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The IAP2 Foundations in Public Participation

Beginning in 1992, IAP2 has offered diverse, high quality training for pub-
lic participation professionals in conjunction with its annual conference.
In response to a growing demand from the public participation commu-
nity, IAP2 developed the IAP2 Foundations in Public Participation for
beginning through advanced professionals. This five-day set of courses
has been offered since 1999. The program offers a broad-based learning
experience covering the foundations of public participation and provides
useful and effective tools that professionals around the world can use to
implement customized and effective programs.

The courses are:
o Planning for Effective Public Participation:' three days
+ Techniques for Effective Public Participation: two days

Upon completion of both courses, participants are awarded a Certificate
in Public Participation from IAP2. Courses are offered periodically by
licensed trainers worldwide; visit IAP2’s website for dates and loca-
tions. Contact IAP2 to discuss training for groups of 15 or more.

Professional Development Series Courses
on Advanced Topics

You can benefit from additional IAP2-sponsored classes that comple-
ment and supplement IAP2’s Foundations Program and meet the need
for continuing professional development. IAP2 works with senior pro-
fessionals and trainers to identify courses that meet our quality standards
and provide professionals with the depth and breadth of knowledge nec-
essary to develop effective public participation programs.

Contact IAP2 for more information about the Emotion, Outrage and
Public Participation course or to propose a course for the Professional
Development Series.

' Planning for Effective Public Participation is a prerequisite for the Technigues course.
'3 p prereq 4q

ooooooooooooooooooooooooooooooooooooooo

For More
Information

Opportunities exist

for experienced
professionals to

become IAP2 trainers.

Visit www.iap2.org or

email iap2hg@iap2.org

for more information

about IAP2 training and
trainer licensing. ;

---------------------------------------
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Copyright 2000, 2003, 2005, 2007, 2015. The materials in this manual
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programs. Please do not reproduce these materials to conduct fee-for-
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make every effort to be fair in the use of these materials, but please ask
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Materials, posted on IAP2.org.
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COURSE GOALS AND AGENDA

Course Goals

At the conclusion of this course, decision makers will have learned:
 How public participation ties into their decision-making processes
« When and why to have the public participate in their decisions

« The decision maker’s unique role and commitment

« Key concepts that must be considered to be effective when
involving others

Agenda
« What is public participation?

« Why involve the public? What are the risks, benefits, and costs
associated with public participation?

« When wouldn’t you involve the public?
« Critical components and considerations for effective
public participation:
— Clarify the decision and decision-making process
— Develop a full understanding of who needs to be involved
— Define the appropriate level of public participation
— Embrace the core values of public participation

— Design your public participation process, reflecting values
and resources

— Evaluate and adapt, continuously

+ Roles and commitments
o Summary and evaluation

The core content and learning outcomes of Public Participation for
Decision Makers are addressed in all sessions of the course; however,
examples provided may vary depending on the personal experiences of
the trainer delivering the session, and the collective, specific needs and

interests o

I intemationa! association e . .
for public participation A tereationaa becdoration 2o Ak it reveread i



What, Why and How to Involve Others in Your Decisions l
e S e R e = i 2 2

Public Partcipation for Decision Makers

WHAT IS PUBLIC PARTICIPATION

IAP2 views public participation as any process that
involves the public in problem solving or decision
making and uses public input to make decisions.

While there is an element of dispute resolution in all
public participation, the essence of public participa-
tion is to begin a participatory process before dis-
putes arise. Public participation includes all aspects
of identifying problems, developing alternatives,
and making decisions.

Public participation uses tools and techniques that
are common to a number of dispute resolution and
communication fields.

Public participation includes a range of levels of
public impact or involvement on a project or deci-
sion. Different levels of participation reflect differ-
ent objectives and carry different promises to the
public. Different public participation approaches
and tools contribute to the varying levels of impact.

Who Do We Mean by ‘the Public’?

Publie participation does NOT
mean giving away control or
authority. It DOES mean being
transparent and honest as well
as thinking about what will help
you make decisions — well before
vou have to make the decision

or even begin to ask for input.

- |1AP2

When we speak about the “public” in public participation, we mean any groups and indi-
viduals that are affected by or interested in your decision or project. This might include
government agencies, businesses, associations, nonprofit organizations, interest groups,
elected officials, indigenous peoples, community groups, single individuals, and people
or groups within your own organization. Different individuals or groups may have differ-

ent levels of interest and involvement.

" &
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IAP2’S PUBLIC PARTICIPATION SPECTRUM

INCREASING IMPACT ON THE DECISION
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PROMISE TO THE PUBLIC

INFORM

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

We will keep
you informed.

CONSULT

To obtain public
feedback

on analysis,
alternatives and/
or decisions.

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

INVOLVE

To work directly
with the public
throughout

the process

to ensure that
public concerns
and aspirations
are consistently
understood and
considered.

We will work
with you to
ensure that
your concems
and aspirations
are directly
reflected in the
alternatives
developed
and provide
feedback on

how public input

influenced the
decision.

COLLABORATE

To partner with
the public in
each aspect

of the decision
including the
development of
alternatives and
the identification
of the preferred
solution.

We will work
together with
you to formu-
late solutions
and incorporate
your advice and
recommenda-
tions into the
decisions to the
maximum extent
possible,

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

We will
implement what
you decide.

B (ENEVES|
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WHY OR \\WHY NOT INVOLVE THE PUBLIC?

Why Involve the Public?

WHAT ARE THE BENEFITS OF INVOLVING THE PUBLIC?
There are four reasons you might be motivated to involve the public:
1. It is required.

2. You are frustrated or even desperate.

3. You believe there is some value.

4. You will get some advantage from doing so.

Reason No. 1 to Involve the Public:
It is Required

Many programs, laws, and rules require some level of public partici-
pation. These are the bare minimum requirements to have a legally
defensible process. If you do not meet these requirements, project
proponents can have your decision stopped or at least delay its imple-
mentation. This often results in significant additional work, expense,
and delay.

