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Executive Summary

Assessing the social impact of a project reveals what the project needs to navigate: all the twists and turns,
cul-de-sacs, pot holes, wrongs turns, dead-ends, obstacles to be overcome, and all the rules and regulations
that can both clear the way or block the road.

It lays out the landscape you have to understand before you set out to negotiate a way through what can be
a maze of support or conflicting interests, community expectations and aspirations, and complex legislative
and/or regulatory pathways.

It seeks to reveal the character of the communities that your organisation and your project will become part
of. It catalogues the key issues and the key people that will be part of the journey.

And it outlines how any a project can affect people and communities in many different ways, positively and
otherwise.

Some will see economic benefit in the Transformer project, while others will see a potential change or threat
to their way of life. Some will be worry about the impact on the environment while others will see a brighter
future. Unity of purpose is the desired outcome to the greatest level possible. It is a simple fact that in all
new developments and projects within communities there will be ardent supporters and trenchant critics
and they will all need to be engaged.

Combined with the stakeholder register and demographic profile, the social impact assessment identifies
alliances and opponents. It will mean regular and deep and ongoing engagement with both.

What a social impact assessment does, however, is identify the greatest opportunities for success — where
the community’s needs and the project’s ambitions align, and the individuals and groups who can support
the proposal.

Then assessment helps predict and manage the potential positive and negative impacts on individuals,
groups and communities of your project. It also helps to develop the stakeholder engagement and ongoing
management in conjunction with important messaging for particular stakeholder groups.
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Introduction

Transformer, a new site-specific commission by American artist Doug Aitken, is a permanent, large-scale,
interactive art pavilion with a reflective interior, creating a lens consisting of angles and facets, a
kaleidoscope that interacts with the landscape over the changing seasons.

Focusing on the sky and the surrounding landscape, the pavilion’s exterior physicality falls away once
entered, reflecting the surrounding environment and drawing the viewer into a never-ending kaleidoscope of
light and reflection.

Transformer is part of Project X, an initiative designed to deliver world-leading, sensitive, low-impact
commercial tourism activity within Tasmania’s national parks and state reserves, that respects and elevates
the environmental and cultural significance of these areas.

This major new permanent artwork will be located on State-owned land at Ida Bay (The Ida Bay State
Reserve) in southern Tasmania. The artwork will be supported by a quality locally-designed and accessible
visitor’s centre.

Who has a stake in the Transformer project?

A stakeholder for this project has been defined as a person or organisation who impacts or is impacted by the
Transformer project.

These stakeholders are then further classified based on their level of influence and/or interest. The
stakeholder register provides a detailed assessment and categorisation of the project stakeholders.

In all projects and change in communities there will be consequences, intended and unintended. Careful
navigation, consultation and engagement will identify both, and where your energies will need to be directed
in negotiating a successful outcome that delivers a community dividend across a range of social, economic
and environmental factors.

This report outlines a number of well-defined characteristics of the Huon Valley that will come into play as
you engage with the community — its council is very strong on community consultation, there is a robust
environmental lobby, a vibrant arts community, its agriculture-based economic is now more diverse,
innovative and influential, and land-use questions are a constant theme.

Our analysis of stakeholders, and the community profile, shows that Dark Lab has several sets of key
stakeholders it must deal with through various levels of engagement.

e Two organisations with a direct, vested interest in the Ida Bay site on which Transformer will be
constructed.


https://www.dougaitkenworkshop.com/
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The Huon Valley Council.

e Tourism organisations.

e Arts groups.

e Environmental groups.

The two with a vested interest — Sustainable Timber Tasmania and the Ida Bay Railway Preservation Society —
have a narrow focus on how Transformer will impact on their operations and what it means directly to their
current plans or “way of life” . The relationship with them is vital to the success of the project.

The Huon Valley Council has a strong commitment to community consultation and will play a vital role in
communication through its statutory obligations as a planning authority and as a forum for community
debate.

