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Highlights at a glance   

Innovation 

• Designing an engagement program that was adaptable and responsive to the ever-changing COVID-19 

environment – resulting in the City engaging online for the first time. 

• Implementation of a Brand Ambassador Program to increase awareness and promote the project and 

engagement opportunities. 

• Introducing the concept of hybrid engagement, enabling both the facilitator and participants to 

effectively be in the room as well as online, a highly cost effective and productive approach to enable 

everyone in the room to be able to confidently participate. 

Location 

• City of South Perth is a local government authority in the inner southern suburbs of Perth about four 

kilometres from Perth’s CBD. 

Purpose, Scope, Objectives 

• The overall scope and purpose of engagement was to design opportunities to incorporate community 

advice and innovation in formulating solutions into designing a sense of place for the Recreation and 

Aquatic Facility (RAF) that ultimately would reflect tangible stakeholder and community outcomes. 

The engagement program would underpin taking stakeholders along on the journey with the City, from 

project inception through to practical completion. 

• Objectives included: 

o Building stakeholder and community understanding of the RAF and their needs from a new facility 

o Increase awareness of importance for catering for multi-stakeholder needs 

o Seek innovative input from special interest groups to create an inclusive and welcoming facility 

o Provide independent analytical information to assist Elected Members make informed decision in 

the project gateways. 

Spectrum Level 

• The engagement program provided opportunities from inform, consult, involve and collaborate on the 

IAP2 spectrum. 

Engagement methods and sequence 

• A multi-faceted engagement program was delivered involving: 

o A survey 
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o Series of workshops for special interest groups and broader community – delivered both in person 

and online and supported by interactive web-based tools to collect data and feedback 

o A Community Information Day 

o The engagement was underpinned by a comprehensive communications and marketing campaign 

as well as a Brand Ambassador Program to promote awareness of the engagement program. 

Outcomes showing impact of engagement:  

1) Elected Members approved the RAF Business Plan in March 2021, supported by the results of 

stakeholder and community feedback: demonstrating strong support for the RAF and interest in inputting 

to the concept designs sort out and gathered through the engagement program. 

2) The City trialled online engagement for the first time and having since embraced it, it has become a part 

of the City’s engagement toolbox. 

3) Introducing scenarios/personas and asking participants to walk in the shoes of others resulted in 

empathetic discussions and enabled what otherwise may have been heated discussions. Participants 

instead choose to find common ground by listening and sharing perspectives. 

Three key engagement takeaways:  

1) Designing a new facility is more than just getting the management and procurement right, customer 

service is paramount in creating a sense of place and making it welcoming and inclusive.   

2) Involving local residents in promoting the engagement program, whether it be by reaching out to 

networks or being featured in marketing material emphasises the importance of local community voice 

crafting a genuine tone and building trust in the engagement process.  

3) When there’s a challenge, such as consultation fatigue and the need for engagement to be broad 

reaching – look for the opportunity instead. The Brand Ambassador Program was our innovative solution 

to proactively reaching out into the community and raising awareness about the project and engagement 

opportunities. Looking beyond the challenge resulted in one of greatest levels of participation for 

engagement in the City to date. 
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Key search words: Local government, community driven, hybrid engagement, online engagement; 
adaptable 
 

 

IAP2 Australasia Case Study Series aims to provide members with access to factual stories which demonstrate 
successes, challenges and insights from completed public participation projects. This free resource aims to increase 
practitioner knowledge, improve engagement practices and the experience of public participation.  

To access and search the Case Study Library/Database (IAP2A Members: head to the Member Resources Section)  

Want to know more about publishing a Case Study? Email info@iap2.org.au 
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1.0 Introduction 

 

This case study presents the Recreation and Aquatic Facility 

project for the City of South Perth 

 

 

 

 

 

 

 

 

 

Section 2.0 provides an overview of the project background and public participation context including how 

the engagement project was designed and planned. Section 3.0 describes the implementation phase 

including how the engagement was managed from delivery through to analysis and reporting. Section 4.0 

presents a reflection of the engagement with a focus on evaluation outcomes, impact and insights as well as 

evidence against the IAP2 Core Values for the practice of public participation.  

Project background 
The City of South Perth’s Recreational and Aquatic Facility (RAF) project aims to create a new integrated 
recreation and aquatic facility located at Collier Park Golf in Como, adjacent to Curtin University. Setting a new 
benchmark in health, wellness and leisure, the RAF will be a unique socially inclusive destination where physical 
activity and lifestyle experiences meet.  

The RAF site is in a high-profile precinct within the City of South Perth (the City). The area has substantial 
commercial, tourism, residential and recreational value at local, regional and state level, as well as a broad range 
of stakeholders and community members with differing levels of interests in and impacts from the RAF project.  

An aquatic facility has been under consideration for over a decade, with more than a dozen polls, surveys, studies 
and reports indicating community support.  

As a result of community feedback, one of the key strategies within the City’s Strategic Community Plan 2020-
2030 is to plan for and promote the development of recreation and aquatic facilities to service City of South Perth 
needs. 

In addition to community demand, the lack of indoor sporting and aquatic facilities, the ongoing viability and 
long-term use of George Burnett Leisure Centre (GBLC) and Collier Park Golf, led the City to initiate the RAF 
project. 

1.0 Introduction

2.0 Background3.0 
Implementation

4.0 Outcomes, 
impact and 

insights
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In August-September 2020, the City conducted extensive stakeholder and community engagement with key 
stakeholders and the wider community to give them the opportunity to provide feedback and assist in shaping 
the proposed RAF. 

As part of the engagement program, the City contracted consultants Research Solutions to analyse all 
engagement data and Elton Consulting to facilitate the workshops (both face-to-face and online). 

The engagement outcomes report titled: Stakeholder and community engagement of the proposed RAF Report 
Going beyond: results of the stakeholder and community engagement October 2020, was then presented to the 
Elected Members for them to consider in determining whether to endorse the detailed RAF business case at the 
November 2020 Council meeting.   

The stakeholder and community engagement was an important component to assist the Elected Members in 
making an informed decision, as it contributed to them understanding the level of stakeholder and community 
interest, support and contribution to the project. 

This project advances knowledge or practice …  

Innovation and Uniqueness - new and innovative approaches to engagement 

For the RAF engagement process, the City used both traditional ‘tried and test’ engagement techniques and introduced 
new and developing innovative approaches to involve the stakeholders and community and meet our engagement 
objectives. 

What was different for the City’s engagement process for this project was: 

• COVID-19: designing an engagement program that was adaptable and responsive to the ever-changing COVID-19 
environment 

• Facilitating the City’s inaugural online engagement workshop, building internal capacity for the Community and 
Stakeholder Relations Team and confidence amongst the City’s leadership team for testing new engagement 
methods 

• Use of different tools and techniques to provide opportunities for creative and meaningful engagement, both 
online and face-to-face, including: 

o Use of Mentimeter and MURAL as online tools  
o Use of scenarios/personas to encourage participants to expand their perspective by putting their feet in 

other stakeholders’ shoes; and increase participation by using interesting and different tools and 
techniques during face-to-face engagement to enabling the use of World Café techniques in an online 
environment. 

• Having the consultant architects present at all face–to-face activities, to not only provide information and answer 
questions, but observe, listen and learn directly from the participants. This enabled them to develop the concept 
designs in the context of participants’ feedback 

• Implementation of a Brand Ambassador Program to increase awareness and personally inform and promote 
engagement and participation in the project 

• Use of different URL codes to access the survey: unique URLs were created by independent consultants, Research 
Solutions, for many different stakeholder lists and databases and sent by email. This enabled the City to track 
participation for each group. We then planned and implemented other communication methods for those who 
were not responding to the emails containing the URLs to ensure accessibility and inclusivity. 

