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Image: A combined business and residential Community Liaison Group meeting in 2020.  

The Smithfield Bypass project is one that has involved ongoing community engagement and commitment from the 

Queensland Department of Transport and Main Roads (TMR), stakeholders and the community for more than two 

decades. 

This has seen the growth of real and relevant relationships in relation to community development to successfully 

deliver the largest Queensland Government-funded road project in Far North Queensland. 

By taking into account community and stakeholder design feedback, additional scope resulted in future stages of the 

bypass being realised now rather than in 15 to 20 years.   

This will ultimately provide greater network functionality and enhanced outcomes to Smithfield, Northern Beaches 

and the Greater Cairns community, and improve travel time for motorists. 

Stakeholder feedback was provided across a number of platforms, but a key vehicle was the establishment of TMR 

Community Liaison Groups (CLG) (Business and Residential Memberships).  

Formed by TMR, the CLGs provided great value in allowing the project team to capture local knowledge to inform 

better project outcomes and ensure community concerns were considered and addressed.  

They were also pivotal in providing their personal and greater networks within the community with approved key 

messages at a grassroots level.   

The establishment of these groups enabled the Project Team to build and foster collaborative and positive 

relationships within the community early in the project and has been key to the success of the project's engagement 

and delivery.  
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The project empowered stakeholders to join the conversation, have a voice and create meaningful change that makes 

a difference for the community. 

The Smithfield Bypass project has demonstrated building interpersonal relationships and collaborating with 

impacted stakeholders can turn deliver real benefits and value to all – turning negative sentiment into positive 

outcomes and a shift community sentiment. 

The high degree of stakeholder engagement on this project allowed design changes to be made that best served the 

community. This ongoing engagement led to improvements to a local wetland – the realisation of a long-held dream 

to create a sedge swamp habitat. Community consultation and adaptive design also allowed TMR to build the optimum 

southern connection point with Cairns Western Arterial Road (CWAR) sooner than anticipated. 

Key outcomes for the project: 

• design changes to realise future stages of the bypass now rather than in 15 to 20 years, as a result delivering 
greater network functionality and reduced travel time 

• Community Liaison Groups key to the success of the project's engagement, providing a conduit between the 
community and TMR 
 

Key engagement takeaways for the project included: 

• on-going community engagement builds social licence 

• listening to stakeholders and making changes, makes a difference  

• building interpersonal relationships with stakeholders can turn negative sentiment around  
 

 

 

 

 

 

 

 

 

 

 

 

 

 

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 …  

 

 

 

 

 

 

 

 

 

 

This project advances knowledge or practice …  

TMR and its principal contractor, Highway Construction and Albem Operations Joint Venture (HAJV) delivered this 

project using traditional engagement practices.  

The Project Team’s primary engagement objective was to ensure the community had the most up to date, accurate 

information to foster positive sentiment and goodwill across the community and encourage them to participate in 

the conversation. 

While the project aimed to interact with people across social media platforms, through local news channels and 

publications, the community were able to decide on the channels of communication best suited to their needs, for 

direct contact (face-to-face) or via indirect channels. 

A key vehicle for the stakeholder engagement was the creation of Community Liaison Groups (CLGs).  

Through these groups (business and residential Membership), stakeholders were informed of construction progress, 

consulted on community views and concerns and involved in disseminating project key messages to their broader 

networks. In so doing, groups members helped shape the conversation and consultation for the bypass.  

  

1.0 Introduction

2.0 Background
3.0 

Implementation

4.0 Outcomes, 
impact and 

insights
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2.0 Background  

 

Design engagement 

Considered the most significant public infrastructure project of the 

northern beaches of Cairns area in recent years (and Far North 

Queensland more broadly), the 3.8km Smithfield Bypass project will 

deliver a safer, more efficient travel route for motorists and industry 

along the section of Captain Cook Highway (CCH) between the 

intersection of Cairns Western Arterial Road and McGregor Road 

roundabout (map below). 

Currently home to around 35,000 residents, the northern beaches 

area of Cairns has experienced exponential growth in recent years, 

with the population forecast to increase from the 2014 estimate of 

52,061 to 76,603 in 2036. This growth accounts for the expanding 

James Cook University, Campus Village Shopping Centre, ongoing 

residential development, schools and notably, the need for the SBP.  

 

  

Planning for the project in 1990 with investigative works and a report compiled by an external engineering 

consulting firm. The report recognised potential and emerging traffic problems arising in the Smithfield area and, as 

a solution, proposed a new bypass road. 

