ATTACHMENT A

City Of Joondalup Policy Manual

Section 2.6 — Human Services

POLICY 2.6.3 - PUBLIC PARTICIPATION

OBJECTIVE

To outline the City’s commitment to actively involve the community in Council’s planning,
development and service delivery activities.

STATEMENT

The City has a stated objective to enhance the capacity of the community to actively
participate in decision-making and strategic direction setting.

The City is committed to improving its public participation practices. The City recognises that
this will require:

adequate resourcing;

in-house and external training;

the establishment of best practice public participation mechanisms; and
a program of review to evaluate public participation processes.

The City will develop a Public Participation Strategy which will address:

the identification of issues requiring public participation;

the inclusion in the annual budget process of funding for public participation activities;
increasing staff awareness and skills in public participation techniques;

how all sectors and groups within the community can have the opportunity to participate
in the City’s activities; and

e acommunity education program relating to public participation in the City’s affairs.

Definitions
Public participation — can be defined as:

The provision of opportunities for the public to be involved in a range of issues affecting their
communities and lifestyles. Such opportunities would enable the public to provide
information, ideas and opinions on plans, proposals, policies and services; partner the City in
working towards specific objectives; or actively contribute to physical works (eg.
Environmental projects.)

While public participation can include the following elements it is far more than:

Public consultation

Public relations
Information dissemination
conflict resolution.
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Budget

Where a specific public participation program relates to a budgeted item or City proposal, the
costs of the participation program will be met from the budget concerned.

Where a specific public participation program relates to an independent proponent’s proposal,
the cost of the public participation program will be met by the proponent.

Reporting and review

The City’s Public Participation activities will be reviewed in relation to specified performance
measures which include:

e level of public knowledge regarding opportunities to participate;
e level of public satisfaction with the opportunity to participate; and
e range of public participation projects undertaken throughout the organisation.

In order to provide the community with summary information regarding the City’s public
participation program, the review will be reported on in the City’s Annual Report in
accordance with statutory requirements and Council’s Strategic Direction.

Previous Policy No: N/A
Amendments: CJ213-06/99
Issued: July 1999

Related Documentation:
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ATTACHMENT B

ISSUES RAISED ON THE DRAFT COMMUNITY CONSULATION POLICY & ASSOCIATED GUIDELINES

NAME Comments on draft Policy Comments on Handbook Other comments
It is a matter of concern that the — Lengthy and not easy to “Consulting Citizens: Planning for
Public Participation Policy is being understand Success” which was distributed by
Mr Ron de Gruchy replaced — The matrix does not reflect the the State Government is more
input of community participants | relevant
at the workshop
— The draft policy does not give — The handbook should be
an indication as to who “the available for use for both staff
public” would be. and the community
Ms Lyn Chilby — Using plain simple
understandable language would
be of benefit to all
The current policy is far more The framework for the handbook
Mr Dave Biron forward thinking should be under the existing policy
Retain the Public Participation Adopt Consulting Citizens:
Polic Planning for Success and Resource
Ms Helen Kraus g Guide (%epartment of the Premier
and Cabinet)
Support the retention of the current | Handbook should be available to all | Adopt Consulting Citizens:
South Ward Ratepayers & | Policy 2.6.3 — Public participation participants within the City Planning for Success and Resource

Electors Association Inc

Guide (Department of the Premier
and Cabinet)

Ms Marilyn Zakrevsky

Do not support the replacement of
the current policy

— Handbook is too prescriptive

— The matrix does not reflect the
input of community participants
at the workshop

Adopt Consulting Citizens:
Planning for Success and Resource
Guide (Department of the Premier
and Cabinet)




NAME

Comments on draft Policy

Comments on Handbook

Other comments

Do not support the replacement of
the current policy

The matrix does not reflect the
input of community participants at

Adopt Consulting Citizens:
Planning for Success and Resource

Mr V'K Zakrevsky the workshop Guide (Department of the Premier

and Cabinet)
Current policy should not be — The matrix does not reflect the | Adopt Consulting Citizens:
. removed input of community participants | Planning for Success and Resource

Ms Marie Macdonald atlzhe workshop e ’ Guide (Department of the Premier
and Cabinet)

Essential that the Council maintain | A well compiled handbook Community consultation should be

Mr Alyn Bryant personalized consultation with the a priority on all matters affecting

community the public.
Current participation need to be Adopt Consulting Citizens:

Ms Mnique Moon retained Planning for Success and Resource
Guide (Department of the Premier
and Cabinet)

— Public Participation Policy — Do not adopt the City’s Adopt Consulting Citizens:
should be retained handbook for staff use Planning for Success and Resource
Elected Member — Public Participation Policy to be Guide (Department of the Premier

amended to encapsulate
Consulting Citizens

and Cabinet)
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The Purpose of this Guide

The Citizens and Civics Unit has produced this handbook as a companion guide
to Consulting Citizens: A Resource Guide (the 'blue’ guide) to provide more
In-depth information to halp you to plan your next public participation exercise.

We suggest that you read the "blue’ guide first as that provides a usaful broad
brush view of consulling the public. This ‘red’ guide directs its focus towards
those elernents of planning that are essential in the craation of effective and
meaningful consultations. In particular, it includes material to assist you in
mimimising risk — both project risk and during the consultation process itself.

Like the introductory guide, Consuiting Citizens: Planning for Success was
developed in a consultative manner drawing on the experience and input of
government departments, non-government organisations and individuals.

Readers and practitioners are invited to offer comments and suggestions.
To provide feedback please contact the Citizens and Civics Unit via email on
bacitizen@dpc.wa.gov.au or in writing to:

Citizens and Civics Unit

Falicy Office

Department of the Premiar and Cabinet
197 8t Georges Terrace

PERTH WA 6000

An electronic version of this document is available on
the Citizens and Civics Unit’s homepage:
hitp=www.ccu.doc.wa. gov.au
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Introduction

Public participation exercises do require time, effort and commitment but are more than warth the energy
expended,

The purpose of this guide is to help people plan public participation programs appropriate to issues and
objectives.

The guide is not prescriptive — there is no one method more appropriate than another and in some
instances some methods may need to be adapted to your particular circumstances. There are however
some factors in public participation that are coammon to all exercises and need to be addressed each and
every time you plan a project.

Although this guide presents information in 2 sequential format you will find that planning public
participation exercises is not so linear. While you are clarifying the issue, for example, you will need to
be thinking about who to involve, what budgetary and resource constraints you may have, how much time
is available, how a decision will be made, and so on.

It I1s also important tor the project team to be given the time throughout the planning stage to reflect. |t
is only through ongoing reflection that you will develop your expertise, competence and confidence in
bath planning and conducting public participation exercises,

We are not oftering you a fail-safe guidebook to consultation. Rather we aim to establish the structure
and guiding principles through which you can plan your own public participation exercise pertinent to
your needs,




Figure 1: Planning the Consultation

PLANNING

Context & Preparation Citizens & Stakehiolders

State Alins, Goals,

Datarmine Resources
Objectives

Coordinate Procass

Monitoring

P
iy
Informatae Dbty

Lesarstip Consult the Public = ndupendence

Procedural inlegrity r Pubticit
Porunidtation =i on the Issues = Cunershig

3l Effical Gocsiderations e n Expectatons

Crhizens Praferences,
Priorities & Perspeciives

Monitoring & Evaluation

Policy/Strategy Choices & Options
Recommended to Commissioning Body

Feedback o Participants Response & Implementation




Overview




A Culture of Consultation

The Western Australian Government strongly promotes
increased community involvement in decision-making.
Invalving the public is a 'must do' activity in Western
Australia, as it is across the world. There is a simple
reasan far this — public participation works.

Consulling the public
locks like hord work

It can ba but it ia really
worth the sitor

Building an effective public participation strategy
begins long before first contact with the public. To
achieve meaningful benefits from public participation
there must be a real commitment across the
arganisation to the process, That is, you need to
develop a culture of consuitation.

Building commitment within large and small organisations can be supported through highlighting the
substantial benefits that flow from involving citizens and stakeholders in the development and
iImplementation of policy.

Developing a cwiture of consultation within your organisation will go a long way towards the
development of successful public participation strategies. Involving the public needs to be a "taken-
for-granted” assumption of the way things are done in your organisation.

Peters and Waterman (1982) have developed a useful framework (the 7S framework) highlighting
seven elements within organisations where a culture of consultation can be enhanced. These are:

1. Shared Values: Shared values pull an organisation together in striving for common goals. The
development of a set of shared values may require challenging procedures and behaviours that have
been accepted as the siatus guo for years.

2. Strategy: Developing & course of action that both anticipates and responds to changes external to
the arganisstion. In respect of developing a culfure of consuliation in your organisation it means

identifying "where you are now" and *where you want to be”.

3. Structure: A culturs of consultation can be promoted if your own organisation practices consultation
internally and encourages input from all levels of the organisation,

OVERVIEW




4. Skills: These refer to your organisation’s key attributes or capabilities - the practical skills of your staff

accompanied by an attitude or mind-set committed to consulting the public on important community
I55UES.

9. Staff: The challenge for organisations is how to make use of and to develop a team of mativated,
committed and skilled practitioners.

6. Systems: The formal and informal procedures and routine processes guiding your organisation and
making the besl use of individual talents and skills.

7. Style: Actions are more decisive than words. People may listen to what managers say, but they believe
what managers do. Senior staff must show their own enthusiasm towards the practice of consultation -
with both their own siaff and the public,

The benefits of public involvement include:

* Long term financial savings to the organising agency
= Increased user satisfaction in services

* Increased likelihood of policy/program acceplance

* Reduced conflict

* Improved relationships with citizens

= |mproved public image

» Stronger communities

* Reinforced legitimacy in the decision-making procass
® Actual or potentizl problems revesled

» Increased citizenship capacity

OVERVIEW




Before you start

Before you get involved in the process of planning your public participation exercise it Is important to
STOP and think about why you want to consult,

The failure of many consultations can often be traced back to a lack of clarity. Before going any
further with your planning take the time to reflect and ask yourself:

* Why are we planning a public participation exercise for this issue?

* Are the parameters of the issue clearly defined and able to be articulated to all who will participate?
» Are we clear about what is negotiable and what is not?

* What is the impetus and drivers of the issue and of the consultation?

= What do we hope to achieve through public participation?

* What is the decision being made?

= Who will mzke the decision?

= What will be done with the information gathered?

* How much influence will the public have on the final decision and what role will they play in the
decision-making process?

Your public participation exercise can only be truly successful if you have a genuine and clear
understanding of the answers fo these questions.

