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Note: Tools have been adopted from The International Association of Public Participation (IAP2), Dialogue Partners, and the Courageous Leadership Project. 
Project Summary:
To be completed after going through the process of discussing and completing this document.

	Objective:
	


	Project Sponsor:

	
	

	Project Lead:

	
	

	Internal Partners:
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	Is Public Engagement a legal requirement?

	

	Promise to the public:


	

	Consultant(s) 
(if applicable):

	

	Online platform page 
(yes or no):

	

	Perceived level of risk (high, medium, low):

	

	Cautions and considerations:

	

	Other comments:


	







PART A

[bookmark: _Hlk63151328]Is Public Engagement the Right Approach?

The starting place to determine the need for public engagement is with the potential decision under consideration. Public engagement is a multi-way process that involves the public and stakeholders in problem solving or discussion, and links public input to the decision. 

	Public engagement is…
	Public engagement is NOT…

	· Facilitating understanding on issues and projects
· Providing a forum for sharing ideas and concerns
· Seeking out and understanding ideas, concerns, thoughts, advice or recommendations 
· Recording input received and doing something with it

	· Attending community or special events 
· Selling a project or initiative
· Seeking buy-in or support
· Marketing
· Education (in isolation)
· One-way communication 
· Talking and listening to people and NOT doing something with it
· Volunteering



It is important to be clear on why we are engaging. If we aren’t clear, it can create false expectations and create resident frustration if they feel they weren’t heard. The following questions can help determine if engagement is the right approach. 

· Is the organization in a crisis or emergency situation?
· Do immediate actions and decisions need to be made in order to maintain the safety of the public?
· Is this a low impact situation where a low number of people will be impacted; would the resulting decision create little interest in the public? 
· Has the decision already been made with no opportunity for reconsideration or change of direction? 
· Is the primary purpose to educate the public and stakeholders about programs and services? 
· Is the organization seeking buy-in or support for a new initiative, program or service?
If you answered yes to any of the questions above, you should NOT proceed with public engagement. 

However, if you answer yes to most of the following questions, public engagement is likely the right approach and please proceed with completing part B of this document:

· Will the public and stakeholders be impacted or concerned by the potential effects of the proposed project or decision? 
· Are we obtaining input and feedback to assist in decision-making?
· Is there time and appetite to act upon or make changes based on what we hear?
· Has there been a history or pattern of engagement on similar topics or projects that would indicate a comparable interest? 
· Is there uncertainty over the direct impacts the project or change will impose? 
· Is there an opportunity to align public and community values with this initiative? 
· Will understanding of the issues increase through participation? 



PART B	

Now that we have determined that public engagement is warranted, the Project Sponsor, Lead, and other key team members need to determine how to proceed. 

Objective (Problem/Opportunity Statement):

Enter a statement of what you are trying to accomplish with public engagement. What is the purpose of the project? What is the decision to be made and who will be making that decision?

Stakeholder Identification:

In addition to wanting input from residents, identifying stakeholder groups whom you can engage with will help you determine the best way to proceed. This list will also help identify if there are any gaps in your proposed methodology.

Influence: How much they might influence the project/decision or City operations overall.
Impact: How much they will be impacted by the project/decision.
Rating Number:
1. High Influence, High Impact: Fully engage these stakeholders and make the greatest efforts to satisfy them.
2. High Influence, Lower Impact: Ensure they are engaged enough to be aware, recognizing they may not have the same vested interest as others.
3. Lower Influence, High Impact: Keep them informed and ensure to ask them to identify if major issues are present or possible; these stakeholders often provide subject matter expertise. 
4. Lower Influence, Lower Impact: These are stakeholders that you might want to reconsider involving in active engagement, focusing more on informing them of the matter.

	
Possible Stakeholder
	
Contact           (if available)
	
Influence          (high or low)
	
Impact       (high or low)
	
Rating Number  
	
Conflict of Interest
	Relationship ‘owner’ or organizational crossover

	Other levels of government

	
	
	
	
	
	

	Other regional governments

	
	
	
	
	
	

	Indigenous community

	
	
	
	
	
	

	Industry sector

	
	
	
	
	
	

	Business community

	
	
	
	
	
	

	Not for profit organizations in the sector

	
	
	
	
	
	

	Environmental groups

	
	
	
	
	
	

	Committees of Council

	
	
	
	
	
	

	Other City departments

	
	
	
	
	
	

	Historically marginalized 

	
	
	
	
	
	

	Neighbourhood Connectors

	
	
	
	
	
	

	Other

	
	
	
	
	
	




Messaging

Communication is always critical and working with your corporate communications and design advisor is important. The following considerations will help you in framing some of your key messages:

	What do we want people to know?
	· 

	What do people want to know?
	· 

	What will people likely get wrong?
	· 



Risk Identification:

It is important to consider some of the broader factors and risks when engaging. Factors to reflect on include political, economic, social, and environmental. 

