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Over

600

people

actively contributed to the broader community engagement, by
submitting an online budget or attending workshops, discussion
groups and pop-up events.

Participants included CALD communities, Aboriginal and Torres Strait Islanders,
seniors, residents, workers, businesses, children and young people and students.

Participant feedback from the broader
engagement was provided to a

People's Panel .

43

randomly selected

Melburnians

The panel met The People's
6 Panel made

times 'I 'I
during the three months of .
August - Novemberandwas  fecommendations
given open access to to council in
information and experts. November,

(comprising residents,
business owners and
students) to inform their
decision making process.

With a budget of $150,000 this was the City
of Melbourne's largest and most ambitious
community engagement program to date.

The 10 Year Financial Plan
provides for approximately

$4 billion

of expenditure.



10 Year FInancial Plan Case Study


Executive Summary
How can we remain one of the world’s most liveable cities while addressing future financial challenges?

This question triggered the decision to develop the first City of Melbourne 10-Year Financial Plan.  Building on the City’s strong track record of community engagement the project aimed to deliver a 10-year financial plan that was developed democratically and driven by a broad cross-section of the community. A participatory budget approach was undertaken that included an extensive engagement program and a People’s Panel (otherwise known as a citizen’s jury).  

Over 600 people actively contributed to the project by submitting an online budget or attending workshops, discussion groups and pop up events. Feedback from these activities was provided to a People’s Panel, which comprised of 43 residents, business owners and students who were randomly selected and then stratified to represent a broad cross-section of the community. Over a three month period, the panel met six times and were  given open access to information and experts to help inform and develop a set of recommendations to deliver to Council for the 10-year Financial Plan. The Panel formally submitted their 11 recommendations to Council in November 2014. 

In late November 2014, Council resolved that recommendations on revenue and spending priorities from the People’s Panel would be considered and embedded into the city’s first 10-Year Financial Plan. 
In June 2015, Council fully endorsed the 10-Year Financial Plan, which included adopting a large majority of the People’s Panel 11 recommendations from planning for more public open space to continuing to deliver a high standard of sustainability and urban forest initiatives and along with the redevelopment of the Queen Victoria Market. The only recommendation which could not be adopted was to increase rates up to 2.5 per cent for the next 10 years as a key revenue source, due to the State Government’s plans to introduce a rates capping policy for all Victorian councils.
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Project Aim
Unprecedented population growth, climate change, economic uncertainty and technological disruptions are amongst the challenges that face the City of Melbourne municipality in the decades to come.  Research and analysis indicate that the impact of these challenges will place increased demand on the City of Melbourne’s services, assets, revenue and spending priorities.  Despite its current strong financial position, the City of Melbourne recognised that spending cannot keep pace with growth in its current form. In response to this, the City was prepared to rethink the way it does business and committed to developing a 10-year Financial Plan. 
Between July and November 2014 Council embarked on its largest and most ambitious community engagement program to date – to ask a People’s Panel to fully investigate and deliberate all aspects of these challenges and come up with a set of recommendations on spending and revenue priorities into the future. 

Project Timeframe

2013: Pre-planning and Council approvals. 

February – July 2014: Process design and consultants appointed and People’s Panel recruitment

July – September 2014: Broader engagement process (pop-ups, workshops and discussion groups)

September – November 2014: People’s Panel process (over six Saturdays and online deliberation)

November: People’s Panel recommendations presented to Council.  

December - June 2015: Modelling of recommendations undertaken to develop Council’s 10-Year Financial Plan

30 June 2015: Council endorsed 10-Year Financial Plan 
Project Partners
	Internal
	Role

	Melbourne City Council
	Approval of every project stage and final decision-maker.

	City of Melbourne Financial Services Branch
	Responsible for delivering the 10-Year Financial Plan.


	City of Melbourne Corporate Affairs and Strategic Marketing Branch, including Community Engagement Team
	Planning, design, implementation and evaluation of community engagement process.

	External partners
	Role

	newDemocracy Foundation
	Independent, non-partisan Foundation to undertake  the Panel recruitment and oversee the Panel process. 

	Mosaic Lab
	Facilitation services for People’s Panel process and the broader engagement workshops and discussion groups. 

	Policy Booth
	Consultants for pop-up engagement.

	Delib Australia
	Software provider for online budget simulator – embedded in Participate Melbourne website.