In addition to the new processes, we implemented a range of tried-and-tested tools and techniques that we have 
previously used successfully with stakeholders and community and those that participants have previously identified 
as desirable methods to be engaged.  
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They included a survey, face-to-face workshops, information sessions and one-on-one meetings with stakeholders. 
Our traditional engagement techniques included adaption of successfully and previously used approaches.  

How these innovative practices might advance the field of public participation 

As part of the RAF engagement program we also engaged with students from Curtin University’s Public Relations and 
Communications co-hort. Firstly, as they are an important key stakeholder group, who would use the RAF in the future. 
Secondly, to share the City’s strategic approach to engagement and promote the difference between public relations 
and public participation but how they can also co-exist to support project objectives. 

We therefore arranged two online workshops with students and using the same structure as the online community 
workshop, gathered both insights about the RAF before pausing and reflecting on the engagement activity and how 
this complemented the broader suite of engagement techniques the City could choose from its tool box. 

The students were surprised with the choice of engagement opportunities available and how transparent the process 
was. Equally, this was also the sentiment received from a number of stakeholders who attended other workshops and 
used menti-meter.  

Combining an online tool within a face-to-face engagement session enabled both the facilitator and participants to 
effectively allow for people to be in the room as well as online. Introducing the concept of hybrid engagement. 

This highly cost effective and productive tool contributed to everyone in the room being able to confidently participate 
(anonymously). As well as efficiently understand the sentiment in the room and perspectives of others in real time. 
This approach is particularly useful for diffusing more contentious discussions, particularly if a vocal minority is 
influencing discussions. This approach was adopted for the workshop with Collier Golf Park members and assisted in 
mitigating outrage and diffusing participants to enable them to continue to participate in the session by listening to 
others.  

Equally, using more online tools also builds the capacity of the community to participate in a number of different ways. 
Increasing opportunities for participants to provide their feedback and if required in the future, feel more comfortable, 
confident and build trust in engaging online and/or using web based technology to provide feedback.  
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2.0 Background  

 

Design engagement 
 

Organisation, sector and geographical location  
City of South Perth is a local government in the Perth Metropolitan Area, 
WA, with a population of approximately 44,000 residents. 
 

Engagement objectives, purpose and scope 
The City has a longstanding organisational commitment to including 
stakeholders in the decision making process. A key component of the RAF 
project was to specifically tailor a proactive and flexible engagement 
process with a high level of public participation, incorporating multiple 
stages, tools and techniques.  
 
With a deep understanding of the area, its history, environment, 
stakeholders and local community, having had a number of contentious 
projects across the City in the preceding years and through early 
engagement with the Collier Park Golf’s management team, the City 
identified high demand and support for the RAF along with appreciation 
by some sections of the community. 

The team identified that an engagement process was required that would 
gather insights and feedback about different elements that were 
important to the community so that it could be integrated into a common 
language that would guide everything from: architecture, landscape 
design, access and connectivity, to procurement and facility 
management.  

With the overall objectives established, the City designed a stakeholder 
engagement program that would enable stakeholders to be involved in 
the project from inception. We needed to demonstrate that the 
engagement program was based on a foundation of transparency, 
authenticity, trust, consistency, and respect. This was also an important 
consideration for underpinning the sustainability of the engagement 
process, which would ultimately support future decision making 
throughout the project lifecycle. 

The City identified early on that independent facilitation of the 
engagement process and analysis of the feedback would be a critical factor. Consultants Research Solutions and Elton 
Consulting were contracted to support the design, data analysis and facilitation of the engagement process.  

• City of South Perth is located in 
metro Perth with a population 
of 44,000 residents. 

• The Recreation Aquatic Facility 
(RAF) project has a long history, 
with multiple attempts to 
secure funding and determine 
key stakeholder and community 
support. 

• More recent community 
feedback highlighted support 
and demand for better indoor 
sport and aquatic facilities to 
replace ageing community 
infrastructure and develop a 
sustainable funding model. 

• New Federal funding enabled 
the City to take a fresh approach 
to facilitating a planning and 
design process for the RAF. 

• The City recognised that there 
was mixed sentiment in some 
sections of the community 
regarding the RAF’s proposed 
location and perceived impost 
on ratepayers. 

• With an organisational 
commitment of involving their 
stakeholders in major decisions, 
the City identified that a 
comprehensive engagement 
program was required to inform 
Council’s decision making 
process.  

 

 

The Engagement approach would be designed to provide opportunities to incorporate community 
advice and innovation in formulating solutions into decisions and a ‘sense of place’ that ultimately 
would reflect tangible community outcomes. 
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This approach meant that together with the City, the independent consultant team was with the community every 
step of the way, had many opportunities to engage and hear the feedback directly from the stakeholders and 
community and understand their needs, values and wants.   

This information could then be provided to the Elected Members, as the decision makers, and provide them with a 
level of confidence in the stakeholder sentiment when voting on whether to move to the next step of the RAF ‘project 
gateways’.   

The engagement measures and how to define engagement success were outlined in the planning stages. These 
included having the key stakeholders clearly identified and aware of the engagement program and how they could 
participate, the number of participants in the face-to-face engagement activities, the total number of surveys 
completed and for a minimum of 80% of survey participants to be City of South Perth residents. 

Engagement objectives could relate to a range of potential outcomes, including:  

• building community understanding of the RAF project and understand what they may need/want/require from it 
• increasing awareness of multi-stakeholder needs and how important it is for the City of South Perth to provide for 

a wide range of stakeholders and needs 
• building stronger relationships with community and stakeholders 
• seeking innovative input from special interest groups and potential users of the RAF to assist in better concept 

designs and to create an inclusive, welcoming and first of its kind facility in South Perth 
• providing independent analytical information to help Elected Members make informed decisions in the project 

gateways 
• assisting in identifying further funding opportunities. 

Affected Stakeholders and Stakeholder Sentiment 

The RAF project has a broad range of affected stakeholders and community members both within and outside the 
City’s boundaries. As a regional $80 million multipurpose built facility, RAF will provide more than indoor sporting and 
aquatic facilities. It aims to be inclusive, welcoming and provide health, wellbeing and training and therefore a 
multitude of stakeholders were identified, and engagement designed accordingly.  

An important objective of the RAF was to develop a facility that would be welcoming and accessible to ALL – therefore 
it was important to hear from all spectrums of the community. Listening to and building connections with all end users 
of the RAF was crucial to forming and strengthening relationships. The community had also told us that this new facility 
was an important strategic consideration for the City. Over the previous 10 years through numerous engagement 
exercises and more recently in 2017 in developing the 2020-2030 Strategic Community Plan, the community had 
identified the facility as a priority.  

Driven by the IAP2 Core Values and the key foundations of stakeholder engagement, the City has always prioritised 
building and maintaining relationships with stakeholders and community, as they are affected by the outcomes of our 
work. They have unique local knowledge, experience of living and working or visiting the area, extensive local 
networks; and we believe they have the right to be involved. 

Due to our longstanding practice and approach to stakeholder engagement, the City had existing relationships with 
many key stakeholder groups identified for the RAF and we knew these relationships, along with many new 
stakeholders, would be crucial to the success of the project.   

At the beginning of the project, a detailed stakeholder analysis was carried out to identify affected stakeholders who 
would be impacted by or interested in the project. This revealed a long and varied list of stakeholders to consider, 
including: 
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• The City’s many reference and advisory groups, e.g. Aboriginal Reference Group, Inclusive Community Advisory 
Group 

• Local action and community groups 
• Sporting groups 
• Key stakeholder user groups 
• Potential funding bodies 
• City of South Perth ratepayers and residents of all ages 
• Neighbouring local governments’ residents 
• Collier Park Golf users 
• Environmental groups 
• Curtin University (immediate neighbour, and potential funding and education partner). 

