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Project context
Indigo Shire Council is developing a precinct plan for 
an 18 hectare parcel of land adjacent to the Chiltern 
train station.

The precinct plan will provide a vision for the site which 
will be developed in collaboration with Indigo Shire 
Council, a Community Working Group and the broader 
Chiltern community.

CoFutures and IncluDesign have been engaged by 
Council to lead an inclusive consultation process and 
to develop the Precinct Plan for the site. 

The development of the Chiltern Land Precinct Plan is 
being undertaken in five broad stages, outlined in the 
diagram below.

Community consultation will occur in Stage 3 of the 
project, following the finalisation of the Background 
Report and before the development of the Draft 
Precinct Plan. There will also be ongoing engagement 
with key stakeholders during the development of the 
Draft and Final Draft Precinct Plan.

Following the development of the Final Draft Precinct 
Plan, it is anticipated that there will be further public 
exhibition of the Plan before it is formally adopted and 
implemented into policy.

01. Project and engagement context

CWG & project 
start

Background 
Report & site 

investigations

Community 
consultation

Draft Precinct 
Plan

Final Draft 
Precinct Plan

1 2 3 4 5

November 2022 - January 2023 February - March 2023October 2022 April - June 2023 July - August 2023 FUTURE STAGES

Public exhibition, 
formal adoption of 
Precinct Plan and 
implementation 

This Project Longer term

Current Stage

This document
This project presents an exciting opportunity to engage 
with the Chiltern community at the start of a longer-
term change process.  The purpose of community 
engagement is to collaborate with stakeholders and 
the local community to explore potential ideas and 
opportunities for the future use and development of the 
site.

This document provides an outline of the planned 
engagement approach for the project. It has been 
informed by feedback received from the Community 
Working Group (CWG), the Internal Working Group 
(IWG) and other Council staff. 

It is intended that this document is a dynamic resource 
and can be periodically reviewed/updated throughout 
the project as necessary. It contains:

• the overarching consultation framework and 
objectives;

• stakeholder mapping;
• key engagement touch points and activities;
• aims and objectives for key meetings and 

workshops;
• a communications and promotion plan; and
• indicators to measure and evaluate the success of 

the engagement process.
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02. Consultation Framework

Consultation objectives
In order to gather feedback from the Chiltern 
community that can directly shape the outcomes 
of the project, it will be important to ensure that 
consultation is meaningful, inclusive and engaging. The 
design of this consultation plan has been crafted to:

• Be timely – occur throughout the project before, 
during and after the release of the key documents, 
to provide stakeholders with the opportunity to 
provide feedback at key milestones.

• Be genuine and constructive – provide transparent 
and genuine opportunities for stakeholders to be 
involved in shaping the project.

• Be engaging – provide a mix of face-to-face and 
online engagement opportunities to maximise 
participation and reach.

IAP2 framework
The IAP2 Core Values, Code of Ethics and Public 
Participation Framework (below) provide a theoretical 
basis for the consultation approach. It is also 
referenced in the Indigo Shire Community Engagement 
Strategy (2022 - 2025) as the guiding framework for 
Council’s engagement activities.

The engagement approach detailed in this plan is 
consistent with these values and seeks to establish 
an approach that will genuinely inform, consult and 
involve the various stakeholders at relevant stages of 
the project.

IAP2 Spectrum, extract from Indigo Shire’s Community Engagement Strategy 2022-
2025
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02. Consultation Framework

Stakeholder Groups
We have identified five broad groups of project 
stakeholders that will each have varying roles and 
levels of contribution throughout the project:

• Community Working Group: a representative 
selection of members from the Chiltern Community

• Internal Working Group: representatives from Indigo 
Shire Council

• Internal stakeholders: the Internal  Council 
departments, Executive Management Team and 
Councillors

• External stakeholders: key agencies, organisations 
and special interest groups

• Broad community: all community members in 
Chiltern and the broader region

Further detail on each stakeholder group, their role in 
the project and desirable consultation outcomes are 
provided in the tables below.

Group Stakeholders IAP2 Spectrum By the end of the project they will…

Community 
Working 
Group

• Allan Ricketts
• Andrea Wilcox
• Bill Hoston
• Helen Hay
• Jenny Hogan
• Kevin Mayhew
• Matt Williams
• Mervyn Rae
• Paul Shelley
• Shannon Beacom

Inform

Consult

Involve

Collaborate

• Participated in and attended 
stakeholder meetings and workshops.

