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1. Executive Summary

Council is committed to improving quality of life in Bayside through the involvement of the
Bayside community in development of its policies, programs and services. Council is also
committed to ensuring that all views are considered through inclusive deliberation and active
involvement of the community.

This helps Council to fulfil its mandated roles of providing governance and leadership for the
local community through advocacy, decision making and action, and fostering community
cohesion and encouraging active participation in civic life.

Council is committed to utilising current and emerging technology to provide greater
transparency of its processes and to enable more people to have their input.

The use of sound evidence, community input and good processes, including proper follow-up
and reporting, will ensure that Bayside continues to offer targeted services that meet
community needs, and guide Council’s priorities into the future.

Council will target its engagement activities through:
« information sharing
e consultation, and/or
e active participation.

and by adopting the engagement principles of:
e inclusiveness
e proactive engagement
e mutual respect
e integrity and transparency, and
« affirming diversity.

In doing so, Council will:
e undertake purposeful and inclusive engagement with stakeholders
e ensure information and communication is timely and accurate
o develop processes and systems that are user friendly and convenient
o develop best-practice processes that seek to involve stakeholders at levels conducive
to their comfort
e strengthen community engagement activities with sectors of the community that may
not have actively participated in the past, and collaborate with other agencies to
coordinate community engagement
« build engagement skills and knowledge into internal processes and performance
management systems, including training staff and Councillors, and
e review its community engagement activities progressively, and the ways in which they
have delivered better outcomes for the community in alignment with Council’s
commitments.
With the Council Plan 2009 — 2013, Bayside City Council has elevated community
engagement to a key Commitment.

This includes tailoring community engagement strategies for specific purposes and
incorporating them into service delivery plans. Strategies to improve our community
engagement will be developed, incorporated and reviewed in line with Council’s commitment
to continuous improvement. A staged implementation program is proposed.
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2. Background

2.1.1 What is community engagement?

Community engagement refers to the many ways in which Council will connect with citizens
in the development and implementation of policies, programs and services.

Engagement covers a wide variety of Council-community connections, ranging from
information sharing through community consultation to active participation in government
policy development and its decision-making processes.

Engagement acknowledges the right of citizens to have a say and to get involved in the
business of Council. It is not about public relations or marketing a particular viewpoint or
issue, rather it involves assisting Council to fulfil its obligations to the community having
regard to the long term and cumulative effects of decisions. Effective community engagement
allows Council to tap into diverse perspectives and potential solutions to improve the quality
of its decision-making.

2.1.2 Bayside’s community

Council acknowledges that the local community includes people who live in Bayside,
ratepayers, and people and bodies who conduct business and activities in Bayside.

2.2 Benefits of community engagement
Community engagement is important for a number of reasons:

e |t complements representative democracy
The choices that people make at election time do not necessarily guarantee that they will
agree with everything their representatives may do in the future. Systematic and regular
consultation is necessary to complement the electoral process by informing governments
of the ongoing issues within the community.

e It leads to better decision-making
The Good Governance Guide says ‘good decision-making is likely to occur when
decisions are based on good information, when Councillors have the opportunity to put
forward their point of view, and when there has been community input.” Community
engagement means keeping the community informed and involved in ongoing
consultation, so that Council can make better decisions that more closely match the
needs and aspirations of the community.

e |t fosters networks and new relationships
Close relationships between Council and the community foster networks and new
relationships that can lead to increased opportunity for cooperation and coordination of
projects and services to improve the community.
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e Creates a strong community
A community that is informed about, and engaged in, local issues creates an involved and
therefore strong community. The Good Governance Guide suggests that ‘local
governments have an important role in building strong communities. Engaging the
community should be highly valued and a goal which influences all activities of local
government.’

e Trust and confidence in Local Government
The Good Governance Guide states that ‘a community is more likely to feel trust and
confidence in its Local Government if the community is engaged in and involved with its
governance. That is, the community participates, is consulted, is informed and generally
feels part of the governance process.

e Community Leadership
Community engagement is also beneficial to Council’s role as a community leader. The
Good Governance Guide says that ‘Council leadership should be characterised by
processes of providing information and explanation, consultation, and checking of its
position through appropriate means.’