The City also engaged directly with stakeholder and community groups and asked them to contribute to mapping 
stakeholders to ensure the integrity of the analysis and that we were broadening our stakeholder reach. This was our 
first step in involving the community to contribute to the design of the engagement program. 

Before we commenced designing the engagement approach, we acknowledged there was a broad range of 
stakeholder sentiment across stakeholder groups, all of which participated in the engagement activities. As the City 
had carried out a number of engagement activities following the WA COVID-19 lockdown (March-April 2020), we were 
aware that some stakeholders may be disengaged. 

A number of ratepayers were concerned about the financial impact of the RAF on their rates whilst some Collier Park 
Golf users were distressed and at times outraged at the perceived reduction of 27 holes. 

As part of our engagement scoping and planning, part of the stakeholder analysis required a mapping of each 
stakeholder and their level of interest, impact and influence, with a low, medium and high range. For this project we 
had stakeholders identified across all levels in the range. This greatly assisted us in our engagement design and 
planning. 

Anticipated risks and constraints  

Project challenges  

The RAF’s engagement program faced a number of immediate challenges, which were identified due to the 
magnitude of the project, the history of the area and diverse stakeholders involved and their often conflicting 
needs and perspectives. Most of these challenges were anticipated and planned for in the engagement plan 
and others that occurred during engagement were managed by being flexible and responsive in our engagement 
processes. 

A challenge that was mitigated early on in the engagement process was the need to assist the Elected 
Members, as the decision makers, to understand that there would not be complete ‘consensus’ of 
thoughts and ideas from the community (nor should it be the objective of the engagement process to do 
so). We wanted to communicate to Elected Members that the engagement would provide an opportunity 
for stakeholders to participate, be listened to and heard, and for their feedback to shape the RAF and that 
this would be provided to the Elected Members to assist in their decision making process. By participating 
and contributing to the engagement, we believe stakeholders better understand the process, respect 
other stakeholders’ thoughts/ideas/contributions and have a greater understanding of how/why the 
decisions were made. 
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Challenge Response 

Consultation fatigue 
 

Encouraged wide community participation through a comprehensive communications 
plan and marketing campaign, using the project brand ‘Picture this ……..’, including a 
big social media presence, advertising, establishing the Brand Ambassador Program 
and static displays at key locations.  

Raising awareness to 
engage to a high number 
and broad range of 
stakeholders 

Hearing from a wide and 
diverse range of 
stakeholders 

Reduced the barriers to participation and ensured a wide representation of the 
community were able to participate by: 

• Seeking community input into both stakeholder mapping and inviting participants 
to engagement activities 

• Designing and hosting a range of engagement activities (face-to-face and online) at 
different locations and times, to enable a broad range of representation from 
across the community (within the City of South Perth as well as potential visitors to 
the RAF living outside the City’s boundaries) 

• Proactively going out into the community to raise awareness of the engagement 
activities, via the Brand Ambassador Program 

• Tailored and targeted engagement with hard to reach groups/individuals including 
youth, people with disabilities and Aboriginal people. 

Growing sense of 
community scepticism 
about the project - the 
project had been publicly 
discussed for over a 
decade and had gone 
nowhere and the 
community was being 
asked to engage in a 
number of other 
significant projects across 
the City 

Ensured information about the project was available through many different channels, 
easily accessible and available at all times. We used Your Say South Perth, as the online 
hub for engagement on the project, including a document library with relevant 
background materials, informative videos, frequently asked questions, project 
gateways and timeline.  

Ensured stakeholders had many ways to ask questions about the project and receive 
timely response. This included a Q&A tool being available on Your Say South Perth and 
the project team being available to respond to telephone queries, emails and in person 
meetings with stakeholders as requested.  
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Communicating the 
multiple project gateways 
and timeline – required 
for the project to proceed 
 
Concern/outrage from 
Collier Park Golf key 
users: golf course user 
groups were concerned 
about the perceived 
reduction of 27 holes and 
then impact of the RAF 
overall 

 

 

Proactively designed a specific workshop for user groups of Collier Golf Course, 
enabling them to voice concerns and also better understand how the RAF would 
provide long term sustainability for golf in the City of South Perth.  

The feedback from this workshop was provided to Elected Members along with all 
other engagement outcomes to assist them in their decision making and to ensure that 
the user groups did not have undue influence by lobbying the decision makers. 

Key environmental 
considerations – concern 
by environmental groups 
and community members 
as areas of Collier Park 
Golf are breeding grounds 
for the endangered 
Carnaby’s Black 
Cockatoos.  

The northern location of Collier Park Golf was endorsed by Council in November 2019 
as the project location as this would have no impact on the Carnaby’s Black Cockatoos. 
This became a non-negotiable from early on in the planning and design process and 
was communicated to stakeholders during the engagement. 

Perception of financial 
cost to ratepayers – 
concern that the building 
and operational costs 
would be passed onto City 
of South Perth ratepayers 

One of the clear project non-negotiables was that the RAF would not proceed unless 
it was financially self-sustainable and would therefore not be a cost to ratepayers. 

Funding the $80 million 
RAF project – only $20 
million had been 
committed when 
engagement took place 
 

An extensive list of potential funding bodies was identified, including educational 
institutions, allied health care providers, all tiers of government, aged care providers, 
state sporting bodies, individual sporting clubs and commercial operators. Liaising with 
current and potential project partners is ongoing. 

Provided comprehensive engagement reporting to City of South Perth Elected 
Members to assist with their decision making to contribute $20 million funding to the 
project. 

Hearing the diversity of 
views – from the 
community about the RAF 

 

Providing opportunities throughout the engagement process for participants to give 
their views in a number of different ways. A number of engagement methods were 
developed to ensure that participants were able to provide their diverse views and 
opinions. A hybrid engagement approach included:  

• Presentations to ensure there was wide understanding of the RAF context and 
decision making process 
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• Use of the online engagement tool Mentimeter to support an interactive and 
creative approach that people could participate in anonymously. The digital tool 
was used in a number of ways including:  

o As an icebreaker, to increase understanding of participant sentiment and to 
gain a shared understanding of their thoughts on the RAF vision 

o To make participants aware of the range of views in the room and which 
groups were represented 

o Real time voting and feedback on what sport and leisure people participated 
in and which of those required participants to leave the City of South Perth to 
pursue them 

o Testing the level of support for the City to progress with planning and design 
of a RAF. 

Convey the RAF concept 
and all that it could offer 
to City of South Perth 
ratepayers, residents and 
the wider community and 
region. 

The RAF concept is the first of its kind in Western Australia. It is more than a pool, it is 
more than a sport and recreation centre – although it is all of these, it is also a health 
and wellbeing centre of excellence, training centre, community hub, space for 
enjoyment of a beautiful landscape and open space and meeting place. 

It is also an opportunity for City of South Perth residents to have an $80 million regional 
facility on their doorstep with the majority of funding from external providers and no 
operational cost burden to ratepayers. This is difficult to communicate. 

