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DISCLAIMER: Central Highlands Regional Council has exercised care and diligence in the preparation of this report and 

accepts no liability for any loss or damage that may be incurred as a result of reliance on this information. 
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1.  Background 
Central Highlands Regional Council (CHRC) is committed to community engagement. As 
part of this commitment, it was identified the implementation of community engagement 
practices across all of council’s projects needed improvement.  
 
From June to September 2018, guiding documents were drafted on how to enhance 
community engagement and support best practice. These documents were presented to 
council however differing views were expressed making it challenging to gain consensus on 
a final strategy. 
 
At the 10 September 2018 Strategic and Briefing Forum, CHRC’s CEO Scott Mason 
presented a report to council regarding the need to update or ‘refresh’ the Central Highlands 
2022 Community Plan (CH2022 CP).  Councillors agreed this refresh was timely given the 
prior discussions about community engagement. 

Purpose  

The purpose of the community plan refresh was to:  
1. Review the CH2022 CP to adjust if necessary, to ensure currency and strategic 

alignment.  
2. Review of current community engagement practices to ensure they align with the 

needs of Councillors and the objectives of the refreshed CH2022 CP.  
3. Enhance opportunities for Councillors to engage with the Central Highlands 

community in a meaningful and efficient manner.  
 
The first component was completed on 11 June 2019, when the CH2022 CP refresh was 
endorsed by council.  
 
To fulfil the second and third components, the ‘Central Highlands 2022 Community Plan 
(CH2022 CP) Refresh Community Engagement (CE) Report’ has been drafted. This report is 
the result of extensive process of research, consultation and workshops. The report outlines:    

• Council’s current engagement model and processes. 

• Findings from a review of engagement models used by other local governments. 

• Findings from internal and external stakeholder consultation.  

• Recommendations for improving council’s engagement practices, particularly noting 
these aims:  

o Remove duplication of engagement activities undertaken in locations where 

Community Reference Group (CRG) meetings and community consultations 

are held.    

o Review of the current CRG process. Noting that transitioning from a one-size-

fits-all model to a needs-based model for each individual CRG may result in 

improved outcomes for community and operational efficiencies for council.   
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2.   Current community engagement model 
 

This section reports on council’s existing community engagement model, utilised across the 

whole organisation. There are six primary activities or methods undertaken by council staff, 

councillors and consultants acting on behalf of council. These include:  

1. Community consultations    
2. Customer service  
3. Engagement on council projects, plans and policies (including legislatively required)  
4. Place-based Community Reference Groups (CRGs) 
5. Special interest groups (SIGs)    
6. Community funding programs support.  

 

Why does council undertake community engagement?  

Council engages with community, organisations and other stakeholders to support informed 

decision-making or actions relating to an opportunity, challenge or outcome.  

Catalysts for community engagement may include council meeting resolutions and council 

projects that will affect community.   

Community engagement activities can serve many purposes, including:     

• Involve community in decision-making  

• Comply with legislation  

• Identify or respond to a problem or opportunity 

• Understand public opinion  

• Improve proposals 

• Develop capacity 

• Generate support  

• Communicate information  

• Build relationships 

• Gain social licence  

• Change behaviour 

• Reduce risk. 

 

Implementation   

Council delivers much of its own community engagement. The process for planning and 

delivering these activities is outlined on page five in Figure 1. In certain circumstances, 

consultants and advisory firms offering engagement services may be called upon to design 

and deliver tailored engagement strategies where required. This includes when a project 

requires more specialised engagement on complex issues or where council resources 

cannot meet the demands at the time.  
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Figure 1: Community Engagement Process 

Community Engagement Process 

Staff 
resources 

5 steps  Tasks  

 

  

 
Plan 

 
 Prepare a community engagement project 

plan to: 
 

o Understand context  
o Define project scope 
o Map stakeholders (internal and external) 
o Set the purpose 
o Define project roles  
o Shape influence                                        

 
 Prepare a communications and marketing 

plan to:  
 

o Plan promotional activities, tools and 
messages     

o Plan how stakeholders will be reached                                   

 

 
 

Implement 
 

 Use the implementation checklist:    

o Select and book appropriate venues 
(consider accessibility) 

o Coordinate IT, support staff, resources 
and equipment  

o Arrange hospitality, transport and 
accommodation  

o Manage the budget                                                              

 

 

 
Record 

 

 Record data on council’s engagement 
register including:   
 

o Date and time of engagement activities 
o Project delivery roles   
o Engagement statistics (attendance, 

submissions received etc.)  

 

 

 
 

Review 

 Use review and evaluation form to ensure: 
o Engagement is finalised and tasks are 

complete  
 
         
 

   

 
  

Integrate 

 The project team use their findings to 
respond to stakeholders for their information 
and action, if applicable.  

 Council integrates findings into operations:  
o Task allocation and follow up i.e. 

CRM, project development, budget 
allocation, procurement etc.   

 The community development and 
engagement team utilise findings from the 
evaluation to inform continuous improvement 
for council’s engagement process. 
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Engagement tools   

 

Council utilises a variety of online and traditional tools to engage and communicate with the 

community. These include:    

• Community engagement website  
Have Your Say, Central Highlands (HYSCH) is council’s community engagement 
website, used to conduct engagement in the form of surveys, forums, brainstorming tools 
and more. These engagements are paired with an offline survey to ensure council’s 
accessibility and inclusion standards are met. Offline/paper surveys are provided at 
council offices and libraries. Online engagement is a convenient, cost effective method 
with a broad engagement reach.  
 

• Social media 
Council’s corporate communications, library, art galleries and youth development teams 
use social media to share information and engage with stakeholders.  
 

• Poll Everywhere  
Web and mobile applications such as Poll Everywhere are used for internal and external 
consultations to receive real-time feedback in a public forum.  
 

• Public meetings  
Traditional methods such as public meetings, workshops and drop-in sessions are used 
to engage with community on specific issues. Live consultations are usually paired with 
electronic feedback opportunities in an effort to provide equitable opportunity for 
feedback.   
 

• Pop-up stands    
Council holds pop-up stands at community events to provide information and interact 

with community in a relaxed, informal environment.  

 

These methods are utilised to receive feedback and to promote other opportunities to 

engage. More promotions tools are described over the page.   
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Marketing and promotion  

Opportunities to provide feedback are promoted through the engagement tools mentioned, 

as well as a range of communications channels, such as:    

• Council’s website: The corporate website is used to share information online and 
advertise opportunities to give feedback on HYSCH or through other mechanisms.   
 

• E-news bulletin: Council’s weekly electronic newsletter informs subscribers of key 
council events, activities and developments, including consultations on the HYSCH.  
 

• Community newsletters: Council officers submit information to community newsletters, 
for the editors’ consideration to publish.   
 

• Letter box drops: Letter box drops are undertaken when residents in specific areas will 
be impacted by a council project.   
 

• Events calendars: Engagement events are registered on internal and external events 
calendars. 
 

• Social and professional networks: Opportunities to engage with council may be 
promoted by councillors, council staff, council libraries and galleries, industry partners 
and other interested parties via word of mouth, social media or other informal means.   

 

• Printed resources: Council use flyers, posters and information sheets to keep 
community informed on important matters and upcoming events. These may be 
displayed in shop fronts, libraries, post offices or other high traffic locations. The 
corporate communications team provide a council update sheet for circulation at 
community consultations.   
 

• Public notifications: For legislative consultations, it is a requirement that public 
notifications are displayed in customer service and transaction centres and newspapers 
as noted in legislation. Community can provide a written submission via customer 
service, email, or online (if applicable). 

 

  



7 | P a g e  
CH2022 Community Engagement Report V21   

Engagement activities / methods      

This section details the six key activities or methods that council utilises to engage with 

stakeholders. 

 1. Community consultations  

Purpose:  
Community consultations are a distinct series of location-focused consultations held 
annually throughout the region. These sessions provide community with an opportunity to 
ask questions, raise concerns, and meet with councillors and council staff. They also 
provide council with an opportunity to deliver updates on projects relating to the area and 
wider region.   
 
Delivery:  
On average, there are 24 community consultations held each year. These are either 
travelling roadshows, held over two or three days, or social events after council meetings. 
The consultations are facilitated by council’s customer service team, who also provide 
administrative support. These meetings do not have a set agenda, and issues raised are 
addressed through council’s Customer Request Management (CRM) process. The 
customer service team provide public access to progress updates by uploading minutes 
and tracking sheets on HYSCH. Community are invited to submit questions or feedback to 
council before consultation events through HYSCH.  
 

2. Customer service 

Purpose:  
Council’s customer service team are the community’s main point of contact with council on 
day-to-day issues. The customer service team may connect callers with council officers or 
enter customer requests and complaints into council’s CRM system. These items are 
triaged to the appropriate department for action or a response.  
 
Delivery:  
Community can engage with council’s customer service team in person at customer 
service centres and transaction centres, over the phone, using surface mail or email. 
Council staff and councillors may also contact a customer to respond to an enquiry. All 
council employees are responsible for providing a high level of customer service, in 
accordance with council’s customer service charter. 
 

