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Case Studies Series 2021 
Core Values Awards 2021 Entry 
Case Study 1: Strategic Extractive Resources Roadmap 

 
 

Highlights at a glance   

• Innovation: Use of the EnVision tool and online workshops to effectively collaborate with 39 local 

governments and six state agencies in extractive resources planning across Victoria 

• Organisation: Department of Jobs, Precincts and Regions 

• Sector: Extractive resources (quarrying) 

• Location: 39 local government areas across Victoria  

• Engagement purpose: Collaborate with local and state government on extractive resource planning  

• Objectives: 

1. Raise awareness of planning mechanisms to identify and secure extractive resources  

2. Involve stakeholders in assessing the viability of Extractive Industry Interest Areas   

3. Collaborating with local governments to help identify areas that are suitable for future quarrying and 

to inform future planning decisions 

• Scope: To engage councils, state government and industry for input to the Strategic Extractive Resources 

Roadmap  

• Spectrum level: Inform to Empower 

• Engagement method/s and sequence  

1. Development of the online EnVision tool tailored to local government users 
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2. Engagement with each stakeholder via phone, email and mail to explain project aims, relevance to 

them and how they could participate 

3. Launch of the online EnVision tool for exploration by stakeholders 

4. Nine interactive workshops with 39 local governments 

5. Seven interactive workshops with state government agencies 

6. One industry information session 

7. Collaboration with local governments on the identification and implementation of Strategic Extractive 

Resources Areas 

• Three key outcomes showing impact of engagement: 

1. Higher level of local government participation with council officers actively collaborating in the 

workshops and via the online EnVision tool, as well as considerable follow-up engagement. This 

resulted in the identification of 237 locations across Victoria that should be further explored and 

protected or are constrained from future extractive industry use 

2. DJPR able to use feedback on planning, environmental issues, geology and community values to scope 

the next stage of the Strategic Extractive Resources Roadmap 

3. DJPR and local governments have a shared understanding and strong basis for ongoing collaboration 

and implementation of strategic extractive resource planning initiatives  

• Three key engagement takeaways:  

1. The COVID-19 pandemic presented an unexpected opportunity to apply a comprehensive engagement 

program remotely due to the restrictions on travel and face-to-face engagement across the state. 

2. Enabling workshop participants to review, comment and build on the outputs of parallel workshops in 

a shared workspace provides significant opportunity to collaborate, increases ownership of the 

outcomes, and better enables adjoining local governments and state agencies to understand their 

respective constraints and opportunities 

3. Online tools tailored to stakeholder skill levels allow the collection of place-based information that can 

input directly to organisational decision-making tools.  

 

 

Key search words: Local government, state government, collaborate, planning, extractives, quarrying 
 

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 Strategic Extractive Resources Roadmap engagement approach 

 

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.  

 

This project advances knowledge or practice by demonstrating how online engagement tools such as EnVision can 

increase stakeholder participation and enable feedback to be incorporated directly within state government 

decision-making.   

 

Victoria’s population is set to almost double by 2050. While the state has existing quarries, it needs to secure future 

extractive resources such as sand, rock, gravel and clay to build the roads, rail, schools, hospitals and homes needed 

to support this growth.  Local and state government agency input is crucial to the process, as these organisations 

have critical insight into the factors that can determine the viability of a given location for future extraction such as 

community values, planning and environmental constraints. Further, adequately accounting for community 

aspirations and future plans in the safeguarding of future sites for extraction contributes to wider community 

acceptance of these sites.  

 

The EnVision engagement tool is a web-based mapping suite that allows large groups of people to easily review, 

comment and add polygons to extractive resource mapping in real time.  The tool advances public engagement by 

facilitating collaboration in and between workshops and ensuring feedback remains available for future planning. 

Further, unlike traditional hand marked mapping, it allows the export of feedback directly into other planning tools 

and GIS systems ensuring that stakeholder feedback can be retained to guide future extractive resource planning. 