¢ In addition, community engagement can:
* Increase involvement in the processes contributing to decision-making, strengthening
people’s feeling of political effectiveness, creating more accessible government
» Through appropriate methods increase the involvement of those who tend to be less
involved in decision-making processes
* Help Council to rationally address competing priorities
» Raise awareness and foster positive attitudinal and behaviour change

3. Purpose and Principles

3.1 Council’s purpose

In its Council Plan 2009 - 2013 Council has defined its purpose as being “To work with the
community to make Bayside a better place”. Community engagement is the means of
aligning Council and community direction, utilising the knowledge, skills, passions and
interests of all stakeholders meet Council’s identified purpose.

3.2 Mission

Council will use community engagement to achieve the best outcomes for the local community
having regard to the long term and cumulative effects of decisions. Good community engagement
will help ensure that resources are used efficiently and effectively and services are provided in
accordance with the Local Government Act’'s Best Value principles to meet the needs and
improve the community’s overall quality of life.

(~ ) Bayside




3.3 Principles

Page 4

Council will engage with an open mind, not an empty mind.

The following principles represent Bayside City Council’s approach to community engagement:

Principle

What does it mean?

Leadership

Council will provide responsible and accountable community leadership, making
accountable decisions based on the best available information including that
gained through community engagement.

Sharing information

Council will listen and respond and will support the community by providing
information to those who need it in clear and accessible ways. It will bring its
own expertise and views to the table in an open and transparent manner.

Clear and reasonable
timeframes

Council will conduct sound planning to ensure, subject to external constraints,
that there are reasonable timeframes to collect community feedback and
disseminate the information in time to inform projects and programs.

Shared learning and
obligations

Council accepts that Council and the community can learn from each other
during the process and that it is important for all parties to make an effort to
exchange views and to learn through such exchanges.

Bayside will endeavour to use engagement opportunities as a means of
informing, educating and building capacity within the community and Council.

Council wants the
community to help
provide solutions

In complex matters, we recognise that solutions may lie outside of Council and
seek to promote and encourage engagement within and across the community —
Council is not at the centre of all matters and is not itself able to resolve all
problems.

Respect known
stakeholders

Council will seek to build and strengthen relationships with key stakeholders
including community reference groups and other established community bodies.

Tell stakeholders if they
will be affected

Anyone affected by a Council proposition has a right to know what the impacts
will be.

Clear process of
impacting on decisions

Council will identify negotiables and non-negotiables.
When we engage, we will make it clear how stakeholders’ views will impact on
the decision-making process.

Simplicity, accessibility
and openness

Council's engagement processes will be transparent and it will ensure that
complex and technical concepts are relayed in accessible, clear language.

Collaborative and
cooperative process

Council accepts that agreement cannot always be reached and will work with
disagreements to achieve a consensus wherever possible, using respectful
listening, understanding and negotiation processes. Where two or more
stakeholders have conflicting views, Council will endeavour to provide the
reasonable conditions and support required to facilitate resolution. Council will
seek to align stakeholder priorities and to bring parties into solutions.

Avoid duplication

Council will coordinate its communications and engagement activities to avoid
community consultation fatigue.

Accountability and
responsibility for
decisions

While Council will value and utilise the knowledge, skills and expertise of the
community, where Council is responsible and accountable for a given matter, it
will accept its responsibility to make the final decision and to provide
accountable leadership. Council recognises that its commitment to community
engagement has in effect a contract with the community and will abide by the
processes as agreed and established.

Value contributions of all

Effective engagement processes enhance democratic processes and value
diversity in the community as an asset that provides a balance of different
perspectives and respect for all human differences. Council will ensure that
throughout its engagement processes knowledge is captured and used to inform
and guide subsequent work.

No surprises

The community will know what to expect in the engagement processes Council
undertakes. The principles that underpin Council's community engagement will
be applied consistently. It will provide clear documentation to show who will do
what by when.
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Principle What does it mean?

Strive for balance Council will strive to get the balance right between engagement and the need to
act. This will ensure appropriate representation and responsible use of
resources. It will collect evidence on its performance and together with the
community regularly review its community engagement program

Weigh viewpoints Council governs for the community in its diversity — community engagement
must be conducted so that the balanced views of the community are presented,
without undue or unbalanced emphasis being given to specific or vested
interests. Council will promote and operate by evidence-based decision making.