3. Engagement on council projects, plans and policies  

Purpose: 
Provides stakeholders with an opportunity to have input on specific council projects, plans 
and policies that may have an individual or collective impact or be enhanced through 
feedback. These engagements may be legislatively required.     

 
Delivery:  
Many council departments undertake engagement on projects, which are recorded in 
council’s internal engagement register. At this point in time, legislatively-required 
engagements are most commonly undertaken by council’s planning and development 
team. Engagement is undertaken using a variety of methods to ensure inclusivity.  
 
 

4.  Place-based Community Reference Groups (CRGs)  

Purpose:   
Place-based CRGs were established across the region between 2013 to 2015 to build 
connections with the region’s 13 communities following the amalgamation of four shire 
councils. Based on a ten-year community plan, that has now been refreshed, spanning 
2012 to 2022, the CRG process enables council to:   

• Provide community access to one or two councillors at each meeting  

IAP2 Principles 

Utilised 

Inform                 

Consult              

Involve               

Collaborate        

Empower           
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• Inform community planning through a strategic council-endorsed process 

• Partner with community and build strong relationships  

• Identify and prioritise community actions, initiatives, events and programs 

• Hear from a cross-representation of community sectors  

• Identify and mitigate problems  

• Achieve place-based visions.  
 
Delivery:  
The CRG process is stewarded by the Community Planning and Advisory Group (CPAG), 
consisting of councillors, members of the executive leadership team (ELT), and other 
relevant council officers. The 13 CRGs operate under a terms of reference (TOR) and 
receive administrative and project support from the community development and 
engagement team at quarterly meetings. The CRG process involves membership, 
however guests are welcome. Members are encouraged to hold additional meetings 
between quarterly meetings, to work on their projects independently.  
 

5. Special interest groups (SIGS)  

Purpose:  
Council facilitates and participates in special interest groups (SIGs), including committees, 
advisory groups, and networks. These groups are structured around a central topic or 
interest and provide opportunities for council to share information and collaborate with 
community sectors, service providers, industry and other levels of government.   
  
Delivery:  
SIGs meet periodically in accordance with a TOR. Council hosts meetings and facilitates 
communication at various groups, some examples are below:    

1. Emerald and Blackwater Interagency Networks 
2. The Game Plan Committee  
3. Central Highlands Arts and Cultural Advisory Committee (CHACAC) 

 
Council participates in SIGs facilitated by other organisations and levels of government, 
including, but not limited to:      

• Local Disaster Management Group (LDMG) 

• Local Disaster Management Sub-Committees 

• Traffic Advisory Group (TAG) 

• Community Advisory Network (CAN) 

• Rural landholder meetings 

• Road user groups (e.g. Bauhinia Road User Group) 

• Youth groups (e.g. Blackwater YouthInc) 
 

6. Community funding programs support  

Purpose:  
Council engages with community groups and organisations with the aim of:  

• Developing the capacity and sustainability of organisations/groups. 

• Developing innovative programs and/or acquiring or upgrading facilities and 
equipment to meet the needs of members and the community.   

This supports community in improving their understanding of the grant application and 
acquittal process.   
 
Delivery:  
Engagement takes place through face-to-face meetings, phone calls and emails, and is 
centred around council’s community grants program and Regional Development Arts Fund 
(RADF). Support is provided by council’s community development, arts and cultural, and 
sports and recreation officers. Supporting officers may call upon officers from across all of 
council to assist community group.  
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Central Highlands Community Satisfaction Survey  

In addition to the engagement methods outlined in the previous two pages, council has 

undertaken a biennial community satisfaction survey since 2008. The findings of this 

regional survey assist council to continue examining community perceptions and satisfaction 

with both council and the region. This includes feedback on the quality of service delivery, 

infrastructure, wellbeing and other key areas relating to liveability. This survey provides 

council with benchmarks and qualitative feedback on which to base recommendations and 

actions for improving council’s performance.    
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Engagements delivered   

Table 1 below provides the number of engagements council facilitated or participated in 

during the period between 1 July 2018 and 30 June 2019.  

Table 1: Engagement delivered  

 Engagements delivered (6 main activities/methods)  Quantity   

1 Community consultations   

East: Dingo, Duaringa, Bauhinia, Big Bend, Bluff, Comet, Capella 
Central: Emerald  
South: Tresswell, Buckland, Arcadia Valley, Carnarvon Gorge, Rolleston, 
Orion, Toprain, Blackwater 
North West: Tieri, Clermont-Rubyvale Road, Sapphire, Anakie, Willows, 
Bogantungan, Lochington 

24 

2 Customer service   

The main point of contact with council for the overall community on day-
to-day issues.  

Averages 510 
communications 
per week 

3 Engagement on council projects, plans and policies  

• Legislatively required engagement   
1 major announcement  
16 impact assessible application consultations  

17 

• Engagement on 63 non-legislatively required projects 
o 26 had an online option on HYSCH   

63  

4 Place-based CRGs   

• Meetings – 52  

• Regional Community Summit – 1  

53 

5 Council-led SIGs   

Hosted: 

• Emerald and Blackwater Interagency – 9 

• Central Highlands Arts and Cultural Advisory Committee – 8 
Participated in:  

• Community Area Network - 3  

• Local Disaster Management Group – 7  

• Rural landholder meeting - 1  

• Regional youth network meetings – 3  

• YouthInc – 5  

• Mental health network meetings – 2  

• Traffic Advisory Group meetings – 4 

• The Game Plan - 50 

92 

6 Community funding programs support  

• Community grants – Sport and recreation - 7 

• Community grants – Community assistance - 8 

• Community grants – Community improvement - 4 

• Regional Arts Development Fund (RADF) – 6 
 

25 

The following events are hosted by council and provide opportunity for informal engagement.  

 Event   Quantity   

 • Things that bite and sting – 1 

• Clean Up Australia Day 1  

• NAIDOC Week – 2 

• ANZAC Day – 5   

• Seniors Week lunch -1  

• Australia Day Awards - 3 

• Mayoral Youth Summit - 1  

• International Women’s Day – 8     

• Annual race day – 1  

• Nogoa November – 1 

24 
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Events that are not hosted by council may be used as an opportunity for engagement. These 

activities often include multiple actioning departments (e.g. disaster management, ranger 

services, libraries etc.). For the study period, engagements included, but are not limited to: 

 Event   Quantity   

 • Agricultural shows – 4   

• Local events - 20  

24 

 

How does council follow through on customer requests?  

When community engagement occurs, the feedback received is recorded and integrated into 

the operations of council via the appropriate pathways. This may include:    

• Allocation to council departments for action or response through electronic Customer 
Request Management (CRM) system 

• Communication and advocacy to internal and external stakeholders, which may 
include community development and engagement staff sharing the place-based CRG 
Strategic Directions documents with other staff, where key information may be 
recorded   

• Information is compiled for the purpose of:    
o Advocacy  
o Budget planning 
o Procurement 
o Grants 
o Project development  
o Risk assessment  
o Problem solving.  

 

How does council report back to participants? 

How council reports back to participants depends on the terms defined at the outset of 

stakeholder engagement. Reporting methods are selected based on the engagement 

activity, privacy standards and available human resources. These are identified in the 

community engagement and communications plans completed by the project lead.    

Commonly used channels for closing the loop with registered participants include:  

• HYSCH electronic newsletters to the participant base and updates on the HYSCH 
website 

• Phone calls or emails to participants (from attendance registers).   
 

Commonly used channels for communicating outcomes to the broader community, who may 

not have chosen to participate, but may be affected by outcomes, include:    

• Media release 

• E-news bulletin 

• Social media posts 

• Council website updates.   
 

“When commitments are kept, and a process is 
meaningful, then trust is built with participants.”  

- Social Pinpoint, 2019 

 

Overleaf is council’s community engagement flow chart depicting its process as it would be if 

recommendations in this report are implemented. The difference to current model is the 

addition of ‘regional engagement’ and ‘participatory budgeting’ as engagement methods.  
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Figure 2: Community Engagement Flow Chart 
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3. Methodology 
 

This section describes the research methodology utilised to identify council’s community 

engagement, benchmarks in community engagement across selected local governments 

and where CHRC sits compared to these. The purpose of this research was to identify areas 

for improvement.  

The four methodologies utilised are:          

• Methodology 1: Independent community engagement review 
A comparison of council’s current engagement model and processes with other local 
governments. 
 

• Methodology 2: Review of the CRGs  
A review of the CRG’s currently in place, including consultation with members and 
community development staff.   
   

• Methodology No 3: Internal and external consultation 
Consultation with community, councillors, contractors and staff.  
 

• Methodology No 4: Review of community engagement models and tools  
A review of various models and tools and how they may be applied to council’s 
community engagement model.   

 

For the purpose of analysis, council’s current engagement model was broken down into nine 

engagement ‘types’, listed below. Community Reference Groups (CRGs) 

1. Community consultations   
2. Legislatively required engagement 
3. Project engagement   
4. Customer service 
5. Online engagement 
6. Informal - planned (drop-in sessions, Q&A, interactions at corporate events) 
7. Informal - unplanned (serendipitous engagement, casual opportunities, impromptu) 
8. Communities of interest (network meetings)   

 

This list was later consolidated into a list of six engagement activities or methods, which are 

addressed in the recommendations in section six of this document.     

