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Listen. Speak. Act

Preamble

The City of Minot has grown substantially in the past decade. During this growth, the City has experienced
enormous opportunities and equally large challenges. The oil boom, and eventual downturn, spurred by
activity in the Bakken formation brought strain to the City’s existing resources, staff, and infrastructure. The
historic flood of 2011 pushed the community to the brink, displacing nearly a quarter of the citizens and
destroying thousands of homes and businesses. Through these challenges, the City needed to make several
significant decisions that impacted the community greatly. While the City has a long history of collaboration
and inclusion, the importance of creating and memorializing the City’s commitment to the public and its
education and involvement is paramount. This Engagement Strategy memorializes just that – our
commitment to listen, share information, and always act in the best interest of our citizens and our
community.

What is Community Engagement?

Community engagement is the process of working collaboratively with and through groups of people, or
stakeholders, who are affiliated by geographic proximity, special interest, or otherwise impacted or
influenced by the outcomes of a decision or action taken by the organization. It is a powerful process for
educating and interacting with community members to elicit social, environmental, and behavioral exchanges
that will improve the knowledge, understanding, and support of the citizens and its leadership of our
community for one another and important issues. It often involves developing partnerships and coalitions
that help mobilize resources and influence systems, change relationships among partners, and serve as
catalysts for creating new ideas, challenging current norms and improving policies, programs, and practices.

COMMUNITY ENGAGEMENT SUPPORTING
STATISTICS

Community involvement and engagement
continues to be a strong desire for
communities across the country, even more so
in our digital age. According to PEW research,
53% of Americans from 18-65 have been
involved in a community group or activity
within a calendar year. It is important to
provide the opportunities to the community
and try to expand on that appetite.
The approach to engagement is changing.
Rapid developments in technology, the
rampant economic and political changes across
the globe, and widespread use of social media
have created new challenges and opportunities
for local governments, organizations, and
institutions. Considering the growing desire of
citizens to participate in building their
communities, it is obvious that a framework
for public participation has never been more
essential.

Diagram A.1
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Extending methods of engagement beyond the traditional means is increasingly more important due to the
rapid growth of digital platforms. According to another study conducted by PEW research in 2018, 34% of
Americans have taken part in a group on social media that shares an interest in an issue or cause, while a
similar share (32%) says they have encouraged others to act on an issue that is important to them.
The City of Minot has a
strong social media
following for a community
of its size and is aligned
with the national trends of
social media growth. With
nearly 10,000 Facebook
followers, 1,300 Instagram
followers and 500/600
subscribers and followers
on YouTube and Twitter
respectively, the digital
infrastructure to expand
the City’s public
engagement is in place.
Per capita, Minot has more
followers than the three
larger communities in the
state; Fargo, Bismarck, and
Grand Forks (Diagram A.3).

Diagram A.2
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SOCIAL MEDIA PRESENCE

The data in the chart below shows that the community of Minot wants to be informed and wants to hear
from its city government.
Population
Facebook
Instagram
City of Fargo

122,359

5,088

1,662

City of Bismarck

72,865

5,641

N/A

City of Grand Forks

57,056

6,743

2,149

City of Minot

47,822

9,963

1,280

Diagram A.3

Data compiled April 29, 2019

Research on all levels of government has shown people want to be engaged as decisions are made. It will be
up to City staff to manage the community engagement and public participation processes in a respectful,
positive, and effective way. City staff should aim to create the best possible outcomes of engagment for all
concerned that will, ultimately, determine success in government.

Community Engagement Strategy and Plans

This Community Engagement Strategy describes the process and approach that should be followed when
interactions by and between community members and the City are required or advantageous. The strategy
prescribes that, in such instances, the City should develop an Engagement Plan for each of the interactions it
intends with the community members. The detail and activities of the plan will depend on the level, length,
and intensity of the interactions and should remain flexible to ensure applicability and effectiveness.

Purpose of Listen. Speak. Act. Community Engagement Strategy

The purpose of this Community Engagement Strategy is to provide a framework for how the City engages
with its residents to develop a greater understanding of their needs, and to increase the level and quality of
involvement in the decisions that affect their lives. Community engagement by the City of Minot will focus on
building community support through a four-layered pyramid approach. The basis of building support begins
on the City’s side of communicating and informing. If done properly, that will lead to the citizen’s role of
LISTEN, SPEAK, ACT. A toolkit that is designed as a workflow for creating, implementing, managing, and
evaluating an engagement plan is attached to this document.
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Diagram A.4
Diagram A. 4 describes the process of gaining community support through the use of
information and engagement.