Rarely are these requirements written to provide maximum benefit
for the decision, the decision-maker, or the stakeholders. A law may
require a public hearing, but that does NOT mean you can or should
ONLY hold a public hearing. The other benefits of public participa-
tion may dictate a more thorough public process.

2

-
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Reason No. 2 to Involve the Public:
1 are Frustrated or Even Desperate

Oftentimes decision makers try to move forward with an initiative only
to have it blocked - blocked by angry citizens, protestors, legislators,
courts, or in some other way. Decision makers become frustrated by an
inability to “get things done.” Perhaps you've had this experience.

Without good public participation, your process will more likely become
entangled in legal and political quagmires. Lawsuits about lack of due pro-
cess, legislative interventions, and other such strategies are signs that indi-
viduals or organizations were dissatisfied with the decision-making process.

Sometimes known as “the veto,” concerned individuals and groups have
many available tools and the increasing knowledge and sophistication to
slow down or even stop your decision making. They might seek legislative
action to undo your decision, or remove your responsibility and control of
the decision. They might physically disrupt a project, perhaps even endan-
gering safety. They may create a public relations nightmare for you and
your organization. They may start a campaign to remove an elected offi-
cial from office, either during the next election or through a recall election.

Often when decision makers and others have a particularly contro-
versial or complicated proposal or project, the tendency is to be more
closed and conduct less public participation. This can exacerbate the
agitation of those opposed to the project and add to the difficulty.

Public participation can help get it right the first time. If people have
had their issues addressed and considered throughout the process, the
decisions should better meet their needs. Similarly, if the decision-
making process, through public participation, has met their procedural
needs, they should be more supportive of the decision. This diminishes
the capacity of someone to stop a decision late in the decision-making
process or even in the implementation phase.

For example, many lawsuits to stop or delay a project are aimed less at
the actual decision and more at failures in the decision-making process
— options were not considered, meetings were not public or properly
announced, analysis was flawed.

See the example case on Page 6.
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CASESTUDY

A New Pool?

The 1992 l\/ladi%o'\ Wisconsn, pool h'm O si\uzstr:lt(}s how lack of good mvolvernent dunng plarnning can I. act 1o
delays and difficultios. Madison's Paks nimission had heen studying establishing pt bH(: poolcx around the city.
The firsl was 10 b located at a dty pa rk yone of the lakes, The commssion did not adequatety in vu\v\, the
community in deciding whother to build o )um\, nor N setting the criteria tor d(‘)t(nmwrnm gils 1|>( ation and design.

Although most Madison ms;wm s s0erIeU 1O want a pubhe pool, many woere upse with H 0 Chosen location,

which would have resulted inthe loss of woods alonag a lakeshore and would have reqguired ks o oross a busy
thoroughfare. Crassroots op ;‘wtm 1led the way t(, a eforendum. The roforendum, wh m 1 passed easily, required
the city o hold aaciorendum on any consticion projoct that costas mores than $H00,000 and is near the lakefront
The reforendum not only killed the proposal fos ths pool o I reo Ihe otner pools that wore baing studied, Private
donations tol:a\mg F300,000 had to b retuneed M o oty estinatod tho nowly passed relerendum would foree
6- and 12 monith delays on other >i<‘\< fs, I M anig a goll course expansion aready proposed at the time of the
reforendum, t nearly proventod the bulding of afrark l loyd Wi \t designed convention corter.
In the case of the pool, the city had rot evobved e publc, posticokaty e carly mp 36 t Tocsion miaking. Many liked
the iddea of apool, bt f(*\A fimeact e oo of Hial spacetics ool M‘ pbhic oxorcised ity i, kil the progect completety,
Public Sentiment before Specific Proposal Public Sentiment after Specific Proposal
For a pool For this pool
Not on
bus line
Street
/ 100
busy
Against
cutling Too far
down from my
hregs nelghborhood
Don't want in my
Against a pool neighborhood Against a poo!
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The Continuum of Democracy

d179Nd 40 73A3TT ONISVIHONI
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DELIBERATIVE
DEMOCRACY

Decisions made by:
The public and officials

Public role:
People participate at a high
level in every critical decision
affecting society

Besmiane made W-
Blected representatives
and/or the public
Public role:
People participate in
decisions at amfmﬁate level
(.. one ol the levels on the
1AP2 Spectm)

REPRESENTATIVE
DEMOCRACY

Dec:smns made by

N
DEMOCRACY

Decisions made by:
A person or an elite ar

Pubho role:

ot

Reason No. 3 to Involve the Public:
You Believe There is Some Value in I Doing So

Believe it or not, public participation can make your job easier. It can
help you avoid the costs, complications, and delays from “the veto.”

Public participation can also actually result in better decisions - deci-
sions that better meet the needs of the situation and all of those who
will be affected by it. These decisions are more likely to be sustainable.

Increased Democratic Value

Democratic principles embrace the philosophy that people have the
right to influence what affects them. Public participation builds upon
the value democracy brings to a society.

Government agencies and officials manage the public’s resources and
services. Business decisions similarly affect the public and those pub-
lic resources. Elected officials “do the public’s business” by enacting
laws and setting public policy directions. Thus, involving the public
and seriously considering their input and needs is ethically the right
thing to do. Public participation provides a method for incorporating
the public’s values and needs into such decisions, resulting in more
responsive and democratic governance.

Increased Value of the Process

Public participation can make the decision-making process easier,
not harder. Although the front-end planning can be lengthier and
more complicated, subsequent steps are often more efficient and some
sources of delays can be avoided.

