Sturgeon County, Resource Extraction Regulatory Review Project
REVISED COMMUNICATIONS AND ENGAGEMENT APPROACH
OPTION 4: EXPEDITED TIMELINE WITH ENGAGEMENT AT A DISTANCE

Option 4 is comprised of a set of three sub-options. This Option 4 series includes options 4A, 4B, and 4C, each providing a different approach to an expedited project timeline. Each of these three sub-options is detailed below, including a brief overview, detailed changes from the original project plan to achieve the given option, and an engagement plan to support each option.

Options 4A, 4B, and 4C are briefly explained below, with more detail in the following pages.

Option 4A: No public engagement prior to public hearing. Bylaw amendments are prepared immediately and shared at a Public Hearing of Council in spring 2020. No public engagement sessions are held prior to public hearings.

Option 4B: Single public engagement (Spring) with amendments by Q3 2020. Public engagement is reduced to one round (at-a-distance) in late spring. First reading of the bylaw amendments expected in July.

Option 4C: Two engagements (spring & summer) with amendments by Q3 2020. Public engagement is conducted at-a-distance and is not reduced. Two public engagement rounds are still held, one in late springtime and one during the summer.


OPTION 4A: NO PUBLIC ENGAGEMENT PRIOR TO PUBLIC HEARING
Overview: Bylaw amendments are prepared immediately and shared at a Public Hearing of Council in spring 2020. No public engagement sessions are held prior to public hearings.
Public Engagement: None. Public Hearing only.
Project Completion Date: July 14, 2020 (reduces timeline by ~16 weeks)
Timeline at a Glance: 
April 2020

July 2020

June 2020

May 2020

Draft Bylaw Amendment
First Reading (May 26)
Advertisement of Public Hearing (June)
Public Hearing (June 30)
2nd / 3rd Readings (July 14)









Benefits:
· Shorter project timeline
· Maintains project momentum, no timeline extensions
Risks:
· Poor perception of eliminated engagement and passing the bylaw during COVID-19 restrictions
· No engagement means less context for project decisions
· No industry communication with public via open houses or other tactics (identified by Industry as a priority) – extra effort required to update industry contacts on project process
· Limited time to conduct best practices review for bylaws
· Limited time to review proposed bylaw amendments with industry
· No opportunity for in-person events due to COVID-19 during project timeline
· Contrary to original project charter which emphasized significance of engagement – existing language shared with stakeholders to be retracted


UPDATED WORKBACK PLAN (4A):
· Items no longer required under this plan are shown in grayed out cells.
· Revised items show comments in red text.
· All deadlines have been updated to reflect project execution under Option 4A.

PHASE 2: Engagement Planning and Pre-Meetings (CURRENT)
The objective of Phase 2 is to introduce the project to key Primary Stakeholders and retain initial feedback on the project scope, approach and priorities. The project team will also prepare broad outreach communications, tools and techniques for all stakeholders within this phase.
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Scope of Work Distribution and Review 
	Project team distribution of scope of work, then review. Criteria – cost, quality of solution, quality of team. 
	County 
	COMPLETE 

	2
	Council Update – Project Approach 
	Sponsor and PM to provide IBC Update on Project Approach 
	County 
	COMPLETE 

	3
	Consultant Proposals Open and Appointment 
	Consultant appointment 
	County 
	COMPLETE 

	4
	Finalization of Project Budget 
	Based on consultant agreement, finalize project budget and resources. 
	County 
	COMPLETE 

	5
	Schedule Consultant Kick-Off Meeting 
	Scheduling of meetings. 
	County with Consultant 
	COMPLETE 

	6
	Consultant Kickoff Meeting, with Admin 
	First meeting with consultant to review all project scoping. 
	County and Consultant 
	COMPLETE 

	7
	County to send relevant meeting summaries to the consultant for their review
	Summaries from previous stakeholder meetings, including concerns heard, to be sent to the consultant to help inform engagement approach.
	County
	COMPLETE

	8
	Review of Existing Inputs 
	Review of all existing reporting, concerns heard from the public during previous consultations and hearings, etc. 
	Consultant 
	COMPLETE 

	9
	Determine objectives, format and questions for industry meetings
	Confirm general approach for industry meeting prior to commencement to ensure best use of stakeholder time and to collect useful input.
	County and Consultant
	COMPLETE

	10
	Schedule Industry meetings
	County to contact key industry representatives to determine availability and meeting date. The format will be an informal, table discussion with notes recorded on flip charts. 
	County
	COMPLETE

	11
	Develop materials to support industry meetings
	Materials will be used to facilitate discussion and encourage note taking/ feedback. Materials may include workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	COMPLETE

	12
	Develop event plan to inform industry meetings
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County led, support and review from Consultant
	COMPLETE

	13
	Public Engagement Planning 
	Planning of three specific locations and spring dates across extraction areas that will host engagement sessions. 
	Consultant with Industry and County 
	End of February – April 2020 

	14
	Industry meetings
	Meetings with key industry members regarding review and need for contribution of research, methods, analysis. Determine industry role in the process of education and engagement. 
	Consultant and Industry, with County observing 
	COMPLETE

	15
	Engagement Plan review with Oversight Committee 
	Oversight committee review prior to Council. 
	County to present plan, consultant to prepare plan 
	COMPLETE 