Analysis and findings from each methodology are reported over the page in section four of 

this document.  
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4. Analysis and findings 
 

Council engages with community through a variety of targeted methods to reach a broad 

range of sectors. The following section examines the research findings of each of the four 

methodologies, providing an analysis of cost versus return and discussion about the 

challenges identified.  The analysis and findings from this section have informed the 

conclusions in section five.    

Methodology 1: Independent community engagement review 

 

Council engaged an external consultant to conduct independent research, including a 

comparison of council’s existing engagement model with other local governments. Debbie 

Hatte of Pine Tree Projects (PTP) was selected to conduct this research, as the company 

are local and familiar with the Central Highlands region and local government. 

PTP completed the local government review using a telephone survey. The survey covered 

topics ranging from community engagement personnel, recording, reporting community 

engagement types and procedures through to self-evaluation.  

 

Comparison of local government areas  

The councils surveyed represent communities covering a range of geographic and 

population situations, from sparsely populated regional communities to densely populated 

urban areas and cities. Despite the geographic and population differences across the 

communities surveyed, the challenges faced by the councils were found to be similar.   

Personnel and organisation structure 

A variety of department structures, roles and responsibilities, and staffing numbers were 

found to exist in the community engagement realm. Community engagement covers a broad 

spectrum of activities and outcomes. This was reflected in the cross-departmental 

interactions and non-exclusive community engagement roles that were found.   

Self-evaluation and identified opportunities 

Most councils that were surveyed genuinely felt they were achieving success through their 

community engagement practises, though all said there was room for improvement.  

Benchmarks to other councils: 

In comparison with the councils surveyed, CHRC community engagement practices and 

procedures are either in alignment with or exceeding the others. This is supported by the 

following findings from the Independent Community Engagement Review: 

• CHRC currently has a community engagement team that encompasses a variety of 

roles and engagement types. The team also provides community engagement 

support to other council departments using recognised formal processes. The team 

have regular meetings to discuss the status of council community engagement.   

Many of the councils surveyed did not have an identified community engagement 

person or team. Almost all were not carrying out evaluations and communication on 

how they were performing across council from a community engagement 

perspective. 

• CHRC is generally in alignment with other councils regarding the more core 

community engagement types of legislative, project, program, customer service, 

online and events. CHRC were exceeding some by hosting regular advisory 
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committees/groups meetings to support various specific outcomes (programs) or 

assets. 

• CHRC is in alignment with other councils using recognised industry procedures (IAP2 

- International Association for Public Participation Australasia). Council generally 

exceeded other councils in this practise by adapting these principles to further meet 

the needs of the Central Highlands’ community. 

• CHRC is one of only two councils providing each community in the region the 

opportunity for face-to-face, general engagement with both councillors and staff, not 

related to a project issue or objective. Where this was occurring in other councils, it 

was only the one type of meeting (as opposed to CHRC’s current practice of having 

both CRGs and community consultations).  

• CHRC lead the way in terms of tracking and recording engagements from a 

community engagement perspective.   

The survey showed that having a council acknowledge and focus on community 

engagement as an individual entity, and not just as part of a specific project or agenda, 

affected how well that council viewed its community engagement performance. In this 

aspect, CHRC is performing well in comparison to other councils.   
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Methodology 2: Review of the CRGs    

A needs-based model  

The unique place-based CRG model, established by CHRC, is strategically linked to 

council’s 10-year community plan, that has now been refreshed. This framework was 

developed to respond to needs identified through community consultation. Under CPAG’s 

guidance, the CRG process has evolved strategically and operationally over time. While 

encountering some challenges, it continues to be an effective method for community 

planning, relationship development and advocacy.  

Review Process  

The evolution of the CRGs via the continuous improvement cycle is an integral part of 

council’s vision: ‘We are a council committed to continuous improvement, a sustainable 

future and efficient investment in our communities’. The CEO’s report, referenced in section 

one, identified the need to ensure council’s engagement practices align with the 

requirements of councillors and the objectives of the refreshed CH2022 Community Plan. 

The CRG process is essential to the delivery of the community plan, and for this reason has 

been a sustained form of engagement since the first CRG was established in 2013.  

However, there are ongoing challenges. In October 2017, the Community Reference Group 

Review Report was presented to council, providing an analysis of the CRG model and 

recommendations to reduce the high administration cost and improve outcomes. An action 

plan was implemented, and the content of the review report has been considered in this 

report’s final recommendations.            

On page 18, Table 4 – CRG attendance at quarterly CRG meetings, provides attendance 

statistics for community and council representatives at quarterly CRG meetings over a 15-

month period (July 2018 to September 2019).  This data highlighted some issues that are 

included in the collective challanges listed below. Councillors and council’s community 

development and engagement team continue to monitor issues and identify methods to 

improve efficacy.  

Concerns or challenges include:   

• Unequal allocation of resources   
High administration continues to be an issue. CRGs are small groups that receive 

significant support from council’s development and engagement staff. Low 

attendance at meetings (see figures in Table 4 on the following page), poor 

responsiveness via other means of communication (e.g. email), long travel times, 

and preparation required by council staff for meetings all indicate that there may be 

more beneficial ways to allocate officer time and resources for improved outcomes 

and a broader reach.    

• Inadequate representation of sectors 
Low attendance at CRG meetings has meant that council does not always hear from 

a representative sample of the community. Significant efforts have been invested in 

marketing the CRGs to improve attendance and thereby representativeness. Low 

membership numbers may be accounted for by lifestyle changes and people being 

time poor. Developments in technology has meant communication and accessibility 

of information online has reduced the need to travel and attend meetings to attain 

relevant information.    
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• Inappropriate use  
A small minority of CRG members misuse and disrupt CRG meetings with personal 

or repetitive demands and may express their frustrations inappropriately at meetings. 

Complaints from members frequently relate to roads, weeds or other operational 

matters for which council has designated customer service systems. This includes 

council’s CRM process, that can be utilised via phone call, email or online. The 

annual community consultation process is another option for community members 

who prefer a face-to-face forum. CRG meetings have been cancelled in the past due 

to member feedback, in favour of attending community consultations, demonstrating 

a preference for these by some members.  
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Place-based CRG attendance 

The following table provides attendance statistics for community and council representatives at quarterly CRG meetings over a 15-month period 

(July 2018 to September 2019). The far-right column shows the level of community attendance at community consultations held in 

corresponding areas during this time.   

Table 2: CRG attendance at quarterly CRG meetings  
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Arcadia 
Valley 

 
 

3 Community 
1 Resource sector 
0 Councillors  
2 Council staff  

3 Community 
0 Councillors  
2 Council staff 

4 Community 
1 Resource sector 
1 Councillor 
3 Council staff  

Cancelled due  
to proximity of 
community 
consultation 

2 Community  
4 Resource sector  
1 Councillor  
4 Council staff 

12 3 13 3.25 8 

Bauhinia 
 
 

2 Community 
1 Councillor 
4 Council staff 
2 Guests 

3 Community 
0 Councillors  
2 Council staff 
2 Guests   

3 Community 
2 Councillors  
2 Council staff 
 

3 Community 
1 Councillor 
1 Council staff 

2 Community  

1 Councillor  

1 Council staff 

 

13 2.6 15 5 15 

Blackwater  
 
 

2 Community 
1 Councillor  
1 Council staff 

3 Community 
1 Councillor  
1 Council staff 

7 Community 
1 Councillor  
1 Council staff 

4 Community 
0 Councillors  
1 Council staff 

2 Community  

1 Councillor  

1 Council staff 

18 3.6 9 1.8 19 

Bluff  3 Community  
0 Councillors  
1 Council staff 

3 Community  
1 Councillor  
1 Council staff 
 

6 Community  
1 Councillor  
1 Council staff 

4 Community 
1 Councillor  
1 Council staff 

4 Community  

0 Councillors  

1 Council staff 

20 4 8 1.6 12 
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Capella 3 Community  
1 Councillor  
2 Council staff  

6 Community  
1 Councillor  
1 Council staff  

7 Community 
1 Councillor  
1 Council staff  

5 Community  
1 Councillor  
1 Council staff 

2 Community 
1 Councillor 
2 Council staff 
1 Guest 

23 4.6 12 2.4 24 

Comet  6 Community  
1 Councillor  
1 Council staff 

4 Community  
1 Councillor  
1 Council staff 

4 Community  
1 Councillor  
1 Council staff 

4 Community  
1 Councillor  
3 Council staff 

2 community 
1 Councillor 
1 Council staff 

20 4 12 2.4 9 

Dingo  8 Community  
2 Councillors  
1 Council staff 

6 Community 
2 Councillors  
1 Council staff 

7 Community  
1 Councillor  
3 Council staff 

8 Community  
1 Councillor  
1 Council staff  

16 Community  

1 Councillor  

4 Council staff 

45 9 17 3.4 10 
 
 