Tourism organisations, while generally supportive of all that MONA and Dark Lab have done, will need to
take account of concerns about increased visitor numbers and the impact on the region’s natural resources —
a key attractor — the pressure on infrastructure and the what impact development might have on the way of
life for people in the region.

Arts groups are a growing and vibrant part of the region’s culture and economy and would be expected to be
supportive of Transformer. However, many people within that cohort also take a strong position on
protection of the environment.

Environmental groups have a long history of activism in the region through forestry protests and, more
recently, campaigns targeting aquaculture.

A vital part of the engagement strategy will be identifying individuals within these groups who will champion
the Transformer project. People and organisations to be engaged, are outlined in the detailed stakeholder
register which is a separate, stand-alone document. The stakeholder register will be used throughout the
project life as stakeholders, their needs and the Dark Lab engagement with them evolves.
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Purpose and objectives of stakeholder engagement and management

When stakeholder engagement is done well it is like a savings fund, the value adds up over time and acts as a
cushion should an issue emerge as a project moves through the range of stages.

Organisations that are more aware of stakeholder interests and impacts are more likely to avoid crises
because they are better able to anticipate risks and opportunities. When there is an issue that is likely to
impact, the trust and support that has been created in the early engagement stages can pay dividend.

Building trust and legitimacy for the project are key credentials in gaining broad community support for the
Transformer project. Engaging with the local community and key stakeholders within the community is a
critical step in identifying common goals, values, interests and understanding any impacts or concerns for any
project.

Dark Lab has engaged with stakeholders from the earliest stages, and this plan builds on the scale and scope
of engagement to through the Development Application approval processes, through to construction and
beyond. Once the project is completed and Transformer is operational, the longer term ongoing
relationships with the community will also require some general engagement and management.

The stakeholder engagement and consultation approach has been developed in line with a framework
developed by 3P Advisory, based on the best practice principles of understanding a social licence to operate.

This can be used to inform the project narrative and key messages at a local level and provide the basis for
the information to the local community that will sit alongside of the technical details of the project.

The four pillars of the framework are:

Economic legitimacy: The perception that the project and/or organisation delivers a benefit to the
Tasmanian community and in particular to the region where the project will be based, in this case the Huon
Valley in Southern Tasmania.

Socio-political legitimacy: The perception that the proponents and their project contribute to the wellbeing
of the region, respect the local way of life, meet society’s expectations about their role and act according to
stakeholder views of fairness and equity.

Institutionalised trust: That the project proponent, Dark Lab, and stakeholders have a relationship based on
an understanding of, and regard for, their mutual interests.

Interactional trust: The perception that the proponents, through their management teams, listen, respond,
keep promises and engage in mutual dialogue in an open, reciprocal and transparent way.

The overarching approach is:
Avoid harm where possible
Think local

Contribute to solutions
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This framework and overarching approach ensures Dark Lab are undertaking a transparent process for
informing all stakeholders equally and fairly throughout all stages of the project, establishing a culture at a
local level of your organisations of continuous listening, and building the capacity to respond to changes in
community attitude and perceptions of the project.

Information for all stakeholders needs to be accessible, relevant, timely, easy to understand and have the
capacity to lead interested parties to information that delivers a deeper understanding of the project. All this
should be under an umbrella of transparency and with a mechanism to swiftly deal with inquiries.

Stakeholder mapping

Mapping is an important step to understanding who your key stakeholders are, where they come from, and
what their relationship is to the Dark Lab Transformer project.

The mapping process identifies the stakeholders, analyses their influence, interest and impact and is used to
inform the type of engagement methods that would apply to them.

3P Advisory has scoped out a comprehensive mapping process to ensure the community engagement and
consultation approach is the most relevant for this community. A detailed scan through the lens of “local”
has been undertaken and this has been used to create Transformer project stakeholder register.