	16
	Engagement Plan review with Council at IBC (Informal Briefing to Council)
	IBC committee review prior to formal Council.
	County to present plan, consultant to prepare plan
	COMPLETE

	17
	Council Approval - Engagement Plan 
	Council approval of specific engagement plan, discussion of Council objectives with consultant. 
	Consultant with County support 
	April 28, 2020 

	18
	Prepare and share summary from industry workshop, update tracking
	Summary to include outline of feedback and next steps that inform engagement process.
	County led, support and review from Consultant
	April 30, 2020

	19
	Industry Information Provision 
	Industry to provide specific bylaw recommendations and best practices, in writing. Mitigation recommendations, presentations, etc. 
	Industry to Consultant 
	April 2020 

	20
	Develop website, social media calendar and education materials and in-depth public engagement plan for Council
	Website pages with project progress, feedback questionnaires (written and online), session evaluation surveys, reports, best practices, resources, contacts, etc. Social media schedule. Q&A development. 
	County led, support and review from Consultant
	May 2020
*Reduced - only develop materials to support the public hearing

	21
	Determine objectives, format and questions for public engagement events
	Objectives will help determine format and logistics for events, all of which need to be confirmed prior to official announcements and invitations.
	County led, support and review from Consultant
	N/A

	22
	Refine communications and engagement strategy
	Update approach to communications and engagement based on initial learnings from industry and Oversight Committee.
	County and Consultant – led by Consultant
	N/A

	23
	Develop content, launch website/webpage, design and distribute media release and stakeholder invitations
	Specific details on engagement plan, including in community event calendar(s), Councillor communications, temporary signs, Community Association communications tools, social media, and direct contact.
	County
	N/A

	24
	Manage logistics for upcoming stakeholder engagement sessions
	Logistics include venue space, date/time, catering audio/visual requirements etc. and will inform stakeholder invitations.
	County with consultant input
	N/A



PHASE 3: Stakeholder Engagement
The objective of Phase 3 is to initiate broad public engagement and communications to generate interest in the project, provide educational content and provide opportunities to get involved in the project. Public engagement will be implemented in this phase.
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Develop content/key messages for engagement sessions
	Industry to provide specific presentations and engagement items desired to share. Consultant to secure experts and presentations from interested stakeholders. 
	Industry to Consultant 
	N/A 

	2
	Bylaw Alignments and Draft Update 
	Commence ASP update to align with MDP and consider impact of inclusion of industry recommendations into ASP and LUB. Revise with alternatives as engagement progresses. 
	County 
	May 2020 

	3
	Develop materials to support public engagement sessions 
	Materials will be used to educate, facilitate discussion and encourage note taking/ feedback. Materials may include display boards, workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	N/A

	4
	Develop content and strategy to replicate engagement session content online
	Information shared and questions asked to be posted online to allow stakeholders who are unable to attend sessions to participate effectively.
	County led, support and review from Consultant
	N/A

	5
	[TBD] Develop event plan to inform meetings
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County
	N/A

	6
	[TBD] Committee Workshop[footnoteRef:1]  [1:  Tactic and responsibility yet to be determined.] 

	Workshop with existing Sand and Gravel Committee members to retain feedback on approach.
	Consultant 
	N/A

	6a
	Continue to advertise engagement sessions
	Advertising engagement sessions across the County
	County 
	May 26 – June 30
*New dates reflect when the public hearing would be advertised – no engagement advertising.

	7
	Public engagement sessions[footnoteRef:2] - or – engagement at a distance [2:  Note: Further detail on stakeholder engagement session outlined in Section 8, if held in-person, following this work plan.] 

	Three stakeholder engagement sessions to be primarily held by industry and consultant; Sturgeon County to listen and observe. Stakeholder sessions intended to provide data, discuss mitigation, and explore alternative setback scenarios. Format is likely to be drop-in, open house/world café sessions with multiple mechanisms to provide input.
	Consultant and Industry 
	N/A

	8
	Post online component of public engagement session content
	Replicate session content and questions online, post a closing date and outline how input will be used.
	Consultant
	May 26 – June 30
*New dates reflect when the public hearing would be advertised – no engagement advertising.

	9
	Distribute information to community hubs for local access
	Send engagement session content, relevant reports and tools to provide input to community-based locations so that those who do not have internet can access materials, or materials can be circulated electronically to distribution lists of different organizations.
	County
	May 26 – June 30
*New dates reflect when the public hearing would be advertised – no engagement advertising.

