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On behalf of the Board, I am delighted to 
endorse the GOTAFE Stakeholder Engagement 
Framework.

GOTAFE is committed to actively working with 
all stakeholders to ensure that staff, students, 
industry and the wider community are given 
opportunities to contribute to and participate 
in decision making processes. We strive to 
ensure engagement is strategic, consistent, 
transparent and effective.  

Stakeholder engagement is a fundamental 
responsibility for everyone at GOTAFE. The 
principles and practices established through 
the Framework will help to realise our strategic 
vision to be a ‘thriving organisation known for 
inspiring, motivating and equipping people for 
success’.

One of the goals set out by the Board in 
GOTAFE’s Strategic Plan is to ‘develop 
and foster meaningful partnerships with 
government, industry and other stakeholders. 
This establishment of the Stakeholder 
Engagement Framework is critical to ensuring 
that GOTAFE can realise this goal and that 
our engagement practices and initiatives are 
effective in connecting with the communities 
and industries we serve. 

The desire for genuine, consistent and 
inclusive engagement with our stakeholders 
reflects the GOTAFE organisational values of 
integrity, collaboration, accountability, respect 
and excellence, and builds on the principles 
established in the Social Justice Framework.

Stakeholder engagement is critical to building 
a sustainable organisation for the future, 
which seeks to proactively understand and 
respond to the needs of its communities 
and industries. Effective engagement will 
result in stronger economic and operational 
performance and will ensure GOTAFE is driving 
strategic conversations with key decision 
makers. 

 

Diana Taylor
Board Chair

March 2020
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Effective stakeholder engagement involves building 
relationships based on mutual trust, respect and 
understanding. Engagement is not an end in itself, but 
a means by which to build and develop relationships 
which help organisations to pursue their purpose.

Stakeholder engagement is a critical aspect of GOTAFE’s 
role and every employee is responsible for working 
closely with stakeholders. Stakeholder engagement 
provides valuable information to the organisation, builds 
trust and goodwill and helps to identify potential issues 
or opportunities to work in partnership.

Stakeholders benefit from these relationships too 
through helping GOTAFE to better understand their 
needs and expectations. This engagement also 
helps stakeholders to develop a more informed 
understanding of how to work with GOTAFE, and to 
manage their expectations accordingly.

GOTAFE is committed to continuously 
improving its approach to stakeholder 
engagement and ensuring that there are 
feedback mechanisms in place to ensure 
that we regularly seek input and feedback 
from stakeholders about our strategic and 
operational plans.

The Stakeholder Engagement Framework (‘the 
Framework’) provides the foundation to build a 
consistent approach to undertaking stakeholder 
engagement activities. The Framework provides 
principles and practices which apply to both 
operational and strategic engagement (internal and 
external to the organisation) and outlines the roles and 
responsibilities of all GOTAFE staff including the Board. 
Building on the GOTAFE Social Justice Framework, it also 
acknowledges the diversity of the communities GOTAFE 
works within and outlines considerations to enable 
effective engagement. 

A toolkit including a range of templates for planning, 
implementing and evaluating stakeholder engagement 
projects is provided to support the implementation of 
the framework and build good practice. The toolkit will 
be supported by targeted staff development programs 
to build capability across the organisation.

Introduction
and Drivers
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What is a stakeholder?
A stakeholder includes individuals, organisations or groups with an 
interest or concern about an issue, or who is directly impacted by 
a change or decision. Stakeholders may be internal or external to 
the organisation and will change over time. The terms ‘stakeholder 
engagement’, ‘public participation’, ‘public engagement’ and 
‘community engagement’ are often used interchangeably. GOTAFE 
uses the umbrella term ‘stakeholder engagement’ to incorporate all 
these activities.
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The Framework directly supports the 
commitments outlined in GOTAFE’s 
2019 Compact Agreement with the 
Minister for Higher Education and 
Training and aligns to goals within 
the GOTAFE Strategic Plan. It provides 
both an effective governance 
tool and a practical mechanism 
for GOTAFE to demonstrate its 
commitment to developing and 
fostering meaningful partnerships 
with government, industry and other 
stakeholders and including their 
input in its decision making.

Why do 
we have a 
Stakeholder 
Engagement 
Framework?