TMR worked collaboratively with the then Mulgrave Shire Council and engagement began for the project in 1995. At 

this time, preferred options for the bypass were identified.  

The original concept design for the bypass was an alternative route to the CCH from the southern entry point at 

Yorkeys Knob Road with a northern exit at the McGregor Road intersections with the CCH.  

In March 1995, TMR contacted various landowners potentially affected by the corridor proposal, with an objective to 

inform and involve.  Stakeholders were advised:  

• the proposal had been developed to preserve the future transport corridor 

• the bypass was included in the Mulgrave Shire Council's draft planning scheme, currently on display 

• the bypass would relieve future traffic congestion along the existing road network 

• landowners' input in the planning process was important and requested 

• the final solution would be chosen after the consultation process. 

After initial consultation with potentially impacted stakeholders, more far reaching community engagement 

commenced, concentrated on preserving the future transport corridor.   

• Community engagement 
began in 1995 

• Most significant project in 
the Northern Beaches area 

• Stakeholder concerns 
about design and impacts to 
businesses 

• Building a positive and 
sustainable relationship over 28 
years from initial design concept 
to construction commencing  
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This engagement informed and consulted the public, and used print, radio and television, along with five days of 

days of community information sessions at Smithfield Shopping Centre (28 March – 1 April 1995). 

There was high interest in the community information sessions. People offered their opinions, objections and 

queries regarding the project via a written feedback form. The general feedback received from the community 

supported details displayed in the proposal. 

Fast forward to 2017 and after 22 years, funding was announced by Queensland Premier Annastacia Palaszczuk 

(Appendix A – Smithfield Bypass on way at last, The Cairns Post, July 12,2017, p1) for the Captain Cook Highway – 

Smithfield Bypass project to be constructed.  

Initial sentiment within the community after project funding was announced was negative; people became vocal and 

activated against the project. The busy tourism precinct at Caravonica voiced concerns the current project design 

would greatly impact their business operations. The main concerns were the project design did not have an overpass 

at the southern extent and the connection at Yorkeys Knob roundabout would not be adequate during peak traffic 

congestion.  

The Project Team worked to turn this negative sentiment around, by proactively engaging with the community to 

foster positive sentiment and deliver a successful project for all involved.  

To do this, TMR organised community information sessions at key locations on the Northern Beaches including 

Clifton Village Shopping Village and Smithfield Shopping Centre. These early engagement sessions were focused on 

generating awareness, building relationships and targeting information to meet specific stakeholder requirements.   

Feedback provided by the community at these sessions was fed into the design phase and used to inform key project 

messaging. Drawing on local knowledge, specific resources were identified and determined how the community 

would become and stay well informed.  This led to the creation of tailored channels of communication in this phase 

for comprehensive reach. 

Acknowledging its location in the heart of Cairns’ burgeoning Northern Beaches community, public participation 

considered a multi-dimensional stakeholder focused strategy informing both design and construction phases of the 

three-year project (2018–2021).  

Stakeholder groups, comprising of Smithfield and Northern Beaches communities, encompassed and represented 

direct and indirect impacts to residential, commercial, tourism, retail, education, environment, emergency services 

and transport industries. All communication and community engagement processes, procedures and activities were 

strategically identified, developed and implemented by the Project Team with active communication and 

engagement at the forefront of each interaction. 

A detailed structured framework in the form of a Communication and Engagement Plan (CEP) was developed using 

guidelines provided by the IAP2 Spectrum of Public Participation, necessary for successful stakeholder engagement.  

The CEP was created in accordance with TMR’s Community Engagement Policy, Principles, Standards and Guidelines 

and the Communications and Engagement Plan. It details HAJV’s approach to managing community engagement for 

the SBP throughout the contract period. 

The HAJV plan included: 

• a commitment statement and clear communications objectives 

• identification of key stakeholders including an analysis of likely levels of interest, needs and issues 

• identification of project issues and opportunities, risks and mitigation strategies 

• identification of project negotiables and non-negotiables and strategies for engagement 

• media protocols 
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• reporting and regulation requirements, including processes for reviewing and responding to stakeholder 

feedback 

• internal and external communication procedures with defined roles, accountabilities and management 

functions 

• set performance indicators - Key Result Areas (KRAs) – to ensure communication was evaluated against the 

project’s engagement objectives 

• a comprehensive Stakeholder Engagement Plan and Community Engagement Program with ‘tools’ and 

activities used to engage specific stakeholders and the timing and status of those activities. 