 

 

 

 

 

2.0 Background  

1.0 Introduction

2.0 Background3.0 
Implementation

4.0 Outcomes, 
impact and 

insights
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Design engagement 
• Organisation: Department of Jobs, Precincts and Regions 

• Sector: Extractive resources 

• Location: 39 local government areas across Victoria  

• Objectives: 

• Raise awareness of existing planning mechanisms to identify and 

secure extractive resources  

• Involve stakeholders in assessing the viability of existing 

Extractive Industry Interest Areas, which identify potentially 

important extractive resources but do not provide planning 

protections 

• Collaborate with local governments to identify and secure future 

sites that could be reserved for extractive resources  

• Gauge interest from local governments on partnering with DJPR 

on future Strategic Extractive Resource Areas, which provide 

stronger protection for extractive resources in the Victorian 

planning system 

• Scope: DJPR are seeking to proactively identify and secure areas of strategic importance for future extractive 

industries across Victoria, proximate to market, that minimise conflicts with community aspirations, council 

plans and environmental constraints 

• Affected stakeholders: 

• Local governments 

• State government agencies 

• Landholders in proximity to existing and future quarry sites 

• Communities with an interest in valued landscapes that posses 

• Stakeholder sentiment Quarries, while critical for the wider community, are often opposed by local 

communities due to concerns about amenity, valued landscapes such as hillsides and perceived environmental 

impacts. As result, councils need help to guide extractive development based on their unique understanding of 

community, environmental and planning constraints.  

• Engagement history Historically, engagement with local governments on extractives was driven by individual 

projects or the reservation of land for this purpose within planning schemes. As a result, councils range from 

highly aware of extractive planning to unaware that it could occur in their municipality  

• Decisions to be made The project collaborated with local governments and state agencies on three key 

decisions: 

• Victoria’s population is set 
to almost double by 2050 
and the state needs to 
secure resources such as 
sand, rock, gravel and clay 
to build the roads, rail, 
schools, hospitals and 
homes needed to support 
this growth.   

• State and local government 
need to secure future 
extractive resources 

• Local governments 
understand their 
community, planning and 
environmental contexts 
best and so are critical to 
securing future extractive 
resources 
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• Which potential extractive areas should not be pursued due to community, planning or 

environmental constraints 

• In which parts of the state should extractives opportunities be focused allowing for existing and 

future communities, proximity to demand, planning and environmental opportunities  

• How DJPR can work with interested councils to develop Strategic Extractive Resource Areas including 

siting, required investigations, consultation with the community and timeline 

• Anticipated risks: Two key engagement risks were anticipated:  

• A lack of participation from council officers with insight on community values, environmental 

constraints and planning controls  

• Lack of familiarity with extractives planning inhibited the ability of stakeholders to provide feedback 

• Constraints: COVID-19 presented the greatest constraint to engagement. Originally engagement was to be in 

person, but the project needed to pivot to online workshops that enabled all participants to mark up maps, 

review comments from others and prioritise actions 

• Supporting communications/materials developed: The engagement was supported by briefing packs, 

workshop materials and the EnVision engagement tool (Figure 1) 

 

Figure 1 EnVision comment polygons marked up by councils 
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Plan engagement 
Project governance model and engagement program  

The engagement program was delivered in partnership by DJPR and Jacobs. Both parties collaborated on the 
development of the engagement with DJPR responsible for its approval and Jacobs for the design and 
implementation of the program.   

Engagement methods, sequencing and anticipated participation levels/targets  

The engagement methods for the project are outline in Table 1 and discussed below.  

Table 1 Engagement methods 

Engagement method Stakeholder type 

Local government State government 
agencies 

Industry 

Online interactive 
workshops via Microsoft 
Teams) 

Nine workshops Seven workshops - 

EnVision engagement tool Able to view and edit 
before, during and after 

workshops 

Able to view and edit 
before, during and after 

workshops 

Results presented in 
Industry Information 

Session 

Information session - - One information session 

Fact sheets Provided in advance of the 
workshops 

Provided in advance of the 
workshops 

- 

 

Local and state government engagement  

Local government workshops were planned to take place in two tranches with councils grouped based on location 
and shared interests. State Government workshops were planned to be undertaken on a department and agency 
basis. The workshops were designed to build an understanding of extractive resources planning and to enable 
participants to familiarise themselves with the EnVision engagement tool in break out sessions and activities. 