The Framework provides 
a systematic approach to 
stakeholder engagement 
recognising the following: 

The essential contribution our 
stakeholders make to GOTAFE’s 
economic, social and community 
value

The principles that underpin 
engagement activities ensure 
all stakeholders can access and 
engage with GOTAFE

There are clear roles and 
responsibilities of the Board, 
Management and staff when 
undertaking engagement activities 

The need for practical information 
regarding accessing stakeholder 
engagement tools, support, and 
other resources

The need for organisational 
initiatives and policies to be 
informed by diverse and under-
represented groups
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The Framework outlines the fundamental 
principles that underpin good engagement 
practice. These principles aim to ensure 
GOTAFE designs and delivers quality education 
and training programs that meet industry 
priorities, local community needs in a targeted, 
sustainable, effective and measurable way.

How does GOTAFE 
engage with its 
stakeholders?

As an organisation, GOTAFE is committed to 
stakeholder engagement being:

Strategic
We plan every engagement with a clear understanding 
of its purpose

Consistent
We ensure a consistent approach to planning 
engagement informed by evidence based practice

Transparent
We are open and honest about our engagement and 
provide ongoing communication with stakeholders 
before, during and after activities

Inclusive
We identify relevant stakeholders and make it 
accessible for them to engage in ways that suit them

Effective
We evaluate and measure our engagement activities 
and share lessons learnt across the organisation
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Why is stakeholder 
engagement important?
Effective stakeholder engagement is fundamental to GOTAFE building a 
sustainable future and delivering on its commitment to its government 
shareholder, the industries and communities it serves, its staff and students.

The Framework supports the achievement of GOTAFE’s strategic 
goals through:

Improving the likelihood that GOTAFE’s 
strategic goals will be understood and 
supported by a broad stakeholder 
base

Increasing the level of commitment 
by stakeholders for shared goals and 
aspirations

Creating the platform for 
organisational initiatives and policies 
to be informed by diverse groups

Identifying policy and market led 
opportunities and innovations which 
can increase revenue or reduce costs

Identifying influential strategic 
partners the organisation should be 
engaging with on a regular basis and 
the creation of strategic partnerships, 
relationships, networks and champions 
to advocate for the collective priorities 
of GOTAFE and its communities

Ensuring that there are mechanisms 
in place to engage with vulnerable or 
hard to reach groups and individuals

The Framework supports GOTAFE’s operational activities by: 

Continuously assessing current 
relationships with stakeholders and the 
role they may play, and their level of 
influence to support GOTAFE

Ascertaining the most effective type of 
engagement for each stakeholder or 
stakeholder group;

Maintaining centralised information 
& insights about key stakeholders 
to enable a meaningful, actionable 
engagement activities

Ensuring the effective allocation of 
appropriate skills and resources to 
engagement activities – including 
identifying GOTAFE ‘engagement 
champions’ within staff, and upskilling 
these champions

Ensuring all GOTAFE staff view strong 
stakeholder relationships as key 
to GOTAFE’s success – and work 
collaboratively towards that goal.
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Who are GOTAFE’s 
Stakeholders?
GOTAFE has a wide range of stakeholders across multiple communities and industries, 
and as such there are unique challenges in engaging effectively and consistently. With 
over 240,000 residents across its 40,000 square km footprint, GOTAFE works with 11 Local 
Government Areas to deliver a range of training and education services. This breadth 
presents a range of inherent challenges in not only understanding the nature of each 
stakeholder group, but effectively engaging with them and consulting when decisions are 
made.

GOTAFE’s stakeholders are regionally, socio-economically, culturally and linguistically 
diverse, with Shepparton in particular being home to one of the most diverse Victorian 
communities outside metropolitan Melbourne. Similarly GOTAFE services rapidly expanding 
growth areas to the north of Melbourne and small towns in the north of the state, each with 
their own distinct contexts and needs.

Stakeholders can be categorised by their level of interest or influence on the organisation, 
issue or proposed change. The interest/ influence level of stakeholders can be mapped to 
determine the appropriate level of focus in engagement planning.

Government
• The Premier of Victoria
• The Minister for Higher Education and 

Training and Ministerial advisors
• Victorian State Government Ministers 

and members of parliament and their 
advisors (state and federal)

• Local, state and federal government 
departments, agencies and 
organisations.