 

There were also a number of organisational challenges that were identified and planned for in the engagement design 
and methodology including:  

• Tight timeframe to design and carry out engagement activities due to funding and Council meeting deadlines 
• COVID-19 restrictions regarding meetings, social distancing and numbers 
• Budget 
• Staffing resources 

 

Supporting communications and materials developed  
 
The engagement process was supported by a comprehensive, far-reaching communications plan and marketing 
campaign. All of the City’s communications channels were used including: 

http://www.menti.com/
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• Print: including postcards, posters, quarterly City publication 
delivered to 24,000 residents, advertisements in the local 
newspaper 

• Digital: including City’s website and online engagement 
platform, Your Say South Perth, targeted emails, City’s 
eNewsletter (9,500 subscribers) 

• Static displays: at key City locations including the City’s two 
libraries, the Civic Centre, leisure centre and Collier Park Golf 

• Videos: a set of short videos was made to promote the RAF 
project on social media 

• Social media: including Facebook and Instagram 
• Brand Ambassador Program: the City engaged roving Brand 

Ambassador at major City events and sites to increase 
awareness, inform, promote and encourage participation  

• Direct email: the City also made use of its extensive networks to 
promote the project and survey by using multiple contact lists 
and requesting that community groups forward the information to their members and contacts. 

  

Brand Ambassador Program 

https://yoursay.southperth.wa.gov.au/raf/widgets/307232/videos/22899
https://yoursay.southperth.wa.gov.au/raf/widgets/307232/videos/22899
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Plan engagement 
Project Governance 
The City has an overarching local government governance model whereby the Elected Members are the overall 
decision makers. To help them make informed decisions for the RAF project, we implemented a formal project 
governance and management model including a project management plan and a stakeholder engagement plan that 
follows the City Stakeholder Engagement Policy P103 (informed by the IAP2 Quality Assurance Standard). 
 
Engagement methods, sequencing and anticipated participation levels/targets. 
Having fully understood the project’s objectives, purpose and scope, we designed a highly responsive and proactive 
engagement plan to maximise broad participation and gain stakeholder and community sentiment that would assist 
Elected Members in their decision making. As there is a large amount of background and history to this project, an 
important component of the engagement was to be clear about non-negotiables and expectations. 

Starting with a full literature review of past engagement and the knowledge that the City’s Stakeholder Engagement 
team has through our stakeholder relationships, the City sought community and independent assistance with the 
development of the engagement components. This included a research company to provide support in the design of 
appropriate engagement methods, data analysis and reporting. As we had engaged with Elected Members previously 
and understood their requirements for their decision making process, obtaining quantitative data was a fundamental 
inclusion in the design of the engagement. We also engaged an independent facilitator for the face-to-face 
engagement activities and asked community groups’ for their input in the identification of additional key stakeholders 
and community members to include in the engagement activities. 

Members of the City’s Advisory Groups contributed to the stakeholder mapping and invited participants to attend 
tailored workshops for groups with specific interests in the RAF. These included: 

• Disability and Access  
• Resident Action and Community Groups  
• Aboriginal  
• Youth 
• Two online workshops with students from Curtin University (combining engagement with advancing knowledge 

about public participation). 

In addition to the above targeted approach, we also opened up an online workshop open to anyone in the community. 
The City’s advisory groups also promoted this, particularly for anyone who could not attend a targeted workshop. 

The engagement methodology included a survey and face-to-face activities and was supported by a comprehensive 
communications and marketing campaign. The engagement program ran from 26 August to 24 September 2020. 

Survey – level of participation: Consult 
The purpose of carrying out a survey was to obtain as broad reach as possible, enabling accessible, inclusive and 
‘COVID-19-friendly’ participation. It would also provide high level, independent quantitative data. The survey was 
designed to include qualitative questions as well as quantitative questions to ensure that participants could include 
any additional information they wished to. Consultants, Research Solutions, were engaged to assist with the design of 
the survey, ensuring it was fully accessible for people with disabilities and a wide range of demographics, and 
independent analysis of the survey. 

The survey was open for a four-week period and objectives included collecting quantitative feedback and 
understanding the type of services and facilities the RAF could provide and how likely people would use it and support 
the proposal. These included the following: 
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• Obtaining current indoor and pool-
based sports and activities the 
community participates in 

• Identifying where these activities 
currently take place 

• Determining, on average, how far the 
community currently travels to visit 
facilities to participate in their chosen 
indoor and pool-based activities and 
sports 

• Identifying current mode of travel to 
the facilities they currently use 

• Establishing likelihood of use of the 
proposed RAF and their reasons  

• Determining the preferred indoor and 
pool-based sports and activities the 
community would like at the proposed facility 

• Determining what other services and facilities would be used at the proposed RAF 

• Determining mode of travel to the proposed facility and motivations to switch from private car to other forms 
of transport to the facility 

• Providing opportunities for free form text and feedback. 

The project team built in the following design components to drive participation, with an anticipated response of 1,200 
participants: 

• Prize draw: survey participants were invited to go into a draw to win one of three $100 gift vouchers once they 
completed the survey 

• Brand Ambassador Program: the City engaged roving Brand Ambassadors at major City events and sites to increase 
awareness, inform, promote and encourage participation 

• A comprehensive communications and marketing campaign. 

Face-to-Face Engagement – level of participation: Involve, Consult and Inform 
The purpose of the face-to-face component of the engagement program was to provide a range of engagement 
activities to facilitate maximum opportunity for in depth, meaningful participation. 

These activities provided the opportunity for key stakeholders and the community to be informed and learn more 
about the project in greater detail, have questions answered and then dive deeper into shaping the sense of place and 
a welcoming and socially inclusive experience when visiting the RAF. Engagement objectives included: 

• Inform about the RAF project, its current status and possible next steps 

• Capture needs and requirements to make the RAF a welcoming, inclusive place – a regional asset that is enjoyed 
with a great sense of pride by the local community 

• Circulate information about the project to attendees’ networks and promote participation in the survey to gather 
broader community feedback. 

The survey was designed to provide both quantitative and qualitative feedback 
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Through our stakeholder mapping we identified the stakeholders that had the highest levels of interest, impact and 
influence and designed a targeted series of face-to-face workshops to enable their participation. These groups were 
invited to attend specifically designed 
workshops: 

• Disability and Access Workshop 
• Community and Action Groups 

Workshop 
• Aboriginal Key Stakeholder and 

Community Workshop 
• Collier Park Golf User Groups Workshop 
• South Perth Youth Network (SPYN) 

Workshop 

In addition to these targeted workshops, 
two open community events were held to 
target as broad reach of the community as 
possible. The first was an online workshop, 
enabling accessible, inclusive and ‘COVID-19-
friendly’ participation. 

The second was a drop-in Community Information Day, where a number of activities, including participating in 
Mentimeter, talking to the consultant project architects and project team and asking questions, provided 
participants with multiple opportunities to provide feedback on the RAF. As the session was held on a Saturday, we 
also arranged additional and appropriate activities for children to participate, gathering their insights about a 
facility that would very much support their future recreational opportunities.  

Question and Answer tool on Your Say South Perth, the City’s online engagement platform – level of 
participation: Involve, Consult and Inform 

The Q&A function was selected to enable the City to quickly respond to questions and ensure the community could 
seek clarifications. The questions and answers could be highly informative for stakeholders and easily shared on 
Your Say South Perth. Questions did not appear on the tool until moderated by the project team. Some questions 
required a private answer, for example if the question was personal and/or identified the stakeholder and these 
can be responded to directly by email. Relevant questions and answers were added to the Frequently Asked 
Questions section of the platform so that participants could efficiently access additional information.  

This tool enabled us to identify if there were any systemic issues that we needed to address immediately or provide 
more information for certain elements to ensure stakeholders expectations were managed. 

 
Data collection tools 

Each engagement activity was designed, planned and implemented to meet the purpose and objectives of the 
engagement program. Feedback was recorded and the data analysed in order to report into the Elected Members 
decision making process, and for the stakeholder feedback to directly influence a better designed facility for the 
community.  

