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Introduction 

Indigo Shire Council wants to strengthen its relationship with the local community to 
create a more cohesive approach to the growth, liveability and sustainability of  
the Shire. 

We recognise that community participation in the democratic process is important. 
An empowered community is one that contributes to and actively participates in 
decisions that affect their lives. 

We are committed to facilitating open, transparent two-way discussions with 
all community members and stakeholders in order to build trusted, respectful 
relationships and we will provide opportunities for our community to influence the 
decisions, policies and plans of Council by their participation in the community 
engagement process, lending us their experiences and expertise. 

The Community Engagement Strategy 2022-2025 describes the principles we will use 
to ensure our engagement activities are purposeful, relevant, open, honest, inclusive 
and responsive. 

We use the International Association of Public Participation (IAP2) spectrum to 
determine the most suitable level of participation for each engagement project; 
considering who the stakeholders are, the expected level of interest in the project and 
the potential impact of the outcome. 

While some circumstances will only require engagement at an inform level, others 
will require a more in-depth level of engagement and a greater level of influence 
on the outcome. Additionally, some circumstances may require different levels of 
engagement at different stages of a project/initiative. 

The communication and engagement methods are then designed to support the 
identified level of engagement and the identified stakeholders, guided by our internal 
staff guidelines and engagement plan template. 

Key objectives 

This engagement strategy seeks to deliver on the following key objectives. 

1. Build capacity – work with the community, stakeholders and staff to create a 
culture of genuine and relevant engagement 

2. Inform and involve – create and promote opportunities for participation in 
engagement opportunities and ensure our community is kept informed 

3. Accountable and transparent – show how community and stakeholder 
participation is used to inform and influence decision-making and by closing the loop 

4. Continuous improvement - implement a continuous improvement program to 
reflect evolving best practice and the needs of the community 

The delivery of this strategy is a commitment of the Council Plan 2021–2025, specifically 
Strategic Objective: 5.3 Our community is well informed and engaged.
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What is community engagement? 

Community engagement is how Council connects with the community to inform and 
seek opinion on the development of plans, projects and policies as well as decisions 
of importance to the community. It ensures community opinion is reflected in the 
decision-making process. 

A coordinated and strategic approach to community engagement and 
communications enables Council to: 

• Keep the community informed 

• Build a strong evidence base for informing Council decision-making 

• Listen to diverse points of view prior to making decisions 

• Strengthen community confidence and trust in Council 

• Increase transparency in the decision-making process 

• Provide a greater understanding of, and commitment to, Council projects and 
initiatives 

• Identify and prevent or minimise potential risks 

Community Engagement improves the efficiency and effectiveness of Council by 
ensuring that Council is aware of and responsive to community concerns. It also 
ensures that the community has a broad understanding of the functions and 
constraints of local government. 

Providing Council with valuable information and feedback from the community is 
critical to influencing the decision-making process.

Our community engagement framework

Council Plan 2021-2025
Four-year strategic plan

Community 
Engagement 
Framework

Community Engagement 
Strategy

Our approach to  
community engagement

Community Engagement 
Guidelines and Toolkit

Resources to help staff plan  
and implement  

engagement activities

Community Engagement 
Policy 2021

Our commitment to  
community engagement
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Influence and participation 
We use the IAP2 spectrum to help us determine the level of influence and 
participation that is required based on the purpose of the engagement. Generally, the 
more complex a decision, the higher the level of participation.

Our guiding principles 
Underpinning our community engagement practice are five principles. These 
principles are aligned with the International Association of Public Participation (IAP2) 
core values, and are contained in Council’s Community Engagement Policy adopted 
in 2021. Our principles will be used in all stages of the community engagement 
process, from planning to decision-making and evaluation.

Principle (as per the Local 
Government Act 2020) Our commitment

1. The community engagement 
process has a clearly defined 
objective and scope. 

• We will develop community engagement plans in accordance with our 
policy. 

• We will communicate the reasons for engagement with participants. 

• We will allocate appropriate funding and time to engagement 
planning and implementation. 

2. Participants in community 
engagement will have access 
to objective, relevant and timely 
information to inform their 
participation. 

• We will ensure the community has the information necessary to 
participate meaningfully in the engagement activities. 

• We will endeavour to provide information that is objective, relevant, 
timely and easy to understand. 

3. Participants in community 
engagement will be 
representative of the persons and 
groups affected by the matter. 

• We will identify the people, communities and stakeholders who are 
affected by and interested in the topic of engagement. 

• We will reach out to our community to involve and hear from 
participants that represent the affected and interested groups. 

4. Participants in community 
engagement are entitled to 
reasonable support to enable 
meaningful and informed 
engagement. 

• We will reduce physical, social and cultural barriers to participation. 

• We will seek at all times to provide the opportunity for anyone affected 
by a Council decision to provide their view. 