Communities
• Regional and rural communities from 

all backgrounds and at every stage of 
life 

• Community leaders & groups within 
these communities

• Culturally and linguistically diverse, 
isolated and harder to reach 
community members

Industry
• Industry peak Bodies
• Employers
• Employment Support Agencies
• Industry leaders and Experts
• Industry Advocates

Education and Community 
Partners
• Universities
• TAFES 
• Government and Private Adult 

Education Providers
• Secondary Schools
• Alternative Schools
• Primary Schools
• Community Service Providers

Staff and contractors

Students
• Prospective
• Current
• Past (Alumni)

GOTAFE’s stakeholders can be broadly categorised as follows
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Who is responsible for 
Stakeholder Engagement?
Everyone at GOTAFE has a role to play in stakeholder engagement, it is a 
core capability and responsibility in every position description across the 
organisation.

The Stakeholder Engagement Framework outlines the key roles and 
responsibilities for the Board, Executive Management and staff in relation to 
effective stakeholder engagement at the strategic and operational level.
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What is Strategic Stakeholder Engagement?
Stakeholder relationships have significant impact on an organisations ability 
to achieve its goals. The Board has a unique role to play in understanding 
the stakeholder environment in which it operates and understand the needs 
and interests of these stakeholders. The importance of the Board’s role in 
stakeholder engagement is reflected in the Australian Institute of Company 
Director’s ‘Not-for-Profit Governance Principles’ which outline Principle 8 – 
Stakeholder Engagement.

Board
• To endorse a Stakeholder Engagement 

Framework
• To establish a plan for who to engage 

with, how to engage them and set 
performance targets

• To establish and foster strategic 
relationships with political, government, 
industry and community leaders at the 
Board level to advance the strategic 
aspirations of the organisation. 

Board Chair
• To establish and foster GOTAFE’s primary 

relationship with the Minister overseeing 
the TAFE sector, The Minister for Training 
and Skills, other relevant Ministers and 
key ministerial advisors to advance the 
strategic aspirations of the organisation.

• To establish and foster the primary 
relationship with the Secretary of 
the Department of Education and 
Training and to build relationships with 
other senior Departmental leaders to 
advance the strategic aspirations of the 
organisation. 

Board Directors
• To engage with the Executive to identify 

and facilitate connections with strategic 
stakeholder networks

• To ensure that relevant strategic 
stakeholder insights are regularly shared 
with the Board and Executive at Board 
discussions

• Where appropriate, to participate in 
networks with other strategic influencers 
and decision makers to build and 
strengthen strategic partnerships

Chief Executive
• To establish and foster strategic 

relationships with key ministerial advisors 
across a range of portfolios to advance the 
strategic aspirations of the organisation.

• To establish and foster the primary 
relationship between GOTAFE and 
members of the Department of Education 
Executive to advance the strategic 
aspirations of the organisation. 

• To establish and foster the primary 
strategic relationships with CEO’s of other 
TAFE institutes and government agencies 
to advance the strategic aspirations of the 
organisation.

• To actively identify, create and foster 
relationships with key strategic and 
operational stakeholders in education, 
government, the community and industry

Executive
• To actively identify, create and foster 

relationships with key strategic and 
operational stakeholders in education, 
government, the community and industry

• To participate in networks with key 
stakeholders at the Executive level to build 
and strengthen strategic partnerships

GOTAFE staff
• To ensure stakeholder engagement is 

integrated in operational planning and that 
the Stakeholder Engagement Framework 
principles and practices are embedded in 
this process

• To actively build, nurture and grow 
relationships with operational stakeholders 
to ensure GOTAFE is continually engaging 
with its communities.

• To refer strategic discussions with 
stakeholders to the Executive or 
appropriate manager
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The table outlines the key objectives for stakeholder engagement at GOTAFE 
and provides guidance on where responsibility sits with the Board, Executive or 
Operational Staff. 

It is not an exhaustive list, or a specific engagement plan, but provides an 
overview of the critical areas where different parties should be involved in 
stakeholder engagement activities. Specific roles for targeted stakeholder 
engagement will be defined in each stakeholder engagement strategy or plan.