Now it 1s time to plan for public participation.

wasted but rather is an opportunity o ascertain whether your goals are realistic and if your technique fits yu

>> Dften decisions need lo be made quickly, with limited resources. Time spent planning should not be seen as Hii

ohjectives.
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Reflective Practice

Developing a commitment towards consulting the public whenever possible is the first step in
planning participation strategies.

A second, equally important factor is knowing that public involvement is a process of on-going
learning - before, during and after the exercise.

Reflective practice requires that you:

PLAN

= |dentity what you hope to achieve

» Be clear about why you are consulting in the first place
» Set objectives Review
» |dentify success factors

* Plan steps

» Create evaluation criteria

» |dentify stakeholders or citizens

REFLECTIVE
Plan PRACTICE A

oo

¢ |mplement the plan

CHECK

» Monitor progress against defined objectives Do

REVIEW

» Evaluate achievements and overall effectiveness
+ |dentify reasons for success (or not)

» Assess implications for future plans

* Adapt

s Plan

Planning that incorporates reflective praclice réquires flexibility, innovation and sometimes
exparimantation. As your plan develops you need to continually ask yourself ‘what’, ‘how' and ‘wha'
questions:

» What I1s working?

= What is not working and why not?

» What might happen if we take this course of action?
» Who will benefit?

* What are my goals?

* Who are the interested parties?

* How can [t be better?

= What does this tell me?

OVERVIEW




Reflective Practice

Reflection throughout the process requires that you review where you've been and decide whether yau
are still heading In the right direction.

This may mean that where you were heading is not as appropriate as first thought and requires a
change or redirection. It may mean a rethink of your objectives or of who best to invalve. This is
where flexibility and adaptability are of prime importance.

Reflecting on your consultation plan will help identify all key elements in the project and allow you to
make adjustments as you go.

It Is not necessarily about uncovering mistakes but in finding things out and generating new

knowledge that can guide future action. It gives you an opportunity to say ‘This won't work — lat's fix
it." rather than persevering with what may turn out to be an ineffective plan.

OVERVIEW
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Risk Assessment and Risk Management

You need to integrate public participation and risk management practice, applying the same risk
assessmenl and risk management strategies o the public participation process as you would apply to
any projecl your organisation is undertaking. Badly conducted consultations or ill-conceived public
participation exercises can be worse than not having engaged with the community at all. They
contribute to public cynicism and jeopardise future government-citizen partnerships. At a time when
confidence in public institutions is waning, consultations pravide one of the most effective
mechanisms through which you can restore trusl, gain respect and reduce risk,

Risk Management operates at more than one level,
1. Risk at the Project Level

At the level of the project public participation will form part of
your risk management sirategies. It is an opportunity to
infarm stakeholders and citizens on the complexities of the
issue. However, consultation should not be seen as simply 2
forum for the transmission of purely technical information
regarding risks or hazards - although this will certainly be one
component of the exercise. There is also a nan-technical or
social side to risk management!.

Ma,
u good consulinthon
can hp minimise riak
Al baad 10 beltay
dacizion making

Won'| conaurting
Juat dedary mnking
o decisignT,

Peter Sandman? sees risk as equal to the sum of the technical hazard posed by a situation, and the
outrage that the situation generates.

RISK = HAZARD + OUTRAGE

From issues such as waste management to the provision of essential services, public policy decisions
across government regularly have 2 high capacity to generate community reaction — which is often
negative, This "putrage’ is seldom well undersiond by decision makers. Thus the social side of your
risk- management will need to address all aspects of the situstion aside from the pure technical
hazard. Understanding and managing the community reaction to the issue will need to address
concerns of trustworthiness, honesty, control, opennass, responsiveness, fairness and respects:

A crucial aspect of your planning then is to understand how the community views the issue and

how you view the issue. Although thess two views may differ, each must be considered equally valid,
and must be accommodated in the consuliation itself. Peter Sandman¢ belisves that in any
censultation you must accept that "Emotions are legitimate — the public’s and your own."

Corymiiz (1260 Fauhhed® of oL (1581 Sandran (18850
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2. Risk at the Level of the Consultation Process

At the level of the public participation process, risk management is concerned with identifying and
addressing potential risk factors associated with consultation. These risks, both technical and non-
technical, can come from within your organisation and from without.

Some technical risks of consultation include:

* |ow participation or response rates

= poor quality responses

¢ participants not representative of the community

= cost and resource blow ouls

= confusion between participants and organisers about the issue
* |ack of consensus

= high dropout rate

Mon-technical or social risks within your organisation can include:
* 3 lack of commitment to the consultation

* a reluctance to share all relevant information

* a perception of an ignorant or unconcerned public

* a fow opinion of public ability to understand complex infarmation
* inconsistent understanding of the objectives of the exercise

From outside of your organisation some social risks include:

= conflicting ideas from other departments or agencies

* public perceptions of your commitment and capacity to listen and respond
= issues of control

Each of these risk factors should be identified in the planning stage and throughout the public
participation exercise itself in keeping with continued reflexive practice. |t might be helpful lo take
note of these technical and social risks and make this available to all participants: That way you will
demonstrate that you are genuine in your desire to engage with the community.

Aftention to detail in the planning of your public participation project is likely to achieve not only
better process outcomes but better policy outcomes.

Risk Management
>> Debate on some issues cap arouse strong anger and hostility. Effective Iawmat.-m can help diffuse anger and
protect pamr.'rpams from distressing situations. l

AISK ASRESSMENT AND RISK MANAGEMENT
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Risk Assessment and Risk Management

The Australian/New Zealand Risk Management Standard identifies the slements of the risk
management process. The four elements outlined below can be applied to both technical and sacial

risk factors,
Figure 2: The Risk Management Process
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1. Establish Context

» ldentify issue, stakeholders, abjectives and

respurces (time and budget)

3. Anpalyse and Evajuaie Risks

= What is the likelihood of the risk?

* What is the level of Impact?

= What risks are acceptable?

* What risks need to be closely monitored?

= What risks can be avoided by adapting the plan?

Why involve particigants earfy?

2. |dentify Risks
» What potentially threatens the project?
= What potentially threatens the consultation?

4, Treat Risks

s Alter planning to reduce likelinood of risks
oCCUIming

= Develop alternative or contingency sirategies in
the event that the risk factor eventuates:

Scarborough Senior High School Redevelopment Consultation

Despite the considerable effort to create a fair, transparent and accountable community consultation process, it wa.
criticised by some at every stage. The Key learning from this is the crucial importance of consultation with. |
community vary early in the decision making process. Because the community was not inveived from the outset fi
the decision to discontinue the school, the community became disenchanted, making future attempts at negotiatio

difficult.

RISK ASSESSMENT AND RISK MAMAGEMENT
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The Starting Point

Until recently it has sometimes seemed enough for government
officials to identify an issue, crganise a public display or meeting,
and gather opinions before making a decision. For some issues
and in some circumstances this may be appropriate.

But there is a belter way.

A yau wum (hal's
e bl roathiog ?

O, | imill hawn o
facus graup then

Rather than choosing a method because you are familiar with it,
because It has been used elsewhere or because it is *in", it js
critical to choose public participation technigues and activities
which are appropriate for your issue and objectives.

Each consultation plan will likely combine more than one
mechanism ar technigue. Therefore one of the first steps in your
planning process will be to clearly identify and define the issue,

Identify the Issue
Know the (ssue

It is important that all involved, both participants and consuiters, have knowledge and understanding
of the issue under consideration. This may require involvement of the public in the planning stage so
that different perspectives on the issue are taken into account with both consulters and consultees
understanding each others views. [t is crucial that the issue is identified from your perspective and
from the perspective of critical stakeholders. Some methods for the early involvement of the public
can be achieved through the establishment of Steering Groups, Planning Advisary Groups or Advisory
Panels.

Getting to know the issue will require you to look both inside and outside your agency. For example
within the agency you might need to determine how the exercise fits within the agency or
depariment's agenda, ihe decision making process and so on.  Ouiside analysis might include such
things as media analysis, monitoring of community activity, the level of support and opposition to the
BXEICISE.

Remember, planning public participation is not a linear process where you work through a series of 1-2-3 stg,
While defining your issiie you also peed to be thinking about refated issues such as your objective, stakeholde
resources gfc.

BT cHODSING YOUR METHOD




Try using the SWOT guide for assessing the issue:

Strengths

The positive concepts surrounding the issue or decision on consultation and the benefits of the issue
or decision,

Weaknesses
The negative consequences of implementing the proposed program or policy option.

Dpportunities
The positive passibilities that may result from the consultation.

Threats
Obstacles that may arise, either during or after the consultation.

Risk Management
A thorough understanding of the issue can save (ime and money by reducing repetition and enablin
>>> cantingencies to be put in place to minimise risk. o | i &

Further information should be gathered on:

Drivers

Issues emerge from different sources so it is important to identify from where these originate and
what influence these will have an your public participstion planning. For example public participation
exercises driven by legislative drafting may differ from those which are being driven by stakeholders.
= Ara the drivers internal or external?

» What is the underlying causs?

History

It 15 important to gain a comprehensive knowledge of all the factors relevant to the developrmeant of
the |szue.

» What other policy exists on this or related issues?

* Have the public been consulted on this or related issues?

» Have this group of stakeholders been consulted on this or relatad issuss?

» What other areas of policy are impacted by thiz issue?

Values / Ideclogy

Remember that the public may have quile a different perspective on the issue and may ask "How will
this affect me on a personal level?” Often the public will think in terms of values and priorities rather
than technical options. Public focus will often be on the following values:

» Social impact

» Environmental impact

* Salaty

* Cost
CHOOSING YOUR METHOD




- - Narrowing the Issue E
>>> Scarborough High Schoal Redevelopment May to July 2001 i
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The Starting Point

Controversy

While it is not passible to predict controversy there are indicators that can help to gauge possible
controversy, such as:

* The issue has significant impacts (eg political, social, economic etc)
* The issue is the sole reason for the existence of stakeholder groups
* There has been controvarsy on this or related issues

Consultation on the issue of the Scarborough High School Redevelopment m conducted in two stages. The ﬁrx
stage consisted of a cammunﬂ:r Forum whereby approximately 80 partfmpﬂs were o develop between 3 — |

options to take to the larger community for their vote in stage two. A sunef which consulted 6000 people wa
then conducted.

CHODSING YOUR METHOD




Define the Issue

Writing 2 1-2 sentence statement of the decision or issue under consideration is valuable. This
process will bring the parameters of the issue into focus and ensure there is consensus between all
those involved. Such a statement should not be too broad to be meaningless of too narrow to close
oft debate. It should also clearly outline any constraints or ‘givens’ associated with the issue.