	10
	Respond to ongoing stakeholder inquiries
	Stakeholders may submit questions and comments throughout the process via email and/or phone. Timely responses and tracking will be required.
	County
	Ongoing, particularly May 26 – June 30 while advertising PH








PHASE 4: Report and Recommendation
The objective of Phase 4 is to analyze all public engagement findings and develop a final report. This report will be used to communicate project progression to internal Primary Stakeholders and will eventually inform the final recommendation report. 
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Engagement Consolidation 
	Prepare report with consultation results, and best practice recommendations / impacts / bylaw amendment requirements 
	Consultant with support from County
	N/A

	2
	TRIP (tbd): Draft Report Review with Oversight Committee 
	Presentation of report to Administration. Changes as required to follow. 
	Consultant 
	N/A

	3
	Distribute What We Heard report 
	Post to project webpage/website, send by email to subscribers etc.
	Consultant
	N/A

	4
	TRIP (tbd): Council Final Report Consideration and Direction 
	Consultant presentation of report to Council, Council direction to Administration. 
	Consultant with Council 
	N/A

	5
	Detailed Bylaw Amendments 
	Draft amended bylaw based on public consultation. 
	County 
	April 28 – May 18 2020

	5a
	Feedback on detailed bylaw amendments
	Solicit for public feedback.
	County w/ consultant support/ feedback
	June 30, 2020 (public hearing)

	6
	Develop materials to support stakeholder engagement sessions 
	Materials will be used to facilitate discussion and encourage note taking/ feedback. Materials may include workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	April 28 – June 30
(Limited to advertising PH, info on SC website)

	7
	Develop content and strategy to replicate engagement session content online
	Information shared and questions asked to be posted online to allow stakeholders who are unable to attend sessions to participate effectively.
	County led, support and review from Consultant
	N/A

	8
	Develop event plan to inform meetings (tbd)
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County
	N/A

	9
	TRIP (tbd) Stakeholder Engagement Sessions
	Two stakeholder engagement sessions to inform community of recommendation report, respond to questions and outline next steps. The format is likely to be traditional drop-in information sessions with display boards and comment forms. 
	Consultant and industry
	N/A

	10
	Post online component of public engagement session content
	Replicate session content and questions online, post a closing date and outline how input will be used.
	Consultant
	N/A



PHASE 5: Final Consideration and Public Hearings
The objective of Phase 5 is to prepare and participate in Sturgeon County’s Public Hearing process. 
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	TRIP (tbd): Council Consideration of Bylaws / First Reading 
	Draft bylaws brought forward for first reading and public hearing. Consultant will take the lead for public hearing as well as all readings of the amending bylaw(s) 
	Consultant 
	May 26, 2020 

	1a
	TRIP (tbd): Council Consideration of Bylaws / Public Hearings 
	Draft bylaws brought forward for public hearing. Consultant will take the lead for public hearing as well as 2/3 readings of the amending bylaw(s).
	Consultant 
	June 30, 2020

	2
	TRIP (tbd): Council Consideration of Final Bylaw Readings (2nd/3rd Readings)
	Draft bylaws brought forward for second and third reading, if approved. 
	County with consultant 
	July 14, 2020

	3
	Other measures
	Review of potential other uses for CAP fees (enforcement officer to monitor dust, noise, etc.), likely through a committee model 

	County and standing committee(s) 

	Ongoing





COMMUNICATIONS & ENGAGEMENT STRATEGY (4A):
STEP 1: Launch webpage and minor promotions to educate/generate awareness of project, promote public hearing 
· Purpose announce project, identify objectives (frame the discussion – value of aggregate, opportunities to better balance environment, community, economic considerations), outline timeline, share webpage link, share contact information, advertise first reading and public hearing etc.
· Tactics: social media posts, newspaper ads, communications to community hubs (they can post on their platforms), temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: May 2020
STEP 2: Share bylaw recommendations to Council for first reading, listen to and note stakeholder comments and questions
· Anticipated timing: May 26, 2020



STEP 3: Promote second reading date
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Early June 2020

STEP 4: Share final bylaw recommendations to Council at Public Hearing
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: June 30, 2020
STEP 5: Promote third reading date
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Late June – early July 2020
STEP 6: Share final bylaw recommendations to Council for second and third reading at Public Hearing
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: July 14, 2020
FINAL STEPS: Closing communications
· Share final amendments and bylaw once complete.
· Anticipated timing: July 2020




[bookmark: _Hlk38487342]OPTION 4B: SINGLE PUBLIC ENGAGEMENT (SPRING) WITH AMENDMENTS BY Q3 2020
Overview: Public engagement is reduced to one round (at-a-distance) in late spring. First reading of the bylaw amendments expected in July.
Public Engagement: One round of public engagement 
Project Completion Date: September 8, 2020 (saves 9 weeks)
Timeline at a Glance: 
Public Engagement Preparation (early May)
First Reading (July 14)

Advertise Public Hearing (August)
Public Hearing (Aug 25)
2nd / 3rd Readings (Sept 8)
Sept 2020

July 2020

August 2020

June 2020

May 2020

April 2020





Public Engagement (May – early June)
Draft Bylaw Amendment & Best Practice Research (June – early July)





Benefits:
· Shorter project timeline
· Some engagement still included
· Maintain project momentum, reduces timeline
· Maintains accessibility 
· New approach (at-a-distance) for County that could result in increased participation
Risks:
· Reduced engagement than means less context for project decisions
· No opportunity for in-person events due to COVID-19 
· Contrary to original project charter which emphasized significance of engagement – some language shared with stakeholders to be retracted


UPDATED WORKBACK PLAN (4B):
· Items no longer required under this plan are shown in grayed out cells.
· Revised items show comments in red text.
· All deadlines have been updated to reflect project execution under Option 4B.

