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Case Studies Series 2021 
Core Values Awards 2021 Entry 
Case Study 1: Water main upgrade: engagement transforming construction 

impacts to opportunities    

Photo: Community Reference Group meeting 9, October 2020 

Highlights at a glance   
 Public participation in a utility construction project that focused on involving community in decisions 

that improved local liveability during and beyond the life of the project’. 

 City West Water, water utility, inner city Melbourne. 

 Objective was to include the public in the process of finding solutions to project impacts and 

inclusion in the decision making process for a legacy project. 

 Varied spectrum level of inform to collaborate. 

 The project created opportunities for public participation using a variety of engagement 

methodologies: a personal approach of a familiar, dedicated Community Engagement Advisor on site 

at a community drop-in hub, online accessibility to information and responsive conversation, and a 

Community Reference Group to represent the different views and interests of stakeholder groups. 

 Three key outcomes showing impact of engagement: 1) Public decision making, the public was 

invited to shape and decided the community projects that would leave a legacy in their community. 

2) Redesigning works to reduce impacts. 3) Building trust for ongoing relationships. 

 Three key engagement takeaways: 1) Multiple engagement touch points provide the public the 

opportunity to engage on a platform they were comfortable with 2) Sharing and providing decision 

making opportunities for the Community Reference Group created trust with the public and ensured 

the legacy project was driven by the public and 3) There are opportunities from impacts; this project 

provided an opportunity for City West Water to build stronger relationships with our customers. 

Key search words: community participation, community vision, collaborate, utilities 
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1.0 Introduction 

This case study presents initiatives in project design and engagement that have embedded a new way of 

working for major infrastructure projects at City West Water (CWW) and achieved improved outcomes for 

customers, and wider community. The M205 Carlton Water Main Renewal Project (M205) is an essential 

upgrade to help secure water supply for years to come for Carlton, North Carlton and the inner city. The 

existing pipe is nearly 140 years old and is coming to the end of its service life. Constructing 2.3km of a new 

distribution main on Canning Street, Carlton and Carlton North, a residential area in inner city Melbourne, 

construction started in August 2019 and was completed in October 2020. Several new initiatives were 

introduced to deliver on our strategy to engage with customers and stakeholders that focused on 

wellbeing and leading change.  Initiatives included transforming the way stakeholders and community 

were involved in operational activities, decision making and evaluation. 
 

This project advances practice of involving the public in collaborative approaches to finding solutions to 

project impacts. The project also sought to improve local amenity and liveability by including the public in 

the decision making process on capital improvements through community projects.  

2.0 Background  

Design engagement 

Disruption caused by utilities upgrades and maintenance are often 

thought of as unavoidable essential work. The projects are 

therefore less likely to undertake meaningful engagement that 

involves community and stakeholders being able to influence 

decision making in operational delivery and project outcomes. Risk 

and opportunity workshops in the design phase of the M205 

project highlighted the significant impacts that the project would 

have on the local community and the risks involved with not 

addressing these with a sensitive and timely approach.  

This gentrified inner city area has a significantly higher median 

property price with a population of educated, employed and 

engaged residents and there is a higher than average use of 

alternative transport. The key road use feature of Canning Street is cycling, with dedicated on-road bicycle 

lanes carrying in excess of 1,200 cyclists each day. Canning Street is one of Melbourne’s best known and 

used cycling routes and is identified as a VicRoads’ Strategic Cycling Corridor. 

 

Utility renewal disruption 

Bike riding super highway 

Gentrified inner city area 

Engaged local community 

Workshops to find 
opportunities from risk 

Stakeholders influence 
design outcomes and 
operational delivery 
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The M205 project was an opportunity for CWW to review the approach to community engagement in 

delivering large scale infrastructure projects. A new model was adopted that had a public centred focus 

that used the IAP2 spectrum of involving to collaboration within different phases of the project. CWW 

embedded an internal Engagement Advisor in the project delivery team to provide engagement expertise 

through the design and tendering phase to shape early engagement and to identify the level of 

engagement that was expected of the construction delivery partner. JAYDO Construction were awarded 

the design and construct contract, and an important part of their response was an on-site dedicated 

Community Engagement Advisor who understood both IAP2 and CWW’s Customer First principles. JAYDO 

Construction partnered with community engagement experts CNC Project Management to ensure the 

project model of planning and delivering robust, authentic community engagement was set up for success. 

