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Going into the fire with you

Isn't it a challenge to live with
constant change? Sometimes it
would be so nice just to be able
to stick with familiar comfortable
work activities.

Change is a constant and change can be
painful. Changing organisational culture
is the most challenging and painful
activity because it involves new ways
of working with people, new skills and
often the loss of comfortable activities and familiar colleagues.

Yet without a change in culture many big bureaucracies will find it
impossible to engage their stakeholders effectively. After all, if the
organisational culture does not support engagement internally, it
will be difficult to engage well with external stakeholders. We have
learned over the last 20 years that organisations which engage
well understand the following:

1. Engagement is about inviting communities to share a challenge
and work together to find an enduring solution.

2. People do change their opinions and positions when they are
better informed and are genuinely engaged.

No-one knows it all; everyone can contribute something useful.

4. Experts often have a narrow technical focus and their decisions
benefit from different perspectives.

5. Engaging stakeholders effectively means sharing knowledge,
listening and being responsive to all stakeholders.

6. Effectively engaging communities is a qualitatively different
process from communication needing different skills,
knowledge and attitudes.

Approaching engagement from this perspective can be very scary.
We understand and empathise.

To support you and your organisation through the necessary change
so that you can effectively engage stakeholders, initiate positive
conversations, build robust relationships and find enduring solutions
together, we have developed a range of interventions. When trying
something new, particularly in the face of that potentially scary
group known as “the public” or “the community”, positive support
in the form of a coach or mentor can be incredibly helpful.

We don't just tell you what to do and
then leave you to burn - we go into
the fire with you. We have learnt that
avoiding difficult situations makes things
worse and that, when faced positively,
the fire is not nearly as hot as we think.

Let us help you learn a new approach
to engagement and then support you
while you try it. You will be amazed at
the potential for learning and change
that it brings.

Twyfords newly defined
consulting principles

At our first planning meeting in 2010 we redefined
what makes Twyfords unique.

Each time we do this team exercise we uncover more
interesting distinctions. In this newsletter we focus on
the 5 principles we uncovered as we asked ourselves
“What unique value do we add for clients?” Here are our
2010 consulting principles. We are unique because:

e We go into the fire with our clients.

e We believe in people and their ability to create
enduring solutions together.

e We offer a principled, systematic and practical
approach to engagement design.

e \We initiate conversations that build connections,
encourage deliberation as well as support positive
change.

e We ensure everyone gets smarter as a result of our
work together.

Each article in this newsletter explores what one principle
means to us. Please tell us whether these principles
resonate for you and whether this is the kind of value
that you seek from Twyfords. Email your response to
twyfords@twyfords.com.au.
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“We believe in people...”

BY JOHN DENGATE

What
does it really mean? Lots of people say they believe in

Does this sound like a motherhood statement?

people, but do WE really believe it?

I will always remember how this belief started for me.

I was working at BHP in Wollongong at one of the production units as
a technical officer trying to solve some of the quality issues. We were
trying to gather some information about production settings during
night shift by asking the operators to record machine settings.

The technical boss said to me that we would never get those
“bloody lazy operators” to fill in the sheets we needed.

I took this as a challenge as | believed the operators would be best
placed to get the data we needed. Not having worked there as
long as the boss | probably didn’t have the baggage about how the
operators sometimes reacted to requests for their help.

| spent time with them on the nightshift explaining what the
quality problems were, what we thought was happening and why

we needed the information. | was
blown away by their willingness
to help as well as their levels of
understanding and knowledge
about the process, which was quite
contrary to the impression given to
me by the day shift technical experts
and supervisors!

The operators not only knew a
lot more than “we” gave them
credit for; they also demonstrated
a high degree of willingness, when
asked, to contribute significantly to
collaborative problem solving.

Since then, in my experience in engaging with many groups of
stakeholders, | have seen this happen again and again.

Involve the people; they can and will help you get better
outcomes.

Conversations that support positive change

BY MAX HARDY

So what is this all about? We have conversations all the
time, but we know that some conversations really count.
They change things; conversations that lead to creative
thinking and inspire action; conversations that contribute
to better informed decisions.

How do such conversations happen? | think there are a few
ingredients that help. One critical ingredient is asking questions
in such a way that it encourages dialogue, and opens possibilities;
questions that encourage inquiry; questions that recognise what
is important to people. Fran Peavey's “Strategic Questioning” has
been so important to my learning, as well as the Institute of Cultural
Affairs (ICA) book “The Art of Focused Conversations”. Sometimes
good questions lead to even better questions being asked.

Another critical ingredient is a venue or space that helps people
to engage. Another still, is making it obvious that there is a
commitment to view the conversations as an investment in time
that is worth the effort. There is ‘intent’ to use what emerges.

What is clear to me, especially the more | become immersed in
the art of Appreciative Inquiry, a different approach | have been
studying in 2009, is that change happens as soon as we start
truly inquiring into something that matters. Connections are
strengthened. Things are never the same. The journey has begun.
And when we focus on what we would like to see, it starts
growing. What you focus on, grows.

We are privileged to see this happen constantly. We have so
many stories to share. Instead of us writing about them, how
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about YOU think about
the best question you
have ever been asked,
and what happened as
a result of that question.
I've been pondering that
myself lately. One great
question for me was
“What would | be doing
if 1 wasn't afraid?” This
one comes from the little book “Who Moved My Cheese”.

One thing is certain for me, that the reason it is worth asking
questions is that we can be utterly confident that diverse groups of
people are collectively smarter than we can imagine. So why not
try to draw that out? Now that's a good question!

What are the photos for?

The other feature of this newsletter is 4 photos
without captions - all places our consultants have
worked in 2009.