PHASE 2: Engagement Planning and Pre-Meetings (CURRENT)
The objective of Phase 2 is to introduce the project to key Primary Stakeholders and retain initial feedback on the project scope, approach and priorities. The project team will also prepare broad outreach communications, tools and techniques for all stakeholders within this phase.
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Scope of Work Distribution and Review 
	Project team distribution of scope of work, then review. Criteria – cost, quality of solution, quality of team. 
	County 
	COMPLETE 

	2
	Council Update – Project Approach 
	Sponsor and PM to provide IBC Update on Project Approach 
	County 
	COMPLETE 

	3
	Consultant Proposals Open and Appointment 
	Consultant appointment 
	County 
	COMPLETE 

	4
	Finalization of Project Budget 
	Based on consultant agreement, finalize project budget and resources. 
	County 
	COMPLETE 

	5
	Schedule Consultant Kick-Off Meeting 
	Scheduling of meetings. 
	County with Consultant 
	COMPLETE 

	6
	Consultant Kickoff Meeting, with Admin 
	First meeting with consultant to review all project scoping. 
	County and Consultant 
	COMPLETE 

	7
	County to send relevant meeting summaries to the consultant for their review
	Summaries from previous stakeholder meetings, including concerns heard, to be sent to the consultant to help inform engagement approach.
	County
	COMPLETE

	8
	Review of Existing Inputs 
	Review of all existing reporting, concerns heard from the public during previous consultations and hearings, etc. 
	Consultant 
	COMPLETE 

	9
	Determine objectives, format and questions for industry meetings
	Confirm general approach for industry meeting prior to commencement to ensure best use of stakeholder time and to collect useful input.
	County and Consultant
	COMPLETE

	10
	Schedule Industry meetings
	County to contact key industry representatives to determine availability and meeting date. The format will be an informal, table discussion with notes recorded on flip charts. 
	County
	COMPLETE

	11
	Develop materials to support industry meetings
	Materials will be used to facilitate discussion and encourage note taking/ feedback. Materials may include workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	COMPLETE

	12
	Develop event plan to inform industry meetings
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County led, support and review from Consultant
	COMPLETE

	13
	Public Engagement Planning 
	Planning of three specific locations and spring dates across extraction areas that will host engagement sessions. 
	Consultant with Industry and County 
	End of February – April 2020 

	14
	Industry meetings
	Meetings with key industry members regarding review and need for contribution of research, methods, analysis. Determine industry role in the process of education and engagement. 
	Consultant and Industry, with County observing 
	COMPLETE

	15
	Engagement Plan review with Oversight Committee 
	Oversight committee review prior to Council. 
	County to present plan, consultant to prepare plan 
	COMPLETE

	16
	Engagement Plan review with Council at IBC (Informal Briefing to Council)
	IBC committee review prior to formal Council.
	County to present plan, consultant to prepare plan
	COMPLETE

	17
	Council Approval - Engagement Plan 
	Council approval of specific engagement plan, discussion of Council objectives with consultant. 
	Consultant with County support 
	April 28, 2020 

	18
	Prepare and share summary from industry workshop, update tracking
	Summary to include outline of feedback and next steps that inform engagement process.
	County led, support and review from Consultant
	April 30, 2020

	19
	Industry Information Provision 
	Industry to provide specific bylaw recommendations and best practices, in writing. Mitigation recommendations, presentations, etc. 
	Industry to Consultant 
	April 2020 

	20
	Develop website, social media calendar and education materials and in-depth public engagement plan for Council
	Website pages with project progress, feedback questionnaires (written and online), session evaluation surveys, reports, best practices, resources, contacts, etc. Social media schedule. Q&A development. 
	County led, support and review from Consultant
	May 2020

	21
	Determine objectives, format and questions for public engagement events
	Objectives will help determine format and logistics for events, all of which need to be confirmed prior to official announcements and invitations.
	County led, support and review from Consultant
	May 2020

	22
	Refine communications and engagement strategy
	Update approach to communications and engagement based on initial learnings from industry and Oversight Committee.
	County and Consultant – led by Consultant
	May 2020

	23
	Develop content, launch website/webpage, design and distribute media release and stakeholder invitations
	Specific details on engagement plan, including in community event calendar(s), Councillor communications, temporary signs, Community Association communications tools, social media, and direct contact.
	County
	May 2020

	24
	Manage logistics for upcoming stakeholder engagement sessions
	Logistics include venue space, date/time, catering audio/visual requirements etc. and will inform stakeholder invitations.
	County with consultant input
	May 2020



PHASE 3: Stakeholder Engagement
The objective of Phase 3 is to initiate broad public engagement and communications to generate interest in the project, provide educational content and provide opportunities to get involved in the project. Public engagement will be implemented in this phase.
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Develop content/key messages for engagement sessions
	Industry to provide specific presentations and engagement items desired to share. Consultant to secure experts and presentations from interested stakeholders. 
	Industry to Consultant 
	May 2020

	2
	Bylaw Alignments and Draft Update 
	Commence ASP update to align with MDP and consider impact of inclusion of industry recommendations into ASP and LUB. Revise with alternatives as engagement progresses. 
	County 
	May 2020

	3
	Develop materials to support public engagement sessions 
	Materials will be used to educate, facilitate discussion and encourage note taking/ feedback. Materials may include display boards, workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	May 2020

	4
	Develop content and strategy to replicate engagement session content online
	Information shared and questions asked to be posted online to allow stakeholders who are unable to attend sessions to participate effectively.
	County led, support and review from Consultant
	May 2020

	5
	[TBD] Develop event plan to inform meetings
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County
	May 2020

	6
	[TBD] Committee Workshop[footnoteRef:3]  [3:  Tactic and responsibility yet to be determined.] 