Communication tools included letters to directly impacted residents and businesses notifying of upcoming 

meetings/works; responses to stakeholder enquiries; reports and complaints; project updates and newsletters; 

project website; and public information sessions and workshops. In addition, Vision 6 works notifications published 

to subscribers of the project website were linked to the ABC Radio Far North Facebook page with 86,000 followers 

and Cairns and Northern Beaches Community Group with almost 11,000 members on Facebook.  

In identifying five differing levels of community engagement from informing through to empowering, emphasis was 

placed on participation by stakeholders in consultation and decision-making. This was facilitated through community 

information sessions, two Community Liaison Groups (CLGs) and stakeholder engagement on identified project 

negotiables such as noise mitigation, noise wall colour and environmental sustainability initiatives such as 

revegetation and wetland habitat development.   

This higher level of engagement exceeded basic participation levels of inform, consult and involve to successfully 

provide meaningful stakeholder interactions, the opportunity for stakeholders to influence decisions and ultimately 

provided positive project outcomes.   

The CLGs were formed at the outset of the project and involvement has been instrumental in all phases of the 

project. Two groups were established by application; one specialising on issues and impacts relating to residential 

stakeholders and the other on business and industry.  In the final phase of the project, the CLGs have been combined 

as interest has decreased as project delivery matured. These groups are successful barometers of community 

sentiment while increasing awareness and gaining community support and trust.  

*A key challenge at project commencement was the development of a stakeholder database categorised by sub-

group and populated with detailed contact information for effective communication throughout the life of the 

project.  Every communication interaction has been recorded for review and includes reporting on TMR’s 

Consultation Manager software platform. 

** The CEP was developed in accordance with the requirements of TMR’s Community Engagement Policy, Principles, 

Standards and Guidelines and the Communications and Engagement Plan. It details HAJV’s proposed approach to 

managing community engagement for the Smithfield Bypass project through the duration of the Contract Period. 
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TMR Shopping centre  

display 1995 

Yorkeys Knob Interchange 
– 1995 design 

 

TMR Shopping centre  

display 1995 

 

 

Plan engagement 

Engagement with Tourism Industry Businesses 

The bypass's original concept design released in 1990 had the southern extent connected to the Yorkeys Knob Road 

and CCH roundabout.  

In 2017, two shortlisted tenderers undertook planning for preliminary design works (Stage One) compliant to 

submitting a Stage Two offer. In 2018, the design and construct contract was awarded to the Highway Construction 

and Albem Operations Joint Venture (HAJV). 

The HAJV design team proposed an alternative southern entry point at the CCH and CWAR intersection (known 

locally as the Caravonica Roundabout, one of the busiest intersections in the Cairns region) and advocated removing 

the Yorkeys Knob Road/CCH roundabout connection.  

This innovative design solution was compelling and duly adopted on the basis that is provided greater network 

functionality by delivering a future stage rather than in years to come. Outcomes included better safety, reduced 

congestion and cost savings for the region.  

In early 2019, after publishing the preliminary design, key tourism industry stakeholders located in the tourism precinct 

adjacent to Caravonica roundabout raised concerns with TMR about the preliminary design specifically, access to the 

Skyrail Drive intersection.  

Skyrail Rainforest Cableway is the largest terrestrial attraction in Northern Australia and pre-COVID-19, was an 

international brand and tourism drawcard to the region.  Along with Tjapukai, The Australian Armour and Artillery 

Museum and Cairns Wake Park, the tourism precinct is responsible for attracting 780,000 visitors per year and 

employing 236 people. 

Tourism industry stakeholders detailed how the design would directly and negatively impact their business 

operations as it did not include signalised traffic lights to allow large coaches to turn right into and out of Skyrail 

Drive onto CWAR.  

These stakeholders also requested the dual carriageway continue along CWAR to Caravonica State School. As part of 

their submission, a presentation was tabled at one of the first business CLG (business membership) meetings held in 

June 2019 at James Cook University. 
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Community Liaison Groups 

Recognising the size of the project and sensitivities around elements of the bypass design, TMR established two CLGs 

(business and residential membership) to ensure communication and engagement issues were identified, discussed 

and addressed with the community and stakeholders. 

In February 2019, a rigorous expression of interest and application process was undertaken so both groups 

represented a diversity of viewpoints and sentiment about the project across a large cross-section of stakeholder 

groups in the Far North Queensland community. 

Meeting set criteria was a part of the application process that included:  

• being a resident of the Cairns Northern Beaches area  

• demonstrating a strong community or business connection and networks 
• acting as a representative on behalf of their community.  

The CLG residential membership included residents of North Point, a residential community of 300 dwellings adjacent 

to the bypass alignment and comprising one of the most impacted stakeholder groups.   