Table 2 Local and state government workshops 

Council groupings State Government Agencies 

• Western Group 
• Ballarat Group  
• Eastern Group  
• Bendigo Group  
• Northern Group  
• Latrobe Group  
• North Eastern Group  
• Western regional group 
• North western regional group 

• Victorian Planning Authority 
• Geological Survey of Victoria 
• Department of Transport 
• Department of Environment, Land, Water and 

Planning  
• Department of Jobs, Precincts and Regions 
• Department of Treasury and Finance  

 
 

Industry engagement  
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Industry engagement was planned to take place via an online information session. Attendees were invited to submit 
questions in advance of the information session as well as to participate in a question and answer session at the end 
of the presentation.  

 
EnVision Engagement Tool  

The EnVision engagement tool was developed to capture feedback from state and local governments on existing 
Extractive Industry Interest Areas and potential Strategic Extractive Resource Areas. The Envision engagement tool is 
a web-based mapping suite that allows large groups of people to review, comment and add polygons to the mapping 
in real time (see Figure 2 and Figure 3)  

 

Figure 2 EnVision – draft Stocktake results zoomed out 

The tool took a series of base maps and added existing Extractive Industry Interest Areas, work authorities, planning 
scheme zones and overlays, Precinct Structure Plans and other layers. These layers could be turned on and off, with 
information on the underlying extractive resources, zoning and overlays. The tool was refined in collaboration with 
DJPR to ensure it was easy to use and contained all the information stakeholders were likely to need.  

This tool allowed all participants to review the draft Stocktake findings in advance of the workshops, understand 
where the Extractive Industry Interest Areas of interest to them are located and come prepared with ideas and 
questions for the sessions. This tool allows users to mark-up polygons for opportunities, potential conflicts, and 
other issues and review the comments made by other councils. 
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Figure 3 EnVision comment polygons marked up by councils 

The figure below describes the engagement sequencing. 
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3.0 Implementation 

 

Manage engagement 
Engagement was delivered according to plan with continual adjustments made to the structure of the workshops 

following feedback from participating council officers and agencies.  

Several factors significantly influenced the success of implementation. These include:  

• Putting councils and their communities at the centre of the decision process and communicating this to all 

participants 

• Devoting time in each workshop to upskilling council officers on how to use the EnVision engagement tool 

and how to structure their feedback so it can be best used by the project 

• Openly acknowledging the control or influence each stakeholder had over the successful planning for 

extractives and empowering participating councils in the process  

• Enabling council officers to understand extractive resource planning at a regional level, the importance of 

specific resources and how their collaboration would reduce the chance of future conflicts with the 

community, environmental or planning 

The project did have challenges to be overcome, including: 

• COVID-19 triggered the need to review our initial planning and move all engagement online. Moving online 

and the use of the EnVision tool turned out to have a distinct advantage over in-person workshops, as it 

enabled a much broader range of officers from disparate regions of the state to participate in the 

engagement and take ownership of the outputs, rather than relying on officers to travel to workshops 

outside their area 

• A lack of knowledge about extractives planning in councils with few or no existing quarries led to a redesign 

of the structure of the workshops to focus on upskilling council officers in existing extractives-related 

planning mechanisms and how to use the EnVision engagement tool. In these instances, the workshops 

became the class and the feedback became the homework for the project 

 

Engagement metrics and reach  

The engagement approach facilitated a high level of interaction with stakeholders, especially once local government 

officers and state government agencies understood the level of control they would have over the outputs.  With 237 

constraints, opportunities and other information on resource locations captured in the EnVision tool and 

participation from more than 40 local governments and state agencies as well as industry, the project and our 

stakeholders identified a series of potential extractive sites for increased planning protection across Victoria.  
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Feedback received through engagement enabled the development of 

the roadmap for securing extractive resources in Victoria and the 

empowerment of local governments in the next stage of planning. 

Within the roadmap, feedback from participants resulted in the 

nomination of existing Extractive Industry Interest Areas for 

retirement, and enabled DJPR to proceed with the development of 

Strategic Extractive Resource Areas with interested councils. As part of the 

development of the Strategic Extractive Resource Areas, DJPR is using 

council input to shape the scope of the program, empowering councils 

and their communities.  

This is consistent with the iterative process promised to stakeholders 

throughout the engagement who understood how their feedback 

would be used, the level of influence of the project and the partnership 

model DJPR was seeking in the securing of future extractive resources.  