Roles and Responsibilities Matrix



13

G
O
TAFE

Key Objective Key Actions Who (examples) Role

Build strategic 
Alliances

Seek long term, mutually beneficial 
alliances with strategic decision 
makers

• Politicians (state and federal)
• DET Senior Executive
• Senior Exec of other Vic Gov Depts 

Foster Strategic 
Advocates

Engage third party endorsers – 
agenda setters and opinion leaders 
who can shape perceptions in local 
communities for GOTAFE 

• Govt Leaders
• Industry Leaders
• Community Leaders
• Media

Foster Regional 
Economic, social 
and community 
development

Demonstrate GOTAFE’s capacity 
to help foster regional growth and 
community sustainability

• Vic Gov Depts
• Local Government
• Vic Planning Authority
• Public Sector organisations in the 

regions

Build Regional 
Community & 
industry Partnerships

Ensure representation on key 
local committees and community 
boards.
Ensure GOTAFE acts as a community 
hub in each catchment area and 
builds its reputation as an intrinsic 
element of the social fabric of its 
community

• Industry peak Bodies
• Industry leaders and Experts
• Industry Advocates
• Community Organisations

Build partnerships 
with Education 
Providers

Cement and expand relationships 
with key tertiary education 
providers.
Develop practical partnerships 
with targeted high schools in each 
catchment area

• Universities
• TAFES 
• Government and Private Adult 

Education Providers
• Secondary Schools
• Alternative Schools
• Primary Schools

Build Commercial 
and contractual 
relationships

Ensure GOTAFE has mechanisms 
in place to establish and 
grow commercially beneficial 
partnerships and alliances

• Large and small businesses
• Large and small government and NFP 

employers

Embed localised  
community industry 
consultation

Foster consultative, effective 
dialogue with local industry and 
decision-makers – two-way 
communication with operational 
stakeholders

• Local Businesses 
• Local Industry representatives
• Employment Support Agencies
• Employers

Engage with Students
Seek opportunities to foster student 
engagement and regular feedback 
mechanisms

• Prospective, current and past students

Engage with staff

Engage with staff to ensure priorities 
and decisions are effectively 
communicated
Engage with staff in relation 
to changes, opportunities and 
challenges

• Staff

Key Board Chair CEO Board Directors Executive Directors Staff

Key objectives for stakeholder engagement at GOTAFE
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This role leads the implementation of the Stakeholder Engagement 
Framework, working closely with the Executive and the Board.

This role has responsibility for ensuring that GOTAFE:

Role of the Executive Director Student Attraction 
and Community Engagement

Working with the Board and 
Executive, develop strategic 
stakeholder engagement plans for 
key stakeholder groups

Undertakes effective stakeholder 
engagement activities, aligned with 
the IAP2 engagement framework, 
including management of the CRM 
database and detailed tactical 
engagement plan.

Provides tools, support and other 
mechanisms to ensure high 
quality co-ordinated, multi-level 
stakeholder engagement activity is 
undertaken across the organisation

Develops and regularly reviews 
GOTAFE’s Stakeholder Engagement 
framework, upholding the principles 
and fulfilling on the purpose of the 
framework

Maintains an accurate strategic and 
operational stakeholder map to ensure 
a consistent approach to managing 
and communicating with the GOTAFE’s 
key stakeholders.

Provides assurance to the Board that 
effective stakeholder engagement is 
undertaken in accordance with the 
Stakeholder engagement Framework 
through regular reporting on KPIs
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The Stakeholder Engagement Framework supports a stakeholder-conscious governance 
model, which recognises that broader input and ongoing engagement is an important 
aspect of corporate accountability. Contemporary governance practices enshrine the 
importance of protecting and promoting the rights and interests of stakeholders and 
the responsibilities of organisations to respond to them, recognising that ultimately, it is 
GOTAFE’s stakeholders that give it legitimacy and a social licence to operate. 

The Framework is informed by The Victorian Government’s Public Engagement and 
Partnership Vision, which is an overarching framework that guides engagement practice 
for Victorian Government departments and agencies. It is also draws from best practice 
standards as set out by the International Association for Public Participation (IAP2) 
framework and Quality Assurance Standard and the Victorian Auditor-General’s Office 
(VAGO) Public participation in government decision-making: better practice guide (2015).