The CLG business membership included key stakeholders in the Smithfield business precinct including Skyrail (a major 

tourist attraction), James Cook University and other prominent local businesses. 

The CLGs provided great value in allowing the Project Team to capture local knowledge to inform better project 

outcomes and ensure community concerns were considered and addressed. This built empowerment.  

They were also pivotal in providing their personal and greater networks within the community with approved key 

messages at a grassroots level.   

The establishment of these groups enabled the Project Team to build and foster collaborative and positive 

relationships within the community early in the project and has been key to the success of the project's engagement 

and delivery.  
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3.0 Implementation 

 

Manage engagement 

Engagement with Tourism Industry Businesses 

Engagement with industry and business was also key to the project. 

TMR considered feedback submitted by the tourism precinct and, in collaboration with HAJV, informed the designers 

to re-evaluate the initial design to include a new southern extension and the addition of traffic lights at Skyrail Drive.   

In February 2020, the department announced a $12 million expansion to include four lanes along Cairns Western 

Arterial Road to Caravonica State Primary School, plus the investigation for the installation of new traffic lights at the 

intersection with Skyrail Drive and Cairns Western Arterial Road intersection. 

By taking into account community and stakeholder design feedback, the additional scope means future provisioning 

has been considered and future stages of the bypass being realised now rather than in 15 to 20 years. This ultimately 

provides greater network functionality and enhanced outcomes to Smithfield, Northern Beaches and the Greater 

Cairns community. 

The revised concept design will improve travel time, a clear winner for the community.  

A comparison between original concept design and revised concept design is as follows: 

Original concept design – Yorkeys Knob connection 

• 63% reduction in travel time at the AM peak (13 min to 5 min) 

• 75% reduction in travel time at the PM peak (15 min to 4 min). 

New design concept – CWAR connection 

• 74% reduction in travel time at the AM peak (13 min to 3.4 min) 

• 82% reduction in travel time at the PM peak (15 min to 2.7 min). 

 

Community Liaison Groups 

Initially the CLGs met monthly, particularly during the early stages of the design and construct phases of the project. 

In providing a forum to facilitate a better understanding of the project, the CLG group members were provided 

direct access to the Project Team.  

When construction passed the half-way point in September 2020, it was agreed by all parties that the frequency of 

meetings decreased as a strategic measure not to detract from the value and purpose of the initiative.   

Despite social distancing restrictions placed on face-to-face meetings in response to the COVID-19 pandemic, the 

Project Team provided detailed monthly written updates to keep group members informed during this period.   

Face-to-face meetings restarted in August 2020 after which a site tour was provided to group members on 3 October 

2020 providing an interesting, visual insight into construction progress. The tour was well received.  

Following this meeting it was agreed to combine both CLG meeting groups into one group for the remainder of the 

project.  Each month, the opportunity for meetings and site tours with the CLG are assessed by Project Team 

members.  
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Engagement between November 2017 – March 2021 
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A detailed structural framework in the form of a Communication and Engagement Plan (CEP) with the IAP2 Spectrum 

of Public Participation was developed to include the components necessary for 

successful stakeholder engagement.   

The overarching stakeholder engagement strategy aimed to 

proactively assess impacts and outcomes in advance while engaging 

meaningfully with each key stakeholder group.  The engagement 

approach was based on listening to stakeholders and collaborating 

with them, where possible, to achieve mutually beneficial 

outcomes. 

When the community attended public engagement events their 

details were added to Consultation Manager and specific 

interactions captured and recorded. Consultation Manager was also 

used as a reporting tool to analyse community engagement frequency 

and issues.  

Communication tools included:  

• letters and notices 

• email, telephone and surveys 

• reports,  

• project updates and newsletters 
• project website  

• media and social media 

• public information sessions  

• workshops and presentations  

• meetings, individual and groups 

• visual recording – stills, video and drone. 
 

All discussions undertaken at the CLG meetings were recorded and documented in 

minutes, recorded in the project's reporting software platform, Teambinder, and TMR’s stakeholder engagement 

platform, Consultation Manager. Photographs and videos documented progress of works. Meeting minutes and 

outcomes were sent to members. 

TMR at community 
engagement session in 

2018 

TMR at community 
engagement session in 2018 

 

 

 

"Actively 

communicated with 

me throughout, 

resulting in little to no 

disruption to our 

services." Jacki 

Crosby, Sunbus. *Appendix 

D 

 

"We embraced the 

opportunity to be 

represented on the 

business chapter of 

the CLG." Craig 

Pocock, Skyrail. 
*Appendix C 
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4.0 Outcomes, impact and insights 

 

The engagement program undertaken was two-fold. Firstly, it focused and tailored approaches to each particular 

stakeholder group and secondly, a broader reach was achieved through the establishment of the two Community 

Liaison Groups (CLGs).  