The process of defining the issue may reveal that it is too large to be addressed within the time and
resources available and may need to be broken into smaller, more manageable components.

Time to Reflect

2 Can we define the issue that needs o be addressed?

#1 Have any other consultations been carried out on this or similar issues?
What threais and opportunities exist?

Have we identified the potential benefits of involving the public?
Do we understand the implications of not involving the public?
Are we aware of support and opposition to the exercise?

Have we clearly identified any issues that fall outside the process?
Have we identified the consiraints?

Have we ocutlined what is available for negotiation, what is not?
How controversial is the issue?

Are there alternatives and how can these be incorporated?

Have we identified potential risk factors?

i3 B I By B I s s S

REFLECTIVE PRACTICE: Clear issue definition
CALM: Jurien Bay Marine Consarvation Reserve Case Study

The major difficulty was trying fo accommadate the wide variefy of concerns, expectations and understanding of
the issues and the process of the advisory commitfee members, In addition the local community versus
mstfmﬂnnaf divide presented some problems. Another major problem was ﬂ:ai same representatives mnted to
sort out contentious issues from a statewide perspective (ie ‘big picture’ first) before !acln'mg the specifics within

the Jurien context. Source: CALM Handbook

cHOOSING YOUR METHOD  [EIESEE]




Determine the Objective

Having a clear and well-defined objective is of paramount importance. Without it the chance of
conducting a relevant and successful public participation exercise will be severely diminished.

Remember to keep asking yourself, what do we want fo achieve? well now da | bbb

ke wihal's the deing e and what
ol are trying fo

bl maihoa T
For example, is the objective of the consultation to:
* Davelop policy?
» Get feedback on policy?
= Make a decision between aptions?
* Gain consensus?
» Show a way forward?
» Discuss the issues?
* Resolve issues?
* |dentify common ground?
* Provide information?

Remember that for any given objective, thers are numerous strategies which could be implemented to
achieve those ends, not all of which will be accéptable, credible, or productive from the point of view
of critical stakeholders. As well as determining objectives, it is necessary to evaluate these against
what stakeholders expect in order to determine the most effective strategies to achieve objectives.

Also vital is to determine what in the pursuit of these objectives is negotiable, and what is not — what
aspects of a policy or proposal its proponents are willing to change as a result of the consultation
process, and what aspecis are non-negotiable. Such decisions also have a significant impact on
levels of participation sought in the consuliation process.

CHOOSING YOUR METHOD




The ohjective you define should be SMART:

= Specific
Is your objective clear and focussed? Have the parameters been set?

* Measurable
Will your evaluation process show if the objective/s have been achieved?

» Achievable
Can you achieve the objective with the time and resources available?

* Realistic

Are you hoping for too much? For example, are you seeking consensus on an issue that may not be
resolvable?

» Timely
Have you set a realistic time frame for the process? Remember that public participation often

requires maore time than is allocatad,

The objective/s of the public participation exercise should be clearly stated and agreed upon by all
those involved, including the participants.

CHOOSING YOUR METHOD
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Levels of Participation

There are numerous conceptual tools that can assist you in choosing your method by showing the links
between levels of involvement, issue complexity, risk assessment and method selection. We have
included some of the more widely used in the appendices - the IAP2 Public Participation Spectrum
{Appendix Three), the Vroom-Yetton Decision Tree (Appendix Four) and Les Robinsan's Public
Participation Matrix (Appendix Five).

This guide utilises a 5-step ladder to represent the varying levels of public participation (Figure Three)
and the Public Involvement Continuum (Figure Four) showing various public participation methods
and where they are located on the continuum of public involvement.

Risk Management: A clear objective communicated to all from the outset can help encourage participation,
minimise disappointment and reduce the dropout rate.

The objective of consultation will determine the level of involvement. Public participation exercises
can be grouped into different levels of involvement,

Figure 3: Ladder of Public Participaticn Levels
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Partnership )
s
E
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= ! =
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= (=
= e
8 o e
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s
=4
2
Inform/Educate
Less Less

As you will see in Figure 4 (page 22), there is overlap between the level of involvement and the
method chosen, for example, all methods will involve elements of information provision. The following
may be useful in identifying which level of involvement is right for your exercise.
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Inform/Educate when:

* Factual information Is needed to describe a policy, program or process

= A decision has already been made or no decision is required

* The public needs to know the results of the process

® There is no opportunity to influence the final sutcome

* There is need for acceptance of a proposal or decision before a decision may be made
* An emergency or crisis requires immediate action

* Information is necessary to ease concerns or prepare for involvement

» The issue is relatively simple

Gather information/views when:

* The purpose is primarily o listen and gather information

* Policy decisions are still being shaped and discretion is required

* There may not be a firm commitment to do anything with the views collected

Consult when:

* A two-way information exchange is required

* Individuals and groups have an interest in the issue and will likely be affected by the outcome
= There is an opportunity to influence the final ocutcome

» Discussion among and with stakeholders is to be encouraged

* Input may shape policy directions/program delivery

Involve when:

» Citizens need to talk to each other regarding complex, value laden issues

= There is a capacity for citizens 1o shape policies and decisions that affect them

» Thera is opportunity for shared agenda setting and open time frames for deliberation on issues
» Options generated together will be respected

Establish Parinerships when:

= Empowering citizens and groups to manage the process is a goal

* Citizens and groups have accepted the challenge of being part of identifying the solutions
themselves

» There is an agreement to implement solutions generated by citizens and groups

Levels of Participation and Risk

Different types of consuttation carry different degrees of risk. A low level public participation exercise
such as a questionnaire may carry less procedural risk {and therefore perhaps appear more attractive)
but in the long term the public may not feel as if they were adequately consulted, and sufficient trust
has not been developed.

>

Appendix One provides examples of participation methods from the five levels with some relevant case studies,
Other examples can e located on the Websites located in the rear of this gufde.
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Levels of Participation

Figure 4: Public Involvement Continuwm:=

Level 1 Level 2 Level 3 Level 4 Leval 5
Inform Gather Consult Invaive Partner
Educate Information
=
£ Citizen Engagement
Citizens Jurles . . . . .
Citizens Panels . . . . .
Consensus Conference . . . . .
Deliberative Opinion Polling . . . » .
Search Conferance . . . . .
Study Groups . . . . .
Sustainable Community Development . . . . .
Charrette . - . .
Representative Groups . - . .
User Panels . . . &
Round Tables . . . &
H
2 Consultation
E Advisory Committees . . .
'=§ Computer Assisted Participation . . .
= Interactive WWW/E-Conference . . .
§ Online Discussion Groups . o .
% Focus Groups . . .
= Workshops = . .
=
E Community Or Public Meetings . .
i Parliamentary Committess . .
i People's Panel . .
= Polling * .
; Public Hearings . .
£ Questionnaires and Surveys . .
= Workshops . %
User Comments and Complaints . .
Communication:
Advertising .
Calls for submissions .
Fact Shests .
Exnibitions »
Information Kits .
Mail ocuts .
Media Events .
E Open Days .
Press Releases -
Site Visits .
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Time to Reflect

7 Do we fully understand the purpose of the consultation?

@) Is there a strong link between our participation plan and defined objectives?

@) Does the level of involvement fit our objectives?

@ Are we flexible on our objectives? Or method?

@ Will we allow participants some input in setting objectives?

@1 Have we identified potential risk factors?

@) Have we identified constraints and communicated these honestly to participants?
) How will we know if we have been successful?

Larger consultations may require the adoption of 2 series of methods.
Case Study: Department of Sport and Recreation

In developing their Strategic Directions 2003-2005 (SD3) the Department of -:'Spmt and Recreation conducted
extensive censultations that included written public submissions, workshops and industry interviews with
‘associated Government agencies and relevan! community groups. From this cansultation process the future
directions and priorities for Sport and Recreation were identified. .

D3 Dept of Sport & Recreation
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Identify Participants

While the term ‘stakeholders’ is often used as a generic term
to describe all participants, a distinction needs to be made
between forms of consultation which involve representative
groups or stakeholders, and those involving citizens,

You hiva to thine
aboul 'wha la gaing to
ba wifwched

Interest group/stakeholder representatives are representing
their group or organisation and therefore may be required to
put forward a set position. They may have little room to move
or negotiate,

Citizens on the other hand are engaged in participation

exercises as deliberators, Their role is to debate and deliberate in order to come up with what is in
the public good. Effectively they are asked to put their own interest aside to come to a decision that
is in the interest of the community.

It is impertant to identify whether your participation exercise will involve ane or both of these groups
and how they will participate. For example, you may involve your stakeholder representatives in your
Steering Group so that they can participate in determining the agenda whilst your public participation
exercise is consulting citizens. Or you may consult a mix of both stakeholders and citizens with the
roles to be played by each shaped by the particulars of the project.

Who should be invelved?

Many citizens and community members may wish 1o engage only if the issue is ong that has relevance
to their lives and circumstances. What is essential is that citizens should be able to participate if
they wish to do so.

Participants may be classified according to their leve! of engagement:

Highly involved: those who want to know whai you are doing in detail. They will be willing to be
engaged in one-on-one interviews, they will want to be involved in 2 Community Advisory Panel and
directly negotiate with senior managers, ministerial advisers or Ministers. They are likely 1o be known
to the orgenisation already — look through complaint files, letters to the Department or the Miruster, in
media articles or letters or in activist organisations.

Attentives: those who rate your organisation as one of their top 20 concerns. They will be prepared to
engage in focus groups and other forms of shared contral. They are likely to be academics, informed

observers and leaders in the community.

Browsers: those who will read about the issue in the newspaper, but don't or can't investigate
themselves. The majority form their opinions based on what the highly involved and attentives think.

General Public: those who have not had the opportunity, support or skills to engage with the issue or
with your organisation.

CHODSING YOUR METHTD




For the browsers and general public you might apply the following strategy:
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Knawing who your participants are will allow you to gain a greater understanding of their differing
concerns and how these perspectives might influence the participation exercise!

The following questions may aid in identifying potential participants:

= Who is responsible for the issue?

» Who might be affected by the issue, negatively or positively?

» Who are the representatives of those likely to be affected?

= Who can make a contribution?

» Who is likely to mobilise for or against the issus?

» Whose absence from pariicipation will detract from the final resuli?
» Which government departments have an interest in the project?

Locating and engaging participants is challenging and may require innovative approaches.

Community Service Directories, local newspapers, radio stations and the internet are good places to
start. For broad community interest a2 random sample of citizens reflecting diversity across age,
gender, culture, location, etic may be appropriate. The electoral roll might be a source of a staiistically
representative group of citizens. Also, take advantage of existing networks.