• We will seek to obtain the views of a broad cross section of the 
community, especially when there is a quiet majority. 

• We will allow sufficient time for review of information and participation 
in varied engagement activities. 

5. Participants in community 
engagement are informed of the 
ways in which the community 
engagement process will 
influence Council decision-
making. 

• Identify the appropriate level of engagement according to the 
International Association of Public Participation (IAP2) Framework. 

• Articulate how community perspectives will be incorporated into 
decision-making and the nature of decisions to be made. 

• Share what has been learned and what actions or decisions have 
resulted from the engagement process.

Inform Consult Involve Collaborate Empower

Public 
participation 
goal.

To provide the 
public with 
balanced 
and objective 
information to 
assist them in 
understanding 
the problem, 
alternatives and 
opportunities 

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

To work directly 
with the public 
throughout 
the process to 
ensure concerns 
and aspirations 
are understood 
and considered. 

To partner with 
the public in each 
aspect of the 
decision including 
the development 
of alternatives and 
the identification 
of a preferred 
solution. 

To place the 
final decision-
making in the 
hands of the 
public. 

Promise to the 
public.

We will keep you 
informed. 

We will keep 
you informed, 
listen to and 
acknowledge 
concerns and 
aspirations, 
and provide 
feedback on 
how public input 
influenced the 
decision. 

We will work 
with you to 
ensure that 
your concerns 
and aspirations 
are directly 
reflected in the 
alternatives 
developed 
and provide 
feedback on 
how public input 
influenced the 
decision. 

We will look to 
you for advice 
and innovation 
in formulating 
solutions and 
incorporate 
your advice and 
recommendations 
into the decisions 
to the maximum 
extent possible.  

We will 
implement 
what you 
decide. 

The role of our 
community.

Receive 
information.

Contribute 
opinions and 
ideas.

Participate in 
making plans 
and decisions.

Actively partner 
for an agreed 
outcome.

Carry out a 
community-led 
initiative.
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Who do we engage with? 
Issues or projects will affect different people or groups of people, whether they are 
residents, community and sporting groups, customers, hard to reach groups, visitors 
or business owners. 

When there is an opportunity for stakeholders to have meaningful input into the 
decision being made, we strive to involve the right people, at the right time, in the 
right way. 

Many people belong to more than one ‘community’ and will engage with Council 
on issues that are relevant to them at a particular time. A community may be a 
geographic location (community of place), a community of similar interest or a 
community of affiliation or identity (such as business or sporting clubs). 

Council may also establish community reference groups and/or advisory 
committees. These groups are generally project based and recruited via 
an expression of interest and/or invitation. They can consist of a Councillor 
representative, community members and representatives of government and non-
government organisations. 

Depending on the scale and complexity of a project, community engagement activity 
will either be undertaken by Council staff or consultants engaged for a specific 
project. 

The role of the Mayor and Councillors 

The Mayor and Councillors are an important and valuable channel through which 
the community can share thoughts and feedback on issues important to them. Often 
Councillors elect to be involved in reference groups and steering committees and are 
considered key stakeholders. 

Feedback provided directly to the Mayor and/or Councillors will be combined with 
feedback from all other channels, and given equal weight when it comes to the 
formal decision-making processes. 

Councillors are regularly briefed on engagement opportunities and are encouraged 
to share information with their respective communities and invite participation. 

When we engage 
In deciding when to engage, Council considers several factors, including the likely 
level of interest, impact, scale and complexity of the decision to be made; the number 
of people affected and the geographical area. 

These variables will determine how we will allocate resources and select the most 
appropriate methods for communicating and engaging. Where possible, community 
engagement should happen early in the planning stage for any of the following: 

• Any decision that will impact the community in terms of health and wellbeing, 
environment, lifestyle, amenity, accessibility or the economy. 

• Planning and developing major capital works and infrastructure projects. 

• Introducing, discontinuing or changing a service to the community. 

• There are sensitive or divisive community issues which require Council action 
or response. 

• Developing new, or reviewing existing, policies, strategies and plans that 
directly affect services. 

• Considering changes to a public space.

• Council has a statutory, legislative or regulatory requirement to do so. 

• As stated in our Community Engagement Policy.
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How we engage 

As outlined in our Community Engagement Policy, we undertake both deliberative and 
participatory engagement practices. 

Deliberative practices 

Deliberative engagement is a process used to reach an outcome or decision for complex 
issues. It occurs when a group of people from the community get together, often referred to 
as a community panel or citizen jury and consider relevant facts from multiple points of view, 
identify options and come to a group decision (consensus). 

It takes place at the highest three levels of influence on the IAP2 spectrum, ‘Involve’, 
‘Collaborate’ or ‘Empower’. 

Projects most suited to a deliberative approach include those where the outcome will have a 
far-reaching or long-term effect, and issues where there is considerable community concern 
or division about the alternatives. 