Good public participation improves decision-making processes by:

« Providing an early warning system. Participation by the public
carly on and throughout the planning or decision-making process
provides early warning of certain issues, options or opportunities.
Generally, the sooner such information comes to light, the more
useful it will be to you in your process and the less likely you will
need to undo earlier work and modify decisions.

W ritearationid b degation 2018 Al roses oxd 7
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Consider ...

What might memibers

of the public contribute —
reactions, perspectives,
considerations — that you
would miss without them?

« Creating better understanding of the task. For an effective
decision-making process, both the decision makers and the public
need to fully understand the problem, situation, or opportunity
and the available options. Public participation helps the decision-
making process because it clarifies the definition of problem, it
provides a forum for idea and concern sharing, it requires clear
and accurate information, and it brings people together to focus on
the issue.

Increased Value of Results and Decisions

Not surprisingly, the process improvements discussed above result in
better decisions.

+ More information. A public participation process brings more
information into a decision. It adds useful information to a decision
beyond the scientific knowledge an agency or experts might
provide. Local knowledge can provide important perspectives,
information, and history. Social, economic, and institutional
components can be added to the ecological framework.

« More perspectives. The participation by a range of interested
people adds more perspectives and expands options, thus
enhancing the decision. You can create a decision that meets the
needs and considers the concerns of more people, if they have been
involved in its formation.

+ Increased mutual understanding. Public participation provides
a forum for both decision makers and stakeholders to better
understand the range of issues and viewpoints. Thus, it broadens
their own knowledge base and their understanding of other
viewpoints, needs, and aspirations as they contribute to the
decision Feedback on potential impacts. By providing feedback
on the potential impacts of draft or proposed decisions, public
participation can provide a way to learn what impacts your
decision will or might have before it is final.

#,
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Reason No. 4 to Involve the Public:
You will Gain Some Advantage from Doing So

Involving the public can provide you with several
Have faith in the value and direct advantages:
wisdom of people's voices. » Managing single-issue viewpoints: Because
public participation illuminates many issues
and many viewpoints, it can help manage
single-issue viewpoints. When people partake
in an interactive process with others who have
a broad range of perspectives and values, they
generally become more aware and appreciative
of the challenge of balancing needs and making
decisions in complex situations. While their zeal
for their issue will not diminish, they may allow
space for consideration of other issues and needs.

- IAP2

+ Building a motivated force: Typically, when
people help us solve problems, make decisions,
or create plans, they develop ownership and a
stronger stake in those initiatives. Frequently,
they will then become stronger advocates and
help bring the decisions to life. This may take
the form of political advocacy, volunteerism,
partnering, publicity, and securing funding.

« Using free consultants: In one sense, people
you involve serve as free consultants to your
project. They may bring technical expertise,
first-hand knowledge of an initiative, specific
knowledge about how decisions will affect
certain population segments, local experience
and history, or other specialized experience.

+ Building relationships: Asking, considering,
and involving people in work and decisions that
affect them will naturally create and enhance
relationships with them. These relationships
may prove a useful foundation and resource on
other work later.

Iap for public participation VAR bt dioniad Eootoration Poe Al rmabts resaored 9
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Why Would You Not Involve Others in Your Decision?

Do not ask people for their input if you are not likely to listen to their opinions or consid-
er their thoughts when you make your decision. Do not imply they will have some level of
impact if they will not. But recognize that if the issue is controversial and if people will be
significantly interested in or affected by your decision, people can find a way to become
involved ... sometimes through legal action, sometimes through public demonstration,
sometimes through direct action, and sometimes politically.

If there is a reason why you are not considering outside input in your decision, be clear
about your reasons.

Tie your decision to the IAP2 Spectrum (Page 3). Read the promises there. If you can only
promise to keep people informed, do not promise to involve people at a level that implies
they will have more impact on the decision.

CASESTUDY

Consulting on Hunting Rules

In the early 1990s, a chief conservation warden was hearing reports from his staff of multiple near-miss
accidents toward the end of the hunting day due to low visibility. Because of concern for human safety, the
chief warden proposed ending the hunting day 15 minutes earlier, a change in state administrative rules.

He took the proposal to the annual conservation hearings, designed to allow people across the state to weigh
in on proposed rule changes. The hunting public overwhelmingly voted against the proposed change.

The chief warden felt he had to make the change anyway. He feared for human safety and felt it was his
responsibility and duty to make this change. He apologized to the hunting organizations and stated he never
should have taken the proposal to a hearing since he fell ne neaded to make the change regardless of the
public’s opinion. Many were very angry apout his decision.

The rest of the story: When this chief warden retired and a new person filled the position, he reversed this
unpopular decision!

- r’)
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CRITICAL COMPONENTS AND
CONSIDERATIONS FOR EFFECTIVE
PUBLIC PARTICIPATION

To design and carry out effective public participation, certain components and consid-
erations are critical. Your staff or contractors may hold primary responsibility for these
features. As the decision maker, you need to be aware of and must understand these criti-
cal elements so you can be comfortable with the role of the public in the process of your
decision. In addition, understanding these elements will help you to adequately manage
those with primary responsibility for public participation activities. IAP2 believes that
good public participation results in better decisions.

Some of the critical components and considerations are as follows:

I.

Clarify the decision and decision-making process. Get agreement on what is/are
the issue(s) on the table.

Develop full understanding of who needs to be involved. Be sure all the players
and critical issues are considered.

Define the appropriate level of public participation. Make appropriate promises
and keep them.

Understand and accept the core values of public participation. Make sure your
approach and process meets the needs of the participants as well as those of your
organization. Understand the ethics that guide the work of public participation
practitioners.

Design your public participation process, reflecting values and resources. Public
participation must be planned and integrated with the decision-making process.

Evaluate and adapt - continuously.