CHODSING YOUR METHOD
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Identify Participants

The nature of the issue and the scope of the public participation exercise will determine the
appropriate number of participants.

It is important that you know your participants and their relationship to each other and the issue. |t

will also be beneficial to understand their history with the issue, their knowledge and their potential
influence.

When choosing participants remember to ensure representativeness, openness and to cater for cultural
and other differences.

Time to Reflect

8

Have we identified the majer stakeholder groups and do you understand how they relate to
each other?

Do we know who is affected, interested, or can contribute to solutions?

Do we know who could disrupt or promote the consultation?

Are we familiar with the resources, level of organisation, knowledge level, scheduling
constraints and familiarity with consultation processes that key participants bring to the table?
Is there an equal opportunity for all interested parties to participate on equal terms?

Have the roles and expectations of the parlicipants been established?

Have (will) participants been involved in the planning phase?

What is the level of trust, credibility and commitment amang participants?

21 Are the numbers of participanis appropriate to your goals?

SEEE S8
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Planning: Linking Objectives and Evaluation

It is essential that both the consultation process and its impacts are avaluated.

Evaluation of the process aims to ideptify the main problems encountered, whether the consultation
reached the target group, and the level of participant satisfaction. Evaluating the impact of
consultation requires an estimation of whether participants' input had an identifiable impact on the
content of the final policy decision. Evaluation and results should be communicated widely and may,
in turn, prompt fruitful debate on the benefits and difficulties of consultation.

Regardless of the size or the complexity of your public participation exercise some measure of its
success against well-defined criteria is necessary. Establishing what these criteria are will help during
the project and after the project has finished.

You should not attempt to establish specific evaluation criteria without reference to the
objectives of your public participation exercise and to the principles of good practice.

However, evaluation in many cases is designed and carried out after the event, and in tgo many cases,
long after the event. The potential of thinking evaluatively whilst planning is that your planning, your
practice and the evaluation of the consultation each become more consistent, focussed and effective.

Throughout the procass it is impertant to continually monitor how the project is functioning and
whether it is performing according to the goals and objectives you have set. This includes monitoring
participants’ perceptions of how the project is unfolding.

At the end of the project it will then be necessary to formally evaluate its effectiveness. Effectiveness
in public participation means many things to many people. For organisers it may mean evaluating the
cost-effectiveness of the project. Participants are more often concerned with issues of involvement —
were they involved early and did they have an impact. Any
evaluation sirategy must take account of both of these
positions.

O coursal
Bt you wili need 12 think
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You must remember that the process does not finish at the
end of the consuliation. Planning involves thinking about
what you are going to do after the public participation
exercise and how you will keep participants informed, This
is essential in maintaining trust and ensuring credibility.
Evaluation helps to ensure that you deliver on your ‘promise
to the public’.

CHOOSING ¥OUR METHDOD
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Planning: Linking Objectives and Evaluation

Good evaluation will bring benefits to both the organisers and to those who have participated.

Organiser Benefits Participant Benefits

Improved practice Increased level of trust

Shows efficient use of resources Shows evidence of accountability and transparency
Infarmed policy Encourages future engagement

An aid in staff development Provides information

Education and understanding of issues

Why think about evaluation at the planning stage?

* Thinking about your objectives and how you will evaluate them helps you to clarify your objectives,
and helps you to focus and define your objectives more clearly. The link between evaluation criteria
and the project’s objectives must be integrated so that your evaluation will show whether your
objectives have been achieved,

= Being aware of what indicators arz going to be measured and how they will be used will help shape
the method chosen. For example, if statistical data is required, a discussion-based method such as
a focus group might not be most appropriate.

* |t can often be helpful to *think back from the end point®. Knowing what evaluation criteria will be
assessed will ensure that they are incorporated into the public participation plan. For example, if
representativeness Is to be measured this neads to be taken into consideration when selecting
participanis. However, rigid evaluation measures should not drive your consultation practice.

* |t may be appropriate and desirable to include participants in the formulation of the evaluation to
ensure that all agree on what is important. Getting this sort of input early can help consultars
understand participanis’ perspectives and also help develop trust.

Frocess and Products

Evaluation must assess both the products (results and impacts) and the process of your public
participation project. Evaluation of public participation projects is not simply a technical assessment
of the outcomes/outputs but also considers the impact of the process itsalf on the participants.

Consulting Citizens: A Resource Guide (the blue guide) included a set of Evaluation Criteria outlining
nine areas where evaluation should be carried out. An adaptiation of this table appears in Appendix
Two outlining each of the nine criteria and describing some of the requirements contributing to their
successful implementation. This table provides a useful overview of some of the issues that you will
need to consider while planning your public participation exercise.

Focusing on rigid targets identified at the outset can limit the ability of the project to respond to new
opportunities or ideas. i

PAGE 28
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Writing a Public Participation Plan

Like all projects your public participation exercise will benefit from a well-designed plan. The final
step in the planning process is to write cut your public participation plan.

Such a plan: Grmal!
* Helps to clarify what the issue is, what your objectives are and

who you will involve, This can be useful both in forcing clarity of

thought and also ensures that all agree to what is going to

But it migni belp it wa weite o
plan which Incorparaion
avarything we have haught
abayid
happen

* Helps in the process of allocating tasks and setting time frames N 73
* Provides a document that can be circulated to stakeholders who —
can read it in their own timeframe and seek clarification if

required

The plan should include:
= A brief introduction which articulates the plan’s purpose and objectives
» The goals and objectives of the exercise
» The constraints, budgetary and other
* The assumptions made in the planning process
* Community profile
» Chronology of community participation
» Description of key community concerns
= Public participation program description:
o framework and design
o forums and processes
5 workshops
> comment periods
o how feedback will be provided
o internal and external communication flows
> self evaluation mechanisms
» Organisation and resourcas: specific roles and responsibilities, planning and coordination framework;
resgurces and training nesded to ensurs effective implementation
» An Outline of the evaluation process ensuring that it is linkad to the ghjectives
s A description of how feedback will be provided

CHOOSING YOUR METHOD
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Summary

In the blue guide (Consulting Citizens: A Resource Guide) you will find a table outlining some of the
main consultation methods (Appendix One). Appendix One of this guide, Consulting Citizens:
Planning for Success, categorises some of these methods into the five different levels of participation,
While such material can be useful, remember that public participation exercises seldom follow these
‘ideal types' but rather are often a combination of different methods moulded to fit the specific
purpose and objectives of the exercise.

Involving the public in the decision making process at various levels has rightly become incorporated
as best practice within Western Australian public, private and community sectors. With the popular
and widespread application of public participation exercises there has been a substantial increase in
the amount of material available to guide you in conducting such exercises. Some of the websites we
have found useful are listed at the rear of the guide.

However, what cannot be over-emphasised is the importance of not becoming tao caught up in the
technical aspects of consulting at the expense of open communication, reflexivity and effective
planning. Having a belief in the process, a genuine desire to involve the public and a clear idea of
what it is you wish to achieve will provide the right environment and give you a head start in planning
your next public participation exercisa.

Good luck!
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Public Participation Methods

Level 1 Inform f Educate

Some of the methods used are:

» Printed material such as fact sheels,
newsletters, brochures, issue papers

* Information repositories in sites such as
libraries, schools, health centres and other
public venues

» Technical documents reporting research or
palicy findings

* Paid advertisements in newspapers and
magazines

» 'Fact Sheets' inserted in the local paper

* Feature stories in newspapers or magazines

* Press releases

* News conferences

» Web sites

Fact Sheets

Tips

» KISS! Keep it short and simple
» Make it visuzlly interesting

* Q&A format works well

-:Appendix One

Advantages
* Can reach large target audience
* Allows for technical and legal reviews

Disadvantages

* No guarantee materials will be read

* Limited capability to communicate
complicated concepts

Shopping Centre Displays

Tips

Make display visually appealing

= Keep concepts simple

Provide personnel to answer questions and
pravide further explanation

Provide printed material which public can take
away

-

Advantages

= Low cost

s Can be targeted to specific audience
{ie within community)

Disadvantages

* Public fatigue of shopping centre displays
(often used by commercial enterprises)

* May be seen as simply going through the
mations '
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Appendix One
Level 2  Gather Information

Some of the methods used are:

» Questionnaires Advantages
* Surveys * Can reach large numbers of people
*» Websites * |f same questions are retained, can be used
* User comments and complaints for longitudinal studies
» Public Hearings ¢ Provides input from individuals who would be
= Staff feedback and suggestions unlikely to attend meetings
* Provides input from cros tion of public not
Surveys just activists '
* Statistically tested results are more persuasive
Considerations with political bodies and the general public
= Solicit information from representative sample
of citizens Disadvantages
» Same questions are asked of every individual  » Response rate is generally low
surveyed » For statistically valid results, can be labour
¢ There are a variety of survey types: postal, intensive and \=.l.1:r.unen5i'nal1er
interviewer, telephone * Level of detail may be limited

» [Ensure statistically valid results are needed * May be perceived as a public relations tool
before making investmeant

= Survey/questionnaire should be professionally
developed and administered to aveid bias

BMCEER e on




Level 3  Discuss/nvolve

Some of the methods used are:
* Focus groups

Workshops

Online discussion groups
Advisory Groups

* Visioning workshops

Publi¢ forums

L]

Focus Groups
8 - 10 people led by trained facilitator in ‘one-
off' discussion on particular topic.

Considerations

* Selection of group is of primary importance

* May need to have several groups to investigate
views from different perspectives

* Value the input and commitment of group
members

# Requires skilled facilitator

» Rewards/incentives may be offered.

Advantages

* Allows for brainstorming of ideas

* Can include those who may usually find
themselves excluded (eg cullurally and
linguistically diverse groups)

* Can be flexible and tailored to accommodating
diversity in all its forms

» Allows in-depth discussion

Disadvantages

* May be costly

Lack of canfidentiality

Qualitative information only

Difficulty in prioritising issues

May not lend itself easily to discussing
sensitive issues -

Advisary Groups _
A group of representative stakeholders assembled
to provide public input to the planning process.

Considerations

« Define roles and responsibilities up front

* Be forthcoming with information

= Use a consistently credible process

* Interview potential committee members in
persan before selection

* Use third party facilitation

* Ensure members communicate with their
constituencies

Advantages

* Provides detailed analyses for project issues.