• Have been involved in keeping the local 
community up to date with the project.

• Raised local awareness about the 
project.

• Had the opportunity to provide feedback 
on the Engagement Plan, Background 
Paper and Draft Precinct Plans.

• Provided specific inputs into key areas of 
interest.

• Supported engagement activities and 
consultation process.

Internal 
Working 
Group

• Carlene Lamanna
• Jayne Maloney
• Melinda Collis
• James Turner
• Sally Rice
• Grace Perry
• Adam Kimball

Inform

Consult

Involve

Collaborate

• Have been consulted on the issues and 
opportunities they consider important 
for project.

• Shared relevant studies, reports, 
outcomes with the project team.

• Had the opportunity to review and 
provide feedback on all key project 
deliverables

• Have been told how community and 
stakeholder feedback has informed the 
project recommendations.

• Raised internal awareness of the project 
and its outcomes.

03. Project stakeholders
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Group Stakeholders IAP2 Spectrum By the end of the project they will…

Internal 
Stakeholders

• Council departments
• Executive Management 

Team
• Councillors

Inform

Consult

Involve

• Have been involved in keeping the local 
stakeholders up to date with the project.

• Have been informed of the project 
outcomes and timeline.

• Have had an opportunity to participate 
in the consultation process.

• Understand how their constituents, and 
community and stakeholder feedback 
has informed the project.

• Had the opportunity to provide feedback 
on key project deliverables

• Provided specific inputs into key areas of 
interest.

• Approved and endorsed key documents 
and deliverables.

External 
stakeholders

• Australian Rail Track 
Corporation (ARTC)

• CFA / SES / Emergency 
Services

• Regional Development 
Victoria

• Local MPs

Inform

Consult`

Involve

• Have been informed about the project 
and its outcomes.

• Have had an opportunity to provide 
initial feedback and technical input on 
the draft Precinct Plan.

Broad 
community

• Local businesses
• Chiltern residents
• Community groups and 

organisations

Inform

Consult

• Have had an opportunity to shape key 
aspects of the project

• Had the opportunity to provide feedback 
on the Background Paper and share 
intial ideas about the future of the site.

• Been informed as to how their feedback 
has been considered and incorporated 
into the final Precinct Plan.
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Ideas for community engagement Votes

Community pop-ups 9

Online engagement 7

Community day 6

Site walking tours 6

Community workshops 4

Voting on design concepts 4

Ideas wall 3

Feedback surveys 2

Informing the Engagement Plan
A key objective of this project is to develop an 
Engagement Plan in collaboration with the CWG and 
IWG. 

The first CWG meeting was held on 13 December to 
introduce the project and gather initial feedback on the 
consultation approach. 

We asked the CWG members to share feedback on:

• Appropriate ways to engage with the local 
community; and

• Ideas to promote the project to the community 
to ensure maximum levels of awareness and 
involvement.

A summary of feedback received is provided opposite 
and the results of a quick poll of CWG is provided 
below.

Ways to promote the project Votes

Social media 10

Through existing community groups 9

Local newspaper 8

Information displays 8

Mail outs / post 5

Developing a unique project brand 4

Poster campaign 2

Postcards / flyers 2

Feedback from the CWG on engagement:
• Overall, a desire to provide many different ways 

for people to engage and participate in the 
project as possible. Timing of engagement is 
important too (e.g. on weekends or after hours).

• Suggestions to combine consultation activities 
with local events such as markets, community 
days or other community activities.

• Project presents an opportunity to engage with 
young people.

• A strong desire to keep the community informed 
throughout the entire process. 

• Suggestions to engage with people/businesses 
outside Chiltern to provide a regional 
perspective.

• Important to consider people who have limited 
IT or digital/online access.

• Previous placemaking engagement activities 
that were held in Chiltern (in 2016) were cited as 
references.

• Ways to promote the project could include 
posters, flyers, local newspapers, radio, ideas 
wall in the main street, online activities, and 
social media.