The register establishes and documents:

e Stakeholder group

e Individual or sub-groups

e Stakeholder contact name (where possible)
e Stakeholder relationship responsibility — who at Dark Lab will manage this stakeholder?
e Estimated level of influence

e Estimated level of interest

e Advocacy status:

Unknown

Opponent

Blocker

Indifferent/interested

Follower

Advocate

O O 0O O O O

e Desired advocacy status

e Date of most recent communications
e Key interests, needs or issues

e How they are impacted

e Engagement type/process
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The register also provides a tool for the ongoing mapping and recording of engagement and communications.

The broad scale consultation and stakeholder engagement in the would be undertaken over a 4-6 week
period (depending on availability of key stakeholders).

Specific high influence/impact stakeholders, interest groups and those identified as having lower level
influence and interest from the stakeholder analysis will be included with a range of specific engagement
strategies.

This has been designed in phases that align with project milestones and are adaptable depending on the
changing needs of the project as it moves through the stages of approval, construction and establishment.

How to engage

It is not practical or necessary to engage all stakeholder groups with the same level of intensity, using the
same approach. It is also important to be highly selective in choosing stakeholders for ongoing consultation
and collaboration.

Being strategic and clear about who you are engaging with—and why—can help save both time and money.
Even more important, it will help you manage expectations. When stakeholder groups are consulted and
then express opinions, only to find no action taken, this can significantly undermine the perceived value of
the exercise and negatively impact trust and reputation.

In general, engagement is directly proportional to impact and influence, and as the extent of impact of a
project on a stakeholder group increases, or the extent of influence of a particular stakeholder on a project
increases, engagement with that particular stakeholder group should intensify and deepen in terms of the
frequency and the intensity of the engagement method used.

Dark Lab will require a mixed methodology for engagement with key stakeholders and the wider community
with options including:

e Community information sessions

e Formal meetings with small groups
One-on-one briefings

E-Mailing list mail-outs

e Letterbox drop

e Door-knocking the most near-by neighbours

This report makes recommendations to inform the ongoing work of Dark Lab and the Transformer project in
the community and also inform the core need and elements of any ongoing engagement and management.
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Schedule and methods for engagement

It also needs to be based on the “negotiables” and “not-negotiables” so the methods of consultation don’t
unintentionally raise expectations etc.

The schedule of engagement is developed to align with the key project milestones and stages of

engagement.
Stage Purpose Status/scheduled
Project announcement Announce the project to public completed
and key stakeholders
Pre — Development Application Introduce the project and the commenced

submission/approval

processes

Identify potential impacts &
issues

Project RAA is submitted

Keep impacted stakeholders and
decision makers informed on
progress

1%t week of December — see
Attachment A.

Project DA is submitted

Keep impacted stakeholders and
decision makers informed on
progress

Mid- December — see Attachment
A

Project RAA & DA approved and
construction commenced

Inform key stakeholders that the
project is approved and provide
information and timelines on
construction/completion

Dependent on DA & RAA
approval
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Stakeholder management

The stakeholders for this project are highly segmented and the level of engagement varies according to the
impact they perceive the project will have. The key messages therefore need to be nuanced to each

stakeholder group.

Key messages for stakeholders by cohort have been developed at an initial level. This will need to be
adapted as the project commences and evolves.

Stakeholder

Key messages

Aboriginal We recognise and acknowledge Transformer will be on Aboriginal land and we
are open to understanding and moving to deeper levels of reconciliation for it to
be built in the spirit which will require it to be a success.

Working with our Aboriginal leaders and community we want to ensure this land
and the rich history and culture of Aboriginal Tasmanians will be at the core of
the way our work in the Huon Valley progresses.

Business By establishing Transformer in Ida Bay, we bring thousands of visitors into the

Huon Valley, boosting the vibrancy and its economic potential. Local businesses
can expect to prosper through increased visitor spend and this installation in the
Huon Valley adds to the overall appeal to locals and visitors alike.