The Victorian Government public engagement 
vision
The Victorian Government’s Public Engagement and Partnership Vision (Figure 1) is an 
overarching framework that guides engagement practice for Victorian Government 
departments and agencies. The vision reinforces the importance of public engagement 
in the work we do and outlines the Victorian Government’s vision of ‘working together to 
make better decisions and improve the lives of Victorians’. 

How does Stakeholder 
Engagement support 
good governance?

Building stronger relationships 
and engaged communities

Community outcomes
People are involved
People engage and know their views have 
been listened to and used by Government.

People have choice and flexibility
People can choose how they would like to 
be involved.

Communities are well represented
We collect representative views and build 
strong relationships and communities.

A public sector that engages 
effectively with Victorians

System outcomes
Our workforce values engagement and 
uses it to inform decision
Our workforce has the skills, resources and 
competencies to engage with Victorians 
effectively.

Our systems enable engagement
We will make better use of data and 
information, and insights from public 
engagement to inform government 
decision making.

Figure 1 – Victorian Government Public Engagement and Partnership Vision



16

Stakeholder Engagem
ent Fram

ew
ork

Wallan Campus
(case study)
In 2019 a project manager was appointed to 
lead the development and opening of the 
GOTAFE Wallan Campus. A working group was 
established to consider the key components 
required to ensure the approach used in 
Wallan would create meaningful and strategic 
relationships with industry and community in 
the region. The project manager undertook a 
mapping exercise to identify key stakeholders 
in Wallan and determine the approaches 
to engagement including their level of 
involvement in the process from informing to 
decision making, the priority level, and who 
the appropriate relationship manager would 
be from with GOTAFE to broker the connection. 

The stakeholder engagement approach 
was planned through multiple strategies 
to best suit the interaction according to 
level of influence for example, high priority 
stakeholders were invited to one on one 
meetings, and the wider community were able 
to engage through various events including 
information sessions and public forums. 

A collaborative, multi pronged approach 
including the use of online platforms, resulted 
in the Wallan Campus receiving a positive 
reception and GOTAFE staff being embraced 
by the Wallan community.  
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What is the IAP2 public participation spectrum?
 
The IAP2 public particpation spectrum (figure 1) is recognised as an effective 
evidenced based tool to define the potential role/s for stakeholders in an 
engagement process. 

The spectrum is helpful in the initial planning of any engagement activity as 
it allows users to determine which level of engagement is most suitable to 
achieve desired outcomes.

Note: Although co-design doesn’t formally sit within the IAP2 spectrum, it sits across the involve, collaborate and 
empower levels within the spectrum (see Figure 3). Not all engagement is co-design, but you can’t successfully 
co-design without engagement.

Increasing impact on the decision

Inform Consult Involved Collaborate Empower

Pu
bl

ic
 p

ar
tic

ip
at

io
n 

go
al

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

To obtain public 
feedback on 
analysis, alternatives 
and/or decisions.

To work directly 
with the public 
throughout the 
process to ensure 
that public concerns 
and aspirations 
are consistently 
understood and 
considered.

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

To place final 
decision making 
in the hands of the 
public.

C
om

m
itm

en
t t

o 
th

e 
pu

bl
ic

We will keep you 
informed.

We will keep you 
informed, listen to 
and acknowledge 
concerns and 
aspirations, and 
provide feedback 
on how public input 
influenced the 
decision.

We will work with 
you to ensure that 
your concerns and 
aspirations are 
directly reflected 
in the alternatives 
developed and 
provide feedback 
on how public input 
influenced the 
decision.

We will look to 
you for advice 
and innovation in 
formulating solutions 
and incorporate 
your advice and 
recommendations 
into the decisions to 
the maximum extent 
possible.

We will implement 
what you decide.