Roadmap for securing strategic  
extractive resources in Victoria

Engagement of 14 
operators and 

industry bodies

237 constraints, 
opportunities and 
other information 

on resource 
locations captured 

in EnVision tool

Workshops with 39 
councils, 7 state  

government 
agencies

“When COVID hit, engagement as 
we knew it was off the table, but as 
it turns out, going virtual got us 
greater participation and more 
meaningful feedback than trying to 
get people from across the state in 
the same room to stare at a 
whiteboard”                   DJPR 

“I was really impressed with how 
the workshop was run.... It was 
really efficient and effective, and 
obviously a lot of thought had gone 
into the best way to run it” 

Council participant 
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4.0 Outcomes, impact and insights 

 

Reflection and evaluation of engagement 
Appropriateness and effectiveness of the engagement program 

The participating organisations reported a high level of satisfaction with project, the way in which engagement was 

structured and the weight given to their feedback. Several councils continue to be involved in the next stage of the 

project due to the relationships they built with DJPR through the engagement process.  

Reach, outputs, outcomes, impact and actual spectrum level or influence 

The reach of the program enabled 39 councils to be involved in the project, with most actively seeking to shape 

extractives planning once they understood the level of influence they had over the project. This enabled the 

identification of several areas for future projects that better account for community values, environmental 

constraints and future plans. 

Data from the EnVision engagement tool shows much of the feedback was added outside the workshops once 

council officers had an opportunity to digest the information provided, consult their colleagues and review feedback 

already uploaded to the tool.  

The engagement method and the enthusiasm of council officers and state agencies meant the project was able to 

collaborate with most stakeholders on the first stage, with DJPR now empowering interested councils in the next 

stage of the roadmap.  

Key Engagement takeaways 

• Online engagement tools, tailored to stakeholder skill levels allow for the collection of complex, place-based 

information than can be input directly to organisational GIS platforms and other decision-making tools 

• Enabling workshop participants to review, comment and build on the outputs of parallel workshops provides 

significant opportunity to collaborate and increases ownership of the outcomes 

• Ensuring stakeholders understand the level of influence they have over a process increases the likelihood 

they will meaningfully participate in a project 

• The opportunity to run workshops remotely was created unexpectedly by the COVID pandemic and the 

approach was shown to be both efficient and effective in delivery, particularly as it enabled a much broader 

range of officers from disparate regions of the state to participate in the engagement and take ownership of 

the outputs 
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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  

The project collaborated with officers from 39 councils 
across Victoria to ensure that community values could 
be integrated into the decision-making process 

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

In each workshop council officers were told exactly how 
they could influence the roadmap and their role in 
determining the next steps for further securing of 
extractive sites  

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

Sites selected by empowered councils for future 
Strategic Extractive Resource Areas are being done so 
based on community, environmental and planning 
constraints  

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

DJPR empowered councils in the project as they are 
best placed to advise on future Strategic Extractive 
Resource Areas that avoid conflicts with the community 

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

Throughout the process the workshops and EnVision 
tool were improved based on feedback from council 
officers.  

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

The focus of the workshops and the briefing pack was 
to upskill participants in how to best shape their 
feedback so that it could influence this, and future DJPR 
projects focused on extractives  

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

DJPR continues to engage with participating councils 
and has prepared materials for distribution that directly 
links project feedback received to actions within the 
roadmap 
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Acknowledgements and to find out more 
 

We would like to thank DJPR (your organisation) for agreeing to share this case study and insights to 
advance engagement practice. This case study was authored by Owen Boushel and Robert Szymanski 
and peer reviewed by Daniel Salmon.  

At the time of publishing, Owen was employed by Jacobs in the position of Senior Associate and Robert 
was employed by DJPR as Senior Land Use Planner.  Owen and Robert have experience in the extractives 
sector and expertise in engagement and the use of EnVision (engagement method). Owen and Robert 
were engaged by IAP2A to support practitioners to share their engagement story as a case study.  

 

For more information about this project see: 

• https://earthresources.vic.gov.au/projects/strategic-extractive-resource-areas  

To connect with the authors: 

• Owen Boushel - https://www.linkedin.com/in/owen-boushel-826b2010/ 
• Robert Szymanski - https://www.linkedin.com/in/robert-szymanski-2186b820b/ 

 

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  
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