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

To access and search the Case Study Library/Database: Visit our 
Resources Library (Members: login to view past years’ case studies) 

Want to know more about publishing a Case Study? 
Email info@engagementinstitute.org.au
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•	 Over 600 individuals and organisations engaged across multiple stages. 

•	 Strong community support with over 80% endorsement of final Strategy 
objectives, targets, and actions. 

•	 Multi-method engagement: workshops, surveys, pop-ups, webinars, interactive 
mapping. 

•	 Transparent, data-driven approach using advanced canopy mapping and 
benchmarking reports. 

•	 Inclusive stakeholder mapping incorporated diverse groups, including First 
Nations, disability advocates, business owners, and youth. 

•	 Strategy unanimously adopted by Council, with internal teams embedding 
greening actions across operations.

1.0 Highlights at a Glance
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2.0 Objectives
•	 To partner with community and key stakeholders to develop an Urban Forest Strategy 

balancing community need with Council legal requirements (e.g. existing infrastructure, 
accessibility).

•	 To gather broad and meaningful feedback on the urban forest’s current state, 
community desires, and future greening actions.

•	 To build community interest, confidence, and buy-in throughout the strategy 
development and implementation phases.

•	 To implement a robust, transparent, and inclusive engagement process reflecting 
community diversity and informing Council decisions.

•	 To foster shared responsibility and collaborative stewardship for urban greening across 
public and private land.

“The workshops helped 
me understand complex 
issues.”

“I’m involved in local 
greening projects thanks to 
the support offered.”

“The strategy feels realistic 
and rooted in community 
needs.”
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Engagement Stages, Stakeholders and Methods 
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3.0 Challenges

•	 Urban greening is a polarising topic; residents hold varied, often strong views on tree 
locations, species preferences, maintenance, and impacts.

•	 Managing expectations amid conflicting priorities: urban growth, climate resilience, 
community safety, and accessibility.

•	 Complex governance with multiple stakeholders (residents, businesses, developers, 
Council departments).

•	 Need to foster trust with historically sceptical stakeholders and prevent misinformation.

Responses included early Councillor briefings, comprehensive stakeholder mapping, multi-
disciplinary internal working group, accessible communications, and proactive media 
engagement.
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Online Contributions

“We ensured diverse voices were heard at the right stages.” 
– Jennifer

“I felt my concerns were genuinely considered in the workshops.” 
“The pop-ups made it easy to participate where I live.” 

Interactive Mapping

We asked our community 
to map suggestions for 
greening in Port Philip. Workshop Ideation  

Pop-Up Elwood Farmers 
market – Dotmocracy 
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4.0 Methodology
•	 A four-stage iterative engagement program:

•	 Stage 1A: Early engagement with key stakeholders and Council staff (Mayor’s 
Roundtable, workshops) to develop Draft Vision and Principles.

•	 Stage 1B: Broader community engagement via online surveys, pop-up stalls across 
our neighbourhoods, interactive mapping, and webinars to refine draft principles.

•	 Stage 2A: Participants provided insights on their level of agreement and views 
regarding the proposed initiatives, actions, and targets for the five Principles 
(Together, Resilient, Biodiversity, Integrated, and Quality). These insights informed 
the draft Urban Forest Strategy Action Plan.

•	 Stage 2B: Broad community consultation on Draft Urban Forest Strategy and Action 
Plan with feedback loops to build shared ownership.

•	 Diverse, accessible engagement methods: in-person, online, print materials, explainer 
videos.

•	 Prioritised diversity, equity, and inclusion by mapping stakeholders including CALD 
communities, disability groups, youth, and First Nations organisations.

•	 Innovative tools such as advanced canopy mapping technology and a Background and 
Benchmarking Report made publicly accessible to support informed participation and 
transparency.

•	 Iterative feedback loops ensured community input visibly influenced decisions.
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5.0 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

Detailed stakeholder mapping; staged engagement for meaningful input.

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

Community input shaped Vision, Principles, canopy targets, and actions.

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

Multi-disciplinary working group balanced aspirations with constraints.

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

Four-stage engagement with diverse methods and outreach.

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

Asked community how they wanted to be involved and support needed.

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

Provided accessible research, canopy maps, videos, expert presentations.

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

Published findings after each stage; emailed stakeholders; open data.
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6.0 Satisfaction
•	 Participation by more than 600 individuals/organisations representing broad interests.

•	 Over 80% endorsement of Strategy objectives, targets, and actions in surveys.

•	 Historically sceptical stakeholders became constructive advocates through transparent 
engagement and data sharing.

•	 Council unanimously endorsed the Strategy, praising thorough engagement and 
evidence-based approach.

•	 Positive community feedback highlighted transparency, inclusiveness, and achievable 
goals.

•	 Internal Council teams reported increased collaboration and embedding of greening in 
diverse operations.

•	 Clear communications and briefings minimised misinformation and supported positive 
public perception.
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7.0 Innovation
•	 Use of advanced canopy mapping technology providing robust data for discussions and 

decisions.

•	 Background and Benchmarking Report compiling global best practices, publicly 
accessible to support transparency.

•	 Interactive online spatial mapping enabling community members to submit greening 
ideas directly influencing planting programs.

•	 Multi-disciplinary Council working group fostering integrated approaches across 
departments.

•	 Combination of engagement methods (roundtables, workshops, pop-ups, webinars, 
surveys) tailored to audience needs and accessibility.

•	 Iterative feedback loops and transparent reporting-built trust and transformed sceptics 
into collaborators.
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Acknowledgements and to find out more

We acknowledge the contributions of Port Phillip City Council staff, community 
members, stakeholders, and technical consultants Climate Cavalry, Activate 
Consulting, Chatterbox Projects, Cochrane Research Solutions, and Player 
Piano Data Analytics. Their coordinated efforts and shared commitment were 
vital to the success of this project.

For more information about this project see:

•	 Urban Forest Strategy | Have Your Say Port Phillip

•	 Engagement Institute Case Study Library (members only)

To connect with authors:

•	 Jennifer Witheridge, Coordinator Urban Forest, Port Phillip City Council 
Jennifer.Witheridge@portphillip.vic.gov.au

•	 Skye Liston, Engagement Advisor, Port Phillip City Council 
Skye.Liston@portphillip.vic.gov.au

To access and search the Case Study Library/Database: Visit our Resources 
Library (Members: login to view past years’ case studies).

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