POLICY AND EXPECTATIONS

Community engagement plans need to be tailored for each project, identifying the appropriate level of
community engagement for that project. It should be noted however, that while a project may have an
overarching engagement level, a stakeholder analysis may result in some sections of the community having a
greater or lesser level of participation depending on the level of impact the decision may have. During the
lifetime of the project, it may also be necessary to adjust the level of engagement, depending on the stage of
the project.
Well-planned engagement activities provide:
• Opportunities for diverse ideas.
• A wider range of voices to be heard on issues or initiatives.
• Promotes a higher standard of customer service.
• A better understanding of the decisions to be made.
• More opportunity for community understanding and feedback.
• A variety of appropriate and accessible ways for people to share their honest input effectively.
• Results shared with the public and City Council in order to demonstrate the impact of people’s
contributions.
• Timely, jargon-free, and appropriate communication using appropriate mediums in order to be
meaningful.

Page 7

WHO WE ENGAGE

The City of Minot represents a wide range of people, organizations, and groups who all have varying interests
and perspectives for the City and who all have a role to play. It is important to understand the roles each may
play and give those interested or affected the chance to involve themselves in the process.
Stakeholders are organized groups who play specific roles within the City of Minot. Many have an interest in
Council’s decision-making and who are affected by Council’s decisions. Stakeholder groups may not be within
the City of Minot organization, but likely work in tandem with the City of Minot. Businesses, retail outlets,
state and federal governments, community groups, other local governments and non-profit organizations
and like-minded individuals are considered stakeholders. Stakeholders may also be groups or organizations
who have a role to play in policy development, program, or service delivery.
The community includes individuals or groups who use services the City of Minot offers, who have an interest
in Council’s decision-making, and/or who are affected by Council’s decisions. These individuals or groups may
be identified as residents, property owners, voters, ratepayers, business owners, contractors or suppliers,
community interest groups, agencies and hard-to-reach groups.

HOW WE ENGAGE

When deciding on how to engage the community you’ll want to carefully consider the nature, scale, and
impact of a particular initiative, issue, or project. Effective engagement includes thoughtfully identifying the
audience or stakeholders that need to be involved at each stage.
Consideration should be given to things like:
• Community and stakeholder interest
• Political sensitivity
• Opportunities for partnerships
• The level of social, economic and environmental impact
• Legislative requirements
• Time, resource and financial constraints
• Stakeholder influence
• Skills or capabilities, etc.
Quality engagement is well-planned and executed, inclusive and accessible to a cross-section of the
community.
At times the City will engage the impacted community on issues that are of importance or interest to a
specific part of the community and engagement will be targeted towards this group.
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HOW CITIZENS ENGAGE

Once engaged, the community plays the most important role within an engagement plan, the role of
collaborator. To do so, we will be asking the community to participate in three levels throughout the
engagement process.
Listen – Be Informed
LISTEN refers to the need to become informed. The City, its staff, and leadership promise to listen to the
community and its needs. In exchange, we will push the public to be informed on issues. We all must
recognize that citizens have a stake in our future and the success of the City is predicated on a strong and
dynamic relationship between the City and the citizens. The City will provide honest, balanced, and objective
information to assist the public in understanding the problems, opportunities, and solutions for activities in
the city.
Speak – Be Heard
Speak is demonstrated in the City’s ability to collaborate. Members of the public, community groups, and
various levels of government must work together in order to identify preferred solutions. The City’s role is to
create partnerships with stakeholders and incorporate the community’s input into recommendations to the
maximum extent possible. It will be up to the City to provide ways the citizens can share input.