We will work in partnership with the Huon Valley Council to ensure our
development plans are complementary and that Transformer adds to the
region’s physical, social and economic fabric.

The project will create 28 jobs. We prioritise Tasmanian and local companies as
our kjey suppliers during construction and ongoing operations.

Community groups

Transformer will be open and accessible no matter who you are or where you
come from. Where possible, its facilities will be shared with the community,
enriching the lives of all who live and work in the Huon Valley.

By bringing more people into the Huon Valley through arts and culture, we will
increase its vibrancy and diversity of your community. We will work in
partnership with the Huon Valley Council and state government to ensure that
our development plans are complementary to the local way of life.

10
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Culture & Arts org

Project X and Transformer will build on the already vibrant culture and arts
industry. It will attract a broader audience of art lovers to the region and appeal
to the existing family market of Tasmanians and locals alike. It will add the Huon
Valley to the international arts map and make it a sought after destination.

Environmental groups

DarkLab is working with an environmental consultant (North Barker Ecosystem
Services) to assess mitigate any negative environmental impact and will work
closely with the construction contractor to develop a full construction
environmental management plan.

Government

By establishing Transformer in Ida Bay, we bring thousands of visitors into the
Huon Valley, boosting the vibrancy and its economic potential. Local businesses
can expect to prosper through increased visitor spend and this installation in the
Huon Valley adds to the overall appeal to locals and visitors alike.

We will work in partnership with the Huon Valley Council to ensure our
development plans are complementary and that Transformer adds to the
region’s physical, social and economic fabric.

Huon Valley residents

Our Transformer project respects and adds to the visual and social amenity and
by bringing sympathetic and sustainable architecture to the area, and creating
shared and green spaces for all.

DarkLab will work together with the Huon Valley Council to ensure our plans are
complementary and include ways to ensure the local way of life is understood
and considered in all we do. By increasing the cultural, social and economic
diversity of the region, we can ensure local people can share in prosperity many
Tasmanians have seen in recent years.

Neighbouring

We will work in partnership with you, as well as with the Huon Valley Council and

residents state government, to ensure that our development plans are complementary,
and that we address common issues of importance.
Peak Bodies By establishing Transformer in Ida Bay, we bring thousands of visitors into the

Huon Valley, boosting the vibrancy and its economic potential. Local businesses
can expect to prosper through increased visitor spend and this installation in the
Huon Valley adds to the overall appeal to locals and visitors alike.

We will work in partnership with the Huon Valley Council to ensure our
development plans are complementary and that Transformer adds to the
region’s physical, social and economic fabric.

11
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Tourism operators & By establishing Transformer in Ida Bay, we bring thousands of visitors into the
organisations Huon Valley, boosting the vibrancy and its economic potential. Local businesses
can expect to prosper through increased visitor spend and this installation in the
Huon Valley adds to the overall appeal to locals and visitors alike.

We will work in partnership with the Huon Valley Council to ensure our
development plans are complementary and that Transformer adds to the
region’s physical, social and economic fabric.

At the conclusion of the initial engagement and consultation processes Dark Lab can move to an ongoing
engagement, monitoring and assessment-of-need role.

This can be assessed based on the outcomes of the engagement process.

The Stakeholder Register provides the information to guide the stakeholder management stage by using the
following four stakeholder management categories:

Satisfy

Manage closely
Monitor

Keep informed

PwNPRE

12
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Attachment A — Lodgement of RAA & DA engagement plan

RAA & DA submission Schedule of engagement and key messages for lodgement of RAA & DA

1 week out from lodgement:

Stakeholder Group

Method of contact

Key messages

Neighbouring residents

Door knock and/or
phone call

We are excited to let you know we are proceeding to
the next stage by submitting the RAA (and/or DA).

We will work in partnership with you, as well as with
the Huon Valley Council and state government, to
ensure that our development plans are
complementary, and that we address common issues
of importance.