Continuous improvement | Council’'s community engagement is based on internationally accepted best-
practice principles. Council will review research and developments in community
engagement and related fields and incorporate improvements to refine its
community engagement. Council’'s approach to community engagement, its
deployment, the results obtained and improvements implemented will be
continually reviewed in accordance with Business Excellence principles.
Advocacy Council will advocate on behalf of the community to other levels of government,
agencies and public bodies.

4. Communication

Objective: Council is committed to using the best available means of communicating
and engaging with its community, bearing in mind the diversity of options, priorities
and resource constraints.

Council recognises that our community and stakeholder needs and wants are diverse and
that methods to communicate and engage must reflect this. Council recognises the value of
new technologies in communications and community engagement, but does not discount the
value of traditional approaches.

Engagement procedures will typically involve a variety of tools and approaches and while the
general principles of engagement will be adhered to, each situation will be considered on its
merits. Council will identify a range of strategies, recognising different strategies have
different strengths and application for different purposes.

‘Real conversations’ are the subject of a Council Commitment in the Council Plan 2009 -13.
Real conversations with the community will form be central component of engagement on
key issues and will always be valued and supported for their contribution to real
understandings.

Council’'s communications guidelines will stress the need to feed back the results of
engagement to participants, ensuring that the reasons for decisions are clearly articulated
and shared with those who have an interest in the focus of the engagement.

Council will consistently review and improve techniques and approaches for sharing
information across a range of media. We will continue to use traditional avenues such as
print media, direct mailing, flyers and face to face meetings and will make the best possible
use of new technologies including the internet, recognising the unique opportunities that the
internet provides for information sharing, feedback and transparency, while not wasting time
and resources in unproductive areas.
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Council will place community engagement procedures on its website, including the
methodologies and timelines to be applied in major engagement processes.

Council is committed to capturing all feedback in its engagement processes, whether by
letter, email, in-person etc. and describing how that information is dealt with and wherever
possible providing a summary of outcomes on the website.

Council will identify and provide wherever possible, online access to policies, legislation,
supporting documentation and summaries of key information to help inform the community
and enable better deliberation of key issues.

Where meetings on key issues are proposed, Council will promote the purpose and the
intended format of the meetings and will provide a summary of the outcomes. Where minutes
are produced, copies will be available on request, with due consideration of privacy and other
legislative requirements.

5. Issues
5.1 When and how we will engage — what are the triggers?

Various factors influence the need to engage with the community on a specific issue.

There are many information sources about community needs. Council will consider these as
part of planning for the level and type of engagement. They include:

Benchmarking

Internal research/consultation

External research (e.g. government or university research)

e Staff knowledge and expertise (e.g. Youth Services Department on young people)

Council has an obligation to bring as much relevant information as it can to any consultation.

Where there is a lack of clarity about the scope and purpose of a project, Council may consult
on that.
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5.2 What are the stages of engagement?

Council will consider the impact on the community as the main trigger to determine what to
consult on, with the engagement tools to be used dependent on the specific issue and the
scope of the project. Relevant stakeholders will be identified and appropriate weighting will

be given to input from parties depending on the level of impact.

Once the impact has been determined, Council will consider whether it is a localised or

broader community issue.

Council will then consider the complexity of the issue, which will then lead to the level of
engagement indicated. The table below outlines some typical levels and tools.

Community Engagement is a body of techniques and approaches that develop and sustain working
relationships between Bayside City Council and the wider community. This chart provides a

snapshot of the levels, tools and steps in in the process.

Levels of Community
Engagement

Tools for Community
Engagement

Steps in Community
Engagement

'

!

Level > Approach Information via local media or website Establish level of impact and response

L L Surveys and Submissions Identify those who have an interest
Information ¥ Sharing information

L ¢ Public Meetings Plan: Gather Information and Resources
Consultation SRS ET: Workshops, Forums and Focus Groups Share information with stakeholders

preferences
i - ‘ Interviews with Key Stakeholders Work effectively together
Taking ideas and
Involvement >
preferences on board .
i ¢ Advisory Groups Feedback the results of the engagement

Collaboration

B

Sharing responsibility

Boards and Committees

Monitor and evaluate the process.
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The examples provided below are indicative, not prescriptive: each issue will be considered

on its merits.

Level of Impact

Criteria (one or more of the following)

Examples

Level A
High impact—
Bayside

High level of
impact or risk,
perceived or
real, on the
whole or a large
part of Bayside.