Duaringa  5 Community  
1 Councillor 
1 Council staff 

4 Community  
1 Councillor  
2 Council staff 

5 Community 
1 Councillor  
2 Council staff 

4 Community  
2 Councillors  
1 Council staff  

4 Community  

1 Councillor  

1 Council staff 

22 4.4 13 2.6 12 
 

Emerald  3 Community  
1 Councillor  
2 Council staff  
1 Guest  

2 Community  
1 Councillor  
1 Council staff  

4 Community  
0 Councillors  
2 Council staff  
 

6 Community  
0 Councillors  
2 Council staff 

3 Community 
1 Councillor 
1 Council staff  

18 3.6 11 2.2 25* 

Gemfields 
 
 

9 Community  
1 Councillor  
2 Council staff  

11 Community  
1 Councillor  
1 Council staff  
2 Guests  

12 Community  
2 Councillors  
2 Council staff  

11 Community  
2 Councillors  
4 Council staff  
 

8 Community  
0 Councillors 
2 Council staff  

51 10.2 17 3.5 41**  

Rolleston 2 Community 
2 Councillors 
2 Council staff 

3 Community 
1 Councillor 
1 Council staff 
1 Guest 

1 Community 
1 Councillor 
2 Council staff 

Cancelled due to 
proximity of 
community 
consultation 

4 Community 

1 Councillor 

1 Council staff   

 

10 2.5 11 2.75 10 

Springsure 2 Community 
1 Councillor 
1 Council staff 

2 Community 
1 Councillor 
2 Council staff 
5 Guests 
 

3 Community 
3 Resource sector 
1 Councillor 
3 Council staff  

4 Community 
1 Resource sector 
1 Councillor 
1 Council staff  
 

3 Community 

2 Resource sector 

1 Councillor  
1 Council staff   

 

15 3  13 2.6 11 
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Tieri  3 Community  
3 Resource sector  
1 Councillor  
1 Council staff  

1 Community 
1 Resource 
sector  
1 Councillor 
1 Council staff  

3 Community  
2 Resource sector 
1 Councillor  
1 Council staff  

4 Community  
1 Resource sector  
1 Councillor 
1 Council staff 

0 Community 
1 Councillor 
1 Council staff 
(cancelled) 

11 2.2 10 2.5 1 

Community 
participation  

TOTALS  

51  51  66 57 52  288 4.36 161 2.8 197 

*Community = CRG members plus any community guests 

** 41 attended the Rubyvale, Anakie and Willows consultations collectively.  

Additional meetings:  

In between quarterly meetings, the following additional CRG meetings were held during this period:  

Blackwater CRG  
 
Date: 24 September 2018 
Purpose: Project planning    
 
Attendance: 
3 Community   
1 Councillor   
1 Council staff   
  

Bluff CRG  
 
Date: 26 October 2018  
Purpose: Bluff Coal 
project - industry 
representative visit 
 
Attendance: 
23 (breakdown of 
attendees not recorded)  

Capella CRG  
 
Date: 1 November 2018  
Purpose: Project planning  
 
Attendance:  
4 Community   
1 Councillor   
3 Council staff  

Gemfields CRG  
 
Date: 8 November 2018  
Purpose: Strategic 
Directions workshop  
 
Attendance:  
6 Community   
1 Councillor   
1 Council staff   
 
 

Capella CRG  
 
Date: 25 March 2019  
Purpose: Project planning 
 
Attendance:  
7 Community  
1 Councillor  
2 Council staff    
1 Guest   
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These statistics show the level of council investment in attending CRG meetings and reflect 

some of the geographical challenges faced by council when implementing structured and 

ongoing engagement practices. Community meetings are often not well attended and do not 

have the same engagement reach compared with online tools, such as HYSCH. Face-to-

face engagement does however offer a different experience and may lead to outcomes 

which can’t be compared, or necessarily quantified.  

Some key findings from the attendance data are below.    

• Council was represented by councillors and/or council staff at all 63 CRG meetings 
during the 15-month period. 

• Dingo and Gemfields CRGs have the highest attendance rates (≥ 9). These 
communities also have high attendance at community consultations.   

• Arcadia Valley, Bauhinia, Rolleston and Tieri have the lowest attendance rates (≤ 3), 
and council is over-represented at these meetings (they have higher average 
attendance than community). These towns are more remote than others, meaning 
they may face challenges such as distance to attend meetings. Poor internet 
connectivity can adversely affect these communities from regular email contact with 
council. This can make it difficult for council to maintain strong connections in 
comparison to some of the more centrally located towns. It is noted that there will be 
a higher cost to engagement in for smaller and more remote communities, however, 
these engagements are highly valued by these communities. 

• Emerald CRG attract moderate attendance (≤ 4), and the highest attendance rate for 
consultations. It should be noted however the statistics for this consultation maybe 
high, as this was the first consultation hosted in Emerald for many years. These 
consultations were previously cancelled in Emerald due to low attendance.  

• Arcadia Valley and Rolleston CRG members agreed to cancel their quarter two 
meeting in favour of attending upcoming community consultations in their areas.  

• Staffing levels have changed significantly since the CRG framework was first 
implemented, making it challenging for council to keep up the same level of 
investment to all CRGs, while maintain all other duties.  

 

2019 CRG member survey  

 

CRG members were surveyed from 17 May to 14 June 2019 to gather feedback on their 

experience of the CRG process and how it could be improved to increase membership and 

attendance.   

The survey was promoted via a series of emails and raised for discussion at quarter two CRG 

meetings. In some cases, CDOs made phone calls to members to encourage participation. 

One hundred and sixty-seven current members were contacted across the region and only 30 

responses were received. One hundred and forty-five former members were invited to 

participate, with two responses received.    

Members of the Arcadia Valley, Bauhinia and Rolleston CRGs did not choose to participate in 

the survey. An almost equal number of members completed the survey online (15) as those 

who completed the survey by hand or using a word processor (16), which they submitted via 

email to their CRG’s support CDO. 

Key findings from the survey are outlined below. 

• Most members surveyed felt that their CRG fulfils the purposes outlined in the CRG 
Terms of Reference. The need for more members was widely acknowledged.  
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• Most members surveyed felt they received high value through the CRG process from: 
o Connecting and collaborating with other community members. 
o Connecting with councillors. 
o Receiving targeted information and support from council. 
o Partnering with council on projects and initiatives through co-funding / co-

delivery. 
o Advising council about what is important to their community. 
o Giving a voice to community sectors. 
o Identifying and prioritising actions and opportunities that will benefit community. 

• They felt they received moderate value from advocating for improvements at state or 
federal government levels and working on regional issues, as well as local. 

• Most members surveyed said they were ‘mostly satisfied’ with CRG meetings, however 
some suggestions were made for improvements.  

• CRGs and community consultations were rated the highest, as ways for council to 
engage with community. With CRGs attracting one more vote than community 
consults.  

• Most members surveyed felt that councillor attendance at CRG meetings was ‘very 
important’, with some comments describing councillors as their direct link to 
government.   

• Most members surveyed did not think that the CRG process duplicates the community 
consultation process. Some members requested greater integration of the two by 
including CRG members in the preparation and delivery of the consultation process.  

• Most members surveyed did not think there were other groups in the community 
serving a similar purpose as the CRG.  

• When asked to consider the future aims for their communities, members cited the 
importance of sustainability, project delivery, improved services, strategic planning and 
having a supportive council to work closely with.    
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Methodology 3: Internal and external consultation 

 

Consultation with internal and external stakeholders was an important step in better 

understanding the current engagement model, strengths, weaknesses, organisation-wide 

outcomes and efficiency of processes.  

Internal stakeholders  

The community development and engagement team sought feedback from the following 

internal stakeholders through the methods stated. 

• Councillors  
Councillors provided detailed feedback on the refresh process for the Central 
Highlands 2022 Community Plan (CH2022 CP) and council’s community 
engagement model. This includes six opportunities, listed below:   
 

Ref 
No  

Date Description  

W1 15 October 2018  CH2022 CP councillor workshop  
 

W2 10 December 2018 CH2022 CP councillor workshop 
 

W3 25 January 2019 CPAG meeting 
 

W4 4 March 2019 CH2022 community engagement workshop 
 

W5 27 July 2019  CPAG meeting  
 

W6 27 August 2019 Internal councillor workshop 
 

  

• Executive leadership team (ELT)  
The ELT were invited to all councillor aforementioned workshop opportunities, where 
they provided feedback.  
 

• Management Team  
Community engagement affects all areas of council hence this report was also taken 
to the Management team for their input.  
 

• Customer service team  
The Manager Customer Service and Area Office Coordinators were consulted with 
over the phone and at meetings. Their feedback was particularly useful due to their 
role in coordinating the annual community consultations.   
 

• Community development and engagement team   
CDOs provided unstructured feedback on council’s community engagement 
practices, with a focus on the CRG process, resource allocation and outcomes.  
 

• Project officers   
Council officers leading projects involving community engagement were interviewed. 