Po
te

nt
ia

l m
et

ho
ds

• Fact sheet
• Poster
• Brochure
• Letter
• Video
• Speech/presentation
• Media release
• Web page

• Survey
• Focus group
• Public meeting
• Workshop
• Online consultation

• Stakeholder forum
• Round tables
• Working groups
• Consultative 

committee

• Expert Advisory 
Pabel

• Hackathon
• Partnership
• Reference group

• Deliberative 
engagement 
eg. citizen jury or 
people’s culture

• Participatory 
budgeting

Co-design activities lie here on the spectrum depending on which aspect of a 
process are co-designed, but co-design activities are distinct from traditional 
engagement due o the design element.
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The Framework is aligned with, and supported by 
the GOTAFE ICARE values. The behaviours outlined 
in the values underpin the principles and practices 
for effective, genuine and inclusive engagement. 
Staff engagement will be regularly undertaken 
to ensure the future development of stakeholder 
engagement activities.
A toolkit for planning, implementing and evaluating 
stakeholder engagement practices is included in the 
appendix of this Framework to support staff in designing 
and delivering effective Stakeholder Engagement activities. 
GOTAFE is committed to providing regular training and 
development to staff through a range of mechanisms to 
ensure that there is a consistent and informed approach to 
stakeholder engagement across the organisation.
Platforms for engaging with the wider community are 
also a priority for GOTAFE and various programs will be 
implemented to provide a range of options for stakeholders 
to engage.

Building a stakeholder 
engagement culture 
and capability
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What are 
the risks 
and barriers 
to effective 
stakeholder 
engagement?
Stakeholder engagement 
activities should vary in terms of 
the considerations for particular 
communities and population groups. 
A process that may work well for 
one stakeholder group may not be 
appropriate for another. 

The following are 
common barriers 
to effective 
engagement 

which should be considered 
as part of the planning 
process:

Unclear purpose and 
objectives

Lack of consideration 
regarding the needs of diverse 
community groups

Insufficient skills or resources

Inaccessible engagement 
approaches e.g. transport 
requirements, literacy, method 
(online vs in person)

Engagement fatigue including 
a history of tokenistic 
engagement 

Failure to provide feedback 
and evaluate 

One size fits all approach
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Inclusive 
Stakeholder 
Engagement
The Framework recognises the diversity of 
the Victorian population, and in particular the 
regional population served by GOTAFE. Failure 
to acknowledge and respond to this diversity, 
including intersectionality (overlapping 
factors influencing disadvantage), can lead to 
outcomes that fail to meet community needs, 
and may even be discriminatory.
Inclusive stakeholder engagement also 
recognises the diversity within each 
community and the diverse characteristics 
of individuals such as sex, gender identity, 
sexual orientation, ethnicity/culture, religion, 
language, age, disability, mental health, 
socioeconomic status, social isolation and 
geographic location. These can create 
overlapping forms of disadvantage and 
further exacerbate barriers to public 
participation and engagement
The GOTAFE Social Justice Framework 
provides guidance for working with ‘harder 
to reach’ groups. In particular, Indigenous 
communities have coined the phrase ‘nothing 
about us without us’ to indicate that decision 
about Indigenous people should not be made 
without direct involvement with community 
members and leaders. This same principle 
is essential in ensuring that harder to reach 
communities are given a voice in influencing 
decision that directly impact them.
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Social Justice Framework (case study)
In 2019 a project worker led the establishment of the GOTAFE Social Justice Framework 
(SJF). This process commenced with convening a Social Justice Taskforce comprised 
of GOTAFE staff from across all directorates. The focus of the Taskforce was to consider 
the key elements in ensuring a thoroughly consulted and informed SJF. Consultants 
were appointed to assist in the process of engaging with staff, students and the wider 
community. 
Key to the success of this process was ensuring that students were directly involved in the 
consultation process through the Social Justice Champions Program.
This program allowed for Champions to design engagement activities and collect data 
from peers. Multiple channels for information gathering were provided including online 
surveys, face to face interviews, focus group and round tables. Stakeholders ranging from 
community leaders to peak bodies were included in the engagement. The engagement 
process was codesigned and owned by the GOTAFE community from its inception. This 
resulted in receiving a high level of engagement and data to inform the SJF.
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How do we 
measure the 
effectiveness 
of our 
Stakeholder 
Engagement?
Evaluation is a critical component of 
the stakeholder engagement process. It 
allow for the organisation to determine 
the effectiveness of an engagement 
plan in achieving its objectives, 
and to capture learnings to inform 
future planning. Evaluation should be 
considered at the beginning and end 
of a project. This process is useful for 
stakeholders involved in a project to 
ensure there is feedback to those who 
have contributed to the engagement 
process. 

