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Introduction
Who we are
Tasmania’s infrastructure and transport systems underpin the growth of Tasmania’s economy.
The state road network is one of Tasmania’s biggest infrastructure assets consisting of over 3 700 kilometres of
roads and 13 000 bridges that link major population centres and facilitate movement of people and freight.
The State Roads Division (the Division) is part of the Department of State Growth (the Department) and is
responsible for managing Tasmania’s road network on behalf of the Minister for Infrastructure.

Purpose of the framework
The Stakeholder and community engagement framework (the Framework) provides guidance on best practice
engagement. It aims to set our standards for effective stakeholder and community engagement, to assist in
building relationships, to enhance our reputation, and to demonstrate accountability in decision-making.
The Framework will help to coordinate the stakeholder engagement activities of Division employees with
consultants and contractors responsible for implementation and delivery of the Division’s work.
This Framework formalises our commitment to engage our stakeholders early in project development, to provide
adequate time for consultation as part of a transparent and well planned decision-making process, and to inform
stakeholders about how their views have been considered.
This includes:


defining the processes for managing community and stakeholder engagement



providing tools, templates and guidelines for best practice



ensuring internal and external engagement forms an integral component of the project development and
delivery process



a commitment to continuous improvement.
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Objectives
The objectives of the Framework are:


to establish stakeholder and community engagement as a core part of how we make decisions



to ensure consistent and appropriate consultation and engagement processes for the Division



to facilitate and promote the use of appropriate and consistent engagement tools.

Values
The Division is guided by the Department’s values. These reflect what we consider to be important.





Integrity – we are ethical and accountable in all we do.
Respect – we are fair, trusting and appreciative.
Excellence – we take pride in our work and encourage new ideas to deliver public value.
Teamwork – our teams are diverse, caring and productive.

The values commit that:




our people are at the heart of the organisation
our decisions are based on sound principles
our clients are at the centre of what we do.

The Department’s values form the foundations of and are integral to our engagement practice.
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Stakeholder and community engagement principles
Our principles provide the Division with a foundation for stakeholder engagement across our portfolio of
projects.
Principle 1

We know why we are engaging and we communicate this clearly

We understand why we are engaging and communicate this clearly through our planning and implementation.
We respect and listen to our stakeholders and manage expectations through building goodwill and developing
our relationships.
Principle 2

We know who to engage

We know who our stakeholders are and seek to understand their needs and build a relationship based on
trust, respect and integrity.
Principle 3

We know the history and background

We invest time to develop our knowledge and we ensure good record-keeping. We refer to records, experts
and stakeholders to understand the history and background information relevant to inform project decisions.
Principle 4

We begin early

We understand that by engaging early, stakeholders can shape the engagement and project approach. We are
flexible and seek to collaborate. We communicate early and often, ensuring ‘no surprises’ for communities and
stakeholders.
Principle 5

We plan engagement

We recognise that our stakeholders have busy lives and we will use a range of engagement techniques to
ensure we make engagement easy and relevant. We manage engagement activities to budget and timeframes.
We build industry and internal capacity and skills to support planned engagement activities. We value
excellence through continuous improvement.
Principle 6

We have integrity

We listen to feedback, investigate suggestions and consider them in decision-making. We explain to
stakeholders and communities how their input is being used or why it was not used.
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Stakeholder engagement in the State Roads Division
The Stakeholder Communications Branch (the Branch) is responsible for stakeholder engagement and
communications for the work of the Division, and is the owner and administrator of this Framework.
The Branch develops and delivers communications, stakeholder and community engagement plans for the
Division, and oversees, reviews and approves the development and delivery of communications and engagement
plans created by consultants and contractors for the Division.
The Branch provides expert advice on stakeholder relationship management, stakeholder and public relations
issues management, and evaluates and reports on the effectiveness of communications and engagement strategies
and their outcomes.
It manages the systems, policies, processes and procedures to support effective, consistent and genuine
stakeholder and community engagement. Key stakeholder engagement aims for the Branch are:


to seek out community and stakeholder values, concerns and aspirations and incorporate them into
decision-making



to negotiate mutually acceptable project outcomes with stakeholders



to establish an ongoing relationship with stakeholders and the community to ensure their priorities and
values continue to shape how the Division delivers its work.
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Understanding stakeholder engagement
Effective stakeholder engagement provides a means to incorporate stakeholder values, interests, needs and
desires into decisions that affect their lives. It can also assist with problem definition, identification of
opportunities and risk management. The earlier stakeholders are engaged the more likely these benefits are
realised.

Who are our stakeholders?
The Division classifies a stakeholder as anyone who may influence, be affected or impacted by, or have an interest
in the actions, outcomes and goals of the Division.
Some of the categories of stakeholders we engage with include:


local government



road users



interest and community groups



businesses



property owners and residents



public transport providers



transport operators



utilities and service providers



non-government organisations



media



industry groups



transport associations and peak bodies.

Benefits of stakeholder engagement
Effective stakeholder engagement leads to more open and honest information sharing, better understanding of
perspectives and needs. As such, it enhances our ability to present more comprehensive and considered advice to
government and the community, to negotiate outcomes of broad benefit and gain commitment that may be
crucial to the success of a project.
Effective stakeholder and community engagement can result in the following benefits:


reducing future costs, for example, time saved later in managing issues that could have been avoided



improved access to and understanding of emerging issues and the capacity to handle them before they
develop



developing a culture of innovation and learning, for example by building the knowledge into our decisions
and practices



simplifying conflict resolution through a build-up of trust, and a clearer articulation of what cannot be
resolved



improved stakeholder cooperation with activities such as construction.
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Reduction in cost and risk

Building relationships
A strategic objective of stakeholder engagement is to build relationships.
Relationships are built on underlying values, and for the Division, these include integrity (honesty, trust,
transparency, ‘no surprises’); respect (respecting and incorporating feedback into decisions); excellence
(professionalism, planning); team work (working together towards mutually understood objectives).
Successful projects and initiatives require a consensus of stakeholder support for proposed solutions. This can be
gained through an understanding of, or involvement in, a decision-making process.
When negative impacts on stakeholder groups or individuals are unavoidable we will act with understanding,
empathy and honesty and provide as much time as we can for the stakeholder to accept and plan for the future.
The strategic benefit of relationships is to improve trust and enhance the good reputation of the Division for
undertaking future activities.

Stakeholder involvement
The spectrum of public participation developed by the International Association of Public Participation (IAP2) is
supported by the Tasmanian Government and regarded as the best guide to understanding and choosing an
appropriate level of engagement. In line with our principles it is important that stakeholders and communities are
clear on their level of engagement and why that level was chosen. The stakeholder engagement level and method
need to be planned for on a project by project basis.
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The IAP2 Framework
Levels of engagement
INFORM

CONSULT

INVOLVE

COLLABORATE

EMPOWER

Work directly with the
public throughout the
process to ensure that
public concerns and
aspirations are
consistently understood
and considered.

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

Place final decisionmaking in the hands of
the public.

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.

Look to you for direct
advice and innovation
in formulating solutions
and incorporate your
advice and
recommendations into
the decisions to the
maximum extent
possible.

Implement what you
decide.










Public participation goals. We will:
Provide the public
with balanced and
objective information
to assist them in
understanding the
problems,
alternatives,
opportunities and/or
solutions.

Obtain public feedback
on analysis, alternatives
and/or decisions.

The promise to the public. We will:
Keep you informed.

Keep you informed,
listen to and
acknowledge concerns
and provide feedback
on how public input
influenced the decision.