» Provides for understanding of other
perspectives, leading toward compromise

Disadvantages

+ General public may not embrace committee's
recommendations

* Members may not achieve consensus

Sponsars must accept need for give and take

Time and Iabour intensive '
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Level 4  Engage

Some of the methods used are: Advantages
* Charette & * Provides insights into public opinions and how
* Representative Groups people come to decisions
* User Panels * Seeks informed opinions, does not force
* Round tables people to reach consensus
» Deliberative Opinion Poll * Large. random sample |
Deliberative Opinion Poll Disadvantages .
* Incentives are important
Considerations » Requires a lot of preparation time
* Builds on the opinion poll by incorparating * Although sample sjze is 'larga and random,
element of deliberation ensuring representativeness is difficult

* Involves larger numbers than citizens juries
and may involve less time

= Measures what public would think if it was
informed and engaged around the issue.

» Not good for crisis decisions — best suited to
issues with options and about which the public
is not knowledgeable

6 Chareile W an intonschive and iteradie plicmaiptie it statmy whish of orgsrsed srung colaberiton befaesn piarnevs. g and the coimindniy. The s
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Level 5 Partner

Some of the methods used are:

= Citizens juries

Citizens panels

Consensus conference

Search conference

Deliberative polling

‘Sustainable community development

L

Citizens Jury

» Juries are generally made up of 10 to 24
citizens

* Wording of key questions or charge performed
by organiser

* Evidence is given by specialist witnesses to
provide an overview of the issue

* Jurars cross-examinge witnesses

* The process is facilitated by a moderator

» Juries are not required to reach a unanimous
decision

= A report is prepared outlining all views
presented by the jurors made available to the
general public

e luries generally run for 2 -4 days

Process

A citizen's jury will consider 2 pre-determined
question and produce a response. |t is tharefore
important for the commissioning body to have
carried out all policy analysis including the co-
ardination of relevant bodies and to be at the

decision making phase of the palicy cycle.

To ensure integrity of process selection of the jury
ought to be carried out by an independent
professional. Some methods include random
selection from the electoral roll, advertising for
jury members, or through representative
sampling. The small size of the jury Indicates
that it could not be fully representative whichever
method is deployed.

Choose an independent facilitator and a neutral
location, Sometimes the provision of an
additional facilitator who acts to support and
assist jurors will benefit the jury process 7,

Jurors are given relevant background information
and meet key witnesses. In smaller groups jury
members study the information and cross-
examine witnesses, The findings of all small
discussion groups are presénted to the whole jury
for deliberation. Finally the jury’s conclusions are
presented to the body who commissigned the
jury.

A final report is prepared by the jury reflecting

the conclusions, and because decisions do not

have to be unanimous, any dissenting opinions
are to be included.

The commissioning body must publicise the

conclusions and respond within a specified

time-frame.
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Citizens Jury: Points to Consider

* Costs involved can be considerable

* A project team would be established to develop the question to be presented and establish ground
rules

= All relevant and interested bodies will need to be consulted.

e Expert witnesses must be assembled and briefed on the nature of the consultation

* An independent facilitator must be engaged and the jury selected (generally through an

independent agency)

Each of these stages in the process takes considerable time and resources,

It should also be remembered that the jurors themselves will have outlaid their time, energy and
commitment throughout the sitting.

The transparency of a Citizens Jury and the active participation of the public as jury members are two
of the major benefits. It allows for informed debate on an issue producing an informed conclusion,

APPENDIX ONE




Consensus Conference

* Paneis are made up of between 10-16 lay members.

* Advertisements are placed in the media calling for members

* Conferences generally run for 5 days including 2 days of preparation
* Members determine the wording of questions to be asked

» Evidence is given by specialist witnesses to provide an overview of the |ssue
* Panel members cross-examine witness statements

» The process is facilitated by a moderator

» Conference is open to the public who may aiso question witnesses

* Panel members must reach a consensus

* Areport is prepared outlining the consensus opinion of panel

Process

Advertisements are placed in the media calling for people interested in taking part in a research
project. Members should have no specialist knowledge of the matter under consideration.

A market research company may be employed to recruit a group reflecting a range of gender, age,
education, occupation, and geographic location consistent with the Australian population.

An initial two days is set aside for members to familiarize themselves with the topic and draft a list of
guestions to be asked of the expert witnesses.

During the three days of the conference witnesses are called to present *for' and ‘against’ arguments
for each of the guestions. They can be further questioned by the panel during this time: Some
questioning of witnesses by the public gzallery may be allowed.

The pane! will then assess the information they have gained to develop a consensus report
summarising the evidence and expressing the panels concerns, expeciations and recommendations.

The report is made available for public distribution.
Points to Consider

» Costs involved can be considerabie in terms of expenditure and time

= |t requires a high |level of commitment from panel members who have to absarb a large amount of
complex material in a short space of time

» Representation of both sides of the argument requires the co-ordination of 2 number of expert
witnesses

® An independent and skilled facilitator must be engaged and the panel members selected (generally
through an independent agency)

» Having the conference open to the public ensures transparency and may increase awareness of the
issue beyond the conference itseli, Allows questions from the public; however, there is the potential
for the public gallery to contain interest group representatives who can thereby play a more strategic

role in the debate
APPENDIN OME
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Appendix Three

INFORM

Ohjective

To provide the
public with
balanced and
objective
information o
assjst them In
understanding the
probilem,
alternatives,
andior solutions

Promise to the
Public

We will keap you
infermead

Example Tools
Fact Sheets
Web Sites
Open Houses

CONSULT

Dbjective

To obtain public
feedback on
analysis,
alternatives and/or
decisions

Promise to the
Public

We will keep you
infarmed, listen to
and acknowledes
concerns, and
provide feedback
on how public
Input influencad
the decision

Exampie Tools
rublic Commant
Facus Groups
Sumieys

Fublie Meetings

INCREASING LEVEL OF PUBLIC IMPACT

INVOLVE

Objective

To work directly
with tha public
throughout the
process to ensure
that public issues
and concems are
consistently
understood and
considered

Promise to the
Public

Ve will werk with
you to ensure that
YoUr concems and
issuss ara directly
reflected in tha
alternatives
developed and
provide feadback
ont how public
ingut influenced
the decision

Example Tools
Warkshops
D=zliterative
Folling

COLLABORATE

Objective

To partner with
the public in sach
aspect of the
decision including
the development
of alternatives and
the idantitication
of the preferred
solution

Promise to the
Public

We will look to
you for direct
advice and
innovation in
formulating
solutions and
incorpomte your
advice and
recommandations
Into the desisions
o the maximum
extent possible

Example Tools
Citizen Advizory
Commitieses
Consensus-
building
Participatory
Decision Making

EMPOWER

Objective

To place final
decision making
in the hands of
tha public

Promise to the
Puhlic

We will Implement
what you decide

Example Tools
Citizens Juries
Ballots
Dalagated
Dacisions

Source: |IAP2, 2000
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Appendix Four

Vroom-Yetton Decision Tree

In 1973 Victor Vroom and Phillip Yetton introduced a contingency decision-making model for the
business world. The model was intended to aid in deciding on the level of participation by
subordinates to improve the guality of decision making in a corporate setting. The utility of the model
was verified in a number of empirical studies.

The model was subsequently modified slightly to allow for public participation in general and in
natural resource decision-making in specificically, and has been tested in a number of independent
studies (Lawrence and Deagen 2001).

1. Does the marager hove sufficient

information te maka a high quality i'_;m l_]‘_“
decision? : 1

2. Is the probbdm strectured such
that there s space for alternative
solutions?

3. |5 public acceplsnce of the

B = ]
implemantationT

decision crilical 1o eflective

4, |t public acceptunce 15 necessary,
in 1l remsonably asduqed il [he
manzgar decides alone?

5. Are tha public and stakshplaers Yv

willimg 1o angage in a dialogue in
TT
KEY

erder o amprove Ehe siluation?

A: The manager sotves the problem or makes the decision ajone without public invalvament (=INFORM].
B: The manager seeks information from segmants of the public, but decides alone im a manner which
miay or may not reflect public mnflvence. (=CONSULT)
C: The manager shares the problem with separate segmants of the public or siakeholders, petting ideas
and suggestions, then makes a decizion which reflects public influence, (=INVOLVE, with sensrated
siakzhplder sepmants)
D: The manager shares the problem with the public and stskehalders as an assembled group, getting
ideas and sugpestions, then makes a decision which reflects public infiusnce. (=INVOLYE, with mixad
parficipants)
E: The manager shares the protlem with the public an stakeholgers as an assambied group, and togethar
the manager and the group attempl 1o reach agreement on @ solution, (=PARTNER)

B. Would the quality of public input
{or futuse relations) b improveg {f
leaming occurs amang the public
and stakeholders abaul the issues?
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Appendix Five

High levels C[ummms:-:}n
of risk in the of inquiry
situation
eg. potential Referendum Deliberative
. forum
for negative PARTNER Ind dent
social and ar:i?pen ik
environmental cu;ﬁﬁaa
impaah Citizen
A Community T Search
advi
Cmm conference
Deliberative poll INVOLVE
Stakeholder _
consultation Consuliative
Public waorkshops
| mestings
S 2-stage survay
L vy Charrelte
CONSULT
Seminar
Information ;
risk in the campaign and comments P
situation INFORM
Letierboxing

to be undersicod

Simple information

2 Les Robinson 2002

-

Complex information
to be understood

arpenonc Five IR
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The Purpose of this Guide

This Guide has been produced as the first step in establishing best practice
guidelines for government agencies undertaking consultation. However,
the Guide has broader application and can also be used by:

Local government

1)

v

Project developers

Vv

LY

MNon-Government Organisations

v

l,n'

Interest Groups.

The guidelines were developed in a consultative manner drawing on the
experience and input of people from government departments, non-government
organisations and the community. In particular, a public forum on consultation
practice was held in late November 2001. The input of all forum participants. and
the working group established at the forum to assist development of this Guide,

is gratefully acknowledged.

In keeping with this consultative approach, readers are invited to offer comments
and suggestions. To provide feedback please contact the Citizens and Civies Unit
via'email on bacitizen@dpc.wa.gov.au or In writing to:

Citizens and Civics Unit

Falicy. Office

Depariment of the Premier and Cabinei
197 5t Georges Terrace

Perth- WA 6000,

An electronic version of this document is avaiable on
the Citizens and Civics Unit’s homepage:

hiip=fvww.cou doc. wa_ gov.au.

Paliticians .t'l

Consultants L.ﬁ\
ot




Foreword

One ol the endunng challenges faced by any government Is gncayraging gitizens 1o
participate in public affairs - to become active citizens:

Participation helps to create a more inclusive and equitable society. It also strengthens
gur demecratic institutions.. One of the most effective and ac:‘gcessible mechanisms (o
help achieve greater participation, and ane that has been innovatively used by my
Government, is community consultation.