Potential high impact on State or
regional strategies or directions.

High level of real or perceived impact
or risk across Bayside.

Any significant impact on attributes
that are considered to be of high
value to the whole of Bayside, such
as the natural environment or
heritage.

Any impact on the health, safety or
well being of the Bayside community.

Potential high degree of controversy
or conflict.

Likely high level of interest across
Bayside.

Municipality-wide or regional plans

A change to land categorisation, i.e.
community to operational land or selling land
Disability Action Plan

Strategies, plans or policies, e.g. Culture,
Youth, Aged

Removal of a facility or service catering across
Bayside, eg library services

Provision of a district or regional facility, e.qg.
skate park, indoor sports centre

Key changes to a Bayside wide service, e.g.
beach services, waste management

Changes to or impact on natural bushland or
waterway (where the natural values could be
affected)

Level B High
impact — Local

High level of
impact or risk,
perceived or
real, of a local

High level of real or perceived impact
or risk on a local area, small
community or user group/s of a
specific facility or service.

The loss of or significant change to
any facility or service to a local
community.

Removal or relocation of a local playground

Change to or loss of valued activity or
program, eg local youth activity

Re-development of a sportsground

Major development or redevelopment of non-
regional parks

nature, eg a o

local areg Potential high degree of controversy Local street road closure

specific ’ or conflict at the local level. Increase or removal of car parking in local
community or shopping centre

user group.

Level C Lower, although still some real or Improvements to a Bayside wide service, e.g.
Lower perceived impact or risk across Emergency Services, Library Services
Impact — Bayside. Upgrade of a district or regional facilit
Bayside - < J

Lower level of
impact on the
whole or a large
part of Bayside.

Potential for some controversy or
conflict.

Potential for some although not
significant impact on State or regional
strategies or directions.

Changes to Customer Service processes, e.g.
payment of rates

Most changes to fees and charges (unless
contentious)

Provision of a community wide event

Review of community needs, e.g. Biennial
Survey, recreation needs assessment

Level D
Lower
Impact —
Local

Lower level of
impact of a local
nature, eg a
local area,
specific
community or
user group.

Lower level of real or perceived
impact or risk on a local area, small
community or user group/s of a
specific facility or service.

Only a small change or improvement
to a facility or service at the local
level.

Low or no risk of controversy or
conflict at the local level.

Upgrade of a local playground
Local street or streetscape upgrade

Changes to a local activity program, eg timing
or venue/location

(~ ) Bayside
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A four-tier level of community engagement is used to guide Council’s approach to conducting

consultation.

Typical level of Definition Typical highest level
engagement of impact
1. Informing * Advising the community of a situation or Level A
proposal
« Informing on a decision or direction Level B
* Providing advice on an issue
* No response is required, although people are Level C
free to seek a further level of participation.
Level D
2. Consulting » Undertaking market research to identify needs or
issues Level A
» Seeking comment on a proposal, action or issue.
» Seeking feedback on a service or facility Level B
* Requiring a response, but limited opportunity for
dialogue Level C
* Option for people to seek a further level of
participation. Level D
3. Involving * Involving the community in discussion and
debate
 Ensuring informed input through briefings and
information Level A
» Adopting a more personal and innovative
approach through personal contact and Level B
meetings/ sessions that encourage participation
* Involving at different times in the planning
process, i.e. keeping informed and
enabling further comment.
4. Collaborating | ¢ Establishing a structure for involvement in
decision-making, e.g. committee Level A
« Enabling ongoing involvement and keeping
informed Level B
* Allocating responsibility in achieving initiatives.

The engagement approach applied in each instance will be influenced by the assessed
impact level. The impact and complexity level for a given matter will tend to reflect the
engagement. The higher the impact the greater the level of engagement.
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The level of engagement that may be required is illustrated on the following diagram, which
indicates the relationship between the degree of impact and the complexity of the

information.
Commission
High levels of ol inguiry
i e COLLABORATE  Independent
decison advisory
e.g. potential Referendum committee
for negative
social and Deliberative forum/
environmental working party
impacts LI .
Advisory
A INVOLVE committee  Citizen
Deliberative oy
poll Precinct
committee
Public hearing
Consultative
workshop Des.ll;grll.l
workshop
Survey CONSULT Farrarie
LP‘W levels of
risk if the Info night 4o ceness Exdiibition and Demonstration
WG decision campaign call for submissions . ;
it made INFORM Field trip
Letterboxing

Simple information

to be understood
= Les Robinson 2002

This decision diagram is based on:
* likely risk and

to be understood

Complex information

» complexity of the information which needs to be understood for a sound decision

The example methodologies are indicative only of some of the numerous types of community

engagement tools that Council may utilise.