	Workshop with existing Sand and Gravel Committee members to retain feedback on approach.
	Consultant 
	May OR
Added to regular committee meetings

	6a
	Continue to advertise engagement sessions
	Advertising engagement sessions across the County
	County 
	May 2020

	7
	Public engagement sessions[footnoteRef:4] - or – engagement at a distance [4:  Note: Further detail on stakeholder engagement session outlined in Section 8, if held in-person, following this work plan.] 

	Three stakeholder engagement sessions to be primarily held by industry and consultant; Sturgeon County to listen and observe. Stakeholder sessions intended to provide data, discuss mitigation, and explore alternative setback scenarios. Format is likely to be drop-in, open house/world café sessions with multiple mechanisms to provide input.
	Consultant and Industry 
	Late May / Early June 2020

	8
	Post online component of public engagement session content
	Replicate session content and questions online, post a closing date and outline how input will be used.
	Consultant
	Following engagement session – or – in place of in-person sessions

	9
	Distribute information to community hubs for local access
	Send engagement session content, relevant reports and tools to provide input to community-based locations so that those who do not have internet can access materials, or materials can be circulated electronically to distribution lists of different organizations.
	County
	May 2020

	10
	Respond to ongoing stakeholder inquiries
	Stakeholders may submit questions and comments throughout the process via email and/or phone. Timely responses and tracking will be required.
	County
	Ongoing



PHASE 4: Report and Recommendation
The objective of Phase 4 is to analyze all public engagement findings and develop a final report. This report will be used to communicate project progression to internal Primary Stakeholders and will eventually inform the final recommendation report. 
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Engagement Consolidation 
	Prepare report with consultation results, and best practice recommendations / impacts / bylaw amendment requirements 
	Consultant with support from County
	Early June 2020 

	2
	TRIP (tbd): Draft Report Review with Oversight Committee 
	Presentation of report to Administration. Changes as required to follow. 
	Consultant 
	June 2020 

	3
	Distribute What We Heard report 
	Post to project webpage/website, send by email to subscribers etc.
	Consultant
	June 2020

	4
	TRIP (tbd): Council Final Report Consideration and Direction 
	Consultant presentation of report to Council, Council direction to Administration. 
	Consultant with Council 
	June 2020 / N/A

	5
	Detailed Bylaw Amendments 
	Draft amended bylaw based on public consultation. 
	County 
	June – July 2020

	5a
	Feedback on detailed bylaw amendments
	Solicit for public feedback.
	County w/ consultant support/feedback
	N/A

	6
	Develop materials to support stakeholder engagement sessions 
	Materials will be used to facilitate discussion and encourage note taking/ feedback. Materials may include workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	N/A

	7
	Develop content and strategy to replicate engagement session content online
	Information shared and questions asked to be posted online to allow stakeholders who are unable to attend sessions to participate effectively.
	County led, support and review from Consultant
	N/A

	8
	Develop event plan to inform meetings (tbd)
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County
	N/A

	9
	TRIP (tbd) Stakeholder Engagement Sessions
	Two stakeholder engagement sessions to inform community of recommendation report, respond to questions and outline next steps. The format is likely to be traditional drop-in information sessions with display boards and comment forms. 
	Consultant and industry
	N/A

	10
	Post online component of public engagement session content
	Replicate session content and questions online, post a closing date and outline how input will be used.
	Consultant
	N/A



PHASE 5: Final Consideration and Public Hearings
The objective of Phase 5 is to prepare and participate in Sturgeon County’s Public Hearing process. 
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	TRIP (tbd): Council Consideration of Bylaws / First Reading 
	Draft bylaws brought forward for first reading and public hearing. Consultant will take the lead for public hearing as well as all readings of the amending bylaw(s) 
	Consultant 
	July 14, 2020

	1a
	TRIP (tbd): Council Consideration of Bylaws / Public Hearings 
	Draft bylaws brought forward for public hearing. Consultant will take the lead for public hearing as well as 2/3 readings of the amending bylaw(s).
	Consultant 
	August 25, 2020

	2
	TRIP (tbd): Council Consideration of Final Bylaw Readings 
	Draft bylaws brought forward for second and third reading, if approved. 
	County with consultant 
	September 8, 2020

	3
	Other measures
	Review of potential other uses for CAP fees (enforcement officer to monitor dust, noise, etc.), likely through a committee model 

	County and standing committee(s) 

	Ongoing




COMMUNICATIONS & ENGAGEMENT STRATEGY:
STEP 1: Launch promotions and webpage to educate/generate awareness and invite participation
· Purpose: announce project, identify objectives (frame the discussion – value of aggregate, balancing), outline ways to get involved, share webpage link, invite public to complete survey, invite people to sign up for hard copy mailings, share contact information etc.
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), temporary street signs in prominent locations, community posters (if possible), online contests to generate excitement etc.
· Note: tactic(s) used to generate feedback online to be determined (survey, webinar, audio guide etc.). 
· Anticipated timing: Early to mid-May