Act – Be Involved
Act incorporates the highest level of engagement. By acting, the citizens become vested in the decisionmaking process and in the results that take place. The empowerment of the community requires that the
community understands the decision-making process and how and when it is beneficial to engage. The most
basic form of action lies in the hands of every eligible voter.
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DEVELOPING A COMMUNITY ENGAGEMENT PLAN
THINGS TO THINK ABOUT

BE PURPOSEFUL - It is important to be clear, direct, and transparent about your purpose for engaging the
community. If you see engagement as something nice to do or just want to check a “community
engagement” box and get it done, your engagement will be less effective and will more likely lead to greater
distrust and conflict. If you sincerely see engagement as necessary to achieving better results, then proceed.
LEARN ENGAGEMENT LEVELS AND KNOW YOUR ROLE – There are five levels of engagement; Inform, Consult,
Involve, Collaborate, and Empower. Each level has a different role and result for the City and community.
Understanding the role you play in each level will help guide a successful Engagement Plan.
COMMUNICATION IS KEY - While drafting an overall plan, it is important to remember the role of quality
communication. Proper communication techniques and measures will help to ensure the community is aware
of the process the City will soon be enacting, as well as their role within that process. It is required that you
reach out to the Public Information Office as a key resource in strategizing and mapping a thoughtful
communication strategy as a part of the engagement plan. Without meaningful and effective communication,
participation will likely suffer.
REMOVE BARRIERS - Many members of the community may feel apprehensive or reserved about the idea of
being involved in large public meetings or expressing their respective ideas or opinions in a public arena. This
is more evident with individuals that lack experience in public speaking or even the subject matter. There are
several methods that will give those people a voice despite their reluctance to speak out, like comment cards,
surveys, or polls.

COMMUNITY INVOLVEMENT LEVELS – THE ENGAGEMENT SPECTRUM

There are five levels of engagement that should lead to a successful result according to the Public
Participation Spectrum provided by the International Association for Public Participation. When starting a
project, staff must determine the level of impact any decision may have on the community and stakeholders.
See diagram B.1 on page 9 which illustrates how the spectrum progresses from the basic “Inform” levels into
complete “Empowerment” for citizens.
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COMMUNITY ROLE

CITY’S ROLE

GOAL

Levels of Community Involvement
Inform

Consult

Involve

Collaborate

Empower

To provide the
public with
balanced and
objective
information to
assist them in
understanding
the problem,
goal,
alternatives,
opportunities,
and solutions.

To obtain public
feedback on
analysis,
alternatives
and decisions.

A participatory
process
designed to
help
identify issues
and
views to ensure
that concerns
and
aspirations are
understood and
considered
prior to
our decision
making.

To partner with
the public in
each aspect of
the decisions
including the
development of
alternatives
and the
identification of
the preferred
solution.

To include the
public and
participants in
the final
decisionmaking process.

The City will
share
information
about a
decision,
direction, or
initiative.

The City will
explore options
and request
feedback of the
community’s
concerns or
preference.

The City will
involve public
in the process,
so ideas,
concerns, and
priorities are
reflected and
considered
when making
decisions.

The City will
work with
public to
research and
involve the
ideas
recommended
by the public
for the final
decision.

The City will
implement a
final decision
with
meaningful
consideration
and inclusive of
ideas provided
by the public.

LISTEN

SPEAK

ACT
Diagram B.1
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INFORM

In nearly all situations, stakeholders and community members need to receive information to gain a better
understanding of an issue or initiative or understand why a decision is being made or considered for
discussion. This level of engagement is to simply provide one-way communication or information about a
decision, outcome, focus, goal, or objective and what the impact may be on the stakeholders and the
community. Information should be communicated through a wide variety of media channels that best fit the
targeted audience.

CONSULT

This level can only be successful with the active participation of the public. Consultation seeks public feedback
on analysis, options and plans in order to inform decision-making therefore it aligns with the community’s
SPEAK function. It is generally a one-time collection of information on a narrow topic. These public responses
are critical to the successful development of a project, initiative, policy, or service. It may be important to
decide how the general input will be weighed with other respective data towards a final decision and
communicate this weight throughout this level.

INVOLVE

This level of engagement is selected when City leadership wants to include the community early in the
planning process to ensure all concerns and aspirations are both heard and understood. This level may include
multiple touch points with the community and typically includes follow up. Involving stakeholders and
community members expands the insights and experiences of a project and will likely lead to a more
meaningful and powerful decision.

COLLABORATE

This level of engagement is when City Council or staff mutually share the decision-making with various levels
of government, community groups, key stakeholders or members of the public. It should include the
development of alternatives and the identification of the preferred solution. This level often happens if issues
and solutions are unclear and Council works with equal power and partnership with citizens to find solutions
that lead to an agreed outcome. Staff should keep strong records and have the records accessible to the public
for review.