Consultation promotes active citizenship by encouraging indivicjuals_ to provide real input
into public fife and decision-making. The benefits of ganuine consultation, Involving:
listening and actively respanding 1o concerns and Issties raised, cannot be overstated.

It means decision-makers are better placed lo make informed judgments by tapping into
fresh ideas and new sources of information. For individual ::itu:iens this provides an
oppadunity to express [heir views and influence the outcomes of decisions [hat affect them.

Decisions that have besn reached through a consultative process carry greater legitimacy
and credibility in the community. Engaging the community in decision-making builds
trust within communities-and in our democratic-systems of government. |t cén lead to
new parinerships between citizens and palicy makers thmugﬁ.a shared sense of
ownership of the issues that impact on us as a community, |

Different forms of consultations are commonpisce throughout our State yet they vary,
widzly in terms of effectiveness and outcomes, This Guide aifs to establish best practice
in consuliztion. It detaiis the vital elements of 2 consultative process and highlights how
careful planning will help to ensure the best possible outcomes fromiihe decision-making:
process, |t is another way the Western Australian Government is demonstrating ifs
commitment to ncreasing participation in all aspects uf_g‘eivenflment_ptiricg

|
I'encourage all organisations to use this Guide o mare effectively involve citizens in
decision-making. In'so doing, you will help create a stranger and more democratic
society for all Western Australians. |

/( ”-’C‘*‘—fﬁ

DR GEOFF GALLOP MLA
PREMIER
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10. Active Citizenship

Governments benefit from active citiz
facilitate access to information and p
skills as well as to support capacity buil
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W emoawerment s both 2 peocess and anoutosme - | i

.....

Empowerment is about people taking control over their lives: setting thelr awn agendas, developing skills,
solving problems and increasing their self-confidence. Consultation s an ideal tool lo empower individual

citizens and communities. Institutions can facilitate this by providing an environment that encourages and
dppreciates public participation.

Public participation is both a means and an end. Asa means, it is a process through which citizens and
communities cooperate o provide input into programs and projects. As an end, it ampowers cilizens and
communities through the acquisition of skills, knowledge and experience. In itsalf, involvement in pubilic life
is @ positive outcome as it contributes 1o a strong civil society. It also means decision and policy makers can
utilise the contributians of citizens. '

Participation ranges from the provision of information, 1o involvement through consullation, collaboration,
decislon-making and implementation. The International Association for Public Farticipation (IAP2) has
produced a Public Participation Spectrum (Figure 2) which shows how various techniques may be employed
to increase the level of public impact

Citizens who care enough about their community and environment to contribute to the process of decision-
making are the essence of a more participatory demacracy.
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1.2 Build Partnerships through Consultation

Genuine and credible consultation can contribute significantly to deliberative democracy, building trust and
confidence in people and unleashing their potential as citizens. There are many models of consultation.
These range from public meetings, forums and workshops, to more extensive processes such as summits,

slatewide consultations and parliamentary commitiees. These varying models of consultation are suited to
different issues and objectives

Consultation is not simply about collecting the views and opinions of citizens. Rather it should be thought of
as a lwo-way information transfer - an opportunity to:

> engage citizens in the activities of government; and
> educale cemmunities about government and decision-making processes.

Consultation is a complex and dynamic process, and like any impartant process it benefits from best praclice
and diligence. It should be considered an essential toal for policy makers, project developers and service
providers, implementers and evaluators,

1.3 Consensus - Outcomes or Process?

Consensus does niol necessartly. mean sgreement;
ritear, it means an outcomeawhich all participants can e wilh,

There are two perspectives on consultation:
I. ‘Right result’, or substantive consensus - concerned with the outcome of the consultation, and
il. ‘Right practice’, or procedural consensus - concerned with reaching agreement about the process.

These two perspectives are not necessarily altemnatives, it is important for those planning the consultation to
determine what is their focus - getting the ‘right result’ or ensuring that the processes and procaduras ara
likely to result in an outcome that every participant can live with. A decision is mare likely lo be deemed
legitimate it all participants concur on the process for making that decision.

1.4 Why Consult?

As the community becomes more diverse, decision-making processes become evermore complex. At the
same time, the public is demanding to be more involved in decision-making. Government (and other)
organisations increasingly recognise thal engaging the community in cansultation is good practice.

Organisations will benefit from the experiences and knowledge of those who are most affected by policy

decisions, and profit also from the practical experiences and the diverse views, knowledge and skills of
the community.

Consultations enable the active pariicipation of citizens in decision-making, as well as the creation of
partnerships between community, business and government. Participation through consultation can
reduce citizens' sense of exclusion from, and lack of access to, decisions affecting their lives.
Community engagement in the decision-making process leads to a sense of ownership of the outcome.

Consuliabions therefore:

> Assist in povernmental decision-making

W

Demonstrate a commitment to accountability, democracy and transparency

v

Empower citizens and promole community involvement

W

Foster democratic dialogue among cilizens and revitalize civic culture

W

Help n planning and prigritising varous ophions

W

Improve the level, profile and efficiency of services




> Offer and/or create new perspectives and solutions on issues

Provide an opportunity for community input on issues at times other than elections
Provide greater legitimacy for decision-making

=
-
> Raise awareness of issues and facilitate learning
= Reveal aclual or potential problems

>

Reveal the neads and wants of the community,

1.5 When to Consult

Consultation should be viewed as extending throughout a project cycle rather than as al'one-off exercise, Il
shauld begin early in the planning stage. Whilst mast projects are suited to consultation, some palicy

questions will particularly benefit from citizen participation. It s necessary therefore to fully consider what
lype ol issues are best suited to consultation.

The following criteria may be useful in deciding which issues would benefil from consultation:

> The issue affects the rights and entitiements of members of the community or a significant group in
the community

> The issue is likely to affect people's quality of life

> The issue affecls the natural environment

> A significant number of people, or particular groups, are likely to have strong views on the issue
> Insufficient information is available on which to make a decision about an issue.

It is neither effective nor appropriate to consult if a final decision has already been made, or if the
commissioning body cannot influence a final decision, or when there is insufficient time and/or resources
available,

Ineffective or inappropriate consultation is counterproductive and increases apathy and eynicism - not only
towards future consultations, but also paolitical processes, public institutions and our systems of EOvernance.

1.6 Intentions and Commitment

‘Bipfore smbarking on any cansultstive program it s wraf o n\s Clear
aboul the intenitions, chiectives and implications of the.consultation:

Recognition within an organisation of the valus of consultation requires the development of what can be
called a culture of consultation. Such 3 cultura is based on collaboration, cooperation and a commitment to
the role of citizens as decision-makers. It is important that everyone involved in the process not only believes
in the value of engaging the wider community in decision-making but also recognises the diverse viewpoints
the community can have on any particular issue.

When engaging the public in a consuitation process it is essential that the reasons or intentions of the
process are both credible and clear to all. For example, a consultative process that appears to be too narrow
in scope will lack the credibility required to effectivaly engage the community,

The Report of Lhe Taskforce established to review the Machinery of Western Australia’s Government,
Government Structures for Better Results (June 2001) supports the development of a culture of consultation.
The report refers to the need “..fo re-engage Western Australians in the business of government,
strengthening local communities and conneching citizens with a shared vision for the State.
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2.0 Preparing for Consultation

1

|| Soyouhave oecided to consyll. Now what? The following seclion outlines
1 seven esseitial, practcal StEns lowsrdls impiementing a consuliation. |
]

¥

2.1 Planning the Consultation

Before embarking on any form of consultation it is imporiant to think through exactly why vou are consulting
and what you hope to achieve. Determining answers to the following questions may help to define the
parameters and will assist in the consultation design.

What is the aim or purpose of the consuliztion?

What are the issues?

Who should be consulied?

Who i= affected by the issue?

Whao will manage the consultetion?

What resources are available for the consuliation?

Whiat level of commitment, in terms of time and resources, is sought from stakeholders?

Are there any cilizens whose special needs should be addressediaccommodated in order that they
may paricipate more Tully?

When would be the best ime to consult?
> How much time can be spent?

Have:similar consultations been planned or carried out? How can the consultation be coordinatad to
lake this into account?

What infermation should be made available to citizens to ensure their informed deliberation?
How will the Information from the consultation be used and by whom? |
How will recommendations be implementad?

How will the outcomes of the consultation and the final decision be conveyed to the participants and

VORI N W
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to those with an interest?
> How and when will evaluation be carried out? Whal will be evaluated and by whom?
> Where applicable, what role will the community have in implementation or ongoing management?

ik o
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2.2 |dentifying the Issues

Decision-making begins with issue identification. This can often be an tarative process with new issues
emerging through further exploration. Planning should take into account:

= What is the nature of the issug?

> Whose issue is it?

> 5 resolulion of the issue possible?

Issues can be highlighted to decision-makers through a number of external factors, including:

Community influence
Demographic changes
Economic factors
[nternational relations

Legal judgemenis

Media atlention

Special Interest groups
Technological developments

V ¥V VM VY W N

W

Or fram within gevernment:

W

Mudit reports

Budgetary considerations

Ongoing monitorng

Performance indicators

> Research, planning and policy processes.

v

Vv

W

The clear definition of an issue is essential for effective consultation to take place. Some issues may need to
be broken into smaller, more manageable companents. How an issue is defined will influence the range of
oplions for achieving an acceptable outcome.

Acknowledgement that an issue exists is not, in itself, enough for it to be acted upon. An agreement between
significant interests and individuals on the nature of the issue s necessary, together with a belief that a
solution is possible, or that a better outcome is achievable, Even where this is achieved, the identified issue
must be of consequence to, and be consistent with, the goals of the organisation. Finally, the issue has lo be
seen as falling within the organisation's responsibility.

2.3 ldentifying the Aim of the Consultation

Some important factors need lo be considered before determining which consultation method is best suited
1o a parficular ssue.

Is the purpose of consullzbon to:

> Contribute to the development of palicies or strategies?

Eslablish servica priorities?

> Evaluate service delivery or perfformance?

> Explore community needs or wants?

> Foster a parinership with the community?

> ‘Gain or gauge public support?

> Gather data in the form of statistics or opinions to guide future decisions?
>

o

v

Reach a consensual agreement?