Tools included: 
o the survey – online and in hard copy, enabling quantitative and qualitative feedback 
o direct responses gathered in writing via the World Café sessions 
o direct responses recorded online via Mentimeter at all workshops and the Community Information Day 
o the Q&A tool via Your Say South Perth. 

Community Action Group Workshop 

https://yoursay.southperth.wa.gov.au/raf/widgets/307232/videos/23759
https://yoursay.southperth.wa.gov.au/raf/widgets/307232/videos/23761
https://yoursay.southperth.wa.gov.au/raf/widgets/307232/videos/23761
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Design elements for the workshop series included: 

All workshops were designed to provide a range of options for people to participate and provide feedback in a number 
of ways, including individually using Mentimeter, small group conversations and then broader plenary discussions. 
This enabled the City to collect data directly via Mentimeter and in writing from participants. The structure of 
workshops involved: 

• Mentimeter: As an online interactive tool, Mentimeter was used throughout the project to enable attendees to 
participate in activities via their smartphones or tablets. The use of this tool provided the participants with the 
opportunity to be involved in group discussions and then feel confident to provide their own individual feedback 
anonymously via questions, polls and open responses. The City used Mentimeter during the workshops (in person 
and online) and at the Community Information Day. Mentimeter was used to get a better understanding of the 
sentiment in the room and enable information to be gathered 
across a larger group of people efficiently and in real time. 

• Presentation: The Story so far – A presentation providing project 
overview and status – ensuring everyone had a basic 
understanding of the context. 

• Plenary discussion: How do we design a welcoming, inclusive and 
accessible RAF? - Inclusion can, at times, mean different things to 
different people. Inclusion is the opportunity for all people to live 
a rewarding life and participate in a welcoming community. When 
designing the RAF it is important that everyone feels welcome, has 
choice and control, shares public spaces and feels a sense of 
belonging within their community. 

• Small Group Conversations: Identifying key priorities for the 
Stakeholder Group –for the City to consider in further developing 
its concept plan for the RAF. 

• World Café: Considering priorities by putting yourself in the 
shoes of another, including:  

o Young family 
o Senior couple 
o Single person 
o Group of young adults/students 
o Mother with young children 
o Grandparent with grandchildren 

…….. and asking the questions: 

o What will set the RAF apart as a regional asset for this cohort? 
o What will their journey to and arrival at the RAF be like? 
o What functionality beyond the pool and indoor courts will establish this facility as a key destination? 

World Café Feedback – Senior Couple Scenario 
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Additional design elements 
for the online community 
workshop included: 

This was the first time the 
City had engaged the 
community online face-to-
face. Elements from the face-
to-face workshops were 
employed in the online 
workshop as well as 
additional design elements 
including: 

• Using Zoom and its functionality to be able to largely replicate the structure of the face-to-face workshops by 
breaking participants into small groups via the breakout room functionality – closely replicating a World Café 
scenario 

• A maximum of 90 minutes to keep participants interested and use of MURAL – an additional online tool to assist 
in efficiently collecting data in the online breakout rooms 

 
Design elements of the Community Information Day 

The City hosted a Community Information Day to encourage community members to find out more about the RAF, ask 
questions and articulate their needs and aspirations for the RAF. The design elements included: 

• Brand Ambassadors to drive visitation to the 
event, targeting local sporting activities 
occurring near the venue and the library 
entrance 

• Multiple stations including: 

o Display of designs with RAF consultant 
architect and project staff available to discuss 
and answer questions  

o iPads and hard copy surveys for completing 
the survey  

o Sharing feedback from the workshops to 
inform participants about stakeholder views 
and needs 

o Scenarios/personas activity  

o Mentimeter activity to find out key priorities 
for the RAF  

o Children’s activities 

 
 

Feedback via Mentimeter at Community Information Day highlighted key 
community priorities in real time 

Using Mural in the online workshop replicated a World Café activity 
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Online Engagement Platform and Q&A Tool - Level of participation: Inform 

Your Say South Perth provided the forum to inform and keep the community updated about the project as well as 
provide the public with opportunities to request further information. The Q&A function was selected to enable the 
City to quickly respond to queries and ensure the community could seek clarifications. 
 

Resourcing including budget, timeframe, internal delivery and contracted support  

The City invested a considerable amount of resources, including budget, into the RAF project engagement, 
demonstrating the City’s commitment to stakeholders’ contributions at the early stages of concept design and 
development. At $80 million, RAF will be the largest regional community project the City has undertaken. 

After more than 10 years of community requests for an aquatic centre and improved indoor sporting and recreation 
facilities, numerous City investigations and reports and sourcing grant funding opportunities, in April 2019 the City 
was successful in securing a $20 million Federal Government election funding commitment. This was the start of 
the RAF project. 

An internal RAF project working group, including a cross section of the organisation including the Stakeholder 
Engagement team, was subsequently set up working with external consultants, stakeholders and subject matter 
experts. April 2019 to May 2020 was spent compiling project feasibility documentation, reports, further 
investigations, meeting with key stakeholders and finalisation of the project management plan. The development 
of the engagement plan commenced in June 2020, with a target of bringing the outcomes to Elected Members at 
the Council Meeting in November 2020. 

As previously outlined, the City engaged contract support from Research Solutions and Elton Consulting to provide 
independent research and facilitation and provide a level of transparency to the collection and reporting of 
feedback. In addition, the City engaged architects, Christou Design Group, in the engagement program from the 
outset, so they could listen and understand the community values and drivers in response to establishing a 
welcoming and inclusive sense of place.  
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3.0 Implementation 

 

Manage engagement 
Engagement delivery, enabling factors/conditions, how participation was supported to ensure inclusion 

The engagement program was delivered over a four-week period and was followed by a six-week independent data 
and feedback analysis, and stakeholder engagement report development. In keeping with our engagement program 
timeframe, this enabled a face-to-face presentation to Elected Members prior to the November Council meeting, at 
which a decision would be made. 

The RAF project’s multi-faceted engagement program was delivered as follows: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
A key priority of the engagement management was to ensure the needs and interests of all participants were clearly 
understood and communicated to the project team, architects and Elected Members as decision makers. The City 
recognises that sustainable decision making requires a number of important inclusions such as: 
 
• Equitable participation by a wide range of diverse stakeholders 
• Developing social capital with stakeholders for better decision making outcomes and in this case, a regional 

inclusive and welcoming RAF 
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• Efficiency and transparency by ensuring all stakeholders understand their role in the decision making process and 
are provided feedback on the engagement outcomes, including how their participation contributed to those 
outcomes 

• Improved community wellbeing and enriches the daily lives of our community and facility users by having direct 
voices in how the RAF will look, feel and provide for everyone. 
 

Modifications made and tactics used to mitigate risks or overcome unintended outcomes 

Tactics used in the workshop series to support the engagement objectives and mitigate risks included: 
 
Inform: as the workshop series progressed, stakeholder feedback from previous workshops was widely shared. This 
enabled participants to appreciate that were a wider range of views for the City to consider in planning and designing 
the RAF, than their own 

Thinking beyond yourself: asking participants to put themselves into the shoes of others in the World Café sessions 
helped participants to expand their thinking beyond personal and stakeholder group issues. This approach increased 
empathy and awareness for other members of the community particularly when thinking about how to create a 
welcoming and socially inclusive sense of place 

Connection and understanding: usually, the City engages with its action and community groups individually however 
for the purposes of the RAF, a decision was made to bring the groups together so they could better understand the 
range of perspectives from across the community. This again helped participants to recognise that they were part of 
a community with different needs than perhaps their own and it helped the groups to connect for the first time 

Creative and hybrid engagement techniques : in order to maximise participation and enjoyment of the engagement 
activities, we used Mentimeter and MURAL as engaging, colourful and creative tools that were different and 
accessible. We also used scenarios/personas in the workshops to creatively stretch thinking and views. 