Their feedback was recorded in the form of meeting notes and/or written surveys, 

which also inform the recommendations in section five of this report. 
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External stakeholders  

 

Members of the community engagement team met with various external stakeholders. 

• Community Reference Groups  
Members of the CRGs were engaged with using the online facility HYSCH website. 
The survey was open from 17 May to 14 June 2019. Thirty-one responses were 
received, and all survey information was reported in the CH2022 CRG member 
survey results. In addition, anecdotal feedback from members was noted by CDOs, 
which has been documented in the CH2022 CRG Model Refresh – CDO Summary 
Report.    

 

• Other external stakeholders include:  

• Council’s former Manager of Community Planning, Development and 
Engagement 

• CP-Architects who have collaborated with council on community engagement for 
council projects  

• Independent engagement consultant from oursay.  

• Community engagement trainer and independent consultant Lucy Cole-Edelstein. 
 

These external parties shared their objective insights, which assisted in the writing of this 

report and drafting the revised Community Engagement Policy.  
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Methodology 4: Review of community engagement models  

 

Council utilises a combination of best-practice industry standards and localised knowledge to 

inform our community engagement policy and practice. This enables council to put our 

people and culture at the forefront of our approach, while keeping abreast of new research 

and innovation.  

Council’s Community Engagement Policy, which provides a framework for council’s 

engagement practice, was first adopted in 2010. Since this time council has implemented 

new tools to facilitate improvement, and an updated policy has been drafted to reflect this. 

The policy will be revised and updated in tandem with the finalisation of this report.  

The IAP2 framework was identified as a key influence for community engagement when the 

policy was first adopted in 2010. An overview of the IAP2 model is provided below, followed 

by an outline of six other engagement models. Each model was investigated as an option to 

replace the current model. This process was undertaken through internal consultation with 

councillors (W4).         

IAP2 framework   

IAP2 is an international member association seeking to promote and improve the practice of 

public participation or community and stakeholder engagement. It incorporates individuals, 

governments, institutions and other entities that affect public interest throughout the world. 

Council has provided staff training in the IAP2 framework and techniques, and adapted 

these to form a customised approach to community engagement. Council does not explicitly 

refer to the IAP2 framework while conducting engagement activities, rather it is an internal 

guide council staff are directed to use, to enhance their understanding.  

 

The IAP2 Spectrum of Public Participation is a tool designed to guide selection of 

appropriate engagement methods, based on the level of influence that community can have 

on a project or proposition. The spectrum identifies five different levels of public participation, 

shown in the diagram below.   

 

During consultation at the strategic and briefing forum on 26 June 2018, councillors advised 

their desire for the terminology of the IAP2 framework to be slightly modified to provide 

council staff with a customised reference system. Alternative terms were workshopped. 

However, given endorsement of the updated policy is pending the terminology of the IAP2 

spectrum remains unchanged from the original in this document.   

Using this spectrum, the six main engagement activities or methods implemented by council 

are categorised in Table 5 over the page. It is important to note that there is no preferred 

level of the spectrum to engage at. Rather, the focus should be on selecting the appropriate 

level of public participation to support the desired engagement outcome, as identified in the 

planning process. The appropriateness of each level is determined through assessment of 

the project goals, timeframes, resources, risks and level of concern or priority. 
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As demonstrated in Table 5, these methods or activities utilise a wide range of the spectrum. 

The empower level is used in select circumstances where deemed appropriate. *Examples 

include, Dingo CRG’s cemetery planning project and Bluff CRG’s advocacy to attract a new 

shop to their town.   

 

Table 3: IAP2 Public Participation Spectrum used by council 

IAP2 Public Participation Spectrum used by council 

Engagement activities / methods   Inform Consult Involve Collaborate Empower  

1 Community consultations       

2 Customer service       

3 Engagement on council projects, 
plans and policies 

    * 

4 Place-based Community 
Reference Groups (CRGs)  

    * 

5 Special interest groups (SIGs)       

6 Community funding programs 
support  

     

 

Of the 11 councils surveyed in the independent review, only one council did not use IAP2.   

 

IAP2 is simple and intuitive to apply. This framework reminds practitioners that engagement 

objectives are always multidimensional. An engagement may seek to inform project delivery, 

while simultaneously build relationships. Holding a long-term view ensures that value-based 

and experiential aims are prioritised in the engagement process.  
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Alternative engagement models  

The following eight methods were discussed during internal consultation (W4). The value of 

each model for community engagement can be assessed by the different levels of 

participation. Local government in Australia is heavily regulated, which impacts on the 

practicalities of implementing most of the models below. In practice, the models overlap, and 

most organisations use a mixture of the different models.  

1. Asset-based / social economy models 
These focus on recognising the value of the physical assets and human resources of 
a community and try to maximise the community control over and benefit from these 
assets. Community-based housing associations, particularly those involved in the 
‘wider role’ initiatives; community development trusts; acquisitions of land, islands 
and / or forests by community trusts are also examples. This model is not common in 
Australia.  
 

2. Community democracy models 
These set out to extend local democracy into the community by, in effect, 
establishing an informal community tier of government. The most active community 
councils can work in this way, such as the Sunshine Coast and Southern Downs 
councils, adding to economic development and growth strategies. The community 
forums that have emerged in some areas through social inclusion partnerships draw 
on this thinking.  
 

3. Identity-based models 
These are typically developed by black and ethnic minority communities, and 
disability groups as a means of finding and expressing a voice. This is not common in 
Australia except for Culturally and Linguistically Diverse (CALD) communities. They 
often blur the distinctions between volunteering, community action and community 
development.  
 

4. Learning-led and popular education models 
These focus primarily on building and supporting the skills and confidence of 
community members. They seek to encourage people to reflect on their place in the 
wider world, and often, but not exclusively, have an internationalist perspective. They 
also focus on finding training, employment and personal development opportunities 
for activities within the community sector. The Sciences, Engineering Arts and 
Design (SEAD) community network is an example and not common in Australia.    
 

5. Service development models 
Many community groups and organisations have grown from providing direct 
responses to gaps in public serviced provisions to identified local needs. These 
include playgroups and play schemes, youth clubs, food cooperatives, credit unions, 
community flats, arts and sports groups, lunch clubs, environmental clean-ups, 
community transport and many other activities. Much of the work of the local 
voluntary sector and its volunteers lies in this area. An example would be a 
community kindergarten committee.   
 

6. Community organising  
This is a considerable force in the US and many examples are found in metropolitan 
Australia, but not in regional Australia. Community organising involves building 
coalitions of action. Churches, unions and community groups come together to build 
a strong power base to challenge the policies of companies or other institutions, often 
leading to the establishment of a wide range of community-controlled services and 
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resources. Examples of this are The Change Agency or Patriots Defence League.  
 

7. Regional and national networks 
It is vital to recognise that community engagement does not take place only in local 
communities. There is an important need for communities across Australia to link 
with each other, share experiences, and feed perceptions in the policy process. This 
is generally not done well from a combined community and government level. For 
example, Regional Organisations of Councils (ROC) are facilitated by governments 
but for sharing, not entirely for collaborating.  
 

8. Collaboration for Impact  
The Collaboration for Impact model is another framework that enables people to 
tackle big problems and create impact through collaboration. The model is based on 
the belief of society’s ability to solve complex challenges, seize opportunities and 
thrive. The purpose is to build capacity for systems change, to shift the conditions 
that hold problems in place, and to ensure communities are at the centre of the 
decisions that affect them. Collaboration for Change is a change management model 
that may offer insights to inform council’s community development and advocacy 
activities. Ultimately, it was found that it is not a community engagement model 
designed for broader application. Collaboration for Change could potentially be used 
as a tool for change in specific circumstances. 

 

At the workshop (W4), councillors unanimously agreed to continue with the existing IAP2 

model of which council officers are implementing.  

What are council’s engagement challenges?  

 

The main challenges reported by council staff regarding council’s current engagement 

process can be categorised under the following four headings.    

1. Engagement reach                                               

2. Integration of feedback  

3. Effective communication                                    

4. Balancing cost versus return   

 

Each challenge is outlined in further detail below.  

1. Engagement reach  

Council’s engagement reach refers to its capacity to connect with a representative number of 

participants from a target sector or demographic for any given consultation. The following 

are population-based characteristics and demographic types that council may target 

specifically.  