EMPOWER

Empower is the level which our community and stakeholders are provided with the skills, information,
authority and resources to help make the final decision. This is the highest level of engagement and involves
the greatest level of public participation in the decision-making processes. This level requires that the
community understands the decision-making process and how and when they can engage. It is important for
all to know that this level is best suited to situations where it affects well-defined and well-understood groups
and it is not the clear statutory responsibility of any one party (i.e. an appointed or volunteer-based group
recommending action to Council.) An empowered group will make recommendations to the full Council, but
the City Council will ultimately be responsible for the final decision.
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WHEN WE ENGAGE

When starting a project, consideration needs to be given to determine the level of impact any decision may
have on the community and stakeholders.
The following guide will help determine the level of impact on the spectrum. Generally speaking, the higher
the level of impact, the greater the level of community engagement.
Level 1

Criteria (one or more)

There is a low level of
impact or risk (perceived
or real) on the city as a
whole or a section of the
community.

•

It is likely that the
decision will be widely
accepted by the
community and seen as
having positive outcomes
or being required.

•

Level 2
There is a medium level
of impact or risk
(perceived or real) on the
City as a whole or a
section of the
community.
It is likely that the
decision will be accepted
by the majority of the
community impacted,
however the decision
may be an inconvenience
for some sections of the
community.
Level 3

•

•

•

•

•
•
•

There is potential for any
decision to create
controversy and/or have
varying levels of
acceptance within the
community.

There may be some impact on attributes
that are considered to be of high value to
the community or a section of the
community (e.g. lifestyle or physical
environment)
Some sections of the community
concerned are likely to have a high level
of interest
Potential for some controversy or conflict
across the City or local areas
There is a medium to low level of
complexity in the issue being considered
There is some loss or change to any
service or facility provided by the City

Criteria (one or more)

•
•
•
•
•

Expected Levels:
•
•

•

Only a small change, or enhancement to
any service or facility provided by the City

Criteria (one or more)

•
There is a high level of
impact or risk (perceived
or real) on the City as a
whole, or a section of the
community.

No negative impact on attributes that are
considered to be of high value to the
community (e.g. lifestyle or physical
environment)
Low level of interest across Minot or local
areas
Low to no risk of controversy or conflict
across the City or local areas

Significant impact on attributes that are
considered to be of high value to the
community (e.g. lifestyle or physical
environment)
Likely to have a high level of interest
across the city or local areas
Potential for a high level of controversy
or conflict across Minot or local areas
High levels of complexity in the issue
being considered
Likely to impact on vulnerable sections of
the community
There is a loss or significant change to any
service or facility provided by the City

Level of Engagement

Current examples
Extension of operating
hours for a service
Local street or
streetscaping upgrades
Introduction or
changes to a local
activity program (e.g. a
reading program)

•

Possible Levels:

•
Current examples

•

•
•
•

•
•
•
•
•

Consult

Level of Engagement
Expected Levels:

Minor changes to
eligibility criteria to
access a service
Redevelopment of
public facility
Change in City
department or
operation
Alteration of City
partner groups (CVB,
MADC, etc.)

•
•
•

Inform
Consult
Involve

Possible Levels:

•

Collaborate

Level of Engagement

Current examples
•

Inform

Long term City
planning
Regional community
facility plans
Closure of facility or
service
Major financial impact
to expenses or
revenues of the City
Change in cost of city
service or tax
Major change to street
or intersections

Expected Levels:

•
•
•
•

Inform
Consult
Involve
Collaborate

Possible Levels:
•

Empower

Diagram B.2
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Note: Where there’s a situation which requires the City to respond quickly to avoid an immediate threat to the health,
safety or well-being of the community, it may not be possible to involve the community prior to acting.

Once the level of impact has been determined, the engagement level spectrum (Diagram B.1) can be
utilized to determine the overall level of engagement required.
•
•
•

Level 1 impact will normally be located at the LISTEN and Inform level of public participation,
although some minor consultation activities may occur before making a final decision.
Level 2 impact should normally aim at having public participation aimed at the SPEAK level for
citizens and the Involve level for the City, although in some circumstances ACT and Collaborate may
be appropriate.
With a Level 3 impact, the level of public participation should be aimed at the ACT level for citizens
and Collaborate level for the City.