Cultural inclusion: a yarning circle was set up for the 
Aboriginal stakeholder workshop, to provide a familiar 
and culturally appropriate set up. This supported 
participation by all members of the group. Sharing 
feedback from the other workshops, with a focus on 
how the RAF’s sense of place should consider a 
culturally appropriate narrative really encouraged 
Aboriginal stakeholders to open up and discuss the 
opportunities for the RAF’s procurement and facility 
management process, to create a more culturally 
inclusive and welcoming place for the City’s Aboriginal 
community and visitors to visit. 

Health and Safety: with the RAF engagement occurring 
during the social distancing requirements for COVID-19, 
the City was required to provide options for engaging online.  

Accessible participation: as the RAF presented the first online community workshop initiated by the City, the 
project team engaged Elton Consulting to provide a training session and a run through in preparation. In order 
to provide participants as much of a like for like experience as the in person workshops, the team also identified 
MURAL, an additional online engagement platform to efficiently run a similar World Café session and collect data 
complementing Zoom’s breakout room functionality. 

Listen and inform: recognising that there would be an increased level of outrage at the Collier Park Golf User 

Structuring a yarning circle at the Aboriginal workshop greatly 
supported an inclusive session 
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Group Workshop, the project team re-structured the session to provide participants with an opportunity to voice 
their concerns and ask questions up front. There was also more focused discussion on seeking inputs into the 
longer-term sustainability of the Golf Course. This session was specifically facilitated to diffuse any tension, 
enable participants to feel listened to and support more focused and levelled participation for the remainder of 
the session. 

Sharing and expanding the engagement practice: as a major partner and neighbour to the RAF, the project team 
engaged a cohort of Curtin University PR and Communication Students. This provided both the opportunity to 
collect feedback on the RAF as well as provide students with first-hand experience of better understanding the 
considerations for planning a comprehensive engagement program. The online component also provided an 
opportunity for the City to build their online engagement capacity. 

Increasing attendance at Community Information Day (CID): Brand Ambassadors were used to drive visitation to 
the CID, targeting local sporting activities occurring nearby to the CID venue and the library entrance, encouraging 
potential end users to visit the CID and provide their feedback. 

Communications and engagement metrics and reach  

The City received 1,641 completed surveys, which was the biggest response to a survey the City had ever received. 
This also exceeded our target by over 30%. We believe this was due to the nature of the project together with the 
creative engagement program and the comprehensive communications and marketing campaign. 

The face-to-face engagement activities were attended as follows: 
 

Stakeholder Group Date # of attendees 

Disability and Access Workshop 26 August 2020 24 

Community and Action Groups Workshop 2 September 2020 11 

Aboriginal Key Stakeholder and Community Workshop 7 September 2020 9 

Community Information Day 12 September 2020 ≈100 

Collier Park Golf User Groups Workshop 17 September 2020 12 

Online Community Workshop 16 September 2020 8 

South Perth Youth Network (SPYN) Workshop 24 September 2020 5 

Total attendees  ≈167 

 

Note: Two online workshops were held with approximately 20 students from the third year Public Relations 
Degree class at Curtin University as a learning and development opportunity and practical case study. 

 
Your Say South Perth 
 
5,059 people visited the RAF project page on ‘Your Say South Perth’ online engagement platform during the 
engagement program dates between 26 August - 23 September 2020. 
 
This included a range of visits to the view the videos, read the documents, register for the online workshops, 
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complete the survey, view the FAQs and/or post a question and have a response post in the Q&A tool. 
 

Communication methods and reach* 
Information about the project, including the opportunity to participate, was distributed to the community via the 
channels listed below and achieved the following reach: 

• 991,831 post impressions** on social media 

• 77,025 completed video views on social media 

 
 

Channel Distribution and Frequency Analysis 

Website Banner on home page and 
detailed information on project 
page 

• 875 project page views 

Media release and website news 
update 

Media release sent to Southern 
Gazette, ABC, 6PR, Curtin Radio 

• Article in Southern Gazette - 3 
September 2020 

 • Interview with the Mayor on 
Curtin Radio - 4 September 2020 

• Media enquiry from 
Southern Gazette 

Snapshot advert in Southern 
Gazette 

Full page City of South Perth 
advertisement with RAF as 
headline - 3 September 2020 

• Circulation est. 23,000 

Peninsula Magazine Distributed to 24,000 residents 
across the City 

• Double page spread in the 
September edition 
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Channel Distribution and Frequency Analysis 

Peninsula Snapshot 
eNewsletter 

Fortnightly eNewsletter - 9,500 
subscribers 

26 August 2020 – RAF headline 
 
9 September 2020 – RAF 
information day headline 

 
23 September 2020 – final have 
your say reminder 

TOTALS: 
 
• 724 clicks on Your Say South Perth 

RAF page 
 
• 258 clicks on unique survey link 

Targeted emails Email sent to a number of 
subscribers to various City 
databases with a total of 2,738 
subscribers 

TOTALS: 
 
• 391 clicks on survey 

 
• 109 clicks on YSSP RAF page 

 
• 21 clicks on website RAF 

page 

Organic social media (City’s 
pages) 

Facebook – 10,053 followers • Posts: 10 
 
• Reach 20,519 

 
• Video views 6,492 

Instagram – 4,142 followers • Posts: 8 
 
• Reach 2,947 
• Video views 822 

Twitter - 1,644 followers • Posts: 7 
 
• Video views 219 
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Channel Distribution and Frequency Analysis 

Facebook and Instagram – 
advertising 

Potential reach: 
• City of Canning - 140,000 

 
• Town of Vic Park - 78,000 

• City of South Perth - 32,000 

South Perth residents – 144,291 
impressions 

Canning residents – 440,079 
impressions 
 
Vic Park residents – 253,037 
impressions 

TOTAL: 819,407 impressions 

• Completed video views 
3,900 

• Clicks to YSSP 3,140 

Digital advertising (pre-roll) 
campaign 

172,424 impressions • Completed video views 
65,592 

 

* Reach – total number of people who see the content 
**Impressions – number of times a post was displayed to someone (could be multiple times) 
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The approach to data collection, management, analysis and generating the findings  

 
From the outset we managed community expectations about their 
level of influence in the decision making process. For consistency 
we continued to use Your Say South Perth, the City’s online 
engagement platform to keep the community updated on the 
engagement outcomes (including videos providing highlights of 
the feedback received through the workshop series, through to 
comprehensive reports of all engagement activities and the 
feedback received.)  
 
The Your Say South Perth ensures provision of regularly and up to 
date information by having update tabs so that each step of the 
project outcomes are easily and clearly accessible providing 
transparency and accessibility. 
 
All stakeholders and community members could register to be 
kept updated on the RAF project and receive emails on the 
stakeholder engagement – how they could participate and receive 
links to the outcome report, the project progress – including 
Council decisions and further project details as it progresses.  This 
was also an important part of the ‘closing the loop’ at the end of 
the stakeholder engagement program. 
 
For the survey respondents, they would receive an automatic 
message following the completion and submission of their survey 
to ensure that they knew that their feedback had been received. They were invited to register to be kept up to date 
on the RAF project at the end of the survey. 
 
Following each engagement activity, the participants were sent an email thanking them for their participation, 
providing them links to the project page, the survey and also provided information on how they could register to be 
kept up to date on the RAF project. 
 
We also used Your Say South Perth to ensure we were transparent about the timeline for progressing the Business 
Plan through the necessary gateways.  
 