 Age 
 Race 
 Sex  
 Field of employment                                   

 Education 
 Income 
 Location / circumstance 

 

 

Other consultations may focus on particular areas or sectors. The Central Highlands has a 

diverse range of established sectors that council may seek to engage with. Some of these 
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sectors may meet regularly as special interest groups (SIGs). These include, but are not 

limited to:  

 Aboriginal and Torres Strait Islander 
peoples 

 Arts, culture and heritage  
 Business, mining and industry  
 Community safety 
 Culturally and Linguistically Diverse 
 Disability support 
 Education and training 

 Environment and sustainability  
 Families, seniors and youth  
 Farming and agriculture 
 Health and wellbeing 
 Minority groups 
 Sport and recreation 
 Tourism   

  

As per the community engagement process outlined in Figure 1, project teams undertake 

stakeholder mapping at the outset of an engagement. This includes working with council’s 

communication team to develop a communications plan and optimise reach. Circumstances 

and characteristics relating to the target demographic may contribute to poor engagement 

reach. These include:  

 Consultation fatigue 
 Lack of time ** 
 Low expectations about outcomes 

(e.g. ‘it won’t make any difference’) 
 Lack of transport or distance ** 

 Lack of trust in government  
 Shyness / introversion ** 
 Poor literacy (including digital 

literacy) 
 Accessibility issue (physical or 

technological barriers) 

**Online engagement options can mitigate these issues.   

Knowledge management is an essential part of operations and it takes time for council staff 

to build strong networks.  Engagement reach may be diminished by staff turnover if 

resources such as email lists and databases are not managed effectively. Council currently 

lacks a comprehensive database due to privacy regulations. It is anticipated the 

development of new corporate systems as part of the Turn on Technology One (TOTO) 

project will support improvements in this area.    

 

2. Integration of feedback    

Council integrates feedback received from consultations into its operations. An examination 

of this process has identified gaps which need to be addressed to support council’s ongoing 

investment in achieving effective outcomes.   

Effectively integrating community input into council decision-making, operations and project 

delivery can be challenging. Demonstrating this action to the customer is important as 

project delivery is often a nonlinear process. Communication activities take time to 

coordinate. Training to build understanding across the organisation will strengthen council’s 

performance in this area.  Council are committed to closing the loop with the customer.   

The CRGs community engagement has sometimes led to new or unscheduled projects 

without proper planning or involvement of relevant council departments. Some projects that 

have originated through a CRG have been managed by a CDO, rather than being assigned 

to the suitable council officer or department. For example, the Tieri, Capella and Blackwater 

town and highway signage projects were allocated to a CDO when they would usually sit 

under infrastructure and utilities or parks and gardens. 
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This type of allocation is not best practice and places pressure on CDOs. It is not 

sustainable, nor recommended for future practice.  There are better ways to integrate 

feedback into council projects.  Suggested ways to integrate feedback into council projects 

are outlined in item number 4.1.7 in the recommendation tabled in section six of this 

document.  

As outlined in section two, figure 1, a community engagement process has been established 

to guide council’s delivery of engagement activities. There are two challenges to the success 

of this process: 

1. The process continues to evolve through collaborative efforts with all council 
departments. Previously, the focus has been more on the engagement activity itself, 
rather than using the feedback received and closing the loop with respondents.  

2. The process has not been fully rolled out to the organisation. As a result, not all staff 
are aware of the process or how to follow it.  

 

Council has introduced a new strategic program governance group (SPGG) to steward 

council’s capital project delivery through its five project delivery phases.   

These phases include: 

1. Concept and feasibility 
2. Detail planning and design 
3. Procurement  
4. Delivery / Construction  
5. Finalisation 

 

Community engagement generally falls within phase one and two of this project delivery 
process.   

The community engagement team continue to develop the process and build capacity within 

the organisation. Implementation of this process will increase engagement quality and 

ensure emphasis is placed on good communication and reporting outcomes back to the 

customer.  

The introduction of the TOTO software is anticipated to help with data tracking and workflow 

systems. Council will improve practices as new systems are made available. 

The quantity of engagement activities undertaken is not an accurate measure of success. 

Successfully integrating feedback received and demonstrating this to participants would be a 

more effective measure. This may mean that the number of engagements delivered needs to 

be capped, to ensure there are enough resources to achieve this full circle process and that 

community are not overwhelmed with engagement communications.  

Figure 2, in Section two of this report depicts council’s ideal community Engagement Flow 

Chart.  
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3. Effective communication  

An effective messaging system is a key component of a successful engagement model. 

When conducting engagement, the ability to communicate information is crucial to maximise 

positive outcomes. Clearly articulating the extent to which stakeholders can influence a 

decision, and the reasons why, helps to manage expectations.  

Complex proposals covering multiple stages over an extended period (where engagement is 

only possible on parts), can prove challenging for coordinating an effective communications 

campaign. Engagements where council’s scope of influence is limited means that targeted 

messaging may be required. Target messaging is utilised to reduce fall out with stakeholders 

over aspects of a project that are not within council’s control. An example is the recent 

introduction of the Queensland Government waste levy, where council engaged locally with 

community stakeholders, but could only offer a very small scope of influence (i.e. opening 

hours of waste facilities). In such cases, council may recommend that community advocate 

independently to other levels of government where the decision-making power lies. 

There are also occasions where council is the decision maker, but makes an unpopular 

decision based on long-term planning / business advice (e.g. rate increases). Council has 

the power to govern and must make these decisions sometimes. There are also times when 

community requests are greater and more varied than council’s resources can satisfy.  

In these circumstances, timely, relevant messaging and communication with the community 
is essential. When the message isn’t what our community wants to hear, more effort needs 
to be placed in explaining the message. This will improve community understanding of the 
issue, which improves the quality of two-way communication. Community not responding 
positively to messages council needs to share, is not an indicator that our engagement 
model isn’t working.  
 
Experience has shown that council needs to build capacity both internally and with our 
community to better understand scope of engagement and influence. It is important that 
council staff understand the engagement spectrum and promote engagements at the level of 
influence they hold. Overstating may lead to community dissatisfaction and reduced trust.   
 

An example of meaningful communication:    

 

4. Balancing cost versus return   

Establishing a model of engagement that continuously meets the needs of council and our 

diverse and geographically dispersed community is a significant challenge. A central driver 

of this report is the need to improve efficiencies to support positive change through smart 

resource allocation.  
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This has led to review at the resources required to deliver the engagement activities and 

methods that constitute council’s engagement model, as well as assessing how well they 

achieve the key outcomes. 

Outcomes include:   

1. Building relationships. 
2. Delivering council’s message.  
3. Delivering council’s outcomes.  

 
Resources include:  

• Cost of staffing.   

• Travel costs.  

• Cost of associated events (e.g. catering, venue hire, printing, graphic design).  
 

The matrix below provides a rating of these outcomes versus the associated resource cost 

to deliver on these.  

Each type of engagement was scored out of nine for each area (one being the lowest score / 

lowest return and nine being the highest / highest return). Scores were tallied for each 

engagement type, with the higher scores equating to a more positive result and lower cost.  

The scoring was undertaken by the community development and engagement team, with 

reference to all feedback received throughout the research process.  

Legend  

Individual score   Colour reference  Total scoring 

1-3 Low 0-12 

4-6 Moderate 13-24 

7-9 Strong 25-36 

 

Table 4: Cost versus return matrix 

 Outcomes Cost   

Engagement activities / 
methods   

Builds 
relationships 

Delivers 
council 
message  

Delivers 
council 
outcomes  

Administration 
/ resourcing  

Total  
score 

Community consultations  6 8 4 2  20 

Customer service  7 7 8 6 28 

Engagement on projects, 
plans and policies  

8 9 9 1 27 

Place-based CRGs  8 5 5 1   19 

Special interest groups 
(SIGs)  

9 6 8 4 27 

Community funding 
programs support  

8 4 9 3 24 
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Are there more efficient engagement methods or tools?    

The table below provides a brief overview of engagement methods identified through the Independent Community Engagement Review and 

stakeholder consultations. It identifies which of the four challenges each engagement method approach addresses, provides comments on its 

feasibility and shares CDO assessment on whether council should implement it. This analysis informs the recommendations of this report.   

Table 5: Engagement method feasibility  

Activity or 
method  

Description Reference  Challenges Feasibility  Assessment     

Community 
hubs  

Community relations officers are 
appointed to locations. These 
locations are where the action is, 
where community visits and feels 
most comfortable. Provides an ideal 
place to have a face-to-face 
conversation with council.  

Recommended 
by the 
independent 
review    

1. Engagement 
reach  
3. Effective 
communication 

Additional staff costs 
make this cost 
prohibitive.  
 

Not recommended . 

Informal 
catch ups / 
coffee with 
a councillor 

Establish a regular time where a 
councillor will be available at various 
locations e.g. libraries and coffee 
shops located across the region. The 
opportunity for people to have an 
informal chat with a councillor.  

Used by a 
council  
Surveyed.   
Suggested by 
CHRC 
councillors.  

1. Engagement 
reach  
3. Effective 
communication 

Councillors have 
expressed interest in 
this concept. 
Informal catchups 
are being used by 
some councillors 
already.  

Not recommended. 
  
On further 
examination 
councillors advised 
their preference to 
undertake informal 
engagement 
autonomously.    

CRG 
aligned to 
council 
standing 
committee  

Region-wide community reference 
group that aligns to the standing 
committees of council: 
1. Finance and infrastructure 
2.  Leadership and governance 
3. Communities. 

Used by a 
council  
surveyed  
 

1. Engagement 
reach  
3. Effective 
communication 

Requires high level 
of planning and 
beyond the current 
scope of resources 
available.  
 

Not recommended.   

