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[bookmark: _Toc138235046]Engagement and communications in the APVMA
In the Australian Pesticides and Veterinary Medicines Authority (APVMA), staff at every level engage with people and organisations who have an interest in our regulatory role and responsibilities, and who are connected to our purpose.
2	APVMA Engagement and Communications Strategy for the period 2023–25
The quality of our relationships with these stakeholders will impact on our ability to deliver on our vision to be a global leader in agricultural and veterinary chemicals regulation for the benefit of Australia.
[bookmark: _Toc138235047]Purpose of the Strategy
The Engagement and Communications Strategy (the Strategy) outlines the principles for engagement and communication to be embedded across the APVMA to facilitate the establishment of consistent, open and respectful relationships with stakeholders.
	Purpose of the Strategy	III
The Strategy and guiding principles will allow the APVMA to articulate the standards that underpin effective engagement and communications and will consolidate and improve existing practice.
[bookmark: _Toc138235048]Principles for engagement and participation
The APVMA has adopted the 3 principles outlined in the APS Framework for Engagement and Participation. The principles will set the standard for the APVMA to build consistent, open and respectful relationships with stakeholders to achieve our purpose.
	Listen
	Be genuine
	Be open

	We understand there is expertise in the public that can help design and deliver outcomes and we are committed to listening more than telling.
We will engage the right people as early in our processes as we can.
We will try to remember what has gone before and not keep asking the same questions – relevant data from engagements will be shared and re-used appropriately.
In the act of listening, we will strive to ensure diversity will be represented and the voices of hard-to-reach or marginalised people will be sought.
	We will be clear on our objectives and choose ways to engage that are fit for purpose.
We will value people’s time.
We will be accessible, creating the time and space for people to engage, and when possible, we will engage in real time.
We will articulate the value we see in working together.
When we engage people, we will provide feedback that closes the loop.
	We will be clear about what we are trying to achieve, the scope of our challenge and the potential for people to influence outcomes.
We will use simple language.
We will be open about our limitations and constraints.
We will tell people what we are doing, the context in which it is occurring, and where their input and information is going.
We will ensure we use a range of modes to communicate with the public (e.g., face to face, phone, website, etc.).
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Effective engagement and communication depend on an understanding of why we engage with particular stakeholders. A systematic approach to engagements and communications will enable staff to engage with the right people to achieve our objectives and demonstrate the benefits of the work we are undertaking.
	Phase
	Analysis and design
	Planning and development
	Testing and implementation
	Closure and handover
	Support and maintenance

	Description
	Define the fundamentals: what is the problem that needs solving? Who will be involved? What will be done?
	Define the scope of the activity and develop a detailed plan to ensure the objectives of the activity are achieved
	Coordinate resources to carry out the required tasks to achieve the purpose and objectives of the activity
	Compare progress against the purpose, scope, objectives and evaluate the success
	Support staff post-implementation and/or adjust the deliverables if issues are identified.

	Examples of tasks
	Plan who will be impacted by the outcomes – internal and external
Examine the benefits and objectives and define what expertise is needed to achieve each
Develop methodology for selecting and categorising stakeholders
Create initial view of the stakeholder list
	Map stakeholders into levels of interest and involvement
Plan milestones and deliverables
Develop a plan for receiving and actioning feedback
Establish governance structure
Identify risks to the engagement
	Revise the plan if needed – build in delays and action feedback
Review the objectives and benefits and ensure internal and stakeholders have been included in the process
Adjust and refine engagement and communications based on feedback
	Communicate the outcomes and next steps
Respond to feedback accordingly and close the loop with stakeholders on how their feedback was used
Document lessons learned
Celebrate the successes
	Monitor and evaluate engagement and communication activity
Establish training and support requirements
Use feedback as input into future activities

	Talk to the Stakeholder Engagement and Communication teams


[bookmark: _Toc138235050]Levels of engagement and communications
How the APVMA engages with stakeholders will depend on the complexity of the problem, what is in scope for influence, what has already been decided, and who will be involved in delivering the solution. The APS Framework for Engagement and Participation defines ways public servants can engage. Each of the levels of engagement has its own merit and is not intended to imply that one way of engaging is better than another. When planning your engagements, consider which of these ways will best engage the expertise needed to solve the problem at hand, given current constraints.
	Share
	Consult
	Deliberate
	Collaborate