= 9
Iap for public participation £k ntermationial beclesation SoAlnahts reGorvend 11



What, Why and How to Involve Others in Your Decisions l
NS T i o~ N T SR T S M R TR

Critical Components and Consideration No. I:
Clarify the Decision and Decision-Making Process

Before you can effectively decide if and how to
involve the public or others in your decision, you
must first be clear on what the decision is and how
it will be made.

Clarify the Decision

You must agree on the problem to be solved, the
decision to be made, or the opportunity to be
explored. You may have a different perspective than
your staff. Often, the publics will have different per-
spectives as well. It is difficult to reach agreement on
approaches and solutions if people do not first agree
on the issue at hand.

Your organization will need to work with those inter-
ested and affected to get clear understanding of the
scope of the issue to be evaluated and considered.

If you cannot be clear on what the decision is, you
will have trouble identifying your decision-making
process or getting valuable and useful input to your
decision. The process will be inefficient as you and
the stakeholders spend time talking about different
or irrelevant matters. Confusion will lead to distrust
and, perhaps, unnecessary concerns.

« What are the interests and concerns that can be
addressed by this process?

« What are the interests and concerns that cannot
be addressed by this process?

« What is the role of the public in helping to
determine this?

Public Participation tor Decision Makers

‘Clarity on the decision to be
made is the basic building block
for agreement on a process

and one of the attributes of

a successful outcome.”

- |1AP2 Member

®,
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What’s the Decision About?

Unlikely Alliance

In 1971 in Durham, North
Carolina, an unlikely pair was
charged with co leading a
committee to integrate the
city's schools. Ann Atwater,
a militant African-American
community and civil rights
leader, and C. P. Hllis, a
low-income white man who
was president of the tocal
Ku Klux Klan, were bitter
enemies. After working
together for some time,

the two discovered therr
commonalities and redefined
the problem together. They
realized thelr common
LroBienT was "now 1o miproves
the education of kids in low
Income neighborhoods,” an
ssue which touched each of
them deeply ard persanally,

Coyotes vs. Lambs

Air Quality Permit

When making a decision about an air quality permit for a proposed
medical waste and tire incinerator, the agency could only consider
impacts on air quality. But the public was also concerned about
traffic, infectious diseases, and land-use impacts on their town.

Utility Company

When a utility company was working with a mountaintop community,
the company discovered it had been talking about where to run the
power ling, but the community had been talking about how to get
power to ther town ... and these were not the same discussion,

Land Swap

Wheen a federal military facility wantea to expand ts bombing
range, it proposed swapping some of its land for some adjacent
counly-owned forestiand. The natural resources agency’'s
responsipilities extended to the ecological integrity of the forest
and, based on that integrity, would rule on whether the swap
was acceptable. The public, however, cared mostly about the
potenta tor increased bombing practice actvities.

In a rural area, sheep ranchers wanted federal regulators to legalize use of a chemical called 1084,
which was a promsing method for killing coyotes that had been preying on therr lambs. Rancrers
defined the protlem as "how to legalize 1084." The state wildife agency sympathized with ranchers but
wasg concened about imeacts on endangered brds and defined the problem as "now to kil coyotes.”
Local environmentalists worried about impacts of 1064 and saw coyoles as part of the natural
environment and beleved the problem was "how to save the ambs.”

A sustainab e agricuiture advocate mignt aefine the issue as "how to support the agricultural
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What, Why and How to Involve Others in Your Decisions l Public Participation for Decision Makers

Some Strategies

What can you do when everyone sees the problem or decision differently?

« Design your involvement process to work toward common
understandings and definitions. Often this involves enlarging the
definition of the problem (see examples on Page 13). People must
be careful not to make the problem too big to be addressed and
may have to agree to work on smaller pieces.

o Identify and clarify what problems and issues your process will and
will not address and why. Let people know where and how their
other issues might be addressed - if there is another agency, level of
government, process, or organization that can address their concerns.
Do not dismiss someoneé’s issues, aspirations or concerns, but help the
person understand why this process is not addressing them.

Caution!

« Many times, a problem or proposal has multiple decision makers.
For example, a proposal for a new facility may involve decisions by
the project proponent, the state or provincial environmental agency,

Clontifying the issues your
grocess will addross wil
Aot Necessanly make

seues 1 wil not acdross local zoning boards, sewerage districts, a transportation department,
’i\%nppm Some people federal agencies, a tax incentive agency, and elected officials.
will continue 1o rise The various decision makers could work together in a more coor-
ISSLCS OVOr which you dinated process, particularly for working with the public. For
nave no contro, Th “V Wi example, a state environmental agency may be able to coordinate
o 50 boo they a with local officials who make land-use decisions or to encour-
frustaie i G LIRAILIESS | ’ age a project proponent to work to address other public concerns.
agood straiegy for then This linking and coordination of decision processes will require

nlight of thor obyectves,

up-front work and bridging multiple organizational missions and
cultures. However, the public will find it easier to participate in one
unified process than in multiple disjointed processes.

o A project proponent could work with the affected communities
and stakeholders - in advance - addressing the range of concerns
and modifying a proposal (e.g., before approaching the multiple
jurisdictions to seek permits and approvals).

If the proponent or another party that could address some of the
public’s issues that are outside the scope of your process, you can
encourage that entity to be responsive to these added concerns. For
example, the owner of a business may be willing voluntarily to take
steps to reduce noise, make the facility more aesthetically pleasing,
or conduct additional health monitoring, in the interest of good
community relations, even if no authority could require such steps.

- 9
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Pubhe Participation for Decision Makers

Clarify how the Decision will be Made

j— What, Why and How to Involve Others in Your Decisions

If a decision process exists, write it out explicitly. What are the steps, timing, and respon-

sibilities from beginning to end?

Your public participation process must be integrated into the decision-making process.
Each step in the decision process is a potential opportunity to involve others in some way.