Subject-
focused 
CRG  

Each reference group is aligned to a 
subject. Members are selected by a 
panel based on provision of an 

Recommended 
in the 

1. Engagement 
reach  

Council has the 
Game Plan 
committee, Central 

Not recommended.   
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Activity or 
method  

Description Reference  Challenges Feasibility  Assessment     

Expression of Interest (EOI) 
application, which includes answering 
selection criteria. Expert and 
stakeholders relevant to the focus 
topics are invited to be members (like 
an advisory committee).  

independent 
review    

3. Effective 
communication 

Highlands Arts and 
Cultural Advisory 
Committee 
(CHACAC) and 
CPAG that work 
along these lines. To 
restructure CRGs as 
subject-based groups 
would require a high 
level of planning. 
Would be as labour 
intensive as CRGs. 

Focus 100  Focus 100 refers to a group of 100 
people that comprise a diverse 
representative sample of the 
demographic of the Central Highlands 
region. To assist council by gathering 
background information, test ideas, 
offer solutions, confirm desk top 
research, design surveys, identify 
priorities. A small financial incentive 
to be offered to participants.  

Recommended 
by Coordinator 
Communications 
CHRC 

1. Engagement 
reach  
3. Effective 
communication 

Either of these ideas 
could be customised 
to achieve desired 
outcomes so that 
council can be 
informed of 
community issues. 
Extremely labour 
intensive and costly 
to create and 
maintain.  

Not recommended. 
 

Community 
panel 

 

Engage 20 to 40 people (approx.) 
that represent the major 
characteristics of the Central 
Highlands to discuss priorities and 
provide feedback on council’s 
challenges and explore major issues. 
A financial incentive to be offered to 
participants.    

Used by a 
council 
researched  
 

1. Engagement 
reach  
3. Effective 
communication 

Not recommended. 
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Activity or 
method  

Description Reference  Challenges Feasibility  Assessment     

Use of 
existing 
resources   
 

Use existing internal resources and 
consultations. Council staff and 
councillors attend engagements to 
hear community views on an issue. 
Potential to plan another engagement 
directly before or after already 
planned events. 

Used by a 
council  
surveyed  

1. Engagement 
reach 
2. Integration of 
feedback   
3. Effective 
communication 
4. Balancing cost 
versus return  

Good idea to build on 
what council has 
already started and 
the resources 
already available. 
Low cost to 
implement.  

Recommended to 
consider. 
Further scoping 
required. 
 
  

Community 
champions  

Community champions would be 
identified using community snapshots 
/ profiles. The idea is to identify 
people who are eager to engage with 
council about a wide variety of issues. 
Provide any necessary training to 
equip them to be a conduit within the 
community.  

Recommended 
by independent 
review 

1. Engagement 
reach  
3. Effective 
communication 
 

Requires high level 
of planning and 
investment. Difficult 
to control council 
messaging.  
 

Not recommended. 

Local level 
engagement  

Set up a town-specific database 
where people opt in/out and make the 
commitment to share information with 
others in their town. 

Recommended 
by CDO, CHRC 

3. Effective 
communication 

Easily implemented. 
Will yield high results 
for low cost.   

Recommended. 

Pop-up 
stalls / 
trailer  
 
 

Hold pop-up stalls or invest in a pre-
equipped trailer. The pop-up stall 
would be equipped to cater to any 
type of project or engagement activity 
be it a drop-in-session about planning 
for a park or to gain feedback on a 
certain issue.   

Used by other 
councils 
surveyed  

1. Engagement 
reach  
3. Effective 
communication 

The pop-up stalls are 
in place currently 
with council and 
working well. 
Resourcing a trailer 
cost prohibitive. 

Recommended. 

Citizen’s 
Jury 
 
 
 

Recruit people randomly from all 
walks of life, with all types of views, 
coming from all corners of the region.  
Typically, 50 people.  

Used a by  
council 
researched 

1. Engagement 
reach  
3. Effective 
communication 

Generally used for 
specific issues. May 
be effective in high 
populations. May not 
work in medium to 

Not recommended. 
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Activity or 
method  

Description Reference  Challenges Feasibility  Assessment     

Citizen’s 
Jury 
continued  

Jurors would arrive at an informed 
position rather than merely providing 
their initial gut reaction to an issue. 
For people to use their experience 
and values, and the things they learn 
together to provide recommendations 
on an issue.  

low populated areas. 
High cost to 
implement and 
maintain.  
 

Participatory 
budgeting 
 

Online participatory budgeting open 
for community input using an online 
budget allocator tool. This idea is 
getting to the core of what we are 
trying to achieve, building community 
knowledge and informing our 
decision-making at a budget level. 
Becoming more widely used by many 
councils. 

Used by various 
councils 
researched. 

1. Engagement 
reach 
2. Integration of 
feedback   
3. Effective 
communication 

Recommended as a 
controlled trial 
through an online 
medium.  
Requires specialised 
knowledge and staff 
training to implement.  
Start small with well-
defined projects. 

Recommended to 
consider. 

Community 
boards  

Community boards were created by 
the local government reforms in 1989 
in New Zealand. Some 110 
community boards now operate in 
urban and rural areas within local 
authorities in New Zealand. They 
have a special relationship with the 
communities which elect them and 
council. Their purpose is to make 
local government more accessible 
and help to raise ratepayer 
awareness of services, issues and 
events. Members of the board do 
receive some financial remuneration.  

Suggested by 
Supervisor 
Community 
Development, 
CHRC. 

1. Engagement 
reach  
3. Effective 
communication 

Highly structured and 
regulated. 
Community boards 
are prohibitive due to 
their labour 
intensiveness. 

Not recommended. 
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5. Conclusions   
 

As noted in the introduction, the purpose of this report was to:  

• Review council’s current community engagement practices and adjust if necessary, 
to ensure they align with the needs of councillors and the objectives of the refreshed 
community plan.  

• Enhance opportunities for councillors to engage with the Central Highlands 
community in a meaningful and efficient manner.   

• Removing duplication of engagement activities undertaken in locations where CRG 
meetings and community consultations are held.   

• Review of the current CRG process, noting that transitioning from a one-size-fits-all 
model toward a needs-based model for each individual CRGs, may result in 
improved outcomes for community and operational efficiencies for council.   

 

After reviewing council’s model and researching other councils, all indications are that 

CHRC’s current engagement methodology is quite well positioned in comparison to other 

local governments. For example, it was found:   

• CHRC was generally in alignment with other councils regarding core community 
engagement such as legislative, project, program, customer service, online and 
events.  

• Very few councils had councillors attending scheduled regular formal meetings with 
the community unless they were project specific.  

• Most councils surveyed did not feel they were reaching all sectors in the community, 
but many had various strategies and engagement types they were already trying, 
about to try or had implemented in order to address this. 

 

CHRC was found to exceed other council’s community engagement practices in these 

areas: 

• Hosting regular advisory committees/groups meetings to support various specific 
outcomes (programs) or assets.  

• Being one of only two councils (out of 11) providing each community in the region the 
opportunity for face-to-face, general engagement with both councillors and staff, not 
related to a project issue or objective. Where this was occurring in other councils, it 
was only the one type of meeting (as opposed to CHRC’s current practice of having 
both CRGs and community consultations).  

• By CHRC acknowledging and placing a focus on community engagement as an 
individual entity, and not just as part of a specific project or agenda.  

 

Alternative engagement models were considered. In practice these models generally 

overlap, and most organisations use a mixture of the different models. It was concluded that 

council should continue with the existing IAP2 model. IAP2’s framework is simple, intuitive to 

apply and reminds practitioners that engagement objectives are always multidimensional. 

The analysis and findings of this report informed the conclusion that council’s community 

engagement model would benefit from continuous improvement. This improvement can be 

achieved through tweaking elements within current practice and introducing some additional 

activities and methods.  
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It is anticipated that these tweaks will assist council to achieve improved engagement 

practice. Details of the recommended improvements are listed in the recommendations of 

this report in the next section.  

Recommendations are organised under council’s six main methods of engagement. Within 

each method of engagement, the related recommendations provide details regarding the 

suggested action to be taken; ‘continue’, ‘commence’, ‘cease’ or ‘transition’ within council’s 

engagement practices. 

Additional to this, two new engagement activities and methods are suggested for council’s 

consideration for inclusion into their engagement model.   These methodologies would 

augment the existing engagement model.  

To support implementation of the recommended changes to existing engagement activities, 

and additional two new engagement activities, 12 administrative recommendations are listed 

in Table 11. 
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6. Recommendations  
 

Listed in the table below are overarching recommendations specific to the six engagement methods or activities currently utilised by council. 

Following this is another table providing administrative recommendations to support engagement delivery. These recommendations will provide 

direction to improve the alignment of the engagement process with the needs of councillors, council staff and the objectives of the refreshed 

CH2022 Community Plan.  

 

Table 6: Recommendations: Engagement Activities / Methods  

  

Engagement activities / methods  

# Type Recommendation Recommended actions to support continuous improvement   

1 Community 
consultations  

Continue 
 
 
 
 
 
 
 
Commence  
 

1.1 The customer service team continue facilitating community consultations 
(approximately 24 events) across the region each year. This includes all aspects of 
the existing process such as scheduling, minute-taking, presenting minutes to 
council and following up on actions.  