Key questions to consider 
include:

What has worked well? 

Did the engagement meet 
its objectives? 

What were the challenges? 

What could be done 
differently in future?

Was the process responsive 
to diverse communities? 
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Key Performance 
Indicator Measure Target

1. Stakeholder Mapping

• Maintenance of an up-to-date 
categorised list of all GOTAFE 
stakeholders which includes 
stakeholder analytics such as level of 
importance and level of impact.

Reviewed at 
least every 6 
months

2. Evidence of
engagement activities

• Maintenance of details of stakeholder 
engagement activities in the Customer 
Relationship Management system 
(Salesforce)

• Maintenance of project / issue based 
consultation activities for each 
stakeholder within the CRM

• Stakeholder Engagement Plans 
developed for all major projects and 
change initiatives

CRM reporting 
monthly

3. Analysis and Reporting

Reporting to the Executive and the Board 
including:
• Number of engagement activities by 

stakeholder group, by engagement 
type, and by topic

• How regularly each stakeholder group 
was engaged, issued raised by them, 
in what forum, and how the company 
has addressed those issues

• Top issues raised by each stakeholder 
group, or specific stakeholder groups

• Detailed analysis of all issues raised 
by stakeholder groups as well as by 
individuals

Monthly CRM 
reporting to 
Executive

Quarterly 
reporting to 
the Board

4. Stakeholder Satisfaction

• An initial Stakeholder Satisfaction 
Survey will be conducted in June 2020 
to establish a baseline satisfaction 
metric.

• An annual satisfaction survey provided 
to GOTAFE stakeholders in June each 
year, with results and feedback themes 
reported to the Board each year.

June 2020

Annually in 
June 

The effectiveness of GOTAFE’s overall 
stakeholder engagement framework are 
measured through the following KPIs.



Appendix Stakeholder 
Engagement Toolkit
1. Planning for Stakeholder Engagement
Before you start your stakeholder engagement process, you should 
consider the following:

2. Developing the Stakeholder Engagement Plan
There are four steps in completing the plan:

Identify and analyse your stakeholders 

Determine the method of engagement 

Develop your key messages for each stakeholder 

Allocate responsibility to a project team member and specify when it needs to be done.

how stakeholder engagement will help 
you to meet your identified project 
outputs and outcomes?

how to best utilise existing networks, 
relationships or engagement 
processes across the Department to 
reduce the burden on stakeholders 
and avoid duplication?

the historical context and whether 
there has been previous engagement 
on the same issue?

whether it is really necessary for all 
stakeholders to be involved in all 
activities and at all stages of the 
engagement process?

whether the stakeholders identified 
will mean that engagement is fully 
representative and sufficiently 
informed by diverse perspectives?

consulting opponents of the particular 
project or policy in order to gain 
diverse perspectives and better 
understand the risks?

stakeholders’ views on their preferred 
method of engagement and any 
constraints they might face?

how you can establish strong and 
ongoing working relationships with the 
stakeholders you are engaging?

1

2

3

4
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Examples of internal stakeholders Examples of external stakeholders

Board Executive Future Students Community leaders

Managers Staff Federal/State and Local 
Government Parents and families

Contractors Current students Business and industry Principals and 
teachers

Community members Future students

Unions Not-for-profit sector

Education and training 
providers

Special interest 
groups

Step 1 Identify and analyse 
your stakeholders
Identify your stakeholders
The first step in your stakeholder analysis is to brainstorm who your stakeholders are. Think 
of all the people who are affected by your work, who have influence or power over it, or 
have an interest in its outcomes.  
The table below provides a useful starting point:



26

Stakeholder Engagem
ent Fram

ew
ork

Analyse your stakeholders 
After you have identified the key stakeholders, 
it is important to consider the stakeholders’ 
levels of interest and influence in relation to the 
engagement issue.

Use the table below to map each stakeholder 
onto a quadrant reflecting their level of influence 
and interest. This will determine the level of 
engagement (inform, consult, involve, collaborate 
or empower) that is required with each 
stakeholder. 

You can also use the matrix model – tools such as the table below will help you 
analyse and determine the level of engagement needed for each group.

Highly 
involved

Attentives

Browsers
General Public

Interest 
How important is the project to the stakeholder? How much are they affected?