If a process does not exist, you must develop one. Clarify who and how decisions will be
made and who will make them. Include any intermediary decisions in your description.

Laws and regulations may prescribe some of your decision processes. You will have more

flexibility with others. Regardless, a clear and well-understood process is important.

To illustrate, we use a generic process with typical decision steps to examine when, why,

and how to use public participation.

Sample Decision Process
Define the J
problem/ Gather Establish
opportunity Ftemration decision
and decision criteria
to be made
Public Needs
Clear Full range Clear ;
understanding of objective understanding
of the scope information %f “J&%ﬁeﬁ%%
of the decision about the a\,/temaﬁves
|Sasd,lée éé) bg will be evaluated
resse

Develop

alternatives

Balanced
alternatives
that include
stakeholder
issues and
concems

Evaluate
alternatives

Clear
comparison
of altematives

Make
decision

Clear
understanding
of who made the
staksholder issues
were considered
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What, Why and How to Involve Others in Your Decisions j.
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Critical Components and Consideration No. 2:
Develop a Full Understanding
of Who Needs to be Involved

When we speak about the “public” in public par-
ticipation, we mean any groups and individuals
that are affected by or interested in your decision or
project. This might include government agencies,
businesses, associations, non-profit organizations,
interest groups, elected officials, indigenous people,
community groups, single individuals and people or
groups within your own organization.

Your public participation process should:

« Ask key stakeholders who they think will be
interested; do not identify stakeholders in a
vacuum

« Identify organized groups and types of
individuals who will be interested due to
potential or perceived impacts of the decision,
process, or project

« Consider any groups that may have special needs

+ Identify any groups or individuals that may
not fall within your traditional stakeholder
categories or parties

+ Do NOT neglect the individuals or groups who
will be most adamantly opposed to the project,
initiative, or decision

« Consider whether other dimensions such as
geographic or demographic representation are
important

As a decision maker you should also be cautious
not to promise any individual stakeholder that he
or she will be involved in a specific manner before
checking with your public participation experts.
Otherwise, such promises can have consequences
you may not have considered or intended.

Public Participaton for Decision Makers

9003000880008 5000600008500004000000900080008000000080600668000000000

Two Examples

Empty Promises

A docision maker promised a poweriul
stakeholder that he would be put on the
advisory cormmittes; however, it was not
clear that an advisory commitlee was an
agvisable technique for the project.

Once such a promise is made it is hard

to retract, and the promise may drive the
public padicipation process rather than the
situation and objectives,

$ 6086680000000 00000s0090000PE00PETPC000E00SE0000060000009S

seosevees

No ‘P in Team

A project used a technical advisory tean
as one aspect of its public participation
process. 1he team focused only on

the technical biclogical aspects of the
situation. A decision maker agreed wher
anon lechnical bul very vocal person with
a single issue viewpoint pressured the
decision maker 1o add him to the technical
acvisory team. This angered all the other
non-technical stakeholders, and then

they also wanted 1o be included on the
techrical team. Soon the tlechnical team
bocame large and overloaded with non
technical members and could no longer
effectively carry out its tasks.
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Pubic: Participation

for Decision Makers l

What, Why and How to Involve Others in Your Decisions

THE ORBITS OF PUBLIC PARTICIPATION

Another way to think of stakehold-
ers is by the extent of their level
of interest and perceived distance
from the impacts of the decision.
Some people will be extremely
engaged, attending every meet-
ing and consistently being part of
the process. Others will comment
occasionally or from afar. Some
might know the process is going
on, but will not become engaged.

A visual representation of the con-
cept was originally developed by
one of IAP2’s founders, Lorenz
Aggens of INVOLVE in Wilmette,
Ilinois. Larry’s original model has
inspired other professionals to
continue consideration of how dis-
tance from the decision and inter-
est level can affect participation
and communication techniques.

This model helps visualize the
need for opportunities for the
public to be engaged at varying
degrees and by different tech-
niques in different steps of the
process. Some people might be
willing to work collaborative-
ly, but others just want to give
input or be informed. People and
organisations may move from
one orbit to another throughout
the life of a project as their inter-
est, awareness, availability and
priorities change.

S B 00000000000 00000000000000000000000000000000000000000000003000008008000000080008008

pecision,
Issue/
Probler

Orbits of Participation
by Lorenz Aggens

The model shows a decision-making centre surrounded by
‘orbits” of activity: the closer to the centre, the greater the activity
and energy. it you are in an orbit closer to the centre, you may
have more influence on the decision, but you will need to devote
more energy to the process and your participation,

This model clanfies that there is no single public, but aifferent levels of
public based on differing degrees of interest and ability to participate,
aven within a single interest group. The design of a puplic participation
plan must take nto account multiple lavels of the public, Your public
PRrocess neads to provide for the needs of those in all oruits.

P00 000060008000000000E00000000000000600006000000800608900000000000000080000000000000000000880000000088800088808000

People may move from orbit to orbot. The outermost orbit includes
pec ple who know of your project, but chouse not to participate.

Paopie unindarmed of the proect or decision are outside all the orbits,
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What, Why and How to Involve Others in Your Decisions l Public Particination for Decision Makers
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The Fallacy of the Silent Majority

Many times people in government, businesses, or other organiza-
tions, when considering the public and who gets involved, express a
sentiment such as “I just wish wed hear from the silent majority who
agree with us and have no trouble with this proposal” In a sense, this
sentiment talks about the Observers and the Unsurprised Apathetics
in the Orbits of Participation, as well as those not even in the orbits
(i.e., those people who do not know about the initiative). You can NOT
assume what these people are thinking, much less that they “agree with
you.” Try this experiment:

1. Pick a topic of some controversy and importance that has nothing
to do with your work. Pick a topic you have not actively engaged
in - you haven't written a letter to an official, gone to a meeting
or hearing, chained yourself to anything related to the topic, etc.