Selection of methodologies will depend on the outcomes of research that will include

demographic, technical, legal and financial data. Recommendations and information provided
by Council will, in all cases, be evidence based.

Further information on techniques and methodologies can be found in the community toolkit
at (web location)
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How the assessment of impact, locality or scope, and complexity works in practice is
illustrated in the Engagement Level Decision-Making Guide below.

Council first evaluates the likely impact of the issue or project on the community and Council,
and then asks whether it is a local issue or one with ramifications across the municipality.
Council then considers whether the issue is easily understood or more complex before
deciding on the methodologies of engagement. For many issues, it's typical that multiple
types of engagement will occur, for example, letter-box drops, surveys, focus groups,
information sessions and one-on-one conversations.

ENGAGEMENT LEVEL DECISION-MAKING GUIDE

|'I. WHAT IMPACT WILL THIS FROJECT HAVE ON THE COMMUMNITY?

HIGH IMPACT LOW IMPACT
| /2_ IS5 1%!{5 A LOCALISED OR BROADER EDMMUNI‘I’}‘I/SSLI E? |
Lewvel &: HIGH Lewvel B: HIGH Lewvel C: LOW Lewel D: LOW
IMPACT IMPACT IMPACT IMPACT
(BAYSIDE) (LOCAL) (BAYSIDE) (LOCAL)
/é. ARE THE IS5U EBASIMF"LI\:“{.ND EASY TO UNDERT. ESCX{E. OR CDMF‘LE}(}\

i /N PAR v e

HIGH IMPACT HIGH IMPACT HIGH IMPACT HIGH IMPACT LOW IMPACT LOW IMPACT LOW IMPACT LOW IMPACT
(BAYSIDE) (BAYSIDE) (LOCAL) (LOCAL) (BAYSIDE) (BAYSIDE) {LOCAL) ({LOCAL)
Complex Simple Complex Simple Compilex Simple Complex Simple
4] WHAT LEVEL Of ENGAGEMENT MAY BE REQUIRELD?

COMNSULT
COLLABORATE INVOLVE COLLABORATE INVOLVE INVOLVE INFORM e U INFORM
e.g. reference e.g. meetings, e.g. reference e.g. meetings, e.g. meetings, e.g.website, 8 i i'h: ' e.g-fiyers,
group workshops group wuorkshops wuorkshops emails, letters foedk emails, letters
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5.2 Effect of community engagement on projects

Council has committed to increasing its community engagement, which is expected to bring
considerable long-term benefits, but will have some short and medium-term challenges and
impacts on projects and service delivery, particularly some planning and budgetary
implications.

5.2.1 Budgets

Community engagement will provide value to the community, but it does come at a cost.

Staff time allocated to surveys, focus groups, workshops and the myriad of other tools used all
cost time and money to prepare, run and interpret. It is therefore necessary to anticipate and
provide budget capacity for all significant engagement exercises. These costs will be met
from Department or project budget allocations.

A staged approach to implementation of this Framework will be put in place, allowing time to
build capacity within both Council and the community.

5.2.2 Timelines and Planning

Effective community engagement requires careful planning and consideration of the time
required to engage the community. The time required for engagement, including its evaluation,
varies depending on numerous factors including impact, complexity, community cohesion on
the issue, and the methodologies chosen.