	Risks of conducting 
Public Participation:

	· 

	Risks of NOT conducting
Public Participation:

	·  

	General risks:
	· 

	Are there other City initiatives that could complement or contradict this project?
	· 



Possible Outrage Factors

Outrage can be identified as intense, emotional reactions related to the perception that something could be a ‘bad thing’. If there is potential for outrage, it is important that we identify and deal with that first so that it doesn’t derail the engagement and participation can be meaningful. Outrage is often rooted in feelings over facts, and since it is an emotional place, it will be important to meet people where they are at. 

The following set of statements deal with triggers that can influence a stakeholder’s perception of an issue and the potential level of intense emotional response or reaction to that issue. Please indicate your assessment of how true each statement is (from the perspective of a resident or stakeholder group). 

	
	Strongly Agree

	
	Strongly Agree
	

	What is the risk that the issue will be viewed as:

	-3
	-2
	-1
	0
	1
	2
	3
	What is the risk that the issue will be viewed as:

	Voluntary: Occurring as a result of community choice? (voluntarily chosen)
	
	
	
	
	
	
	
	*Coerced: Occurring without community choice? (perception that the decision is already made and is being done to people)

	Natural: Something that is natural? (occurring in nature)
	
	
	
	
	
	
	
	Industrial: Something that is industrial or has human impacts on the environment? (created by people)

	Familiar: Familiar, recognizable and/or common-place in society?
	
	
	
	
	
	
	
	Exotic: Something that is relatively strange, unknown, unfamiliar or exotic? Something that is beyond the realm of existing experience.

	Not memorable: An event that does not trigger the senses and/or elicit strong memories or images?
	
	
	
	
	
	
	
	Memorable: An event that will stand out from the day to day and will talked about for years to come?

	Not dreaded: An event that is not likely to be considered the end of “their world”? Not a situation that people live in fear of?
	
	
	
	
	
	
	
	*Dreaded: An event that is likely to significantly change their world as they know it? A situation that people are concerned or fearful of on an ongoing basis?

	Chronic: Having impacts that are subtle but experienced over a long period of time?
	
	
	
	
	
	
	
	*Catastrophic: Having impacts that are dramatic, experienced over a short, intense period of time, and are seen to negatively impact future generations?

	Knowable: Well defined, measurable, and quantifiable? 
	
	
	
	
	
	
	
	Unknowable: Not well understood, defined, detected and full of uncertainty?

	Individually controlled: Being in the control of the individual where choice is present? 
	
	
	
	
	
	
	
	*Controlled by others: Being in the control of other people where choices are not available?

	Fair: With benefits or impacts spread equitably among the community, stakeholders and/or environment?
	
	
	
	
	
	
	
	*Unfair: With benefits spread inequitably among a small group or area or among only a few individuals?

	Morally irrelevant: Unlikely to raise moral concerns, or negatively impact deeply held values?
	
	
	
	
	
	
	
	Morally relevant: Directly related to deeply held values?

	Trustworthy: Being led or managed by an organization that is trusted and perceived as trustworthy? A situation where strong relationships exist?
	
	
	
	
	
	
	
	*Untrustworthy: Being led or managed by an organization or individual that is not trusted and perceived as untrustworthy? A situation where relationships are weak or non-existent?

	Responsive: Part of a responsive and meaningful process with sufficient notice, information and ability to voice views along the way? Where flexibility and adaptability are possible?
	
	
	
	
	
	
	
	Unresponsive: Part of a reactive process with little notice, information or flexibility along the way?

	Column Total:

	
	
	
	
	
	
	
	

	Overall Total:

	



The higher the score, the increased risk of possible outrage. Any score above 0, needs careful consideration of possible outrage. Please also note that when the starred (*) elements are present, you are likely to see social amplification of the issue (where the impact of the issue will reach beyond expected boundaries into other areas).

Determining Level of Engagement:

Completing the following assessments will help you determine the best approach to public engagement. You can also refer to the Public Participation Flowchart (Appendix A) to help confirm your decision.

