTA and are largely off radar. They have skills and ideas that have not yet revealed themselves to the system.

3. Statutory services/public sector (staff and leaders) - we understand the reasons some fell away but we need to pull them back in. We could do more to
meet them where they are. We’ve started to do this but can do more to connect our work and language.

In support of a wider net of inclusivity and growing our capacity, we could extend access to the LocalMotion learning academy training opportunities more
broadly across Torbay. A small group has had access to this so far.



Physical space

Structured action
learning processes
for building local
capacity

Dedicated capacity
to do the work.

Amplifying
messages and
conversations

Entities to hold
shared pots of
money and
resource

We want to tap into trusted, community-led spaces as much as possible and
remove barriers to further community-owned spaces establishing. We expect
to need spaces to convene and collaborate as well as provide resource to
community-led change.

Tools, techniques, agreements and vehicles to enable a more collaborative
approach and to learn from action. An inclusive system change leadership
programme would broaden this more widely. Our learning and thinking

opportunities should be opened to others more systematically and broadly.

We see this as paying for people’s time so that they can focus on the system
change mechanisms rather than fit it in around their work or life. We have
learned that this work is primarily around working together differently, and
this takes time to do effectively.

Communications expertise, support and mechanisms but also provision of
local employment opportunities, particularly amongst young people to lead
on messaging content and methods.

This could include an independent and unbiased financial model for holding
local funding.
We will also explore social investment opportunities.

We know that successful grassroots and/or
enterprise work requires safe, trusted and neutral
space to thrive. We have seen the power of in-
person work and want to do more of it.

We recognise the need to provide space and time
dedicated to reflection and learning, outside of the
existing constraint and assumptions of our system.
To make sustainable change, we must help more
people in Torbay to develop systems change
leadership skills.

If want long term change to be a priority, we must
help people in the system to prioritise it.

We see this as critical to building a movement and to
involving a wider range of people.

We use existing financial resources to enable
collaboration rather than being a barrier to it.



3.4 What will tell us that we are being successful?
What will we see changing?

If we are being successful and working towards our high dream, we expect to see a range of signs and
signals. We will see:

* More connectedness, networked ways of working rather than hierarchical/ organisation-led.
* Agendas are more joined up and silos of work are connected.
* More shared aspirations and collaboration, more trust and better relationships to carry it all on.

* Voices are heard and directly create change. More young people feeling they are heard, which
further strengthens their voice.

* Thriving is more visible.

*  More community-led and owned projects are developing and becoming self-sustaining.

* Changing and adapting is seen as a positive experience rather than as failure. We adapt actions
and approaches based on what we see as we go along, rather than continuing on a set path and
waiting until a review at ‘the end’.

* People who create change are sharing their learning to create new projects with others.
* More people are employed in roles of social value or self-employed social entrepreneurs
* We're getting better at decision making, being braver in taking action and getting unstuck sooner.

* ‘Support’ is not needed as intensively. There is more resourcefulness and less dependency on
services.

*  We’'re making changes to the short-term grant-making regime. Some budgets are pooled and there
is flexibility in how and when it is spent.

* The funding from LocalMotion, along with other support, shared experimenting and learning
enabled this to start. It gave confidence to others that doing things differently is possible and
worthwhile.



4. Collaboration and relationships



Work with networks to
support and govern in
a non-hierarchical way

Using techniques learned through the LocalMotion Learning
Academy. Broaden access across our community to the
Learning Academy and roll out programmes to support and
learn together.

Using these techniques can facilitate
outcomes. Part of the solution but not a
solution by itself.

Build capacity -
facilitating, convening,
co-creating.

Tools such as ORSC, deep democracy, open space technology,
world café etc are openly accessible and democratised.

Less reliance on people from outside the
Torbay system. We want to create a culture of
purposeful participation and collaboration.

Build capacity for
enterprise and
innovation

Maximising the potential for Local Spark and others to
support enterprise. Through community wealth building, we
could build capacity of young enterprise schemes in all
education settings.