STEP 2: Distribute mailing to entire County to educate/generate awareness and invite participation
· Purpose: announce project, identify objectives (frame the discussion – value of aggregate), outline ways to get involved, share webpage link and contact information, invite stakeholders to participate via hard copy and ask them to get in touch if they wish to receive paper copies of future engagement materials going forward.
· Tactic: general mailing to County residents (selected populations or county-wide) which includes a return envelope for those that wish to receive future hard copies. Costs to coordinate a County-wide mailing are potentially offset due to the cancellation of in-person events.
· Anticipated timing: Early to mid-May

STEP 3: Close survey, compile engagement results, develop and share What We Heard Summary 
· Anticipated timing: Early June

STEP 4: Launch second round of communications focused on near-final bylaw recommendation, invite questions, promote public hearing
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Late June – early July 2020

STEP 5: Share bylaw recommendations to Council for first reading, listen to and note stakeholder comments and questions from engagements
· Anticipated timing: July 14, 2020
STEP 6: Promote public hearing date (Aug. 25)
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Early August 2020
STEP 7: Share final bylaw recommendations to Council at Public Hearing
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: August 25, 2020
STEP 8: Promote second/third reading dates and final bylaw recommendations with revisions
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Late August – early September 2020
STEP 9: Share final bylaw recommendations to Council for second and third reading
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: September 8, 2020
FINAL STEPS: Closing communications
· Share final amendments and bylaw once complete.
· Anticipated timing: September 2020


[bookmark: _Hlk38487431]OPTION 4C: TWO ENGAGEMENTS (SPRING & SUMMER) WITH AMENDMENTS BY Q3 2020
[bookmark: _Hlk38487479]Overview: Public engagement is conducted at-a-distance and is not reduced. Two public engagement rounds are still held, one in late springtime and one during the summer. 
Public Engagement: Two rounds of public engagement
Project Completion Date: September 8, 2020 (saves 9 weeks, same timeline as 4B)
Timeline at a Glance: 
Public Engagement Preparation (early May)
First Reading (July 14)

Advertise Public Hearing (August)
Public Hearing (Aug 25)
2nd / 3rd Readings (Sept 8)
Sept 2020

July 2020

August 2020

June 2020

May 2020

April 2020



Public Engagement I (May – early June)



Draft Bylaw Amendments & Best Practice Research (June – early July)

Public Engagement II (late July)




Benefits:
· Shorter project timeline
· Retains two rounds of engagement
· Maintain project momentum and reduces project timeline
· Maintains accessibility
· New approach (at-a-distance) for County that could result in increased participation
Risks:
· Second round of engagement taking place during/after public hearing – may not appear that input will influence final recommendations
· No/severely reduced opportunity for in-person events due to COVID-19 during project timeline




UPDATED WORKBACK PLAN:
· Items no longer required under this plan are shown in grayed out cells.
· Revised items show comments in red text.
· All deadlines have been updated to reflect project execution under Option 4C.

PHASE 2: Engagement Planning and Pre-Meetings (CURRENT)
The objective of Phase 2 is to introduce the project to key Primary Stakeholders and retain initial feedback on the project scope, approach and priorities. The project team will also prepare broad outreach communications, tools and techniques for all stakeholders within this phase.
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Scope of Work Distribution and Review 
	Project team distribution of scope of work, then review. Criteria – cost, quality of solution, quality of team. 
	County 
	COMPLETE 

	2
	Council Update – Project Approach 
	Sponsor and PM to provide IBC Update on Project Approach 
	County 
	COMPLETE 

	3
	Consultant Proposals Open and Appointment 
	Consultant appointment 
	County 
	COMPLETE 

	4
	Finalization of Project Budget 
	Based on consultant agreement, finalize project budget and resources. 
	County 
	COMPLETE 

	5
	Schedule Consultant Kick-Off Meeting 
	Scheduling of meetings. 
	County with Consultant 
	COMPLETE 

	6
	Consultant Kickoff Meeting, with Admin 
	First meeting with consultant to review all project scoping. 
	County and Consultant 
	COMPLETE 

	7
	County to send relevant meeting summaries to the consultant for their review
	Summaries from previous stakeholder meetings, including concerns heard, to be sent to the consultant to help inform engagement approach.
	County
	COMPLETE

	8
	Review of Existing Inputs 
	Review of all existing reporting, concerns heard from the public during previous consultations and hearings, etc. 
	Consultant 
	COMPLETE 

	9
	Determine objectives, format and questions for industry meetings
	Confirm general approach for industry meeting prior to commencement to ensure best use of stakeholder time and to collect useful input.
	County and Consultant
	COMPLETE

	10
	Schedule Industry meetings
	County to contact key industry representatives to determine availability and meeting date. The format will be an informal, table discussion with notes recorded on flip charts. 
	County
	COMPLETE

	11
	Develop materials to support industry meetings
	Materials will be used to facilitate discussion and encourage note taking/ feedback. Materials may include workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	COMPLETE

	12
	Develop event plan to inform industry meetings
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County led, support and review from Consultant
	COMPLETE

	13
	Public Engagement Planning 
	Planning of three specific locations and spring dates across extraction areas that will host engagement sessions. 
	Consultant with Industry and County 
	End of February – April 2020 