To support this, the Advisor was located with CWW during the design phase. 
 

Plan engagement 

Consultative engagement with key stakeholders including local government and community groups during 

the project planning phase provided an opportunity to influence design, outcomes and operational 

delivery. Developing these relationships at this early stage ensured a collaborative approach to the key 

decisions and approvals for the project.  
 

With the objective to take the CWW Customer First Strategy from conceptualisation to realisation in 

infrastructure projects, we embedded several new initiatives including a dedicated engagement resource, 

dedicated engagement office space on the project site, opportunities for all those that live, work and 

commute past the project site to contribute to finding solutions for project impacts,  establishing a 

Community Reference Group (CRG), and a legacy project that the public contributed to the design and 

decision. 
 

To build on our relationship with the local community, the dedicated on-

the-ground Community Engagement Advisor was located at our drop-in 

hub at the Project Information Centre. They coordinated local community 

pop up events and travelled the 2.3km alignment by riding a branded 

project bike. The project and construction crew also rode bikes from office 

to site as a way to connect with community and reduce parking 

interruptions.  
 

This important theme of connecting with the local community was carried through to construction teams. 

Cultural fit was an important selection criteria for the construction team and all sub-contractors were 

provided engagement training to support a consistent customer experience.  

Ride to work event
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We formed a CRG in the design phase of the project that included 15 

people with five local community members, key stakeholders including bike 

user advocates and the contract partner. This allowed an opportunity to 

build trust, influence design and construction outcomes and to share the 

design and decision of the community projects.  
 

CWW made and delivered on the commitment to invest in community wellbeing and enhance liveability by 

including in this infrastructure project a community benefits project. These projects are a way we could 

thank the community for their patience while we completed the works and leave a legacy for the future. In 

determining the community project we worked with the public to identify needs and the public to shaped 

the options and the CRG decide the projects.  
 

Embedded in this project was an engagement and evaluation tool to ensure 

the project is validated by a robust framework to provide comparative data 

for all the engagement activities across the project. We used quantitative 

and qualitative data to report and evaluate the engagement.  
 

Use of the IAP2 spectrum of engagement in the project 

Spectrum of 
Engagement 
 

Inform Consult Involve Collaborate 

How we did this We had a multi touch 
approach: digital, 
face to face, pop ups, 
drop ins, individual 
and group. We 
provided weekly and 
monthly updates via 
these touch points to 
keep the public 
informed. 

Through individual 
and group touch 
points we listened to 
how the project was 
impacting the public 
and feedback via the 
same communication 
methods the 
outcomes. 

Through the design 
phase we provide the 
plans and approach 
for feedback and we 
involved the public 
on the decision 
making and feedback 
through the touch 
points the decisions.  

Through the CRG we 
listened, sought 
input and made 
changes to the 
project based on the 
feedback. The CRG 
provided decision 
making on the 
community projects.  

 

3.0 Implementation 

Manage engagement 

Project information centre and dedicated team 

There was a Community Engagement Advisor available on-site at all times 

throughout construction, occupying the Project Information Centre. The 

Centre was promoted as a drop-in hub to accommodate community needs 

in a timely and ‘local’ approach. The community engagement officer was able to develop strong local 

relationships and posted weekly project updates in the office windows for interested passers-by.   

Reaching all residents 

Farmers market pop up 

CRG meeting June 2019 

Engaging with residents 

Farmers market pop up 
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In addition to early engagement to inform design, engagement was conducted prior to each major section 

of works. Three rounds of in person consultative engagement were completed, providing information, 

conducting surveys of individual needs (such as accessibility requirements) and leaving direct contact 

information for the Community Engagement Advisor for use throughout the project.  
 