With all levels of impact, a stakeholder analysis is critical in determining what level of engagement may be
required. Even at Level 3, not all stakeholders will need to have the same level of engagement; many
stakeholders only being required to be engaged at the Informed, Consult or Involve level.
Responsibility, Accountability, Consulted, Informed
We’re all responsible for adequate engagement, regardless of the level, but each level will be expected to
be recognized and carried out by the respective departments. Use the following RACI (Responsibility,
Accountability, Consulted, or Informed) Matrix to identify and carry out your engagement efforts and
understand what role you are expected to have in engagement.

Level

Dept. Staff

Dept. Head

PIO

City
Manager

City Council

Level 1
Level 2
Level 3

R
R
R

A
R
R

C
A
R

I
C
A

I
I
C

Most efforts will require promotion, graphic, or other communication requirements. Be sure to utilize our
Public Information Office to help fullfil those needs.
Note: Failure to properly engage at the determined level may likely result in an increase in Level of Impact.
Without engagement, a level 2 may quickly become a level 3.
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PLANNING&

IMPLEMENTING
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Planning and Implementation Guide for Community Engagement

This section will help guide staff in creating an Engagement Plan based on the information provided within
the Engagement Strategy. This section will help set goals and objectives, identify audience, determine the
level of impact, identify potential engagement methods, outline available resources, and guide staff on
evaluation. Use this section in tandem with the attached Engagement Worksheet to help outline an
Engagement Plan.

SET GOALS, OBJECTIVES, AND BOUNDARIES
At the beginning of any community engagement within a project, it is important to ensure that the objectives are clearly
defined.
A review of existing information, including any past engagement activities, should be undertaken before finalizing the
objectives. In particular, project managers should consider:
•
•
•
•

Who will be making the final decision?
What are the questions you would like the engagement activities to answer?
What do you want the engagement to achieve?
What level of engagement do you feel is appropriate?

It’s important at this stage to identify the project’s negotiable and non-negotiable goals. By identifying and
understanding what is negotiable, project managers will be able to:
•
•
•

Clearly communicate and provide information about what decisions have already been made.
Identify and communicate what is outside of the City’s sphere of influence.
Clarify the areas on which the City will and will not be seeking engagement from the community.

It’s important to make sure that the non-negotiable goals are actually that. The more non-negotiable goals a project has,
the less likely the community will want to participate. Non-negotiable goals should be clearly defined and communicated
to avoid confusion and unrealistic expectations – and therefore minimize the risk of conflict and disillusionment towards
the City.

IDENTIFY AUDIENCE AND STAKEHOLDERS

It is important to identify all groups and individuals within the community that will be affected or have an
interest in the decision being made. Not all stakeholders will need to be engaged at the same level, so you will
need to identify their needs to determine what engagement activities might be required and at which stage of
the project.
When identifying your key stakeholders, it’s also important to consider the public’s perception on the issue or
topic you’re engaging with. Consider past experiences with the community concerning similar issues or any
previous consultation or research which may have been undertaken.
In order to develop a comprehensive list of stakeholders, the following steps may be useful:
• Brainstorm with a cross section of staff.
• Ask key members of the community and other identified stakeholders who they think might be
interested.
• Call for expressions of interest or consider advertising on social media or in local papers and other

Page 16
•
•

traditional media.
Identify any hard to reach groups who may be impacted by outcomes – special consideration
should be given on how to engage these sections of our community.
Consider balancing the stakeholders – be sure not to over-represent one group or perspective.

It’s important to note that when considering stakeholders, it is advised to avoid grouping people of cultural
and linguistically diverse backgrounds as one stakeholder. Consideration will need to be given to each
cultural group on how best to engage; ensuring engagement techniques take into consideration cultural
requirements or other barriers which may otherwise prevent effective engagement.
When undertaking your stakeholder analysis, it is important to include:
• What are the key issues or areas of interest for the project
• Who the key stakeholder groups are
• What their level of interest may be
• Who are the key contacts for the group
Once you have completed your stakeholder analysis, review the project objectives, including the negotiable
and non-negotiable goals, and assess the project’s impact to stakeholders.