• Consider role that local community destinations 
can play in promoting engagement or events, 
e.g. the new community hub, post office.
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04. Engagement Plan on a Page

Chiltern Canvass 
Cards

Project launch / drop-
in BBQ event

Visual displays around 
town Hard copy & online

Project team

Facebook

Community 
Event

Inspiration / Ideas 
Board

Social media 
promotion Local media Word of MouthDigital 

Engagement

Proposed Consultation Activities

Proposed Promotional Approach

Stakeholder 
Engagement

The Chiltern 
Grapevine

Your Indigo

Advertisement in 
regional newspaper

Project Website

Background Paper

CWG

FAQs

Survey

CWG Workshops

IWG Meetings

Councilor Briefings

Young people

External stakeholders
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Proposed 
Activity Purpose / description Target 

stakeholders
Roles and 
Responsibilities

Community 
‘drop-in BBQ’
[end of March]

• An inclusive community activity to 
promote and launch the project

• Opportunity for Chiltern community to 
learn more about the project, meet the 
team / CWG

• Use canvas cards (see below) as medium 
to collect feedback and ideas.

• At end of event, potential to display 
canvass cards in a central community 
location and use as ‘visual gallery’ to 
inspire further ideas and community 
participation

All (community 
& resident 
focused)

CoFutures to work 
with IWG and 
CWG to organise, 
facilitate and run 
event.

Council to support 
logistics (venue etc.)

Ideas / 
Inspiration 
Board
[kep installed for 4 - 
week period] 

• A one page (A1 size) corflute with project 
information, visual precedent imagery 
and links to website.

• Purpose is to promote the project and 
encourage feedback through QR code.

• To be displayed at prominent / high traffic 
areas e.g. Post Office, Community Hub, 
shop windows etc.

• Could also be uploaded to website as a 
‘summary on a page’.

All (regional 
reach too)

CoFutures to design 
poster/board

CWG to support 
in distribution and 
promoting

Council to print

Chiltern 
Canvas Cards
[use at launch event, 
distribute to key 
locations around 
town e.g post office, 
community hub etc.]

[replicate the hard 
copy version online 
too]

• Printed cards asking for ideas and 
aspirations for the site.

• Questions are designed to be engaging 
and relatively quick to answer and 
questions on a canvass card are often 
more open to evoke creative and 
inspirational answers.

• Unlike ‘normal surveys, the canvass card 
is used for gathering indirect information 
and more interesting responses. 

• A polaroid photograph could be taken 
and attached to personalise the card

• Completed Canvass Cards are often 
displayed in a Gallery public place so 
everyone can see them (optional)

• Can replicate canvass card online too, so 
that it’s accessible for people who can’t 
make the event or fill in person. 

• Could identify several drop off locations 
for hard copy feedback.

All (community 
& resident 
focused)

CoFutures to design 
canvass cards

CWG to help 
distribute and 
promote

Council to print

05. Engagement Activities
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Proposed 
Activity Purpose / description Target 

stakeholders
Roles and 
Responsibilities

Stakeholder 
Workshops

• A series of ongoing meetings and 
collaborative workshops with the project 
working groups throughout the plan 
development.

• Opportunities to gather feedback / input 
from CWG and IWG before information is 
shared more broadly.

• Meetings and workshops to be targeted 
and focused (see proposed schedule of 
meetings).

Key 
stakeholders

CoFutures / 
IncluDesign to 
facilitate

Attendance by IWG 
and CWG at all 
meetings

Council to review 
and approve all 
materials

Stakeholder 
Engagement

• Engage with different demographic 
cohhorts, external stakeholders and other 
regional stakeholders to gather diverse 
perspectives on the project.

• This can be done throughout the 
development of the draft Plan.

Young people

Tourism

Economic 
Development

External 
stakeholders

CoFutures / 
IncluDesign to 
facilitate

Attendance by 
Council at meetings

Council to provide 
introductions / set 
up meetings where 
known
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Method Channels Purpose Roles and 
Responsibilities

Project 
information / 
consultation 
materials

• Canvass cards and  
project board

• Digital and hard copy 
versions

• Can distribute to 
library, Council offices 
and other high 
visibility locations 
around Chiltern

• Share key project updates 
and promote engagement 
activities.

• CoFutures to 
create collateral

• Council to print 
and distribute

• CWG to distribute 
and promote

Direct email  
/ digital 
outreach

• Notify subscribers to 
ISC news / website 
updates

• E-news updates (e.g. 
through Your Indigo)

• Share key project updates, 
promote engagement activities 
and  share project updates.

• Reach a broader Shire / 
regional audience

• CoFutures/
IncluDesign can 
advise or review 
copy

• Council to 
distribute

Social media 
channels • Facebook

• Promote the ways to get 
involved in the project and 
encourage participation in 
engagement activities.

• Promote launch event
• Keep community updated

• CoFutures can 
input / draft 
content

• Council to 
finalise, review, 
upload and 
manage

Internal 
promotion

• Email footers
• Articles in staff 

newsletters
• Intranet news posts
• Circulation of 

consultation materials

• Build awareness of the project 
internally and encourage 
contributions and collaboration.