1.2 Council officers continue to attend from across various departments (resources 
permitting) to provide updates on relevant council works.   

1.3 Communications team continue to compile “Council Update” relevant to geographic 
area.  

1.4 CRG members to be invited to present a CRG update at the beginning of the 
community consultation. 

 

2 Customer service   Continue   2.1 All staff to continue in accordance with council’s customer service charter.  

3 

 

 

Engagement on 
council projects, 
plans and policies 
(including 
legislatively required)  

Continue   
 
 
 
 
 

3.1 Community development and engagement team continue to explore OneCouncil    
…..software.from Technology One for opportunities to: 

o Enhance engagement reach through stakeholder database development. 
o Improve integration of feedback, via automated systems and tracking.  
o Enable greater integration with the corporate communications team on 

engagement projects.   
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3 

 

 

 

 

 
 
 
 
 
 
Commence  
 

3.2 Community development and engagement team continue to promote inhouse 
…...engagement resources to support effective planning and marketing by:   

o Developing and promoting in-house engagement program for implementation in 
2020. 

o Finalising process for actioning community projects including clarification of 
people’s roles in the process.  

3.3 All councillors and identified staff to attend an IAP2 training session.   
3.4 Coordinator Community Engagement to look strategically at priority threshold  
…..systems to ensure quality in the delivery of engagements, triggering outsourcing 
…..when projects are more than council’s resources can accommodate.  

4 

 

 

 

 

 

 

 

 

 

 

 

 

 

Place-based 
Community 
Reference 
Groups (CRGs)  

Continue 
 
 
Transition 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Commence  
 
 
 
 

4.1 Continue to provide endorsed support to the 13 CRGs as described below.  
 
 
4.1.1 CRG Meetings:   

• CDOs to consult CRGs to determine what meeting frequency suits their needs 
and schedule meeting dates annually so they can be advertised in advanced.  

      All CRGs have equal opportunity to: 
o Continue with a quarterly meeting schedule (four meetings per year is the 

maximum allocation for CDO administrative and catering support).  
o Hold fewer than quarterly meetings based on the needs of the CRG. 
o Hold additional meetings (above four per year) without CDO attendance 

and administrative support. 
o Merge a CRG meeting with a community consultation or other 

consultation opportunity, when appropriate and community driven.  

• Minutes:   
o To reduce the length of minutes, completed action items are to be 

removed from the action table and saved in a separate document, 
accessible on HYSCH website.  

o CDOs to request agenda items for the next meeting, at the end of each 
meeting. 

• Councillor updates: 
o To support clear messaging across all the CRGs, Communications team 

issue “Council Update” with generic strategic updates from the council 
chambers to be shared with all CRGs. 
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4 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Continue 
 
 
Continue  

o Additional to this, Councillors may provide a further update tailored to 
relevant local issues.   

 
4.1.2 CRG Promotion  

• A core group of attendees is encouraged. Meetings are open to all community 
members.  

• Continue advertising meeting dates and the purpose of utilising CRGs utilising a 
range of methodologies to promote community awareness.  

Continue 
 
 
 
 
 
 
 
 
 

4.1.3 CDO roles and responsibilities   

• Administration support is required at meetings for minute-taking, and afterward 
to publish minutes and follow up with council officers for updates (as per 
minutes and actions).  

• CDOs are allocated a maximum of four meetings per annum.  
• Meetings to be scheduled annually. 
• Continue sending appointment claimers to all Councillors for all CRG meetings.    

• Invite council officers from other departments (resources permitting) as guest 
speakers to provide updates on council works.  

 
Commence  
 
 
 
 
Continue 
 
 

4.1.4 Councillor roles and responsibilities   

• All councillors (including the mayor) elected in 2020 are to be involved in the 
CRG process. 

• Participate in community engagement and community planning discussions 
raised at Strategy and Briefing Forum meetings.   

• Two councillors to be nominated for each CRG and be jointly responsible for 
supporting them.  

• All councillors are welcome to attend any CRG meeting.    

  
Continue 
 

4.1.5 Regional Round Up Presentation  

• In place of the Regional Community Summit, each year the quarter four meeting 
will be widely advertised as a special open meeting where CRGs share ideas 
and achievements. This involves CRG members from different towns mixing at 
these events.  
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• The aims of regional engagement will be achieved through additional 
recommendations as outlined under the below table headed Recommended 
addition, item number 1 titled “Regional Engagement”.  

4 
 Transition 4.1.6 Community Planning Advisory Group (CPAG) 

• All community engagement and community planning issues will be addressed 
via Strategy and Briefing Forum meetings and phase out CPAG. 

Transition 4.1.7 CRG projects:  

• The practice of allocating funding to CRGs for project delivery (e.g. flexible 
funding, regional project funding) to cease.   

• Projects are to be advocated for by CRGs. CRGs are not responsible to 
undertake project delivery tasks relating to council assets.  

• CDO’s to assist with project development and creating a project plan. 

• CRG requests relating to council assets are to be advocated for internally by 
the Connected Communities team to the appropriate manager. When the 
managers receive the information, they are required to reply to CRGs. 

• If projects are eligible for a grant (internal or external), CRGs will be 
encouraged to apply. CDOs to continue providing support to community 
groups to apply for and acquit community grants.   

 

5 
Special interest 
groups (SIGs)  

Continue  
 
 

5.1 Relevant officers continue to attend SIGs.  

6 
Community funding 
programs support  

Continue 
 
 

6.1 The community development and engagement team are to continue to support 
community groups with grants.   
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Recommended additions  

1 
Regional 
engagement 

Commence 
July 2020 
 
 
 
 
 
 

1.1 The Strategic Directions process will be conducted separately to the CRG process: 

• To be conducted online and at annual place-based workshops.  

• This engagement will be an inclusive ‘whole of community’ initiative that is 
widely advertised.  

• The information gathered will be compiled into two documents. An annual 
placed based Strategic Directions for that geographic area and a regional 
Strategic Directions matrix. Both documents will be shared with community and 
at CRG meetings for discussion and advocacy.  

2 Participatory 
budgeting  

Commence  
1 July 2022 

2.1 Council to trial participatory budgeting using online tools.  

• The purpose of introducing participatory budgeting is to provide community with 
insight into how the budget process works. 

• This task involves collaboration between council’s engagement team and 
corporate services team.  

• It is recommended that participatory budgeting projects be limited to a 
particular scenario.  For example, community are invited to vote on how an 
allocation of funds is spent on a project.  

• Clear and precise communications will be shared with community when 
publishing participatory budget project scope. This will ensure shared 
understanding and expectations of the project and its outcomes.      
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The following administrative recommendations will support improved community engagement processes internally.  

 

Table 7: Administrative recommendations 

 

Administrative     

Action plan • An action plan will be created to implement recommendations. 

• Member survey feedback to be considered for implementation and provided to CRG 
members.  

 

Commence  

Continuous 
improvement 

• Community engagement and development team meet biannually to review the engagement 
action plan.  

Continue 

 

Communication • Continue building an intelligent messaging system. 

• Implement monthly council update for use as consistent messaging at all community 
engagement opportunities (communications team to compile based on E-news and whole of 
council’s contributions).   

 

Continue 
 
Commence 

Consultants   • Create clear processes for consultants to follow when they are sourced to undertake 
community engagement on various projects.  

 

Commence 

Database  • Continue working on community contact list – manual list.  

• Continue building database list on HYSCH – and individual’s interest sectors.  

• Investigate the efficiencies and possibility of linking with communications team and their E-
news database.  

 

Continue   
 
Commence 

Scheduling model  • Create schedule of engagements to prevent duplication/clashes in engagement activities 
across council.  

• For the smaller communities, consider when other major events (i.e. big football game, horse 
event etc.) are happening so people can attend both events when in town.  

 

Commence  
 
Continue  

Marketing • Create a communications plan regarding the recommended changes in liaison with the 
corporate communications team. 

 

Commence 
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Integration  • Continue to tweak the process of integrating community feedback into the operations of 
council.  

• After each engagement, the facilitator to liaise with relevant departments on actions within 
one week. 

• Reinvigorate coordinated quarterly collaborative cross-departmental meetings. 

Continue  
 
Commence  

Supporting 
material  

• Community engagement kit – review and share: 
o Community engagement plan 
o Marketing and communication plan 
o Implementation checklist 
o Review and evaluation form 
o List of community engagement venues and contacts 
o Community engagement register 
o List of consultants to assist with engagement on projects.  

 

Continue 

Success 
measurement 

• KPIs for each type of engagement to be set and reported on annually. 

• Implement quantitative and qualitative measures. Measures are to be communicated with all 
council staff by the community engagement team. 

Commence 

Tracking actions • CDOs will enter CRMs directly into the system wherever possible. 

• CDOs to follow same process as customer service officers and area coordinators in 
community consultations to follow up CRMs raised. 

Transition 

Training  • CRG members to be inducted into council’s ‘Site Pass’ workplace health and safety system. 

• CRG members encouraged to partake in Tech Savvy training.  
 

Commence 
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