Broad range of communication tools  

Communication methods comprised digital and face to face. These 

included a monthly email newsletter, regular social media posts tagging 

particular affected groups such as the Bicycle User Group, weekly project 

window updates for passers-by, Bicycle Network Victoria online articles, 

printed notifications and calling cards. The project construction and 

traffic team were also briefed regularly with community feedback and 

equipped with project updates and business cards to deliver a responsive service.  
 

Driving community concerns/going above and beyond  

During the design phase of the project we included the community in design and construction delivery 

planning.  Through the broad range of established communication tools we provided the opportunity for 

the public (via the Community Reference Group) to review and comment on the plans and delivery 

methodology. We then took their feedback and adjusted the design and plans to minimise impacts and 

disruptions.  
 

During construction, the contracted Project Engineer and Project Manager were involved in all the 

engagement activities, accompanying the Community Engagement Advisor to meet with residents. This 

ensured immediate expertise advice was provided and the team could understand the construction 

impacts that assisted to tailor designs and methodologies and demonstrated to the community that the 

project team were dedicated to the public and their needs. 
 

Building trust 

We sought to build trust by ensuring we were able to engage with the public via a touch point that was 

their preference: online, phone, face to face or in groups. Tailoring our response provided an opportunity 

for the public to be involved as they saw appropriate. If they required information, it was provided. If they 

wanted a deeper involvement, opportunity was provided face to face, phone or email, or group interaction 

via meetings, activities and the reference group. We utilised local suppliers to support the broader affected 

community such as cafes and print suppliers.  
 

Drop-in Centre 
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Engaging everyone in the community  

Our engagement reached across the community and we sought to include all ages. We worked closely with 

local schools and day care centres to ensure their needs were incorporated into construction delivery to 

reduce impacts, such as timing the works during school holidays and communicating project updates to 

their representatives directly in advance. We undertook education incursions, visiting a day care to share 

the project with the centre and families to ensure we engaged in a fun and innovate approach.  

The Community Engagement Advisor involved key stakeholders, the Bicycle Network Victoria and a local 

dedicated bike rider from the CRG, along with cycling community 

feedback, in designing the bike and vehicle detour plans. The feedback 

from experienced local riders ensured all alternative routes were well 

considered and customised to provide the safest route possible for all 

road users, understanding the on the ground issues that can only be 

realised through lived experience.  
 

Deeper dive for collaboration commitment 

The CRG provided an opportunity to seek feedback, understand impacts, enact change and collaborate to 

deliver the legacy community projects. They played an integral role in shaping the direction of the 

community projects that led to improvements to urban greening, urban design and access to water. There 

were a range of biodiverse plantings in open spaces, street trees, drinking fountains, seating and bike 

hoops. Updates and information about the CRG was publicly available on CWW website and information 

and updates were provided in the monthly project update that was shared with the public. The following 

are quotes from CRG members: 

The coronavirus pandemic brought an unexpected shift 

A global pandemic mid-way through the construction program presented challenges to continuing our 

planned engagement program. In response to coronavirus (COVID-19), we closed the project office, limited 

face to face engagement, encouraged phone and online communication and moved our CRG to online 

Zoom meetings. Our multi touch point approach held us in good stead. We had developed relationships 

with the community and were able to make these changes, while continuing to build on the trust we had 

developed. 

The project 
exceeded the 
expectations of    
the group 

Project team, including crew 
and traffic controllers, were 
always professional, on 
message, aware of 
community and impacts 

Councils found the project to 
be exemplary - Responsive, 
solution and outcome 
focussed, with a positive 
attitude. 

Community investment 
projects are appreciated 
and seen as an offset to 
the impacts, as well as a 
legacy. 

Pop up information sessions 
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4.0 Outcomes, impact and insights 

Reflection and evaluation of engagement 

The approach to deliver engagement and community projects inclusively not only ensured we met project 

timeframes, budgets but it enabled us to embed positive relationships with our customers, community and 

stakeholders. There is scope within infrastructure projects to change the narrative of construction impacts 

to construction opportunities. 