2. Identify the reason you have not become engaged. Is it because:

« You trust the government/decision makers to make the best
decision and you will completely agree with them.

« You are too busy with other things.

« You don't think it will make a difference or that they will listen
to you.

+ You don’t know enough to participate.

« You don't feel comfortable going to or speaking at meetings.
« You don’t know how to get involved.

« You just don't care what happens.

 You didn’t know it was going on.

o Other?

These are some of the reasons stakeholders give. VERY few give the
first reason. Did you?

- 9
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Pubic Parcipaton for Decision Makers l What, Why and How to Involve Others in Your Decisions

Critical Components and Consideration No. 3:
Define the Appropriate Level of Public Participation

You want to select a level of involvement that best fits both the partici-
pants’ and project’s needs.

You need to define the objectives for involving the public so your public
participation process is tailored to the needs, purposes, and intentions
of both your organization and the stakeholders. This also helps keep
expectations realistic and helps people understand their role and the
anticipated level of involvement. Importantly, this decision involves
making a promise, which you, as the decision maker, must honor.

Look at your decision-making process. At each step and decision
point, what will be the role of the public and the purpose of your pub-
lic participation effort? How will you use public input or involvement?
What value and information can the public bring to the decision? Who
will make the decision and how? In other words, embed the public
participation process within the decision-making process right from
the project’s start.

IAP2’s Spectrum lists five umbrella objectives for public participation.
Each objective represents a different level of public involvement and
impact on the decision.

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

2. Consult: To obtain public feedback on the
analysis, alternatives, and/or decisions.

3. Involve: To work directly with the public throughout
the process to ensure public aspirations, issues and
concerns are consistently understood and considered.

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

5. Empower: To place the final decision
making in the hands of the public.

for public participation @ AR Intermiational besderation D015 Ad nghite rese s vesd

19



What, Why and How to Involve Others in Your Decisions 1

Public Participation |

' Decision Makers

IAP2’S PUBLIC PARTICIPATION SPECTRUM

INCREASING IMPACT ON THE DECISION

INFORM

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

-
<
o
o
4
o
=
.
0
g
o
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m
-
a

We will keep
you informed.

PROMISE TO THE PUBLIC

CONSULT

To obtain public
feedback

on analysis,
alternatives and/
or decisions.

We will keep
you informed,
listen to and
acknowledge
concems and
aspirations,
and provide
feedback on
how public
input influenced
the decision.
We will seek
your feedback
on drafts and
proposals.

INVOLVE

To work directly
with the public
throughout

the process

to ensure that
public concerns
and aspirations
are consistently
understood and
considered.

We will work
with you to
ensure that
your concems
and aspirations
are directly
reflected in the
alternatives
developed

and provide
feedback on
how public input
influenced the
decision.

COLLABORATE

To partner with
the public in
gach aspect

of the decision
including the
development of
alternatives and
the identification
of the preferred
solution.

We will work
together with
you to formu-
late solutions
and incorporate
your advice and
recommenda-
tions into the
decisions to the

maximum extent

possible.
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EMPOWER

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

We will

implement what

you decide.
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Public Particpaton for Decision Makers 1 What, Why and How to Involve Others in Your Decisions

The Spectrum illustrates the following four important points:

1.

There is a range of how much impact stakeholders may have in any process or

step in a process. This range reflects different levels of involvement. Realize that
you may have different levels of involvement and goals at different stages of your
decision-making process or with different segments of the stakeholders. The Orbits
of Participation illustrate how different groups will want and expect different levels
of involvement, reflecting their interest, stake, and commitment.

The Spectrum level you pick for involving the public will define and drive your
process. Each level of involvement reflects a different public participation goal.

Each goal and spectrum level carries a promise YOU are making to the
stakeholders. Be sure you can honor that promise before you commit to it. As the
decision maker, you are the keeper of this promise. Be clear about what roles the
public will play in the decision making and who makes the decision.

The goal will drive the actual process and techniques you use to involve the public.
Different tools and techniques are better, and worse, at different things. To help

pick and design appropriate public participation tools and techniques, your public
participation plan will want to add more details and specific objectives to the general
goals. Some examples of more specific objectives for public participation are:

o Clarify the problem, issue or need

» Gather specific, defined types of information or data to help frame the initiative
o Understand the range of needs and concerns about a proposal or situation

« Identify all the alternatives to solving a problem

« Get feedback on a particular draft or proposal or specific element of the project
o List and analyze the full range of impacts of any given solution to a problem

» Have the public design or help design a solution to a problem or situation

« Manage conflicts around a particular issue

« Understand and set priorities for resources or future work

« Involve the community with an initiative from beginning through
implementation

e Recruit volunteers to implement a plan

- 9
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What, Why and How to Involve Others in Your Decisions l Public: Participation for Decision NMakers

Factors to Consider when Selecting a Level of Public Participation

How controversial is the project now or how controversial is it likely
to be? How likely is it that the media will want to cover it? How polar-
ized are the stakeholders? Generally, more controversial projects call
for higher levels of impact on the decision by the public and a level
further right on the IAP2 Spectrum. This is also true when there are
conflicting or even polarized interests. Projects for which there is little
concern or likelihood of impact usually need a lower level of public
participation.

1. How much trust or distrust is there? Is your agency, business,
organization well trusted by the public or not? Has there been
an incident in the community recently that has elevated dis-
trust? Generally, the greater the distrust, the more open your
process needs to be and the more influence on the decision you
should give the public. Consider moving a bit to the right on the
IAP2 Spectrum.

2. How much is the project likely to affect members of the public,
interest groups, or organizations? The more they will be impact-
ed, the more say people will want in the decision.

3. How likely is it that the public will be able to influence the deci-
sion? How flexible can you even be in considering their input?
Don’t make promises you cannot keep. If the decision will be
determined mostly by factors out of your control, over which the
public has little influence, then there is no point in encouraging an
intensive level of participation. Do not waste the public’s time.