DETERMINE LEVEL OF IMPACT

The framework of this strategy outlines three main impact levels to inform the level of community
engagement required. A detailed explanation of these levels can be found in Diagram B.1 however a brief
description is below:
Level of impact
Level 1 (low)
Level 2 (medium)
Level 3 (high)

Brief description
It is likely that the decision will be widely accepted by the community and be seen as having
positive outcomes or being necessary.
It is likely that the decision will be accepted by the majority of the community impacted,
however the decision may be an inconvenience for some sections of the community.
There’s potential for any decision to create controversy and/or have varying levels of
acceptance within the community.

Diagram C.1

DETERMINE ENGAGEMENT METHODS

Determining the level of impact for each stakeholder group will allow you to identify what levels of
participation you should consider for your project. Not all stakeholders will require the same levels of
engagement and engagement methods should be selected carefully based on the needs and demographics of
each group.
Once the level of impact and the level of participation have been selected, you will need to ensure you select
the appropriate methods and tools to engage the community. Although not an exhaustive list, the following
matrix will assist staff in identifying what tools or methods could be used.
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Engagement Matrix
Strongly desirable

Desirable

Level of participation & method/tool
INFORM
Personal telephone contact
In person meeting
Written correspondence, mail out
Fact sheets, brochure
Notice/advert in paper
Media release
Site display
Displays/information at community meeting spaces (e.g. Shopping
Centers)
Information sessions/briefings
Social media
Email – community contacts
Community radio
Website – information/updates
Banners/posters/signs
CONSULT
Suggestion box
Telephone survey
Written survey
Hotline/phone-in
Written submission
Public exhibition
Intercept interviews
Focus group sessions
Public meetings
Feedback form
Social media
Online discussion forum
INVOLVE
Meetings with stakeholders (Open Space meetings, etc.)
Meetings with other target community groups
Workshops
Site tour(s)

May be appropriate

Level 3
(high)

Level of impact
Level 2
Level 1
(medium)
(low)
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Public art session
Community forum/debates
Community reference groups
Deliberative polling
COLLABORATE
Community summit
Expert reference groups
Community stakeholders’ groups
Joint advisory groups
EMPOWER
Citizens jury
Citizens board
Ballot

Diagram C.2

There are many reasons why people don’t get involved with engagement activities. Consideration should be
given to the types of engagement activities being planned to ensure they are inclusive and maximize the
potential for participation.
Some of the main reasons people do not participate include:
• Lack of information and awareness of the issues
• Perception that their input will not make a difference
• Lack of follow-up with issues raised in the past
• Not knowing how their input has been used in the past
• Intimidating or inappropriate engagement methods
• Language or cultural barriers
• Accessibility – venue, time, holidays, disability access, etc.

TIME AND RESOURCES

Timelines and budget for community engagement will vary from project to project and will be dependent on
a number of factors, including the level of impact, level of public participation required, and the community
engagement tools and techniques chosen for each stakeholder group. Consideration will also need to be
provided to any legislative requirements and timeframes which may impact on the project.
Generally speaking, the higher the level of impact and more stakeholders you have, the more time and
resources you will need to be allocated to community engagement. Therefore, it is essential that a
community engagement plan is developed before commencing the project and should be included in the
overall plan and budget for your project.
Early engagement is recommended for Level 3 projects, especially if the project is dealing with complex
issues, requires community education, requires capacity building or is of a contentious issue. Projects at this
level will often need a period of informing the community about the issues at hand, before consulting,
involving or collaborating.
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An important factor in determining timeframes will be key community events such as school holidays,
religious festivals and other major events. Where possible, these should be avoided in order to maximize the
ability for people to participate.
When considering budget and resources, the type of engagement tools chosen will be a significant factor.
Each tool requires different levels of skill, time, and budget. For controversial projects, it may be necessary to
use an independent facilitator to ensure a balanced and unbiased approach and provide a greater level of
credibility and confidence with the community. This independent facilitator may be an external consultant, or
another staff member who has the required skills and is not directly involved in project or responsible for
putting forward Council’s position on the topic being considered.