	14
	Industry meetings
	Meetings with key industry members regarding review and need for contribution of research, methods, analysis. Determine industry role in the process of education and engagement. 
	Consultant and Industry, with County observing 
	COMPLETE

	15
	Engagement Plan review with Oversight Committee 
	Oversight committee review prior to Council. 
	County to present plan, consultant to prepare plan 
	COMPLETE

	16
	Engagement Plan review with Council at IBC (Informal Briefing to Council)
	IBC committee review prior to formal Council.
	County to present plan, consultant to prepare plan
	COMPLETE

	17
	Council Approval - Engagement Plan 
	Council approval of specific engagement plan, discussion of Council objectives with consultant. 
	Consultant with County support 
	April 28, 2020 

	18
	Prepare and share summary from industry workshop, update tracking
	Summary to include outline of feedback and next steps that inform engagement process.
	County led, support and review from Consultant
	April 30, 2020

	19
	Industry Information Provision 
	Industry to provide specific bylaw recommendations and best practices, in writing. Mitigation recommendations, presentations, etc. 
	Industry to Consultant 
	April 2020 

	20
	Develop website, social media calendar and education materials and in-depth public engagement plan for Council
	Website pages with project progress, feedback questionnaires (written and online), session evaluation surveys, reports, best practices, resources, contacts, etc. Social media schedule. Q&A development. 
	County led, support and review from Consultant
	May 2020

	21
	Determine objectives, format and questions for public engagement events
	Objectives will help determine format and logistics for events, all of which need to be confirmed prior to official announcements and invitations.
	County led, support and review from Consultant
	May 2020

	22
	Refine communications and engagement strategy
	Update approach to communications and engagement based on initial learnings from industry and Oversight Committee.
	County and Consultant – led by Consultant
	May 2020

	23
	Develop content, launch website/webpage, design and distribute media release and stakeholder invitations
	Specific details on engagement plan, including in community event calendar(s), Councillor communications, temporary signs, Community Association communications tools, social media, and direct contact.
	County
	May 2020

	24
	Manage logistics for upcoming stakeholder engagement sessions
	Logistics include venue space, date/time, catering audio/visual requirements etc. and will inform stakeholder invitations.
	County with consultant input
	May 2020



PHASE 3: Stakeholder Engagement
The objective of Phase 3 is to initiate broad public engagement and communications to generate interest in the project, provide educational content and provide opportunities to get involved in the project. Public engagement will be implemented in this phase.
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Develop content/key messages for engagement sessions
	Industry to provide specific presentations and engagement items desired to share. Consultant to secure experts and presentations from interested stakeholders. 
	Industry to Consultant 
	May 2020

	2
	Bylaw Alignments and Draft Update 
	Commence ASP update to align with MDP and consider impact of inclusion of industry recommendations into ASP and LUB. Revise with alternatives as engagement progresses. 
	County 
	May 2020

	3
	Develop materials to support public engagement sessions 
	Materials will be used to educate, facilitate discussion and encourage note taking/ feedback. Materials may include display boards, workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	May 2020

	4
	Develop content and strategy to replicate engagement session content online
	Information shared and questions asked to be posted online to allow stakeholders who are unable to attend sessions to participate effectively.
	County led, support and review from Consultant
	May 2020

	5
	[TBD] Develop event plan to inform meetings
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County
	May 2020

	6
	[TBD] Committee Workshop[footnoteRef:5]  [5:  Tactic and responsibility yet to be determined.] 

	Workshop with existing Sand and Gravel Committee members to retain feedback on approach.
	Consultant 
	May OR
Added to regular committee meetings

	6a
	Continue to advertise engagement sessions
	Advertising engagement sessions across the County
	County 
	May 2020

	7
	Public engagement sessions[footnoteRef:6] - or – engagement at a distance [6:  Note: Further detail on stakeholder engagement session outlined in Section 8, if held in-person, following this work plan.] 

	Three stakeholder engagement sessions to be primarily held by industry and consultant; Sturgeon County to listen and observe. Stakeholder sessions intended to provide data, discuss mitigation, and explore alternative setback scenarios. Format is likely to be drop-in, open house/world café sessions with multiple mechanisms to provide input.
	Consultant and Industry 
	Late May / Early June 2020

	8
	Post online component of public engagement session content
	Replicate session content and questions online, post a closing date and outline how input will be used.
	Consultant
	Following engagement session – or – in place of in-person sessions

	9
	Distribute information to community hubs for local access
	Send engagement session content, relevant reports and tools to provide input to community-based locations so that those who do not have internet can access materials, or materials can be circulated electronically to distribution lists of different organizations.
	County
	May 2020

	10
	Respond to ongoing stakeholder inquiries
	Stakeholders may submit questions and comments throughout the process via email and/or phone. Timely responses and tracking will be required.
	County
	Ongoing



PHASE 4: Report and Recommendation
The objective of Phase 4 is to analyze all public engagement findings and develop a final report. This report will be used to communicate project progression to internal Primary Stakeholders and will eventually inform the final recommendation report. 
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	Engagement Consolidation 
	Prepare report with consultation results, and best practice recommendations / impacts / bylaw amendment requirements 
	Consultant with support from County
	Early June 2020 

	2
	TRIP (tbd): Draft Report Review with Oversight Committee 
	Presentation of report to Administration. Changes as required to follow. 
	Consultant 
	June 2020 