 
At the completion of construction 1,373 engagement events were recorded and of these 97.5% of the 

interactions with community were reported as informative and positive. This was a significant shift from 

previous infrastructure projects where the interactions were weighted to negative and complaints. There 

has been acknowledgement from key stakeholders and the Community Reference Group that the project 

not only improved water security for the inner city but it increased amenity within this this inner-city 

community. The local government representatives on the CRG noted at the final meeting that the project 

was exemplary - responsive, solution and outcome focused, with a positive attitude. 

 
Three key outcomes showing impact of engagement: 1) Public decision making, the public was invited to 

shape and decided the community projects that would leave a legacy in their community. The CRG led the 

development of the options and then the decision of the legacy community project 2) Redesigning works 

to reduce impacts; project designs and planning were shared with the public to use their knowledge to 

shape the construction methodology for Stage 2, which resulted in being able to reduce the work time 

from six weeks to one.  3) Building trust for ongoing relationships, we created a space where people felt 

safe to share and an understanding that they would be heard and responded to. The relationship does not 

end once the project ends, and this project provided an opportunity for CWW to build trust in this 

community we service. In the final meeting the CRG noted that we exceed the expectations of the group. 

 

Three key engagement takeaways: 1) Multiple engagement touch points 

provide the public the opportunity to engage on a platform they were 

comfortable with 2) Sharing and providing decision making opportunities for 

the CRG created trust with the public and ensured the legacy project was 

driven by the public and 3) There are opportunities from impacts; this 

project provided an opportunity for City West Water to build on our 

relationship with our customers.  

Tree on Canning St: urban 
greening community project 
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Alignment with IAP2 Core Values for the practice of public participation 
 

IAP2 Core Values  Example or evidence from this project 
1. 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  

Public were informed of the project before the design 
phase and provided opportunity to understand the 
project and feedback. 

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

All feedback was considered and a response was 
provided detailing the contributions influence. 

3. Public participation promotes sustainable 
decisions by recognising and communicating 
the needs and interests of all participants, 
including decision makers  

Multiple touch points were included to ensure public 
could be included through a medium of their choice. 

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

All members of the public were invited to contribute 
to the shaping of the legacy project and the CRG were 
the decision making body. 

5. Public participation seeks input from 
participants in designing how they participate  

The members of the CRG designed the goals that 
were reflected in the Terms of Reference of the CRG. 

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

Information provided to the public was clear, honest 
and timely. We consulted stakeholders, community 
groups and the CRG on the options for the road 
detours that significantly impacted bike riders so they 
could contribute to the best outcomes. 

7. Public participation communicates to 
participants how their input affected the 
decision  

Response timeframes and expectations were 
embedded with the contract and made clear with the 
public on what these were. The delivery on this is 
reflected in the recording of our interactions that 
were weighted to being informative and positive, 
because we closed the loop with the decisions and 
outcomes. 

 

  



 

9 | P a g e  
 

 

Acknowledgements and to find out more 

We would like to thank City West Water for agreeing to share this case study and insights to advance 

engagement practice. This case study was co-authored by Kim Hutchinson and Katelyn Venn and peer 

reviewed by Sharon Martin.  

At the time of publishing, Kim Hutchinson was employed by City West Water in the position of 

Community Engagement Advisor. Katelyn Venn was employed by CNC Project Management in the 

position of Consultant Communications and Engagement. Sharon Martin was employed by City West 

Water in the position of Communications and Engagement Manager. 

 

 

 

For more information about this project see: 

 www.citywestwater.com.au/about_us/major_projects/carlton_water_main_renewal_project  

To connect with the authors: 

 www.linkedin.com/in/kimmareehutchinson/  

 www.linkedin.com/in/katelyn-venn-55993998 

To access and search the Case Study Library/Database (IAP2 Australasia members): Head to the 

Members Resources section of IAP2 Australasia.  

Want to know more about publishing a Case Study? www.iap2.org.au/casestudy  

©2020 IAP2 Australasia 

 