	When to share information:
The problem is simple and known
A solution has already been decided
The solution will be implemented by the APVMA
	When to consult:
The problem is not overly complex, but neither is it simple
The APVMA wants feedback on a proposed course of action, or a few solutions are being considered and stakeholders views will be considered in deciding which solution to implement
Ultimately, the APVMA will weigh up the pros and cons of each solution, and take responsibility for implementing the solution
	When to deliberate:
The problem is complicated or complex
For help in framing what the problem is and what the issues are, or if there is a need to establish a shared understanding
When a consultative process where the APVMA deliberates on the issues alone will create winners or losers
The APVMA and stakeholders work together to frame the problem and identify any issues and develop solutions, but the APVMA is responsible for implementation and delivery
	When to collaborate:
The problem is complex
Stakeholders’ help is needed in coming up with a solution
The APVMA and stakeholders need to pool resources and align effort because no one person or organisation can solve the problem alone

	Methods to use:
Website publication
Presentations to stakeholders
Blogposts
Gazette
News update
	Methods to use:
Meetings with stakeholders
Public or staff consultation
Gazette
Online submission form or survey
	Methods to use:
Expert advisory group
Workshop
Working group
	Methods to use:
Expert advisory group
Workshop
Working group
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[bookmark: _Toc138235051]Challenges for effective engagement and communications
Staff are often faced with challenges when approaching engagement and communications activities. To prepare for common challenges, staff should consider how the potential challenge may impact the objectives and outcomes and implement mitigation methods.
	Potential challenge
	Method for mitigation

	Unclear purpose or objectives
	If the purpose and objectives of the engagement are poorly defined, all the activities that follow will be affected, including the identification of stakeholders, determining the methods of engagement and communication to be used, and managing stakeholder expectations. There is a variety of tools and resources online to assist with collaboratively drilling down to understand the root cause and to clearly articulate the purpose and objectives of the problem you are looking to solve (e.g. 5Y, SMART Goals etc.).

	Differing views of stakeholders
	Stakeholders can sometimes have different levels of skills, knowledge and experience in engaging with government and/or the scientific community. This can affect their ability to fully participate in an activity, as well as the quality of the information they provide. You may need to work with some stakeholders to build their understanding of the purpose and objectives of the activity or offer modified or different models of engagement.

	Resourcing
	Effective stakeholder engagement and communications requires time, planning and a specific skill set, plus different tools to allow for innovative facilitation. The absence of the right skills, time and tools can hinder collaboration and make it hard to identify issues and opportunities. This can result in damaged relationships between the APVMA and stakeholders, and poor-quality advice and information. During the planning stages, identify skills available and skills required at subsequent stages. Explore options to develop skills, pool resources and/or engage external expertise.

	Unfocused dialogue
	Stakeholder engagement can cover a range of issues that are important to stakeholders but may be less important to the initiative. If this happens, it can distract from obtaining relevant input. The engagement and communications plan should be clear on what issues are relevant and how to manage and respond to any ad hoc issues that are raised. Responding to ad hoc issues thoughtfully is important. For example, there may be another area in the APVMA where those issues could be considered further.

	Failure to review and evaluate
	Without robust review and evaluation, it is difficult to know if the approach is working and whether changes are needed. Failure to review and evaluate also reduces the ability to learn from and improve engagement and communications. The engagement and communications plan should include review points throughout the design and implementation, with flexibility to adjust the approach if needed.
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[bookmark: _Toc138235052]Strategies for success
· Commit to action
· Manage time and resources
· Map your stakeholders and get the right stakeholders to the table
· Agree on the rules for engagement
· Plan the engagement and manage expectations
· Use a mixed or fit-for-purpose approach
· Use consistent and appropriate messages
· Act with transparency and accountability
· Learn from others
· Use the information you collect
· Be focused and flexible
· Listen and be respectful
· Maintain the right to disagree
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· Don’t expect to change the world overnight
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Agvet industry/regulated community, including individual companies and representative bodies
Government and regulatory partners, both domestic and international
Professional, agricultural and primary producers and representative bodies
Scientific community
Community and consumers
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