Resolve disputes?
Both the "identified issue” and the ultimate objective will determine which consultation method is most applicatile.
The Office of Public Management in the United Kingdom (cited in Coleman & Getze: 2001) has developed a

model of public engagement similar to that advanced by the International Association fbr Public
Farticipation. This model, which matches aims to consultation methods, s summarised in Figure 3.
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Figure 4: Planning the Consultation
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2.4 ldentifying the Stakeholders
The following questions may aid in identifying stakeholders:
> Who is responsible for the issue?
> Who might be affected by the issue (negatively or pasitively)?
> Who are the representatives of thase likely to be affected?
> Who can make a contribution?

> Who is likely to mobilise for or against the issue?

v

Who are the “voiceless™ for whom special efforts may have to be macde?
> Whose absence from participation would detract from the final resulte?
Alter identifying the stakeholders, it is beneficial to relate each stakeholder (o the ssue by entilying:
> Stakeholder expectations
> The benefits to the stakeholder
> What resources (and risks) the stakehalder will bring 1o the issue
> The relationship between various stakeholders.
Considering Community Groups

Identification of community groups and the initiation of communication may be aided by liaising with olher
departments, consultative and advisory councils, peak bodies and relevant representative organisations,

Consideration must be given lo groups who may feal excluded from poorly conceived consultative processes,
for example ethnic, Indigenous and remote communities, people with disabilities, seniars, women, youth and
others, Whilst on occasion these groups feel that they are ‘over-consulted’, they alsa often feal that they ara
never listened to, Care must be taken 1o include them in appropriate ways.

The issues that confront society ofien impact most severely on young people. medi_ng creative oppartunities
for young people to participate and contribule is essential. This is particularly important glven that the more
traditional modes of participation often fail to include yeung people.

some individuals may be restricted in their participation without special assistance. Their participation may
be aided through the provision of travel assistance, payment for child-care facilities or through the provision
of interpreters or audio-visual aids,

Simiiarly, in a state as large and sparsely populated as Western Australia, special consideration must be Bivern
ta remote and regianal communities to avoid these citizens feeling isolated and marginalised. Innovative
methods may need o be developed to ensure the participation of remotaly located citizens.

2.5 Coordinating those Involved

There is 2 need for coordination and cooperation across organisations, sectors and regions (and sometimes
on a global basis) to imit duplication and administrative complexity, and to minimize the risks of consultation
‘Hatigue’ for everyone involved.

it is important from the outset that all participants reach an agreement on both the aims and the parameters
of the consultation, together with the rales and responsibilities of those invalved.

Coordination invalves managing relationships with:
= Other parts of your own organisation and partner organisations
> Those who will act on the results at policy and operational levels
> Contractors assisting in the consultation or implementation
= Participants such as experts or witnesses
> Stakeholders,




2.6 Determining Resources Required - Time, Skills and Cost

Timing

Successful consullations are implemented according to a well-defined schedule, particularly for those
consultations designed to report on & specific issue. Sufficient time needs to be allocated to every stage of
the consuitation process to allow proper monitoring and due consideration of progress. | Poorly planned

consullations add to the level of cynicism some membears of the community have towards government (and
ather) consultation initiatives. Consider the following paints:

> Having a realistic timetable is valuable for all participants. It can indicate what they can expect (short
or long term commitment) and when. The timing of consultation may need to be adjusted to suit

consullees' schedules, for example conducting consultation events after business hours, or outside aof
public or cultural/religious holidays.

> Timing can also be important in & secondary way because some issues may be mare prominant al
particular times of the year (e.g. water consumption),

> Ample time should be provided for consultess to participate throughout the consultation process, lo
become informed of the issues, reflect upon the information and make cansiderad responses,

> Consideration should be given to the meeting cycles of different crganisations, and the time Il takes for
groups and individuals to be involved in formal discussions, debate and awareness raising,

The Consultation Team
A skilled team Is essential for planning, developing, execuling, monitoring and evaluating a consultation. The
leam may come from wilhin the organisation or may be contracted specifically for the purpose of the

consultation project. There may be a need 1o offer additional training to staff to ensure that they have the
pre-requisites necessary for effective consultation. These include knowledge, skills and understanding of:

= Communication
> Consensus building
> Documentation
> Evalualing and providing feedback
> Evaluation
Facililation
Group dynamics

>
-
= Intezrpersonal relations
= Knowledge of government processes and activities
> Negotiation and conflict resalution
> Problem solving

= Public relations
Developing a Budget
Where organisalions are spending public money it is necessary to prepare a budget that provides for cost-
efiective ways to consult. Consultation nesd not be expensive - with resourcefulness consultations can be

carried out with limited funds. Efficiently planned and budgeted consultations can deliver beneficial resulls
for relatively low cost

Some of the expenses that may be incurred include:

> Advertising costs > Printing costs

= Child or respite care > Public address systems
= Consultant costs > Relreshmenls

> Equipment > Slationery

> Parking, travel cosls = Travel reimbursements
= Postal costs, dalivery > Venue hire.

It is false economy to allow insufficient resources for the consultation process.
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2.7 Choosing a Method

Different methods may be used o engage peopie in the consultation process. No one ‘carrect’” method will
sult every issue. Very rarely are ‘pure’ models adhered 1o, Using more than one method may increase the
likelihood of gaining a more represenialive response. An appropriate chaice must be made in each situation.

Choosing the method to be used will be determined by the purpose of the consultation and who is being

consulled. It may also be determined by the level of expertise an experience the commissioning body has in
conducting consultations,

Same of the questions that will need to be answered before choosing a consultation' method include:
= What is the purpose of the consultation?
> What information is required?
> Who are the stakeholders?
= How much information needs to be gathered from stakehoiders?
> Where are the stakeholders located (e.g. remote or rural communities)?

> How much information needs to be given to stakeholders in order for them ta provide
considered input?

> Are there special groups to be addressed (e.g culturally and liguistically divetse groups, ethnic or
indigenous groups, people with a disability)?

> What is the complexity of the issua?
> What is the urgency of decision-making and how much time is available?
> What is the extent of resources available (personnel, time, venues, finances, eic)?

Appendix One of this guide presents a table of consultation methods, including a brief description and a list
of some of the advantages and disadvantages for each type.

In the community and amongst decision-makers, levels of knowledge, understanding and commitment
to consultation are changing, the table below reflects this changing attitude to consultation.

From DAD to PEP?

DAD — — PEF

To 2 more positive made! of decision-making:

The fraditional, paternalistic mode of decision-

iaking which: foliows tha sequence of: Profile the community er regian so you know the

people you need to work with

Decide on a course.of action Educate them about the jssues and alternatives

Announce the decision, and then already identified

Defend the decision fram the ensuing protests Participate with them in a process of mutual
education:and joinl problem salving.

{Source- Connor Development Services)







Whilst much of the cansultation process will be deiermineq by the mcrﬂ]rrd
| ‘Chasen thére are some gspects common Io I These are the impartan
8 foumnactations for any effectve consultation.

3.0 Foundations for Effective Consultation

<
8

3.1 A Statement of Intent

All participants need to understand the purpose of each consultation and so should be provided with a
statement of intent. This statement should articulate the negotiable and non-negotiable items so that there is
a clear understanding of the exact nature of the issues under consideration. The reasons for non-negotiable
items need to be explained.

Being clear from the oulset about what is, and what is not, under consideration will help to avoid unrealistic
expectations.
The Statement of Intent should include the following elements:

> Imentions and purpose of consuliation (focus)

= Whal is, and whal is not open to consullation (scope of decisions, oplions and issues)

= The range of stakeholders involved and their level of involement

= Roles and responsibilities of designated decision-maker/s




> The organisation's commitment to the outcome

> Background information providing the rationale for holding the consultation. including infarmation on
previous consultations

> Information to assist consultees understand where the consultation fits within the

organisation'sicommunity’s averall aims
> Consyltation ground rules outlining the process to be undertaken
> A description of the methods proposed for consulting, evaluating and providing feedback
> Consultation schedule or timeline |
=3

Commitment of the organisation to ensuring that special needs of citizens are accommodated
> Contact detalls.

3.2 Make Information Accessible

To facilitate community, group or individual partficipation and to allow for informed decision making it is vital
that panticipants are provided with comprehensive and unbiased information on the issue under
consicleration. This may require involvement of a neutral party to ensure credibility.  This information rmiyst
be accessible to all potential participants and can be aided through:

> Making it easy for people lo participate - accessible venues, accessible information, accessible
processes and accessible consulters

> Using language that is clearly writlen and free from unnecessary jargon
> Incorporating mechanisms to address differing levels of literacy in the community.

> Being responsive to lhe cultural and linguistic diversity of the community, including different lanpuage
needs and the needs of the visually and hearing impaired.

3.2 Choose Effective Leaders and Staff

A consultation process can only be as good as the people involved in its implementation. It is therefore
imperative to appoint skilled staff and to consider the following:

> Effective leadership is vita)

> Personnet wilh skills such as facilitating, information dissemination, knowledge of the issues and
50 on are essential to keeping the consultation process on track

> Enthusiasm and commitment from the consultation team will directly impact upon the success of the
project

> At times, there may be a need to bring specially skilled and/for experienced staff into the organisation
thraugh the use of consultants and contractors.

3.4 Ensure Procedural Integrity and Documentation

Good consultation is documented. From the moment 2n issue has been identified as needing action, all
aspects of the process should be documentad. Documeniation is the basis for procedural integrity - vital for
maintaining credibility, accouniability and transparancy in the process.

For more detailed information on preparing consultation documents see Bartram (1937).

3.5 Maintain Objectivity and Independence

Consuliations will only be effective and useful if the information collected is a true reflegtion of the views and
opinions of those consulted. Consultations must endeavour to obitain responses that accurately reflect the
views of the participants. The following factors can benefit this process:

> Provision of unbiased information

= An Independent and professional facilitator who is regarded by all parties as neutral
> Expart witnesses

> Use of appropriate data collection methods

EEEER - Allowing consultees the freedom to determine options.

[ ==




3.6 Publicise the Consultation

Effectively publicising the consultation is essential if you are to. engage all stakehalders. Some of the
‘methods that can be utilised include:

= Media releases |

> Placing advertisements or articles in community, council and resident group rewsbattars
communily magazines and newspapers

> Agency or departmental newsletters or brochures, leaflets ar flyers in places w:h as local shops,
recreation centres and libraries

> Using radio and lelevision (particularly local and public access stations)

> Accessing special interest groups who may have emall lists or bulletin boards
= Varigus wabsiles,

3.7 Ensure Ethical Practice

The Public Sector Slandards Commissioner has a general Code of Ethics that is based on the principles of
justice, respect and responsible care. All consultations by State agencies must adhere to the Code of Ethics.
The confidentiality of consultees must be respected. The process must be responsive [0 special nesds,
display integrity and honesty and must not undermine public confidence.