Example techniques to consider:



Fact sheets
Websites






Public comment
Focus groups
Surveys
Public meetings

Workshops
Deliberate polling




Citizen advisory
committees
Consensus
building
Participatory
decision making
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Stakeholder information management
Consultation Manager
Consultation Manager is a multi-relational database designed specifically to support the management of
stakeholder and community engagement contact data.
It allows all internal (government employees) and external (consultants, contractors) project team members to
view information collected from stakeholders during the whole lifecycle of a project and beyond. The effective
and efficient use of Consultation Manager by all team members will ensure stakeholder information gained from
early investment in engagement remains with the project as it passes through the project stages.
Consultation Manager is administered by the Branch.
The usability and effectiveness of Consultation Manager is directly related to the effectiveness and efficiency of
our stakeholder and community engagement.

Using a centralised stakeholder information management system allows the Division to:


better understand a stakeholder’s background and history



build a platform for sustainable relationships



reduce engagement costs



improve and inform engagement outcomes



inform agency interactions and provide reports



provide valuable information for briefings, communications and responses



reduce project risk



ensure relationships are enhanced.
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Engagement process
The stakeholder engagement process needs to be incorporated in a rigorous project management planning
approach based on current project management methodology.
The stakeholder engagement process is a cyclical process that may occur once or multiple times over the course
of a project, depending on project scale and complexity.
This process is designed to support consistent, transparent and professional stakeholder engagement.

Stakeholder
engagement
process

Research and identify
This stage involves clarifying the objectives of the project and potential impacts, researching the project area, and
identifying all potential stakeholders and their likely values and concerns. Research may also cover the history of
the area, past or related projects or issues, and any other relevant information. This may include consulting key
internal and external stakeholders such as local council for advice.

Level of engagement
This involves selecting the appropriate level of engagement (refer IAP2 spectrum) for each stakeholder group
identified.
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Plan
A stakeholder and community engagement plan should include consideration of the methods, tools, risks and
timing of engagement best suited to each stakeholder group. It is important that the plan continues to be
reviewed and updated as the project progresses.

Engage
This should be completed in accordance with the plan and contact with stakeholders recorded in Consultation
Manager. The plan should be continually reviewed and updated as appropriate, particularly in relation to emerging
issues and changing risks.

Report findings and provide feedback to stakeholders
The findings of the engagement and the Departmental response to the main issues should be reported back to
stakeholders and the community. How stakeholders’ input contributed to decision-making should form part of
this feedback. The next steps in the project and any other opportunities to provide input should also be
communicated. Closing the feedback loop and informing those who have been on the journey maintains integrity,
builds trust and promotes a beneficial ongoing relationship.

Evaluate
The stakeholder consultation should be evaluated against the evaluation criteria determined when planning the
engagement, to ensure it has met its objectives. The process should also be evaluated, with the aim of continuous
improvement, ensuring learnings are taken into account in future projects.

More information
A more detailed process for stakeholder engagement can be found in the IAP2 manual, Planning for Effective Public
Participation. Detailed process documents, templates and supporting materials are also provided in the Division’s
stakeholder engagement toolkit.

Project phases
All projects go through similar phases, whether they are long term infrastructure projects or smaller maintenance
projects. The size and type of project will influence the stakeholder engagement required.
The Australian Government Department of Infrastructure and Regional Development defines project phases for
land transport infrastructure as: identification, scoping, development, delivery and post-completion.

More information
For the complete definition of project phases refer to the Notes on Administration for Land Transport Infrastructure
Projects.
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Phase

Phase Definition

Engagement Objectives

Identification

A study of broad
alternatives to
solve a transport
problem.

To identify stakeholder values and issues to provide input into the
problem definition and the long list of options.
To involve stakeholders in the decision-making process to take
ownership of the process and end product.
To explain to stakeholders the objectives of the engagement and the
project.

Scoping

The investigation of
options and
production of a
preferred option
including a detailed
total project cost.

Development Detailed planning
(such as
environmental
approvals, land
acquisition) and
design. It is during
this phase that a
detailed tender
specification is
produced.