Increasing community wealth building and
cultivating a creative culture. We also see this
as an underused route into employment and
financial stability.

Build capacity for
leadership

We want to help people with any power to collaborate with
each other across boundaries and know their unique
contribution to systemic change in Torbay. This includes
people in communities.

Expanding our resource capacity and
developing the next generation of leaders.
Improving local leadership and voice.
Creating a ‘we before me’ leadership style.

Give power to those
who have no voice

Walking alongside people who feel a lack of power and voice
to reveal their voice to themselves and the system. Give
children, young people, parents and carers in our partner
networks the opportunity to step forward and lead, with the
support they need to do so.

Giving people the opportunities to create an
environment that they can thrive in and feel
that they have a voice. Aspiration and belief
that it will happen/has happened.




4.2 What do we need, and from who, to achieve our plans?

These circles of sources of help are linked. There
is overlap where skKills, knowledge, expertise and
resources sit across different areas.

LocalMotion HQ

Torbay and neighbours and other places

* A spirit of collaboration and sharing in a
strengths-based culture where we value t
people leading the change and co-product
networked relationships thrive.

* More system change training, tools,
techniques. Access to these by
anyone in Torbay, rather than those

actively working on LocalMotion.

* Social investment and positive business role
models from our community or nearby * Communications skills expansion
and share

* Inclusive, strategic place-based leadership

* Researcher expertise.



5. Budget



Our draft budget of £3,330,800 responds to the infrastructure we have described that’s needed to create the conditions
for systemic change. In line with LocalMotion nationally, we have designed in a point of review and adjustment in year 4.

We recognise the importance of:

O
O

O

Physical space to meet, supporting community-led change.

Action-learning tools to develop ourselves, spreading these learning and thinking opportunities as widely as possible
across Torbay.

Paying for people’s time and freeing them up from their day job, role or situation to be able to focus on this work.
Communications platforms, skills and expertise and developing the skills and capacity of those we already have.
Social investment resource and expertise and a way to hold local funding through an independent and unbiased
model.

To do this, we’ll need:

©)

O

O

Continuation of coordination to keep things moving, commitment to a food system lead plus ability to pay for people’s
expertise and time to take part.

Capacity to grow local spaces, convene events, gatherings and meetings.

Flexibility to enable experimentation and testing of ideas in any area of our work.

To buy in specialist facilitation, activity practitioners and expert advice when needed, including a focus on those with
trusted relationships with people who are most marginalised in our communities.

To build our capacity in enterprise, innovation, leadership, convening and facilitation.

To build our communications skills and capacity.

A locally informed approach to evaluation and creative technique to describe our journey.



Torbay budget for delivery phase 2024-2031

COSTS DESCRIPTION Year 1 Years2 -4 Years5 -8 Total
Total inc 5% Total inc 5%
pa inflation pa inflation

Infrastructure
Participation support costs for people to take part 30,000 100,000 160,000 290,000
Specialist support: facilitators, activity practitioners, expert advisors 30,000 100,000 86,000 216,000
Physical space: contributing to core costs of community-led spaces for long term work 30,000 100,000 156,000 286,000
delivery and LocalMotion presence. One or more sites per town.
Entity to hold shared pots of money and resource. 25,000 83,000 131,000 239,000
Salaries for overall coordination and food system change. 150,000 330,000 260,000 740,000
PLUS ad hoc time from existing people in the system to work in addition to their usual role.
Admin/IT costs/travel 10,000 33,000 53,000 96,000
Mechanisms
Capacity building in convening, leadership, innovation 25,000 83,000 131,000 239,000
Ideas development/innovation/implementation 75,000 126,000 86,000 287,000
Local convening costs: events, additional room hire, refreshments, equipment 25,000 83,000 131,000 239,000
Evaluation and storytelling 10,000 33,000 53,000 96,000

(sub-Total) 410,000 1,071,000 1,247,000 2,728,000
Fund hosting costs @10% of budget 41,000 107,100 124,700 272,800
Social investment 330,000 330,000
Total local costs 451,000 1,508,430 1,371,700 3,330,800
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