	3
	Distribute What We Heard report 
	Post to project webpage/website, send by email to subscribers etc.
	Consultant
	June 2020

	4
	TRIP (tbd): Council Final Report Consideration and Direction 
	Consultant presentation of report to Council, Council direction to Administration. 
	Consultant with Council 
	June 2020 / N/A

	5
	Detailed Bylaw Amendments 
	Draft amended bylaw based on public consultation. 
	County 
	June – July 2020

	5a
	Feedback on detailed bylaw amendments
	Solicit for public feedback.
	County w/ consultant support/feedback
	Late July 2020

	6
	Develop materials to support stakeholder engagement sessions 
	Materials will be used to facilitate discussion and encourage note taking/ feedback. Materials may include workbooks, feedback forms, presentation etc.
	County led, support and review from Consultant
	July 2020

	7
	Develop content and strategy to replicate engagement session content online
	Information shared and questions asked to be posted online to allow stakeholders who are unable to attend sessions to participate effectively.
	County led, support and review from Consultant
	Late July 2020

	8
	Develop event plan to inform meetings (tbd)
	Includes schedule, roles/responsibilities, materials etc. to keep team aligned and organized.
	County
	Late July 2020

	9
	TRIP (tbd) Stakeholder Engagement Sessions
	Two stakeholder engagement sessions to inform community of recommendation report, respond to questions and outline next steps. The format is likely to be traditional drop-in information sessions with display boards and comment forms. 
	Consultant and industry
	Late July 2020

	10
	Post online component of public engagement session content
	Replicate session content and questions online, post a closing date and outline how input will be used.
	Consultant
	[bookmark: _Hlk38407773]Late July 2020









PHASE 5: Final Consideration and Public Hearings
The objective of Phase 5 is to prepare and participate in Sturgeon County’s Public Hearing process. 
	Task
	Deliverables and Tasks
	Task Description
	Responsibility
	Deadline

	1
	TRIP (tbd): Council Consideration of Bylaws / First Reading 
	Draft bylaws brought forward for first reading and public hearing. Consultant will take the lead for public hearing as well as all readings of the amending bylaw(s) 
	Consultant 
	July 14, 2020

	1a
	TRIP (tbd): Council Consideration of Bylaws / Public Hearings 
	Draft bylaws brought forward for public hearing. Consultant will take the lead for public hearing as well as 2/3 readings of the amending bylaw(s).
	Consultant 
	August 25, 2020

	2
	TRIP (tbd): Council Consideration of Final Bylaw Readings 
	Draft bylaws brought forward for second and third reading, if approved. 
	County with consultant 
	September 8, 2020

	3
	Other measures
	Review of potential other uses for CAP fees (enforcement officer to monitor dust, noise, etc.), likely through a committee model 

	County and standing committee(s) 

	Ongoing




COMMUNICATIONS & ENGAGEMENT STRATEGY (4C):
STEP 1: Launch promotions and webpage to educate/generate awareness and invite participation
· Purpose announce project, identify objectives (frame the discussion – value of aggregate), outline ways to get involved, share webpage link, invite public to complete survey, invite people to sign up for hard copy mailings, share contact information etc.
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), temporary street signs in prominent locations, community posters (if possible), online contests to generate excitement etc.
· Note: tactic(s) used to generate feedback online to be determined (survey, webinar, audio guide etc.). 
· Anticipated timing: Early to mid-May 2020

STEP 2: Distribute mailing to entire County to educate/generate awareness and invite participation
· Purpose: announce project, identify objectives (frame the discussion – value of aggregate), outline ways to get involved, share webpage link and contact information, invite stakeholders to participate via hard copy and ask them to get in touch if they wish to receive paper copies of future engagement materials going forward.
· Tactic: general mailing to County residents which includes a return envelope for those that wish to receive future hard copies.
· Anticipated timing: Early to mid-May 2020

STEP 3: Close survey, compile engagement results, develop What We Heard Summary 
· Anticipated timing: Early June 2020

STEP 4: Launch second round of communications focused on engagement summary and next steps
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Mid-June 2020

STEP 5: Send update by mail to those that requested hard copy materials
· Anticipated timing: Mid-June
STEP 6: Launch third round of communications focused on near-final bylaw recommendation, invite questions and comments, no specific questions asked
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: July 2020

STEP 7: Send update by mail to those that requested hard copy materials
· Anticipated timing: July 2020
STEP 8: Share bylaw recommendations to Council for first reading, listen to and note stakeholder comments and questions from engagement
· Anticipated timing: July 14, 2020
STEP 9: Promote public hearing date (Aug. 25)
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Late July – Early August 2020
STEP 10: Share final bylaw recommendations to Council at Public Hearing
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: August 25, 2020
STEP 11: Promote second/third readings and revised bylaw date
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: Late August – early September 2020
STEP 12: Share final bylaw recommendations to Council for second and third reading 
· Tactics: social media posts, social media ads, newspaper ads, communications to community hubs (they can post on their platforms), webpage update, temporary street signs in prominent locations, community posters (if possible) etc.
· Anticipated timing: September 8, 2020
FINAL STEPS: Closing communications
· Share final amendments and bylaw once complete.
· Anticipated timing: September 2020