The Local Government Act 2020 requires all Victorian Councils to use deliberative engagement 
to consult with the community on key strategic documents like the Community Vision, Council 
Plan, Financial Plan and Asset Plan and financial management including revenue and rate 
planning. 

Participatory practices 

This generally takes place at the first two levels of influence on the spectrum, ‘Inform’ and 
‘Consult’ and involve one-way information exchange either from Council to community or 
community to Council. Participatory engagement typically occurs when feedback is invited on 
ideas, alternatives or draft documents. 

There may be times when our approach is to ‘inform’ only, and this is most likely when: 

• There is no scope for community input (no negotiables) 

• Public health and safety are at risk 

• An immediate resolution is required 

• An initiative involves confidential or commercial information 

• Developing or reviewing internal procedures and protocols 

• We are responding to an emergency 

• There are legal constraints 

• Where the community is not directly affected 

Documents that have been developed in consultation with the community such as 
the Council Plan, annual budget, strategies and masterplans will often be placed 
on Public Exhibition as a final step to check in with the community on a final draft 
document or to get last minute feedback. This gives the public a final say and 
provides an opportunity to make a formal submission to Council, prior to adoption. 

Submissions received in response to something being placed on public exhibition will 
be used to inform Council prior to any final decision or the document being adopted. 

Public Exhibition should not be used, as a rule, to engage with the community for 
the first time on a document unless there are particular circumstances that justify 
this action. This should be identified in the Community Engagement Plan as the 
appropriate form of engagement
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Community interests and impact 
Understanding the level of community interest and impact as well as the opportunity 
to influence the outcome are the keys to determining whether to undertake 
community engagement. 

To ensure consistency, we have developed an engagement impact matrix (guide 
only). Generally speaking, the higher the risk, and/or the more significant the impact 
and level of community interest, the greater the extent of community engagement. 

Level of 
community 

impact/ 
interest

Description Project examples
Level of engagement (IAP2)

Inform Consult Involve Collaborate Empower

Low • Low level of impact 
for community

• Low level of risk

• Little risk of 
controversy

• Little interest 
likely from the 
community or 
media

• Outcome may 
reflect a small 
change to service 
or activity

• Like for like 
replacement of 
local playground

• Shire-wide 
road/footpath 
maintenance that 
doesn’t require  
road closure

• Changes in time 
and venue to a 
local community 
activity - for 
example maternal 
and child health 
sessions, pool 
openings/closures

Level of 
community 

impact/ 
interest

Description Project examples
Level of engagement (IAP2)

Inform Consult Involve Collaborate Empower

Medium • Reasonable level 
of impact for the 
community

• Medium level of 
complexity

• Likely to raise 
interest, debate and 
varying views from 
the community

• Outcome is 
likely to reflect 
some change or 
reduction to a 
service or activity

• Minor changes in 
customer service 
processes

• Minor changes to 
Shire-wide activities 
and services

• Review of 
community needs 
and plans, for 
example: Capital 
Works Program 
review, community 
satisfaction survey

• Non-contentious 
changes to fees 
and charges

High • Potential for 
significant level 
of impact for 
community

• High level of 
interest from the 
community and 
media

• More likely risk of 
controversy or 
conflict

• Outcome will reflect 
change or loss of a 
service or activity

• Proposed change 
to a Council service 
/activity

• Major street work or 
road closure

• Changes to sports 
grounds, parks or 
local facilities

• Community, 
strategic and 
annual plans, 
including budget

• Significant Council 
policies/strategies/
plans or local law

• Major changes to 
Shire-wide services, 
for example waste 
management or 
child care

• Provision, removal 
or major changes 
to a regional facility 
or infrastructure
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Engagement methods/techniques 

Engagement methods or techniques are the connection point from Council to the 
community and the basis for how engagement will be undertaken. While there is a wide 
range of methods to choose from, we will select methods based on the purpose of the 
engagement, what information we are trying to collect, the stakeholder groups we hope to 
hear from, the scale of the engagement and the time period available for engaging.

Our engagement process 
We use the following process when implementing community and stakeholder engagement. 
This ensures a planned process that is consistent and aligned with our principles for 
community engagement and industry best practice.

Inform Consult Involve / Collaborate Empower

Technique 
examples

Website 

Social media 

Media release 

Advertising/public 
notices 

Newspapers 

Community 
newspapers 

Newsletter 

Fact sheets 

Signs/posters/fliers 

Community forums 

Project meetings 

Focus groups 

Public exhibition 

Surveys (online and 
hard copy) 

Ideas boards 

Social pinpoint 

Opinion polls 

Face-to-face 
interviews and 

discussions 

Public meetings 

Workshops 

Community panels 

Advisory groups 

Steering committees 

Reference groups 

Online forums 

Co-designing 

Detailed online  
mapping, ranking and 

prioritising tools  
(eg Social Pinpoint) 

Regularly reporting back 
to the community

Independently 
governed reference 

groups 

Citizens juries 

Representative 
deliberative panels

Planning Engaging Reporting Closing the loop

Confirm the need 
to undertake 
community 
engagement

Refer to the 
community 
engagement 
guidelines to 
determine impact, 
level of influence, 
audience, key 
messages etc.