FEEDBACK AND REPORTING

Providing feedback and reporting to the community is essential to ensure ongoing engagement with the
project and with future projects.
When developing your engagement plan, identify at which points throughout the project you will be
providing feedback or reporting on progress.
In order to maintain engagement, and create confidence that feedback is being considered, community
engagement session should be recorded, and minutes or notes made available to participants within 21
business days. This will help ensure ongoing interest and allow participants to provide you with any feedback
or corrections about what has been recorded.
It is important to maintain privacy and confidentiality in all reporting and feedback provided. Participant
names and identifying information should be removed unless you have the written consent of each individual
to publish or release their personal information.
To assist with providing feedback the following steps should be undertaken:
• Offer to capture contact details of all stakeholders and community members who would like to be
involved or participate in an engagement process.
• Ensure that contact details are kept up to date throughout the project.
• Detail how and when each stakeholder group will receive feedback during the project and after
completion.
• Ensure that feedback is accessible to all stakeholders.
• Keep contacts informed of key project stages and send details of any relevant upcoming engagement
activities or details of City reports for comment.
When reporting on the final outcomes of the project:
• Define how the final outcomes will be documented and circulated.
• Strong documentation and records of all activities and discussions are required. Each activity is an
opportunity to learn and evaluate our process. Moreover, strong documentation will help provide a
record in case of revisiting efforts or turnover.
• Provide feedback to participants on how their information was considered in the development of the
final outcomes.
• Where appropriate, ensure project outcomes are reported on the City’s website and through other
mediums.
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Diagram C.3

EVALUATION AND MONITORING

Evaluation and monitoring are important parts of improving community engagement processes and should
be encouraged throughout the project.
For all major projects, or those identified as having a Level 3 or Level 2 impact, a summary evaluation should
be prepared on the community engagement undertaken. This summary should include information
concerning the project, the community engagement process and the key outcomes.
Undertaking this evaluation will help the City better improve its community engagement processes, celebrate
success, and learn from past experiences. The summary evaluation should also be made accessible to the
community, particularly those who participated in the community engagement activities, via the City website
and other mediums as appropriate.
When developing your evaluation, the following participant questions/prompts may help:
• How would you rate the quality of the project information you received?
• How would you rate the facilitation of the session?
• Participants were given adequate information and resources to participate in a meaningful way
• The session was conducted in an open and transparent manner
• The session provided me with sufficient opportunity to contribute my views
• A variety of views, opinions and needs were heard and discussed
• The decision-making process for this project has been fair and appropriate
• There’s been a high level of trust between the community and the City on the project
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THE
TOOLKIT
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PLANNING TOOLKIT
Tools to facilitate a Community Engagement Plan
Once the planning and strategizing of a plan has finished, it will be time to put the plan in play. Attached to
this document is a toolkit that will guide staff on how to create an engagement plan. It is based off of 11 key
focuses:
1. Clarify and communicate purpose. Be clear that community members and grassroots leaders are
assets to your initiative who you need to achieve better results. It is important that everyone at the
table share and commit to this view. It is important that community members understand their value
and their roles, and that they are not tokenized.
2. Meet them where they are. Consider community members’ and grass roots leaders’ interests, needs,
and possible barriers to participation. Identify ways to accommodate them and make it easier to
participate. Consider where meetings and forums are held and meeting times. Some groups offer
transportation, food, childcare, and even compensation (professionals are paid for their time attending
these meetings so why not community members). Partner with groups that have high engagement and
support them to connect you with their audiences.
3. Orient and prepare community members for success. Understand what community members and
grass roots leaders’ interests and needs are for participating. Ensure that they understand:
• Share what decisions were made to date, why, how, and by whom – make clear which decisions are
final and which ones may be revisited;
• Review data and analyses that has shaped understanding of the issues and strategies and key
jargon, players working on the issue;
• Outline the big issues, opportunities, and challenges the initiative faces;
• Clarify their roles, responsibilities, expectations, and boundaries;
• Recognize the distinction between being “the voice of the community” versus being “a voice of the
community” – no one person or small group of people can speak for an entire community; and
• Introduce them to the other members’ positions, roles, and dynamics.
4. Acknowledge and mitigate power differentials to ensure fair treatment. Make sure that
communication is transparent and community members and grass roots leaders are invited, included,
and responded to as robustly as those who lead major institutions. Ensure that institutional leaders’
interests at the table are transparent to all, and that there is not a meeting before or after the meeting
that is the “real” meeting (of course there may be planning meetings or committees, but in service of
the full group). Encourage institutional leaders to step back from the table to create space for
community members’ voices.
5. Facilitate inclusively. Encourage participation, call on those who have not spoken, explain concepts
that may be new to members, call out jargon, spell out acronyms, describe acronyms or technical
terms when referenced. Go around the table and ask each person their view. Make sure everyone is
engaged.
6. Allow for some steam to blow. When people’s voices have been ignored and discounted and they are
finally invited to be at the table, those voices are often angry, frustrated, or disappointed. The way one
builds trust is to listen, acknowledge, and demonstrate (not just tell them) how things will be different.
If the items above have been done, it will demonstrate that things are different and if citizens are not
dismissed or disrespected when they voice their beliefs or grievances, they will start to feel more
valued. If people are stuck in the anger and grievances, it does not move you toward your result, but if
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you create space to voice and address those anger and grievances it can accelerate the trust necessary
to achieve results.
The toolkit is designed as an optional worksheet for level 1 and mandatory for level 2 events to help organize
a step-by-step process to finalizing the engagement plan.
Once a plan is created, it’s important to ensure the plan is administered properly. The goal of an engagement
plan is to leave no stone unturned when making policy or operational changes, to ensure that the community
is, and feels, included in the process, and to allow all perceptions and opinions to be considered. Exercising
empathy and understanding of the human psyche will lead to a higher level of success.
Please answer the following questions before you begin (Use as worksheet or answer on separate document):
1. What is your initiative?
2. What are the goals/outcomes of your initiative, how do you think engagement might advance those
results, and what roles do you see community members playing to advance those results? (Page 14)
Goals/Outcomes