The International Association for Public Participation (IAP2) has developed a draft chde of ethics (see Figure
g) specifically for consultations and public participation practitioners.

Furpum The purpose of puthc parbupahun 3 tu mal:a hatter decisions that reﬂaqt B Intnmsts and
:aﬁaﬂt&d ﬂallehuiﬁefi.

ZHaanﬂt tnr Communities: ,A public parficipation :;la{:uﬁmer should avoid ‘strategies th tt&nd to pnh:tt&
community in‘hemsh or appear to divide and conquer.

Commitments: The practitioner has a raspms:l:ilﬂy toensure Ihal cqmmﬂmmm iade to the. pubim by the
decision maker are gmulneandﬁpahle of mmlemeﬂtahm
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3.8 Managing Expectations

Throughout the consultation process it is important to manage the expectations of both [consultees and
consuiters.

Consultess whio are well informed about the consultation process are betler placed to have realistic
expectations of the process and its outcomes. As long as consultess are informed at the outsel of what they
can and cannot expect, they are less likely o become frustrated with the process. |deally, cansultees should
be infarmed upfront as to whether or not their views will be binding on decision-making autharities.

Additionally, it is inappropriate for consulters to expect that a consultation will simply be a “rubber stamping”
or "buck passing” exercise for a particular initiative or program. The results gathered from consullation may
not always correspond with organisational preferences.

Open and accountable processes are the key to managing expectations.

3.9 Encouraging a Sense of Ownership

Effective consultation can promote ownership of, and commitment lowards, palicy oulcomes. Ownership
toes not only rest with the originators of consultation (the commissioning body) or with the consulters,
rather it is shared between these two and with the consultees themselves. The shared ownership of the
consullation process will create a sense of invelvement and commitment to the end product or service,

People who have been listened to ofien become active stakehalders - “championing the cause” - leading to
optimal results. For consultees, a sense of ownership of the consultation exercise is vital for not anly their
continued cooperation and interest but also for ensuring their contributions are both candic and considerad,

Building a sense of ownership can be achieved through:
> Invalving stakeholders early in the process
= Well-defined roles and responsibilities for 2l concerned
> Open, imely and sincers communication
> Continually providing feedback an the progress of the consultation
> Effective follow up - tumning responses into action, achieving results and outcomas
> Proper reporting, accountability and responsibility

> Monitoring and evaluation.

3.10 Mutual Respect and Honesty

Having respect for the legitimacy and views of all participants is essential when engaging in public
consuitation. All consultations should be based upon values of openness, trust, and transparency of purpose
and process.

3.11 Be Aware of Potential Problems

Despite the demands for and advantages of consultstion there are, nevertheless, conceins raisad sbout its
effectiveness and usefulness: Some of the potential problems commonly associated with consultations are:

> Difficulties in gaining representative views, particularly if there are a few well resourced lobby groups

> Disapreements within the organisations involved

W

Inability to reach an outcome acceptable to all

W

Incompatibility between organisational preferences and community views

> |lack of trust amongst stakeholders

W

Poor parlicipation

v

Unrealistic expectations




4.0 Qutputs and Dutcomes




4.1 Analysis

To assess the resulls of consultation several factors must be considered. Prior to undertaking any analysis the
griginal purpose and objectives of the consultation nesd to be revisited so that the analysis is firmly grounded
in the original intent. Some consultations may rafse new issues or may appear not fo answer the original

questions — suggesting that further consultation is required or that the original question was not fully defined.
Faclors to consider include:

> Continuity of staff throughout the consultation is beneficial: thase who have been invalved from
inception should be involved in assessing the results

> Translating raw data into conclusions must allow for accountability - valid research methods and |
appropriale statistical techniques must be used

> Analysis should commence as soan as possible after the consultation and should be completed
promptly to maintain momentum |

> Conclusions and recommendations should be reported in a format that is accessible to all
Interested parties,

4.2 Feedback

Feedback to consuliees should be provided throughout the consultation process to enstre their continued

involvement. However, it is of vital importance for feedback to be provided soan after the analysis phase to
help ensure integrity and credibility.

Feedback should acknowledge the contribution of both consulters and consultees. In keeping with a palicy of

openness it may be beneficial to provide transcripts of any deliberations that were recorded, making note of
both consensus and dissent,

Feedback should be provided to consultees on any decisions that have been taken and should include the

rationale behind these decisions. Any report should also outline how consultee input was used in the
decision-making.

4.3 Response to Recommendations

The consultation commitssioning body must respond to any views or recommendations put farward by
consultees, Was each recommendation accepted in whole or in part. or was it rejected? For each outcome, it
i5 highly advisable that the reasons for the decision are made clear and made publicly available. The public
also needs to be informed about how the cutcomes will be implemented and who will be responsible for
monionng and review.

4.4 Monitoring and Evaluation

Evaluation involves a two-pronged approach which assesses both the substantive outputs of the consultatian
while also reviewing the process. However, the focus here is on evaluation of the process.

The consultation project should be monitored throughout the duration of the process tolensure procedural
integrity and ethical practice. By monitoring the project the consulting team can review and modify the
process to take account of sizkeholder concerns.

Evaluations can be carried out using a varisty of techniques including questionnaires, |r§terviews, focus
eroups or stakeholder panels. Questions should be asked of the participants regarding the planning, process
and follow-up stages of the consultation.

Final evaluation should:

-
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Determine the level of satisfaction of all participants in both the process and outgomes
Improve understanding of stakeholders perspectives
Provide an assessment of the costs and benefits to stakeholders

Pravide conceptual learning to improve the understanding of how different consultation methods
influence decision-making

e




> Provide insights inlo Lhe shortfalis of the consultation process - discmpanﬁiaﬁéheﬁueen consultatian
aims and those actually achieved

> Show accouniability in accessing and justifying the costs and resource uliﬁsaﬁun
> Show the extent and quality of citizen participation and how it might Inﬂue‘ncg future consultations

> Show the impact of consultation on outcomes and decision-making, !
Usually the outcomes of consultation can only be assessed in the context of the widrr program or project to

which they relate, as consultation is not an end in itsalf.

4.5 Emerging Evaluation Technigues

There is considerable research being undertaken in various countries on the effective evaluation of

consultation and other public participation processes, using indicators other than cu‘Pt elfectiveness,
resource allocation or other substantive outputs.

Frewer, Rowe, Marsh and Reynoids (2001) have developed a set of nine ‘evaluation criteria’ that "form the
basis for the development of methodologies to assess the effectiveness of different public participation

exgrcises”. These help to outline evaluation techniques that go beyond the traditional and somewhat limited
analyses of previous methods (see Figure 6).

Figure 6: Evaluation Criteria
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Factors or indicators to be considered when evaluating a consultation include:
> Accessibility to the decision-making process
= Costs avoided for affected agencies
= Diversity of citizens represented
> Diversity of views expressed
> Expectations met
> Information exchangs
= Integration of concerns
> Interests of all addressed
> Mutual learning among participants
> Mutual respecl among participants
> Opportunities for participation
> Participation time costs for participants
= Project/decision acceptability
> Projec/plan efficiency (duration of process)
= Relationships enhanced
> Special needs accommodated.

Participant feedback may also pravide other criteria relevant to a particular consultation project.
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Appendix 2: Checklist i

Do we have:
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Grgan!salmnal commitment to consultaticn and te the outcomes derived?
Mechanisms and resources to document the full extant of the consultation?
Adequate time for eansultation built into praject timelines? |
A shared understanding, from all parties involved, of the scope and objectives of the cansultation?
An understanding from all stakeholders of what is negotiable and open (3] Ef?é'l'lgﬂ andwhat is not.

Agreement from all parties concemed as to whether the focus Is on gaining dgreemeant on the process
for consultation or on the outcome of the consultation process?

The ability to coordinate information and actions across the organisations involved?

Relevant informatian that is readily accessible to all members of the commurlity = including Information
on the issua and on' the consultation: nrocess? |

The financial and technical resources to undertake the consultation? 5
Fraﬂm]flug:sncal' matters identified and resourced?

Apprapriately skilled human resotirces 1o undertake the consultation?

The credibility to engage the community?

Open and accountable processes that can withstand public scruting?
Community understanding of the level of input expected of them?

Opportunities for engaging the commupity in debate on the issue?

All patential stakeholders identified? {

‘Adequate publicity in place to ensure all potential siakeholtlers are aware of lhe consultation?

An understanding of possible barriers to participation and appropriate srateges in place?

‘Mechanisms in place far monitoring the consultation process and the organisational flexibility to make
‘changes if required?

[ :Shﬁféé,‘l&ﬁ in'place for evaluating feedback from the consultation?

L]

“Strategies in place for providing feedback to parficipants?

A clear understanding with siakeholders regarding their level of invelvement in implementation of
oulenmes? = '

An evaluation of the consultation process built inta project timelines? t
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Appendix 3: Sample Evaluation Questions

The following questions may assist in designing protocols fo evaluate the success of the consultation Process.
Em-n; tuestions are mare appropriately directed to participants, some to the consultation team.

AR LI SOTRESE S ;
L] Were the aims of the consultation made clear? '
[l What parameters were defined at the outset? |
[1. Did participants have input into the design of the consultation?

L1 Was there a clear understanding of the expectations of all parties?

L] Were the Cansulters frained'in the skills required for effective consultation?

3 Was financial assistance made available to enable consultess to participate?

[ Was the outcome determined beforehant?

1 Were other departments consulted/coordinated?

Ol was thera agreemenl on the approach to be taken?

[l Were there enough opportunities to allow a full range of views 1o be expressad?

2. Process
[ Were all stakeholders identified at the outset and involved in the consultation?

O Were the stakeholders representative of the affected population?:

L1 How were roles and responsibililies made clear for all involved?

0. Was participation voluntan/?

[ 'Were independent, skilled and neutral facilitators ysed?

[ Was information made accessible 1o all including special groups?

O Was the process fully documented?

L1 Did the process maintain objectivity 2nd indepandence?

[ Was there an acceptance of the diverse values, interests and knowladge of all participants?
[0 Was there respect for the confidentiality of information shared? '.

L1 How was flexibility integrated info the process?

[ ‘Was enough time allocatad for the project?

[J° Did participants have the opperiunity to provide feedhack throughout the process and was it acted Lipon?

3. Outcome
L1 Did the consultation produce relbleinformation?
Was the callected information objectively analysed by skilled personnel?
Was there a sense of shared ownership of the process and oufcame?
Was thera a eommiitment o implament the outcome?
- Was feedback provided to participants?

m mm mim

How:did participants express their satisfaction ‘or otherwise with the process?
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