Identify the places correctly and we will send you either a
copy of our book “Beyond Public Meetings: Connecting
community engagement to decision-making”, or if you
already have one, we will put you on the list for a hot-off-
the press copy of our new book “Beyond Compliance:
creating enduring solutions together”. Send your captions
to michelle@twyfords.com.au.



Engagement design ... principled,
systematic and practical

BY VIVIEN TWYFORD

Offering a principled, systematic and practical
approach to engagement design is one of our key
values — and one of the ways Twyfords adds value
to projects.

Our systematic engagement processes work best for clients
who genuinely want to hear what their stakeholders can
tell them so that their decisions are informed, enduring
and implementable. We start with a number of strategic
questions to bring our client’s team to a state of readiness
for engagement. These include clarifying the scope of the
engagement, the endpoint or decision to be made and
the level of influence the stakeholders can have, as well as
mapping the decision-making process.

Engagement underpinned by principles, systems and
practicalities is qualitatively different and gets different
results from engagement designed to seek social acceptance
of a predetermined solution or to simply to comply with
legislation. We use a set of 11 engagement principles we
have developed using a number of key documents (including
the UN Brisbane Declaration and IAP2 Core Values) as well as
our own 20 years’ experience in engagement.

Our favourite clients seek to build connections, relationships
and then enduring solutions. If necessary, we develop with
them their own set of engagement principles which we can
both live up to. We identify and characterise the relevant

stakeholders.  Within L
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be innovative and
creative in designing
engagement activities.
The subsequent plan
needs to include not
only innovative and
practical ways of engaging stakeholders, but also techniques
for gathering, analysing, summarising and using stakeholder
input transparently to inform decision-making.

Unfortunately, there is a tendency for many organisations
to wait to engage stakeholders until they have identified
a preferred way forward. This typically means that the
engagement process is more about providing lots of
information to promote a particular solution; then when
resistance is experienced, providing additional and more
technical information on the assumption that people are
resisting because “they just don’t understand”.

The more | work in this field, the more convinced | am
that the Twyfords approach to engagement is unique. It is
particularly useful in bringing stakeholders together to solve
the complex and multi-faceted problems requiring change in
societies. Without this, and other similar approaches, | fear
that we are destined for more head-butting and argument
instead of informed, enduring and implementable decisions.

Getting smarter together

BY STUART WATERS

Q: What is one thing all
participants do in a well run
engagement process?

P

A: Learn.
Q: How do | know?

A: Because every time | get
involved in a process | learn
so much and see others doing the same.

The fundamental belief that everyone gets smarter when we do good
engagement drives much of our work at Twyfords. Indeed, 2009
provided a number of powerful examples of this belief in action.

One of the questions a local government client was faced with
early in 2009 was how to meaningfully engage the community on
the question of whether or not to raise rates. Council was rightly
concerned that when asked whether ratepayers would support

a rate rise, many community members would simply, without
thinking it through, say no.

Council wanted a more meaningful and informed response. So
we worked with them to design and run a deliberative forum
process that gave ratepayers an opportunity to understand the
issues in depth. What was evident throughout the process was
that everyone in the room, including senior management and
elected representatives, spent the whole forum learning more than
they had anticipated. Community members made presentations.
Good questions were asked. Rich conversations between diverse
stakeholders were common. And throughout the forum it was
clear that the complex nuances of the issues were being unpicked
and considered by all.

Animportant outcome was clear evidence of support for the proposed
special rate variation. Another one was the new understanding that
everyone shared of both the issues and of each other. That process
had clearly made us all smarter as we worked together.



Twyfords IAP2 Certificate Training 2010

Planning for Effective Public Participation Tuesday and Wednesday | 16 & 17 March

Effective Communication for Public Participation Tuesday 20 April

Techniques for Effective Public Participation Wednesday and Thursday | 21 & 22 April

AUCKLAND

Planning for Effective Public Participation Tuesday and Wednesday | 22 & 23 June

Effective Communication for Public Participation Thursday 24 June

Techniques for Effective Public Participation Tuesday and Wednesday | 20 & 21 July

SYDNEY

Planning for Effective Public Participation

Tuesday and Wednesday | 20 & 21 July

MELBOURNE
Tuesday and Wednesday | 21 & 22 September

If you are outside these locations and are interested in attending our training,
please contact us about the possibility of scheduling a course in your area.

Planning for Effective Public Participation

IN HOUSE TRAINING IN COMMUNITY
ENGAGEMENT AVAILABLE FROM TWYFORDS

Twyfords offer a range of courses which can be presented in-house. These are:

IAP2 Certificate Training in Public Participation:

The internationally accredited 5-day professional development programme offered by the
International Association for Public Participation.

Advanced Community Engagement Practitioner Masterclass:

This 2-day intensive workshop provides the opportunity for experienced CE practitioners to build
their capability to manage complex community engagement projects.

Evaluation of Stakeholder Engagement Processes:

This 2-day course will significantly increase your understanding of evaluation as a process of
measuring success and improving practice.

Emotion, Outrage and Public Participation:

This 2-day course will help you understand the principles, approaches and strategies for dealing
with emotion and outrage in public participation.

Facing the Music:
This four-hour workshop will show you how to creatively cope with a challenging audience.

Facilitation of Stakeholder Engagement Processes:

This 2-day course will significantly increase your understanding of the values, principles and
practice of facilitation.

Survival Skills for Engineers and Other Professionals:

This 1-day workshop will provide the insight, strategies, practice and feedback to enable your
technical staff to improve their ability to present technical information to a non-technical
audience.

For further information on these courses please visit our website
www.twyfords.com.au and for course enquiries please contact

Michelle Balchin on 02 4226 4040 or michelle@twyfords.com.au.
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