Due to COVID-19 restrictions, a number of Council meetings towards the end of 2019 were still held online, making 
them more accessible and convenient to community members. Council minutes were then made available via the 
City’s website. 

As outlined earlier, the independent data collection, analysis and reporting was a fundamental component of the 
stakeholder engagement program to provide the Elected Members with detailed qualitative and quantitative 
information. The stakeholder and community feedback, along with a range of other stakeholder input and information, 
informed Elected Members and assisted in the decision making process for the next steps of the RAF project. 
 
A series of concept briefings have been held with Elected Members to inform them of progress of the stakeholder 
engagement and outcome of the RAF included a full session on the outcomes report presented by City staff and 
consultants Research Solutions prior to their consideration at the November 2020 Council Meeting. Throughout the 
engagement process, the Elected Members were regularly updated on the program via their weekly Bulletin email. 
 

Consultation Outcomes report made available for 
Council decision makers and the community 
supported transparency 

https://yoursay.southperth.wa.gov.au/raf/widgets/307232/videos/23760
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Information provided to the Elected Members, stakeholders and the community included the key overall findings 
from the stakeholder and community engagement. These identified a high level of support for the concept of the 
RAF with 87.2% of total respondents (87.8% City respondents) to the survey indicating they would use the proposed 
facility. Compelling reasons for developing the RAF are: 
 

• Its location in the City of South Perth is more convenient than many of the current venues used (70.3% of 
respondents used facilities outside of the City) 

• That it met the need for a swimming pool in the City of South Perth (79.4% of respondents had used an 
aquatic or indoor recreation facilities in the last 12 
months) 

• That it provides the opportunity to create a unique facility which meets the needs of the more marginalised 
members of the community. 
 

We also used media to announce the Council’s decision to approve the Business Plan in March 2020, ensuring that the 
information was far reaching. 

Importantly, we continue to communicate what the next steps are. Managing expectations about timing challenges 
and opportunities that continue to evolve for the City, as we move through the project lifecycle. 

 

 

 

 

 

 

 

 

 

 

 

 

 

‘Another layer of the engagement workshop I think 
was successful was the presence of Architects 
involved in early stages of the project. At the 
workshop they spoke about the vision, showed 
conceptual designs, and fielded questions from the 
participant. Many of the issues we discuss in our 
ICAG meetings are to do with the lack of 
consultation about access and inclusion in the 
design process, and the associated consequences 
after projects have been delivered and the 
workshop provided a genuine opportunity for us to 
contribute and have a voice at the beginning of the 
project’– Damien Hill, participant at the Disability 
and Accessibility Workshop. 
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The online engagement session and survey was 
a great way to receive consumer engagement 
from locals who will be the ones using the 
facilities in the future. It was an easy and 
effective way to receive feedback on the project 
from the comfort of your own home – 
especially during times of COVID-restrictions 
and uncertainty. 
I really appreciate the opportunity to be heard 
and the engagement was focused for a wide 
audience including young members of the 
community such as myself. 
– Jake, online engagement workshop 

 

I don't live in the City of South Perth 
but am interested in sport and 
recreation facility development from 
a professional and personal point of 
view.  I really enjoyed the workshop 
and the personas.  I think it's been 
really interesting seeing the level of 
consultation for the RAF project - very 
professionally done– Olivia, 
workshop participant. 
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4.0 Outcomes, impact and insights 

 

Reflection and evaluation of engagement 
Effectiveness, Evaluation, outcomes and key takeaways 

The RAF is a complex and multi layered project, with numerous decision makers and stakeholder groups with differing 
levels of interest in and influence on, the project’s success. 

Effectiveness: Reflecting on the engagement program’s effectiveness, we acknowledge that the highly proactive and 
comprehensive approach we took was commensurate with the scale and complexity of the project. The differing 
number of stakeholders warranted the community’s input into the stakeholder mapping and the design of a program 
that drew from a wide selection of tools and techniques.  

Key outcome 1: Council approving the RAF’s Business Plan in March 2021, based on the feedback received from the 
community. The integrity of the engagement process and quality of the engagement outcomes reporting assisted 
greatly in giving Elected Members confidence that a robust process had been undertaken. Demonstrating the 
community’s strength in supporting the proposed RAF will also greatly assist the City in leveraging the existing Federal 
funding to seek additional funds required now to deliver the RAF. 

Key outcome 2: Trialling our first online engagement workshop has been a major success factor of our engagement 
program. Not only have we built the internal capacity of the City’s Stakeholder and Community Relations Team and 
added to our engagement toolbox, we have enabled a new group of stakeholders to engage with the City.  

Our online workshop saw a younger cohort of people engage with us. We even had an online workshop participant 
admit he was listening whilst putting the children to bed. Even the hybrid engagement approach of enabling people 
to engage face-to-face and online in the same session has opened up more cost effective and efficient engagement 
methods for the City. We are now engaging people who are often too busy to attend our sessions or not confident in 
putting up their hand and contributing. This engagement program has enabled the City to hear from new and different 
voices.   

Effectiveness: Our flexible design also demonstrated how the City’s program was responsive to possible challenges 
such as allowing us to pivot if COVID-19 interrupted our plans and/or to encourage meaningful participation for known 
stakeholder groups who sometimes struggle to be heard and feel unconfident in participating. For example, adapting 
the structure of the Aboriginal workshop into a yarning session. 

Key Outcome 3: Developing scenarios and asking workshop participants to put themselves into the shoes of others 
was insightful. We were surprised how empathetic stakeholders became when asked to consider how to design the 
RAF when faced with challenges they did not usually experience. Likewise, bringing our action and community groups 
together enabled them to find common ground by listening and sharing perspectives. Ad-hoc commentary from 
participants suggested they felt more connected with others, as the engagement activities lead them to discover 
common ground and values.  

One participant provided us with the following feedback: “One of the activities that was asked of each group was to 
take a scenario and to come up with different personas for them. I have not seen this used before and it made people 
stretch beyond the nuts and bolts of the project into thinking about how it would feel going to the RAF”.  

“During this exercise, a person from my table shared a perspective of someone with vision impairment. She said that 
it is a common for her to not feel trusted that she could go by herself to a location because she cannot see. She wanted 
to experience the feeling of the RAF to be somewhere she could be trusted to go to independently and swim by herself. 
Many comments and scenarios like this were harvested during the workshop.” 
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Key engagement takeaway: When we asked a question in one of our sessions – what makes a reception area inviting 
and inclusive, we thought we would receive comments about the space, the furniture, the colours but we got one 
better and that was – “to be greeted with a smile”. That informed how important customer service is regarded by 
people and the City has taken that challenge on. 

Key engagement takeaway: Involving local residents in promoting the engagement program, whether it be by 
extending invitations to attend workshops or using them in marketing material and in the RAF’s case in a promotional 
video – really emphasised the importance of a local community voice to craft a genuine tone and build trust in the 
engagement process. As one participant at the Disability and Accessibility workshop commented, “the makeup of this 
group provided a rich vein of discussion and insight”. 

Key engagement takeaway: Consultation fatigue and the need to be broad reaching in our engagement resulted in 
the development of our Brand Ambassador Program. This element was hugely successful in proactively going out into 
community and raising awareness about how and where to engage. As well as providing the opportunity to inform the 
community about how important their role in the process was. 

As outlined above, our reach and the participation results far exceeded our expectations and both the quantitative 
and qualitative feedback added weight to Council’s decision making. We will certainly be revisiting the Brand 
Ambassador Program for future projects that reflect similar challenges. 