(Negotiable and NonNegotiable)

Why Engage

Roles for Community

Who makes final decision?
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3. Think about the stakeholders and audience you wish to engage/include. How will the initiative and
results benefit from their engagement? Why should they care about this effort? How will they
benefit from participating? How will it meet their interests?
Intended Audience

How can they contribute?

Why do they care?

How will they benefit?
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There may be organizations already working on results that are similar to the project or initiative. Use those
groups as resources:
Organization(s)

How can we partner with them?

Organizations that currently work
on your result with intended
audience

Organizations that serve the
specific geographic neighborhoods

Organizations most trusted by
intended beneficiaries (How do you
know?)

Manage Changes

If a robust change is likely for your initiative, it will likely have implications for your governance body, staff,
partners, beneficiaries, and other current stakeholders.
It will also require management of expectations among those you wish to engage. Key elements of a
thoughtful change management process include:
• Signal changes early so individuals can prepare for them;
• Focus less on expressing excitement about new practices and change than on showing empathy for
the concerns of various constituencies;
• Disclose how and why decisions were made and by whom;
• Acknowledge that there will be trade-offs and losses in change, and explain why they are a
necessary consequence of the strategy;
• Clearly describe the transition process for people and groups that are willing and able to move
toward new framework

4. What in your organizational structure, culture, and relationships will change? Who will experience
loss? Describe how you will manage change for various stakeholder groups internally and externally.
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Stakeholder
Groups

What will
change?

How will we manage that change?

5. What level of impact would you classify this initiative or project? (Page 11)

Level 3

Level 2

Level 1

6. What steps will be needed for your level of engagement (Mark all that apply)? (Diagram B.1)
INFORM

CONSULT

INVOLVE

COLLABORATE

EMPOWER

7. How can you support more leadership, engagement, and connection of community members as
partners in producing your impact/result?
8. Have we tested our interpretations and assumptions about our work with diverse stakeholders?
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9. How might our perspective on the people, issue, or neighborhood be distorted? What don’t we
know that is important for our result?

Add additional boxes if needed
10. Identify Engagement Methods ((Diagram C.2)

Using the chart provided on page 17 of LISTEN. SPEAK. ACT, create a bulleted list of methods you feel
will be of most use to your initiative.
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11. Establish a timeframe
Working from an established completion date for the project, schedule a timeline for engagement with
milestones signifying the identified methods from question 9.
EXAMPLE:
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12. Identify the resources you will need to facilitate the level of engagement you have identified.
Community Engagement Strategies must be invested in and supported to succeed. After working
through the previous activities, identify what capacities will be necessary to implement your
engagement strategy.
Staff Time

Skill sets

Organization Culture
Change

Training needed

Professional
Support/Partnerships

13. When in your schedule will you provide feedback to the stakeholders? (Page 19)

14. When in your schedule will you provide feedback to the Council? (Page 19)