Community Engagement Rationale

The City of Melbourne Council Plan (2013-2017) Goal Eight: an accessible, transparent and responsive organisation, aims to, ‘improve opportunities for the community to participate in and engage with our activities and decision making’. The City of Melbourne Community Engagement Framework also affirms the organisational commitment to provide opportunities for those impacted by a decision, to be involved in the decision making process.
As the 10-Year Financial Plan will have a great impact on Council’s service delivery and revenue raising into the future, the City sought to inform the community about the predicted challenges and facilitated the active participation of a diverse range of community members in finding solutions to very complex problems through a variety of engagement techniques. The community engagement plan and techniques were guided by the values and principles of good practice engagement and deliberative democracy theory which enabled the community to be well informed, deliberate together, weigh-up all options and collectively come up with a set of recommendations. The City of Melbourne believes that building and resourcing a diverse, well-informed community, which has genuine influence in how the City operates into the future, will give us the best chance of meeting these challenges.
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Broader Engagement Program

Recognising that the 10-Year Plan will affect all citizens into the future (from children to the elderly), this project facilitated their involvement. The activities had to be interesting, engaging and relevant; as typically only small numbers get involved in the City’s finances (i.e. Council’s 2014/15 Annual Plan and Budget process only received six submissions). 
Over a six week period, community members contributed to the project via an online budget simulator, workshops and discussion groups and pop-up events. 

The budget simulator transformed the Council budget into a fun, interactive and accessible activity, resulting in over 400 submissions or approximately 40 hours of feedback. The eight pop-up events were strategically placed to capture the voices of children, young people, students, visitors, workers and residents (i.e. Queen Victoria Market, a community hub in Southbank and the Kensington estate).  Over 40 hours of survey responses were captured. The discussion groups were intentionally kept small (up to 12) to suit the audiences, including Aboriginal and Torres Strait Islander elders and multicultural communities. Auslan Interpreters were utilised at one of the larger workshops and language interpreters were employed for the Chinese and Vietnamese elders at discussion groups. Workshops were promoted to a wide audience through City networks and channels to promote the message that all opinions are valued and taken seriously. 

The broader engagement process commenced prior to the Panel assemblies to facilitate input from Melbourne’s diverse community. In order to capture these voices, and identify their service priorities, a values-based conversation was held asking, ‘what do you value about Melbourne and how do you believe Council should prioritise spending over the next decade?’ Three summary reports from the wider engagement were then developed to help inform the People’s Panel deliberations. 
People’s Panel
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Council endorsed a citizen’s jury process, believing that the random stratified process would be the fairest way to form a People’s Panel. Invitations were sent by the Lord Mayor to 7500 business owners, residents and students in the City seeking expression of interest. The process was administered and overseen by the newDemocracy Foundation who finalised the final mix of panel members.  The final stratified selection formed a descriptive match of the City (age, gender, location, 50/50 mix of resident and business including small, medium and large). The People’s Panel, met over six Saturdays, to learn, deliberate and form a set of recommendations to Council. 
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Plan was both highly effective and appropriate in
terms of the IAP2 Core Values and other
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All seven IAP2 Core Values were either well expressed
or expressed at the highest level of achievement
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demonsirated generally thiough the City of Melbourne's Community Engagement
Framework and specifically through the Community Engagement and Communications
Plan for the 10-Year Financial Plan.
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recommendations.
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and throughout implementation
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reputation of the City of Melbourne.
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The People’s Panel examined and made recommendations around levels of service (more, less, the same), 
University of Melbourne Research Report
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Researchers from the University of Melbourne, analysed data from two surveys administered at the beginning of the Panel (August 2014) and end (October 2014) of the deliberation exercise. In particular, the report identified changes in attitudes as a result of participation in the project including political trust, attitudes about process and attitudes towards the outcomes of deliberation as well as internal and external efficacy.
Media responses

There were a number of media articles regarding the 10 Year Financial Plan, including the Herald Sun, The Age (feature and opinion pieces) and The Fifth Estate. The articles focused on a range of issues, including the uniqueness of the approach, the sheer size of the budget to be deliberated on, the decision making process (politicians and everyday citizens), and outcomes of the engagement. A feature writer from The Age, Michael Greene, spent many sessions observing the People’s Panel and followed the experiences of five of the panellists, resulting in a two page feature article. This was subsequently re-published in the Australia 21 publication in February 2015, ‘Who speaks for and protects the public interest in Australia’. Overall the vast majority of media was incredibly positive about the process and outcomes. 