Complete 
Engagement 
Plan template in 
collaboration with 
the Engagement 
Team, brief 
Councillors

Communicate 
with identified 
stakeholders

Promote and 
undertake the 
engagement

Collect feedback  
and data

Collate and 
analyse the 
community 
feedback

Report to Council 
on the findings

Place draft 
document on 
exhibition before 
final decision by 
Council

Report back to the 
community the 
results

Inform the 
community of 
Council’s decision 

Explain how the 
decision was 
made and the 
influence of the 
community input

Evaluate the 
engagement 
process to 
improve current 
practices
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Ways to get involved in Council 
decision-making 
When undertaking community engagement there are a number of ways the 
community can get involved and participate. These include: 

• Join Engaged Indigo – our online engagement group 

• Participate in have your say opportunities via Council’s website 

• Subscribe to Council’s social media channels and sign up to Council’s weekly 
e-newsletter YOUR INDIGO 

• Join an advisory committee 

• Join a community reference group 

• Attend a Community Forum 

• Attend a drop-in session 

• Write a formal submission 

• Provide feedback via Council’s website or by email, letter, phone call 

• Connect via Council’s social media platforms 

• Visit our Customer Service Centres 

• Visit our Libraries 

• Encourage children and schools to participate in projects that are important 
to them 

• Speak with a staff member or Councillor

Reporting back to the community 

Closing the loop is the final step in the community engagement process and involves 
reporting back to stakeholders about how their input was used. 

When we report back, we will include information such as: 

• How many people took part 

• How many comments and ideas we received 

• Key themes and issues raised 

• How community feedback was used to inform the decision 

• The reasons why we used or didn’t use some community feedback 

• What happens next 

We will use a range of communication channels to close the loop including but not 
limited to: 

• Project-based engagement outcomes reports 

• Emails to stakeholder database 

• Media releases 

• Social media posts 

• Council e-newsletters 

• Council’s website 
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Build capacity - work with the community, stakeholders and staff to  
create a culture of genuine and relevant engagement. 

Key Objective 1

Action/initiative Lead Partners Budget Due

Build the capacity of staff to ensure genuine 
engagement is culturally embedded across 
the organisation

EMT All  
Directorates

Nil Ongoing

Educate staff on using the community 
engagement guidelines and template prior 
to undertaking any engagement activities

E&CT All Staff Nil Ongoing

Identify emerging methods, channels, tools 
and technologies to support engagement 
with our communities, business and 
stakeholders

E&CT All  
Directorates

TBD Ongoing

Encourage cross-departmental working 
groups to collaborate on engagement 
activities that are rated as high impact

E&CT All Staff Nil Ongoing

Prepare an annual calendar of engagement 
activities, endorsed by EMT to prevent overlap 
and engagement fatigue

E&CT EMT Nil Ongoing

Inform and involve – create and promote opportunities for participation in  
engagement opportunities and ensure our community is kept informed. 

Key Objective 2

Action/initiative Lead Partners Budget Due

Promote and recruit community members to 
Engaged Indigo

E&CT Nil Ongoing

Clearly communicate and promote 
engagement opportunities

E&CT All Staff Nil Ongoing

Tailor engagement activities to reach all 
sections of the community in particular hard 
to reach groups 

E&CT Project  
Officers

TBD Ongoing

Ensure engagement materials are written in 
plain language and easy to understand

E&CT Project  
Officers

Nil Ongoing

Accountable and transparent – show how community and stakeholder participation  
is used to inform and influence decision-making and by closing the loop  

Key Objective 2

Action/initiative Lead Partners Budget Due

Deliver ongoing analysis and reporting 
to the community on the outcomes of 
engagement with a focus on how feedback 
was considered

E&CT All  
Directorates

Nil Ongoing

Review and update the Community 
Engagement Policy 2021 

E&CT EMT/ 
Councillors

Nil 2023

Action Plan Action Plan
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Continuous improvement - implement a continuous improvement program to  
reflect evolving best practice and the needs of the community 

Key Objective 4

Action/initiative Lead Partners Budget Due

Provide quarterly reports to Council 
on engagement activities undertaken 
highlighting what worked/what didn’t

E&CT Councillors Nil Ongoing

Evaluate community engagement activities 
by seeking feedback from internal and 
external stakeholders, and sharing lessons 
between each other

E&CT All Staff Nil Ongoing

Action Plan



indigoshire.vic.gov.au