The project had far reaching impacts on the community.  

Using community networks and groups like the CLGs, the project was able to build relationships and empower 

stakeholders to be involved in the conversation, and effect change.  

Ongoing community engagement spanning more than two decades built social licence. 

A great example of engagement spearheading specific outcomes for this project can be found in the decision to 

install traffic lights at the intersection of a tourism precinct. When the community became activated the project 

provided a platform in the form of the business CLG and gave the opportunity for stakeholders to engage at both a 

high level with the project team and with the community.  

Other community and stakeholder feedback (southern connection point) influenced the design and resulted with 

future stages of the bypass being realised now rather than in 15 to 20 years. This will ultimately provide greater 

network functionality and enhanced outcomes to Smithfield, Northern Beaches and the Greater Cairns community, 

on project completion. 

Reach was achieved through a strategic combination of communication tools used either individually or collectively 

for ultimate efficacy. These included the project website subscriber database for notification of works and project 

updates, tailored stakeholder distribution lists by group spanning schools and education, tourism operators, 

transport, CWAR and CCH transport operators, emergency services, residents, retail and industry. Facebook groups 

spanning Cairns and the Northern Beaches community were used for direct messaging and the public broadcaster’s 

platform for announcements (ABC Radio Far North).  

The reach of engagement tools was successful in achieving the desired outcomes for informational awareness. 

Metrics and click throughs were regularly checked on and social media and website subscriber engagement was 

monitored and often saw a peak in subscribers when construction works milestones were announced through media 

channels. 

The project was also involved in the establishment of a carpark at the rear of Country Women's Association (CWA) 

Hall which is accessed by the community for dance classes. A local stakeholder had a long-term plan to construct a 

carpark at the back of the CWA Hall for which the Smithfield Bypass Project Team contributed to the donation of 

surveying works, material, labour and plants at different stages along with other donations the CWA received from 

various authorities, contractors and suppliers. The contribution received from Smithfield Bypass Project Team not 

only helped fulfil the long-term goal of the CWA but also expedited construction. The Project team is also committed 

to construct the footpath cross over and a new gate for the CWA. 

A third outcome is the construction of a new wetland habitat at Cattana Wetlands which adjoins the bypass project.  

The project established a relationship with the wetland's custodians, Cairns Regional Council and local volunteers, 

the Jabirus. The Project Team proactively engaged with the custodians through meetings, discussions and planning 

culminated resulting in delivery of a new wetland habitat known as a sedge swamp. Tree planting activities 

promoting the fauna and flora corridor connectivity between the wetlands and Avondale Creek were also 

undertaken. 

The biggest lessons learned from this project would be that nothing replaces authentic face-to-face, person to 

person engagement. It is a traditional method that achieves significant outcomes. Technology paves the way to 



 

13 | P a g e  
 

greater saturation of information and reach, which is evident from the use of the project website subscriber list 

including a campaign to grow the number of subscribers and community Facebook groups.  

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  

The Smithfield Bypass Project Team engaged 
with tourism industry stakeholders 
concerned with about access to a nearby 
busy tourism precinct.  

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

Stakeholder and community feedback on 
was fed into the design process. 

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

The Community Liaison Groups (business and 
residential membership) were formed to act 
as conduit between the broader community 
and TMR. The groups were kept well 
informed on construction progress and 
encouraged to share information amongst 
their networks. 

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

The Smithfield Bypass Project Team formed a 
unique collaboration with the custodians of 
the Cattana Wetlands, adjacent to the 
bypass, to protect and enhance the site. 

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

The establishment of the Community Liaison 
Groups enabled interested stakeholders to 
choose to be part of the project. 

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

The Community Liaison Groups (business and 
residential membership) met regularly face-
to-face. When restrictions on gatherings 
were introduced during COVID-19, regular 
project updates continued via email.  

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

Despite restrictions on gatherings during the 
height of COVID-19, the project team 
continued to keep the CLGs up-to-date via 
email.   
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Want to know more about publishing a Case Study? www.iap2.org.au/casestudy  
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Appendix A - The Cairns Post – "Smithfield Bypass on way at last" Wednesday 12 July 2017, P 1 and 6 
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Appendix C – Skyrail CLG Reference 

  



 

20 | P a g e  
 

Appendix D – Sunbus Reference 
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Appendix F – Ellen Weber Reference cont. 