For example, some decisions and decision processes are dictated
largely by existing laws. If a law or regulation only allows con-
sideration of a small number of factors, factors over which there
is little control or concern, you and the public may have little
chance to modify a decision.

4. How complex and difficult is the project? The more complex,
the more likely that there are public needs and issues that can be
addressed and that there are elements over which the public could
improve the decisions.

22
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Pubiic Participation for Decision Makers

[10n

Critical Components and Consideration No. 4:

he Core V ublic Particit

As an international leader in public participa-
tion, the International Association for Public
Participation developed the “IAP2 Core Values
for Public Participation” for use in developing and
implementing public participation processes.

These core values were developed over two years
with broad international input to identify those
aspects of public participation that cross national,
cultural, and religious boundaries. The purpose of
these core values is to help make better decisions
that reflect the interests and concerns of potentially
affected people and entities.

The core values represent standards and best manage-
ment practices for public participation. Effective pub-
lic participation processes reflect these core values.

In addition, a professional code of ethics guides
the work of public participation practitioners. As
a manager, you should understand that the public
participation people working on your project will
be guided by these ethics. They are guardians of the
process and will be working to keep the integrity
and the effectiveness of the process. They will not be
advocating for a particular point of view.

IAP2 Code of Ethics for Public
Participation Practitioners

IAP2’s Code of Ethics for Public Participation
Practitioners supports and reflects IAP2’s Core
Values for the Practice of Public Participation. The
Core Values define the expectations and aspirations
of the public participation process. The Code of
Ethics speaks to the actions of practitioners. See Page
24 for more information about the Code of Ethics.

1 What, Why and How to Involve Others in Your Decisions
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Core Values for the Practice

of Public Participation

1.

&

Public participation is based on the
belief that those who are affected by
a decision have a right to be involved
in the decision-making process.

. Public participation includes the

promise that the public’'s contribution
will influence the decision.

. Public participation promotes

sustainable decisions by recognizing
and communicating the needs

and interests of all participants,
including decision makers.

Public participation seceks out
and facllitates the involverment
of those potentially affected by
or interested in a decision.

i marties e v e i
Public participation secks input

from participants in designing
how they participate.

. Public participation provides

participants with the information
they need to participate
in a meaningful way.

. Public participation communicates

to participants how their input
affected the decision.
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IAP2’s Code of Ethics for Public Participation Professionals

As members of IAP2, we recoghize the importance of a Code of Ethics,
which gudes the actiong of those who advocate for including all stake
holders in public decision making processes. To fully discharge our duties
as public participation professionals, we defing terms used explicitly
throtighout our Code of Ethics. We define stakeholaers as any individual,
group of individuals, organisation, or political entity with a stake in the out
come of a decision. We defing the public as those stakeholders who are
not the decision maker(s), We defing public participalion as any process
that involves the public in problem solving or decision making and that
uses public input to make hetter dacisions.

This Cade of Ethics is a set of principles thal guides us in our practice of
enhancing the ntegrity of the public. participation process. As profession
als. we hold ourselves accountable 1o these principles and strive to hold all
participants 1o the same standards.

1. Purpose. We support public. participation as a process to make
better decisions that incorporate the interests and concerns of all
affected stakenolders and meet the needs of the decision  making body.

2. Role of Professional. We wil cnhance the public's participation in
the decsion making process and assist docision makers n being
responsive 1o the public's concerns and suggestions.

3. Trust. We will undertake and encourage actions thiat build trust and
credibility for the process and among all the: paricipants,

4. Defining the Public’s Role. \Wo will carcfully consider and
accurately portray the public's role i the decision making process,

5. Openness. We will encourage the disclosure of all infornmation
relevant to the public's understanding and evaluation of a decision.

6. Access to the Process. We will ensure that stakeholdors have
fair and equal access 1o the public participation process and the
opportunity to influence decisions.

7. Respect for Communities. Ve will avold strategies that sk
polarizing community interests or that appedar to "dvide and conaguer.”

8. Advocacy. We will advocate for th public participation process and
will not advocate for a particular interest, party or project oldcome.

9. Commitments. \We will onsare that all hose decisions mado by the
gecsion maker are niace 1 good Tadh.

IAP2’s Code of Ethics:
Building Integrity

PUBLIC’S ROLE

ACGCESS TO
THE PROCESS

N
v
N

RESPECT FOR
COMMUNITIES

‘ COMMITMENTS

10. Support of the Practice. We will mentor new professionals in the ficld and educate decision makers

and the public, about e value and use of publc participation,
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sses
.

Choosing Techniques

As a decision maker, ensure the basic
elements listed above are covered before
deciding on and announcing a particular
technique (e.g., an advisory group or
public meeting;).
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Public participation is more than public
hearings, advisory groups, or open
houses. A plethora of technigues is
available when involving the public.

Ali of the techniques have strengths
and weaknesses; all are good for
accomplishing some things but not
others. Rather than taking a "cookie-
cutter” approach, the people designing
the public participation plan should be
tailoring the plan, picking technigues
sultable for:
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e Accomplishing the objectives
¢ Meeting the publics' needs

¢ Meeting the decision maker's neads
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e Fitting within time and resource
: constraints
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Critical Components and Consideration No. 5:
your Public f’*‘hu;:g}*\iaﬁ g‘%ift ts Values
und Resources, is . ﬂ.;zfgned with the Decision Process,
and is Driven by the Public Participation Objectives

nsure

The process for public participation needs to be
designed. A good process:

» Identifies the stakeholders
« Defines the issue or decision

+ Is driven by the public participation objectives
and appropriate levels of involvement from the
IAP2 Spectrum for both the overall process and
for each step of the process

+ Is aligned with the decision-making process,
explicitly describing the role and level of
involvement for each step of the process

 Respects the core values of public participation
and the needs of the stakeholders

+ Reflects the available resources for carrying out
the planning process

« Carries the decision maker’s promise to
participants about the level of impact they will
have on the decision

+ Includes evaluation of the public participation
process and results

A stepped approach can aid in the design of a public
participation process. Often managers know they
should involve others in their decisions and proj-
ects, but they don't know how to do so. A step-by-
step process can help one think through the design
of an effective public participation process.