Key decision makers:

Tony Mayell —
Premiers
Tourism advisor
Mayor Bec
Enders (for the
RAA)

Chief of Staff to
Minister
Jaensch —
Anthony Reid
(0439845267)
Senator Jono
Duniam

Jason Jacobi,
Parks

Tim Baker,
DPIWE

John Fitzgerald
— Tourism Tas

Phone call

We are excited to let you know we are proceeding to
the next stage by submitting the RAA (and/or DA).

There may be some media attention to this next step
and we know you are a great supporter of the
development.

By establishing Transformer in Ida Bay, we bring
thousands of visitors into the Huon Valley, boosting
the vibrancy and its economic potential. Local
businesses can expect to prosper through increased
visitor spend and this installation in the Huon Valley
adds to the overall appeal to locals and visitors alike.

We will work in partnership with the Huon Valley
Council to ensure our development plans are
complementary and that Transformer adds to the
region’s physical, social and economic fabric.

13
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“champions” Emalil We are excited to proceed to the next stage by
“supporters” submitting the RAA and/or DA. We wanted to let you

Stakeholder register
categories

e Tourism
e Business
community

know as you are an important partner of ours in this
community. There may be some media attention to
this next step and we know you are a great supporter
of the development.

By establishing Transformer in Ida Bay, we bring
thousands of visitors into the Huon Valley, boosting
the vibrancy and its economic potential. Local
businesses can expect to prosper through increased
visitor spend and this installation in the Huon Valley
adds to the overall appeal to locals and visitors alike.

We will work in partnership with the Huon Valley
Council to ensure our development plans are
complementary and that Transformer adds to the
region’s physical, social and economic fabric.

Media

General email media
release on the day of
submission

We are excited to advise that today we lodged the RAA
to proceed to the next stage of this important
development.

Please let us know if you have any questions —
attached is our Fact Sheet/FAQ.

By establishing Transformer in Ida Bay, we bring
thousands of visitors into the Huon Valley, boosting
the vibrancy and its economic potential. Local
businesses can expect to prosper through increased
visitor spend and this installation in the Huon Valley
adds to the overall appeal to locals and visitors alike.

We will work in partnership with the Huon Valley
Council to ensure our development plans are
complementary and that Transformer adds to the
region’s physical, social and economic fabric.

14
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110 MURRAY STREET DL-1
Wi DARKLAB
DARKLAB.NET.AU

ANNOUNCING THE
MAJOR ART INSTALLATION:
TRANSFORMER

DECEMBER 2020 Dear Resident,

DarkLab is pleased to announce that the major art
installation Transformer, commissioned as part of Project X,
will soon be submitted to the Huon Valley Council to seek
development approval.

The artwork is a federal and state government initiative
funded as part of Project X, with the support of DarkLab Pty Ltd,
a company owned by David Walsh.

Project X is a response to the need for economic and
tourism stimulation within the Huon Valley following the effects
of the 2019 bushfires, and then COVID-19.

The new site-specific commission Transformer by American
artist Doug Aitken is a permanent, interactive art pavilion
with a reflective interior, creating a kaleidoscopic perspective
of the surrounding landscape.

The art installation will be located toward the western
edge of the Ida Bay State reserve at 328 Lune River Road, Ida Bay.
Related visitor services infrastructure will be developed
within the Ida Bay Railway precinct to facilitate the operation
of the art installation whilst acknowledging the historic
significance of the location.

The project will:

+ Complement the surrounding businesses and nearby tourist
attractions and expand the existing tourism offerings
in the region giving visitors more reasons to spend longer
in Southern Tasmania,

+ Deliver world-leading, sensitive, low-impact commercial
tourism activity within Tasmania’s national parks and state
reserves, that respects and elevates the environmental
and cultural significance of these areas.

An Information Pack on the artwork is attached for
your reference. For inquiries about the project please contact
us at info@project-x.net.au

Joel Lipson
Head of Operations
DarkLab



Transformer
by Doug Aitken