Internal Assessment:
	
	Very Low / No
	Low
	Moderate
	High
	Very High / Yes

	What is the legally required level of public participation? Inclusive of policies or regulations that could impact the response.
	
	
	
	
	

	Will there be impacts due to the political climate?
	
	
	
	
	

	Will the current economic environment have impact?
	
	
	
	
	

	To what extend to internal staff members believe the public could help improve the outcome of this project through suggested changes?
	
	
	
	
	

	At what level do internal staff members perceive public interest in this project?
	
	
	
	
	

	What is the potential for the public to influence the decision-making process?
	
	
	
	
	

	Is there ample time to thoroughly conduct public participation and act upon input?
	
	
	
	
	

	What resources are likely to be available to support public participation?
	
	
	
	
	

	What level of media interest do you anticipate?
	
	
	
	
	

	What is the anticipated level of political controversy?
	
	
	
	
	

	Column Totals
	
	
	
	
	

	Weighting
	X1
	X2
	X3
	X4
	X5

	Revised Totals
	
	
	
	
	

	Combined Total Divided by 10
	/10

	Final Score & Recommended Approach:

	

	General Comments:

	



External/Public Assessment:
	
	Very Low / No
	Low
	Moderate
	High
	Very High / Yes

	What is the potential for public outrage related to the project?
	
	
	
	
	

	Will there be lifestyle impacts for residents?
	
	
	
	
	

	How much do stakeholders/residents care about the problem/opportunity and the decision to be made? Consider their perceived desire to want to be engaged.
	
	
	
	
	

	Are there regional influences or implications?
	
	
	
	
	

	Are there impacts to public safety?
	
	
	
	
	

	Are there environmental impacts to consider?
	
	
	
	
	

	Column Totals
	
	
	
	
	

	Weighting
	X1
	X2
	X3
	X4
	X5

	Revised Totals
	
	
	
	
	

	Combined Total Divided by 6
	
/6

	Final Score & Recommended Approach:

	

	General Comments
	




Very Low – Low (1-2): Inform. 
Promise the public: We will consistently keep you updated on what we are doing and develop a comprehensive communications strategy to keep stakeholders and the public informed.

Low – Moderate (2-3): Consult. 
Promise the public: Public participation to listen and acknowledge concerns which can be considered in decision-making. (We know most of what we want but will run it by the public for slight adjustments, modifications and improvements).

Moderate – High (3-4): Consult/Involve.
Promise the public: Multiple engagement opportunities enable feedback to be reflected in alternates developed and shared back with the public. (We will bring a rough idea, discuss it with you, then come back to you with an alternative/updated version – consensus building).

High – Very High (4-5): Collaborate/Empower.
Promise the public: Look to stakeholders and the public to help develop the strategy from the onset or make the ultimate decision. (We will start the process with you and together we will develop the plan, or we will provide you with a variety of options and you tell us what to do).

Decision:
	
	Inform
	Consult
	Involve
	Collaborate
	Empower

	
	
	
	
	
	

	Rationale:
	

	At the end of the engagement (consult through empower), what are three key things you wish to learn?

	1.  
2.  
3. 

	Comments:

	



Methodology

There are multiple ways to engage, although some are better suited than others depending on your level of engagement. The following are some examples for your consideration:

	Inform:
	Communication strategy is required that will include a variety of tactics such as letter notifications, media advisories, social media campaigns, open houses, etc.

	Consult:
	Focus groups                          Interviews
Surveys                                   Pop-up conversations
World cafes                             Open houses
Public meetings                      Online platform
Interactive exhibits
	Involve:
	Circle conversations
Resident/expert panels
Workshops

	
	
	Collaborate:
	Consensus-building workshops
Charettes
Resident juries

	
	
	Empower:
	Plebiscites/referendums
Public polling
Participatory decision-making exercises  



Possible approaches for this engagement include:

	Objective 
	Technique – Remember to align to the three key things you wish to learn.
	Timing
	Targeted Stakeholders
	Status / Decision

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	How are you reporting back to participants?

	

	How are you evaluating the process?

	



Next Steps

Now that you have a sense of the direction you would like to take, identifying next steps will ensure the project maintains momentum and timelines are achievable.  

	Tasks
	Responsible 
Who will lead the task
	Accountable
Who needs to approve
	Consulted
Who will be involved
	Informed 
Who needs to be advised
	Timing

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	




Appendix A: Public Participation Flowchart
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