A number of panellists have been asked to formally present on their experiences of the People’s Panel. They have presented to City of Melbourne staff, at Industry Functions (International Association for Public Participation Breakfast Seminar, Melbourne Conversations (examining the decline of trust in government and the role of citizen’s juries), as panellists in a Citizen’s Jury training program offered by the Victorian Local Government Association.  
External Evaluation 

An external evaluation of the community engagement process was undertaken by Clear Horizon Consulting, experts in evaluation. They assessed how well the engagement activities adhered to the International Association for Public Participation (IAP2) Core Values for Public Participation and the City of Melbourne Community Engagement Evaluation Framework which includes other aspects of good practice community engagement (such as value for money).  The evaluation found that community engagement for this project was both highly effective and appropriate in terms of the IAP2 Core Values and other good-practice community engagement criteria.  See the diagram below for more details.


Project Outcomes 
In November 2014, the People’s Panel report, with 11 recommendations, was formally presented to Council by nominated People’s Panel representatives. Council unanimously agreed to undertake analysis and financial modelling on the recommendations put forward. The recommendations covered areas such as rates, environment, sustainability and climate change, Activate City, asset portfolio, Queen Vic Market, borrowings, bike lanes and footpaths, community services, operational efficiency and capital works. 

After the necessary analysis and modelling, the Finance Division, presented the final draft of the 10-Year Financial plan, which was subsequently endorsed by Council. This plan has taken on board the majority of the 11 key recommendations made by the People’s Panel, from planning for more public open space to continuing to deliver a high standard of events and the redevelopment of the Queen Victoria Market. Council could not meet the recommendation to increase rates by CPI plus up to 2.5 per cent for the next 10 years due to State Government plans to introduce a rates-capping policy for all Victorian councils.
The People’s Panel report was embedded as a whole into the 10-Year Financial Plan as a key reference document, including an explanation as to the extent to which, each recommendation could be acted upon. 

The recommendations have also influenced other areas of Council such at the 2015/2016 Annual Plan and Budget (particularly with sustainability, open space, and rates) and the Asset Management Strategy.  


For more information 
Visit: Participate Melbourne. http://participate.melbourne.vic.gov.au/10yearplan
Community Engagement Team at community.engagement@melbourne.vic.gov.au
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Key Features of the People’s Panel


Independent professional facilitators.


Independent Foundation to oversee the process and ensure all information needs of the jury are met.


Six full jury days spread over a three month period in order to develop a comprehensive understanding of issues/constraints/opportunities.


A variety of facilitation techniques used to allow for information provision, expert presentations and Q&A, deliberation, drafting and reaching consensus on recommendations.


The Panel made over 60 information requests from Council.


Private online information hub and deliberation opportunities for Panel members.  


Most sessions were open to observers (including the public, Councillors and council officers).


The panel tested their ideas with external and internal experts as well as Councillors. Staff were available to provide information requested by the Panel during each session.


Agreement and consensus was based on 80 per cent supermajority and ‘I can live with it’ test.





Research findings


Trust in Council increased from 92 per cent to 100 per cent.  This is compared to 54 per cent federal government and less than 62 per cent state government.


Almost all respondents agreed that citizens have the competence to contribute to policy making and can be trusted to serve the interests of the community. 


Respondents were satisfied with the way democracy works in Melbourne Council (with almost 100 per cent responding that they are ‘fairly’ or ‘very satisfied’ in both waves. Those who were ‘very satisfied’ increased from 15 per cent to 27 per cent). 


About a third of respondents said they had ‘a lot’ more interest in politics generally and trust in the Melbourne Council as a result of being part of the People’s Panel. 


Over three-quarters thought elected officials in the Melbourne Council cared what people thought and this increased slightly (from 77 per cent to 81 per cent). 


Respondents became more likely to say economic growth should be prioritised over the environment (27 per cent to 42 per cent). 


Almost all respondents entered and left the exercise satisfied with the way ‘the city is heading (those who were ‘very satisfied’ increased from 31 per cent to 42 per cent). 
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Critical Success Factors


The project team conducted several lessons learned processes at key stages of this project with relevant City of Melbourne staff, and with our external project partners. The key lessons drawn from this process are listed below.  


Keep Council decision-makers (i.e. Lord Mayor, Councillors, the CEO, Directors and the Chief Financial Officer) informed and involved at key stages of the process, from design through to delivery, including attendance and participation at the community events and the People’s Panel. 


High profile champion is beneficial.


Establish a relationship with the media at the beginning and allow them to follow the project and panellists. 


Clarity of the remit for the jury at the outset is essential (what problem are they there to solve).


Ensure there is a broader engagement process to feed into the jury to help diverse voices be heard.


Independence in the random selection process is critical. 


Employ highly skilled facilitation - specialist expertise. 


Having interested community members and media observe the process (especially those critical of the approach). 


Use of the ‘I can live with it’ test provided an effective lens to place over each recommendation and helped the panel reach consensus. 


Be prepared to resource a project of this scale.