Delivery

Post
completion

To use stakeholder input to rank the options according to
stakeholder risk and benefit and to use that as one of the criteria
when choosing a preferred option.
To let stakeholders know how their input was considered in the
decision to select a preferred option.
To identify and engage productively with all impacted and interested
stakeholders to design a fit for service product with understood and
planned-for impacts.
To explain to stakeholders the objectives of the engagement and the
project.
To provide regular updates to key stakeholders to maintain an open
and ongoing relationship.
To let stakeholders know how their input was considered in project
decisions, including design.

The construction
or implementation
phase of a project.
It may involve
detailed design
where it is
allocated to the
construction
contractor.

To provide a two-way channel between the project team and
stakeholders, to allow communication about project progress,
benefits, issues and impacts.

All activities after a
project is complete
until the project is
closed.

To continue to provide a two-way channel between the project team
and stakeholders, to allow communication about any ongoing benefits,
issues and impacts.

To work with stakeholders to reduce construction impacts and
realise project benefits.
To let stakeholders know how any issues or feedback during delivery
have informed project decisions.

To ensure learnings are captured from stakeholders to inform future
projects.
To let stakeholders know how any issues or feedback following
completion have informed decisions.
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Toolkit
The Division's stakeholder and community engagement toolkit includes all policies, guidelines, training modules,
procedures, factsheets, templates, style guides, criteria and other information supporting the Framework. The
toolkit is accessible to consultants and contractors.
The Branch is responsible for the administration of the toolkit and will regularly review, update and add to it to
ensure the information is effective and remains current.

Feedback
User feedback is welcomed to ensure the framework and toolkit are user friendly, current and comprehensive.
Please provide any feedback to:
Stakeholder Communications Branch
State Roads Division
Department of State Growth
4 Salamanca Place
Hobart 7001 Australia
Email: roadstas@stategrowth.tas.gov.au
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Definitions and acknowledgments
Community
The term community is contested. However, a useful definition for the purposes of this framework can be drawn
from ‘interactional theory’. For the purposes of participation and engagement, social interaction identifies and
links the four critical elements of ‘community’: a) the place where it delineates an area as shared territory; b)
contributes to the ‘local’; c) provides structure and direction for collective action; and d) is the source of mutual
identity. There may be communities of place, interest or purpose.

Engagement
The negotiated process of interaction between people. Good engagement is a respectful and meaningful activity
which is not necessarily time- or project- bound. Engagement processes can and often take many forms, from the
modern mechanisms of social media, written communication, through to conversations, and direct interactions.

Participation
The act of engaging between people: active engagement. The type of participation can vary greatly depending on
the subject matter, individuals and many other factors. Participation may include written communication, verbal
feedback or attendance.

Relationship
The ongoing interaction between people or groups. Stronger and healthier relationships ultimately mean there
will be greater interactions and participation.

Stakeholders
People and groups who may influence, be affected or impacted by, or have an interest in the activity occurring.
This may include individuals, non-government organisations, community groups, businesses and other tiers of
government.

The State Roads Division acknowledges the work of the South Australian Department of State Development in the
preparation of this document, in particular its Stakeholder Engagement Framework.
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Copyright notice and disclaimer
Copyright in this publication is owned by the Crown in Right of Tasmania, represented by the Department of
State Growth.
Information in this publication is intended for general information only and does not constitute professional advice
and should not be relied upon as such. No representation or warranty is made as to the accuracy, reliability or
completeness of any information in this publication. Readers should make their own enquiries and seek
independent professional advice before acting on or relying upon any of the information provided.
The Crown, its officers, employees and agents do not accept liability however arising, including liability for
negligence, for any loss resulting from the use of or reliance upon information in this publication.
Images used within this publication remain the property of the copyright holder.
Images courtesy of the Tasmanian Government, State of Tasmania December 2018.
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State Roads Division
Department of State Growth
4 Salamanca Place
Hobart TAS 7001 Australia
Phone:

1800 030 688

Email:

roadstas@stategrowth.tas.gov.au

Web:

www.transport.tas.gov.au
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