IAP2 teaches such a process in the Planning course
of its Foundations in Public Participation Program.
An outline of that process follows. Regardless of what
process is used to design the public participation
effort, it should have the key elements bulleted above.
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IAP2’S FIVE STEPS FOR
PUBLIC PARTICIPATION PLANNING

STEP ACTION TASKS

Select the Level

Activity 1: Assess intemal and external expectations

& of Participation Activity 2: Select level on the 1AP2 Spectrum
Activity 3: Assess "readiness” of sponsoring organization
Define the Activity 1: Understand the existing decision process
Decision Process Activity 2: Set public participation and communication objectives for each step in
4 and Identify Public ~ the process

Participation and Activity 3: Compare decision process with public participation and
Communication communication objectives

Gaeeie Activity 4: Check to confirm objectives meet needs

| intemational assoclation
for public participation
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Public Participation for Decision Makers ﬂ What, Why and How to Involve Others in Your Decisions

Critical Components and Consideration No. 6:
Evaluate and Adapt - Continuously

Your public participation plan should include evaluation steps both
during the process and at its conclusion. Ongoing evaluation allows
you to adapt and improve during your process.

Look to the Core Values and to the decision’s defined public participa-
tion objectives as criteria for the evaluation.

Conducting an evaluation can give you insight into how the public
views your organization, your decision process, and your decisions.
As a result, you will be better prepared to proceed. Is your organiza-
tion getting the information it needs to improve the decision? Is the
public getting its needs met? Is the public able to affect the process
and decision appropriately?
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THE DECISION MAKER’S
UNIQUE ROLE AND COMMITMENT

Everyone involved in your process has a defined role. As the decision maker, your role is
unique. Obviously, you are ultimately responsible for the final decision. But you also hold
some responsibilities related to making that decision. These include:

Consider the input. Carefully and thoughtfully consider the public’s input when you
make your decision. Respect the unique viewpoints and wisdom the public brings to
the table. Open yourself up to being swayed by it.

Be clear about the process and people’s roles. Be clear about the process you will
use to make the decision and how people can participate in that process. Have an
open and transparent process.

Be clear about givens and non-negotiables. Be clear on any “bottom lines” and non-
negotiable items. Be clear if certain issues are “off the table” Do NOT ask for input if
you are not going to consider it.

Only promise what you can honor. Do NOT promise a level of involvement if you
cannot commit to that level of involvement and the affiliated level of impact they
would have.

KEEP your promises.

Honor the Core Values. Understand and accept the Core Values of Public
Participation, which represent the expected standards for the practice.

Provide time and resources. Provide the appropriate level of time and resources to
support the process to which you have committed. Be clear about resource limitations
when the process is being designed. Set reasonable timelines that are compatible

with the scope of the project and the public participation objectives and levels of
participation.

“The Buck Stops Here.” Be responsible for the integrity of the process. As the
decision maker, whether or not you manage the public participation staff or
consultants you hold some responsibility for the integrity of the participation process.
Thus, you need to understand these key components and the ethics that guide the
work of public participation practitioners.
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l What, Why and How to Involve Others in Your Decisions

Other Roles and Commitments

Some project teams or programs identify staff or
hire consultants to be specifically responsible for
public participation for their project(s). Those staff
or consultants have even greater obligations. They
are uniquely charged with overseeing the process
and being sure it reflects the core values and prin-
ciples. They are ethically bound to advocate for
sound public participation practices, including that
the public’s role in the decision-making process
is carefully considered and accurately portrayed.
They are the protectors of the promises made to the
public about the process.

These public participation practitioners need to
ensure the commitments made to the public by the
decision maker are genuine and capable of imple-
mentation.

Throughout your process, three things need atten-
tion: the content related to the decision, the process
for getting to the decision, and the relationships
among those involved with the decision.

The public participation practitioners and planners
involved with your process bring skills for focusing
on the relationships and process while the technical
staff and other participants concentrate on content.

It is VERY difficult to be responsible for BOTH con-
tent and process. Those roles should be separated.
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Effective public
participation ...

e Has greal potential to improve
decisions and processes

e Allows the public to brng varied
viewpoints and values, unigue
knowledge, and additional
energy 10 your decisions

e Can increase effectiveness
and efficiency

but you must ...
o Make a commitment to it

e Be clear on the scope of the

decision and the decision process,

on the roles of the public and the

IAP2 Spectrum level, and on your

public participation objectives

¢ Provide access to the process for all

e Have a wel-daesigned and
thoughtiul public process

eevsossscscos

Puplic Faticipation for Decision Makers

SUMMARY

Effective public participation holds great poten-
tial for improving both your decisions and your
decision-making processes. The public brings varied
viewpoints, unique knowledge, and additional ener-
gy to your efforts and projects. Working with the
public can increase your effectiveness, and you can
be more cost-effective and efficient by incorporating
ideas and concerns from the beginning of the project
and decreasing the likelihood of later delays.

However, for effective public participation, you
must recognize the need for involving the public
and make the commitment to it. You and the public
must be clear on the problem or decision at hand.
The role of the public, their level of involvement,
and the objectives for the participation must drive
the process. All the interested and affected parties
must be able to participate and have reasonable
access to the process. Then, using a well-designed
and thought-out plan, integrate the public’s role into
your decision making.
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