• Council to share 
and manage

06. Promoting the project



Chiltern Land | Engagement Plan 12

Digital engagement
To ensure that the participation in the project is 
inclusive and accessible for as many people as 
possible, we have developed a project-specific website 
for this project: 

www.indigoshire.vic.gov.au/Community/Chiltern-
Land-Development

The website will be used as a key online 
communication tool to promote the project and 
share information throughout the development of the 
Precinct Plan. It includes:

• Project updates and information
• A timeline of engagement events and activities
• Minutes and presentations from the Community 

Working Group meetings
• Link to survey and consultation materials.
One of the key ways of collecting feedback for this 
project will be to develop Chiltern Canvas Cards 
(hardcopy). It is envisaged that these cards will be 
replicated in a digital format on Council’s website to 
allow people to also provide feedback online.

There are a number of platforms available that would 
integrate with Council’s current open cities website, for 
example SurveyMonkey or TypeForm. We would provide 
a hyperlink to this survey on the project page which 
would direct users to complete the form.

The website (and survey form) could also be shared 
on Council’s online social media platforms, media 
releases or e-news, allowing users to directly share 
their feedback. 
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PWG Meeting Purpose Timing

Meeting 1 • Introductions
• Project Inception

December 2022

Meeting 2 • Review / discuss materials for CWG 1 February 2023

Meeting 3 • Feedback on Draft Background Paper
• Review / discuss materials for CWG 2

April 2023

Meeting 4 • Feedback on Draft Precinct Plan June 2023

Meeting 5 • Feedback on Final Draft Precinct Plan July / August 2023

CWG Meeting Purpose Timing

Meeting 1 • Introductions
• Project Overview
• Feedback on Engagement Plan
• Initial Feedback on Issues and Opportunities

December 2022

Meeting 2 • Feedback on Final Engagement Plan
• Imagination Workshop - responding to precedents / example 

images of possibilities for the site

February 2023

Meeting 3 • Design Principles Workshop April 2023

Meeting 4 • Feedback on Draft Precinct Plan June 2023

Meeting 5 • Presentation of Final Precinct Plan
• Reflections on CWG engagement process

July / August 2023

Proposed Meeting Schedule

Internal Working Group

Community Working Group
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Summarising feedback
Community and stakeholder consultation received 
throughout the project will be used to inform the draft 
and final Precinct Plan. 

In the first phase of consultation (March), the feedback 
that we receive will inform design principles, objectives 
and a vision for the site. In later stages of the project, 
feedback from the CWG and IWG will inform the 
development and refinement of the Precinct Plan.

Immediately following each consultation period, 
stakeholder and community feedback will be reviewed 
and analysed thematically. 

At the conclusion of the public consultation period, 
engagement findings will be collated into a succinct 
report and will be graphically presented. We will share 
the findings with the project team for discussion and 
consideration.

The project report deliverables are:

• Consultation summary report (following public 
consultation period planned for March 2023)

• Integration of stakeholder feedback on Draft 
Precinct Plan into the final Draft Precinct Plan.

Tracking engaging and impact
There are many different ways to measure the levels 
of engagement throughout a consultation process. At 
the conclusion of this project phase, we have made 
allowance for a project debrief opportunity (CWG 
Meeting 5) to evaluate the engagement process, 
reflect on ‘lessons-learnt’ and opportunities in the 
future for Council to consider. We have listed some of 
the ways the consultation process can be measured 
and evaluated below.

Quantitative metrics
• No. of feedback forms/canvas cards completed
• Data/insights from website analytics 
• No. of clicks/interactions on social media posts
• No. of QR code scans
• No. of submissions received
• No. of questions received
• No. of opportunities to engage (digital and face to 

face)
• No. of event registrations
• Total attendance at engagement activities/events

Qualitative measures
• Summary of issues raised in the feedback received 

and how it changed over time
• Project visibility and communications
• Clarity of information
• Degree to which feedback was considered and its 

ability to influence outcomes
• Evaluation of engagement methods and 

approaches
• Diversity of stakeholders engaged e.g.

 - Demographic representation
 - Geographic representation
 - Under-represented groups

• Feedback shared with residents to ‘close the loop’
• Evaluation against overall project outcomes
• Sentiment tracking (social media monitoring)
• Press or local media coverage

07. Reporting and evaluation
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