Conclusion 

The overall RAF stakeholder engagement resulted in an enormous amount of work by the project engagement team 
to design, implement and evaluate the engagement program. The size and scale of the project and the timeframe to 
meet decision making deadlines was always going to create challenges.   

What worked well was the knowledge and commitment of the project team to provide transparent, open and inclusive 
engagement. Although we knew and already practice the importance of engaging stakeholders and community early 
in projects, the RAF engagement reinforced the fact that you cannot under estimate the power of community and 
importance of the key decision makers, the Elected Members, seeing this in action. By including the Elected Members 
throughout the engagement process, they were able to clearly hear from a broad cross section of stakeholders and 
the community who would be impacted by their decisions.   

For Council to reach a decision early in 2021 and approve the Business Plan, triggering the City to move to the next 
phase of the project, clearly demonstrates the important role engagement has in critical decision making processes. 
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Engagement approaching alignment with IAP2 Core Values for the practice of public participation 

IAP2 Core Values  Example or evidence from this project 
 Public participation is based on 

the belief that those who are 
affected by a decision have a 
right to be involved in the 
decision making process  

The City is committed to involving stakeholders in the decision making process 
in appropriate ways and ensuring they understand their role and level of 
influence. Stakeholders are provided with feedback about how their 
contribution influenced the decisions made. For the RAF project, the 
stakeholders’ role in the decision making was at an inform, consult and involve 
level and this was made clear to them from the outset. 

We identified stakeholders that would be most affected by the RAF project and 
engaged them in the decision making process. Extensive stakeholder 
identification and mapping at the start of the engagement process ensured the 
City had a comprehensive database of stakeholders, their level of interest, 
influence and impact on the RAF project. This then allowed a highly responsive 
and proactive engagement plan to be developed and implemented ensuring 
stakeholders had the opportunity to participate through a number of 
engagement activities. This database was used throughout the engagement and 
reviewed and updated as required.   

We were aware that ‘hard to reach’ stakeholders such as young people, people 
with disabilities and Aboriginal people, would be affected by the RAF project and 
had a right to be involved in the engagement activities. We wanted to hear from 
them and include them at the beginning of the project as they can often be 
missed. We consequently designed our engagement activities endeavouring to 
be inclusive and encourage diverse participation. 

The City developed and maintained strong relationships with all stakeholder 
groups, ensuring that all had opportunities to participate and be heard. Through 
a variety of stakeholder engagement techniques, including a survey, online and 
face-to-face workshops, yarning circle and community information day, we 
aimed to reach the broadest audience. 

 Public participation includes the 
promise that the public’s 
contribution will influence the 
decision  

Our objective was to be clear and transparent in our engagement process about 
our promise to stakeholders that their contribution would influence the decision. 
This was communicated throughout the engagement so that stakeholders were 
aware of how their feedback would be used in the decision making process. 

All feedback from the engagement activities was recorded, analysed and 
detailed in an engagement report by an independent consultant. This report was 
publicly available for all interested parties to view and it was presented to 
Elected Members to assist in their decision making.  

Elected Members were committed to the engagement process and to take into 
consideration the feedback provided to assist in their decision making on the 
RAF project. 

This fulfilled our promise that the public’s contribution would influence the 
decisions made. 
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 Public participation promotes 
sustainable decisions by 
recognising and communicating 
the needs and interests of all 
participants, including decision 
makers  

A key priority of the engagement management was to ensure the needs and 
interests of all participants was clearly understood and communicated to the 
project team, architects and Elected Members as decision makers. 

To enable sustainable decisions for a project the size and diverse offering of the 
RAF project, we needed to hear from a wide range of stakeholders and offer 
equitable participation. We achieved this through our engagement planning and 
implementation. 

 Public participation seeks out 
and facilitates the involvement 
of those potentially affected by 
or interested in a decision  

Given the location of the RAF project and its objectives, it was important to 
ensure that we identified the relevant stakeholders that would be affected by 
the project, which would be more than local residents and ratepayers as we are 
planning on creating a regional facility. A detailed stakeholder analysis was 
carried out to identify all those who would be impacted by or interested in the 
project, which revealed a long and varied list of stakeholders to reach.  

All relevant government departments and agencies were included in the 
stakeholder analysis, Curtin University, as well as schools, other educational 
institutions, state sporting groups and associations, clubs, business, potential 
facility user groups and funding bodies. 

The City has always invested in strong relationships with all stakeholder groups 
and this was critical for this project. We are committed to providing detailed and 
timely information through a variety of channels (particularly about the project 
objectives, negotiables and non-negotiables), educating stakeholders, and 
offering multiple opportunities for questions, discussions and feedback. The City 
also provided a range of activities for stakeholders to participate in the project 
and contribute to decision making.  

The City developed and maintained strong relationships with all stakeholder 
groups involved in the RAF project, ensuring that all had opportunities to 
participate and be heard. Through a variety of stakeholder engagement 
techniques, including in person and online workshops and creative engagement 
activities, we aimed to reach the broadest audience to balance out the loudest 
voices. 

 Public participation seeks input 
from participants in designing 
how they participate  

As part of the design of the engagement workshops, participants such as the 
City’s Inclusive Community Advisory Group, were fundamental in how we could 
make them inclusive. For example, an inclusive venue was chosen for the 
Disability and Accessibility Workshop ensuring easy access, appropriate lighting, 
volume levels and room layout, including catering. 

As part of the City’s engagement core business and best practice, we work 
closely with our stakeholders and community groups in order to maximise 
participation through their networks. 

We worked with stakeholder and community groups to identify stakeholders 
and assist in communicating and promoting the engagement. 

 Public participation provides 
participants with the 
information they need to 
participate in a meaningful way  

A comprehensive communications and marketing campaign was implemented 
to increase awareness of the RAF project engagement and how stakeholders and 
community could participate in the activities. 

Part of engagement core business at the City is to provide clear and transparent 
information about engagement projects on Your Say South Perth, the City’s 
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online engagement platform. This is the hub for engagement, available at all 
times and includes a document library with relevant background materials, 
informative videos, frequently asked questions, project gateways and timeline. 
Information about the RAF project was also available through other channels, 
easily accessible, such as the City’s website, static displays and social media.  

Both the survey and the face-to-face engagement activities were designed with 
the end user in mind. We provided clear and concise instructions and guidance 
about how to participate. We asked face-to-face workshop participants to bring 
a smartphone or tablet in order to participate in the activities and let them know 
that we could provide one if required. Staff were available to assist with 
technology at the workshop to enable full participation. We provided support 
prior to the online workshop to participants to support and familiarise them with 
Zoom. 

In order to maximise meaningful participation, carefully designed and creative 
engagement activities, such as Mentimeter and scenarios/personas, were used 
for the face-to-face and online engagement workshops. These provided fun, 
engaging and meaningful ways for participants to be included and provide their 
feedback. We received positive feedback about these engagement activities 
from participants. 

As the final decision makers, Elected Member were briefed on the aims and 
objectives of the engagement, kept up to date on the progress and were invited 
to attend and observe some of the workshops. This also enabled them to have a 
clear understanding of the engagement process and hear from a broad range of 
stakeholders. 

 Public participation 
communicates to participants 
how their input affected the 
decision  

From the beginning of the engagement we communicated the project steps and 
timeline. 

As part of our engagement practice, we communicate with participants every 
step of the way throughout a project and also close the loop at the end of the 
project. For example, we email to acknowledge their participation in the survey 
and face-to-face engagement activities, provide information and links to 
relevant documents, inform them how their feedback is being used to assist 
decision making, updates on when the engagement would be considered by 
Elected Members and the decisions that are made. 

To be kept informed, all stakeholders can register to be updated on the RAF 
project. This includes those who have not previously participated in the 
engagement.  
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