Community engagement in any project potentially commences when a proposal enters the
public sphere. Triggers for commencing engagement exercises such as those outlined on
page 10, will vary according to the complexity of the issue or project, however the steps for
each project will be clearly stated once identified.
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The Community Engagement Procedures and Timelines diagram below illustrates a typical
engagement plan for a high impact complex issue that would affect all of Bayside.

| PROCEDURES AND TIMELINES (HIGH IMPACT BAYSIDE COMPLEX ISSUE) |

Level A HIGH ARE THE ISSUE'S INITIAL EVALUATION
IMPACT L SCOPE AND l"E'S. COMMUNITY L F"éﬁ'éig’é‘:jg:.:__" » REPORT ADOPTEDY » FRE;;EC'CT‘,OR » -used to infanm
(BAYSIDE) REGLIREMENTS ENGAGEMENT PHASE DECISION MADE UNDERTAKEN bath ihe project and
Compiex issue WELL DEFINED? PHASE N the CE process
T 1
5COPE REFERRED
TO PRELIMINARY
COMMUNTY
EMGAGEMENT
PHASE
WHAT LEVEL DF ENGAGEMENT MAY B REQUIRED?
L
AVIOL COLLABORATE! COLLABORATE! INWOLWE!

‘!:ONSU“E‘; MVOLVE! INVOLVE INFORM CONSLULTY

= COMSULT CONSULT -meetings, emall, INFORM
3 Hﬂnl;r!:‘ 2.g. refenence group, E.[. refersnce grosp, webelie media £.q mesiings,
5UD meelings, forus groups meetings, focus groups surveys, webslie

WHAT TIMEE INES AND ITERATIONS MY APPLY?
0 DAYS FOR CE MAY BE MULTIPLE MAKIMUM TWO Key slaieholkders
14 DAYS TO ITERATICNS ITERATIONS Irvaived with the
INTEGRATE TYPICALLY OVER. 6 [process, then the
- 1B MONTHS Community

6. Tools and Procedures

The tools and procedures will be documented in the internal Staff Community Engagement
Training Manual (under development) and will be modified periodically according to
technologies available to Council, systems and procedures adopted, and the ongoing review
of Council’'s engagement initiatives.

Council will provide publicly accessible resources including flowcharts, Frequently Asked
Questions, policy papers and guidance on tools and techniques together with other material,
as required, to help everyone to derive optimal benefit from each engagement.

Council projects will be listed for public scrutiny and individualised notification systems shall
be implemented to alert interested stakeholders to significant changes or progress.
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7. Engagement process and opportunities for review and feedback

While each community engagement opportunity will follow the principles outlined in this
framework, they will differ based on the complexities of the issue and the needs of the
stakeholders.

The diagram below illustrates a typical engagement process for a complex, high impact issue
affecting the entire municipality. It indicated the role of Council’s staff in preparing and
collating information, where the Council provides feedback into the process and makes
decisions and where the community has its say in influencing those decisions.

ENGAGEMENT PROCESS INCORPORATING

KEY REVIEW AND FEEDBACK POINTS
{HIGH IMPACT BAYSIDE COMPLEX ISSUE)

Level A HIGH
IMPRCT
(BAY SIDE)
Complex issie
'l Council will bring as much mformation as possible to
the table and will offen be able to define the scope. as

well as put forwand its views, as it will typically hawve

OFFICERS BRIEF expertise in the arsa.

COUNCIL P
¢ ------- Council has the responsibility for deliverng sernvices
. SCOPE REFERRED and projects efficiently and will not wasie resources
ARE THE ISSUE'S NO TO PRELIMIMARY by adding unneccessary steps to the consultation
SCOPE AND ] . COMMURNITY b ... .| Process. Council may bypass this stage as it may
REQUIREMENTS ENGAGEMENT aliready have extensive knowledge/esperience of the
WELL DEFINED? PHASE ssue. Stakeholders can suggest alterations o the
scope or any other matiers in the niial Commmunety
ll‘l'ES ¢ Engagement phase.
IMITLAL
SR LN T - OFFICERS BRIEF
ENGASGEMEMNT [ COLUMCIL

PHASE

: R _

OFFICERS BRIEF
GOUMNCIL

L

""" T This phase is where the majority of the deliberation
"= | and work s done. It may require seweral versions
and briefings to Councal if the matter is comple:x.

EVAL LATION

FiIMAL CORMMUMNITY ADOFTED PROUECT OR —ursed to inform

ENGAGEMEMNT 1 REDPE%'EOH M:BE i POLICY i councd on both the

PHASE LUMDERTAKEM project and the CE
PIGCESS
J: e

Oince it gets to this stage, no major changes Council will make s decisions based on the
are anticipated wnless significant new cumudative knowledge acquired during the entire
information s received - this is the fine tuning’ process. The community will typically have access to
stape. the final report.
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