Influence
Do they have the ability or power to influence the project – positively or negatively?

You can use different mapping techniques however Stakeholder mapping should 
generally identify each stakeholder group according to their level of interest and 
influence. The concentric model is useful to map stakeholders at high levels and 
identify who fits into each category.

Ensure needs and concerns are understood and 
considered

Obtain feedback on alternatives and/or decisions

Involve/Consult

High interest/High influence

Low influence/High interest

High influence/Low interest

Low influence/Low interest

Provide balanced and objective information

Limited monitoring and management

Inform

Obtain feedback on alternatives 
and/or decisions

Consult

Partner with on each aspect of the decision

Potential decision-making authority

Collaborate/ Empower

Le
ve

l o
f i

nf
lu

en
ce

Level of interest

HIGH

HIGHLOW
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Choose a method of engagement 
Once you have determined the appropriate level of stakeholder engagement (inform, con-
sult, involve, collaborate and empower), you can then specify the method of engagement.  
There is no one right stakeholder engagement method and you may choose a number of 
different methods at different stages of the policy or project process.  

The below table provides a useful starting point:  

Inform Consult Involve Collaborate Empower

St
ak

eh
ol

de
r e

ng
ag

em
en

t g
oa

l To provide 
balanced, 
objective, accurate 
and consistent 
information to 
assist stakeholders 
to understand 
the problem, 
alternatives, 
opportunities and/
or solutions.

To obtain feedback 
from stakeholders 
on analysis, 
alternatives and/or 
decisions.

To work directly 
with stakeholders 
throughout the 
process to ensure 
that their concerns 
and needs are 
consistently 
understood and 
considered.

To partner with 
the stakeholder 
including the 
development 
of alternatives, 
making 
decisions and 
the identification 
of the preferred 
solution.

To place final 
decision-making 
in the hands of the 
stakeholders.

M
et

ho
ds

 o
f e

ng
ag

em
en

t

• Fact sheets

• Websites

• Open houses

• Newsletters, 
bulletins, circulars

• Websites, external 
and eduGate

• Public comment

• Focus groups

• Surveys

• Public meetings

• Ultranet

• Workshops

• Deliberative 
polling

• Web 2.0 tools

• Forums

• Web 2.0 tools

• Stakeholder 
reference groups

• Facilitated 
consensus 
building forums 
for deliberation 
and decision-
making

• Facilitation of direct 
dialogue between 
stakeholders and 
government.

Source: Adapted from the International Association for Public Participation (IAP2) Spectrum 2007 www.
iap2.org

Step 2 Determine level and 
method of engagement
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Key messages to communicate
Before implementing your engagement plan, 
you should develop key messages that you will 
communicate to stakeholders. This will ensure a 
consistent message to stakeholders throughout 
the engagement process.

Consider the following questions for your Stakeholder 
Engagement & Communications Plan:
• what can actually change as a result of engagement 

and what will not change?

• whether stakeholders will be involved in the final 
decision making or as input only

• expectations of the level of input required of 
stakeholders.

You should also check if your stakeholders are included on the list 
of GOTAFEs key stakeholders. If your stakeholders appear on the 
list, communication with your manager should occur before any 
engagement occurs. This will help to ensure a consistent approach to 
managing and communicating with the GOTAFE’s key stakeholders 

Step 3 Determine what 
to communicate with 
your stakeholders
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Specify who will be responsible for the planned action and when it will need to be 
completed by.

Stakeholder Engagement & Communication 
Plan for [Project Name]

Step 1 Step 2 Step 3 Step 4
Stakeholder 
group 

Level of 
Engagement

Method of 
engagement

Key Messages Responsibility By When

Step 4 Determine who is 
responsible and by when 
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Further resources
IAP2 Resources
https://www.iap2.org.au/resources/iap2-
published-resources/

DHHS Stakeholder Engagement and Public 
Participation Framework and Toolkit
https://www.dhhs.vic.gov.au/publications/
stakeholder-engagement-and-public-
participation-framework-and-toolkit

Mosaic Lab resources 
https://www.mosaiclab.com.au/resources
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gotafe.vic.edu.au
1300 GOTAFE (468 233)

enquiry@gotafe.vic.edu.au
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