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Welcome

This e-book is a guide. It will help you understand how and why we
use the Collaborative Informed Consent ® (CIC) resilient and
successful communication and stakeholder engagement model with our
clients nationwide.

The model helps prevent community and communications crises, which
can result in public outrage and possible litigation while developing
workable and sustainable relationships, enhancing professional and
personal connections, and enriching reputations with our regulators
and community stakeholders.

The collaborative informed consent approach has been refined over the
past 50-years by L. Darryl and Kay Armstrong at ARMSTRONG and
Associates. The process outlined assists us in developing meaningful,
workable, and sustainable relationships with the various stakeholders
interested in our clients' work. The use of the model has resulted in
lTocal, regional, and even national recognition for our clients'
public engagement.

We invite you to contact us personally when we can be of assistance.

L. Darryl Armstrong Ph.D.
Kay Armstrong M.A.T.

L. Darryl ARMSTRONG and Associates
Behavioral Public Relations LLC
www. ldarrylarmstrong.com
1darrylarmstrong@gmail.com
270.619.3803
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Preface

The public has so Tittle trust in the media, government, and big
corporations that it is just a guess on any given day which group 1is
lTeast trusted. No wonder there is an avalanche of Not in My Backyard
(NIMBY) 1dissues when the prevailing winds within the management of
many organizations still blow in the direction of Decide, Announce,
and Defend (DAD) instead of Inform, Educate, Engage, and Collaborate
(IEEC).

Building trust and handling tough conversations by informing,
engaging, and educating our neighbors about cleaning up environmental
legacy issues is not easy, and it never will be. It is an arduous and
challenging path that requires commitment, resources, and patience,
yet following this path can and does keep many organizations out of
the court of Taw. A bonus of this approach can be winning in the
court of public opinion. We know that is true because we have
witnessed it time and again.

Equally challenging is getting the management and executives of
organizations to commit to following strategic, consistent, and
resilient public engagement and communications processes to achieve
collaborative, informed consent, a vital and integral part of any
successful project, in our opinion.

More than four decades ago, we started developing the CIC process
within a federal agency, not by design, but rather by a commitment to
get outraged public members to sit down and talk with the very people
creating the outrage.

Through trial and error and our colleagues' mentoring, training, and
coaching, we developed and refined the collaborative informed consent
model to assist our clients and meet their challenges.

We thank pioneers Hans and Anna Marie Bleiker at the Institute of
Participatory Management and Planning and Jim Creighton, the founding
president of the International Association of Public Participation,
who inspired and mentored us all these years.

The model 1is ever-evolving and improving, as any dynamic
communications and engagement model should be. CIC has been
successfully used on numerous public engagement projects, including
various environmental remediation situations within Lockheed Martin
and T.R.C., Bechtel, and Martin Marietta. Other successful
implementations of CIC include the U.S. Army Corps of Engineers, the
Department of Energy, and at Land Between The Lakes and the Big South
Fork National River and Recreation Area.
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A client 1list is available at www.ldarrylarmstrong.com

The CIC process results in meaningful, productive, and workable
relationships between the project manager and their team and notable
stakeholders and their affiliated organizations.

Our clients who have collaborated with us all these years have
demonstrated the truth of the Ben Franklin adage. Franklin said,

Tell me, and I forget; teach me, and I may remember; involve me, and
I learn.

And of critical importance, our clients got their work done on time
stayed out of the court of Taw while building trust and respect in
the communities in which they work.
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There 1is a lack of trust!

o Trust Is Collapsing in America - When truth itself feels
uncertain, how can a democracy be sustained? - The Atlantic
January 2018

o As trust in news media dips to new lows, St. Louis journalists
work to gain ground with audiences - St. Louis Public Radio,
January 2018

o Americans Don't Trust Their Institutions Anymore - Five-Thirty-
Eight.com November 2016

Today's sad fact is that the public doesn't trust the government,
corporations, or media much anymore. Surveys on this subject vary
only by who or what institution is currently at the top of the Tlist
on any given day. As communicators and public engagement specialists,
we must accept this perception because it is a reality in the
public's minds. We must Tearn how to mitigate the perception through
our communications and relationship-building processes. Stakeholder
distrust emphasizes the importance and the necessity of using a
collaborative, informed consent communication and engagement process.

For the remainder of the e-Book, we will refer to the acronym CIC for
brevity.

Hans and Anna Marie Bleiker of the Institute of Participatory
Management and Planning pioneered the concept of informed consent 1in
community participation.

They define it as a situation where project management recognizes
that informing and educating interested stakeholders about a project
or problem, and managing stakeholder expectations while informing
stakeholders of the benefit of doing the work, accrues to everyone's
advantage.

If you are not familiar with Bleiker's historical work and envision a
career where you will Tikely work with the public, we encourage you
to consider taking one of their workshops.

Also, if you would 1ike to have training in the CIC model or need a
consultation, please go to our website www.ldarrylarmstrong.com
for resources, webinars, podcasts, and videos, or call us.
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What makes collaborative informed consent different than informed
consent?

o Embedding the communicator with the project team from the
outset 1is essential

The Collaborative Informed Consent (CIC) model carries the Bleiker's
process several steps further, embedding the communicator and
practitioner of public engagement and the CIC process into the
project team from day one.

The model positions the communicator/public engagement specialist as
a team participant at the project's planning table at the outset of
the work. They will stay at this table until the project's
completion.

By doing this, they come to understand the technical aspects of the
project. As a critical team member, the communicator will see
possible problems, issues, and concerns from an entirely different
perspective than project managers and other team members.

When the communicator engages from the very outset, a sustainable
venue for consultation and advisement on the communications and
public engagement process is provided step-by-step throughout the
project planning and development.

Such proactive counsel aims to prevent conflict from developing,
enhance community engagement productively, and get the project work
done while helping maintain the project schedule.
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How did Collaborative Informed Consent come to be?

o To build trust and integrity 1in your organization for public
engagement, we must integrate the collaborative informed
consent process into our daily thought processes and use it
consistently. --- L. Darryl Armstrong Ph.D. speaking at the
National Association of Environmental Professionals Conference

The CIC refined and expanded informed consent model originates in the
1970s at the Land Between the Lakes National Demonstration and
Recreation Area in Kentucky and Tennessee.

L. Darryl Armstrong, Ph.D., the Director of Information at LBL,
piloted a communications and public engagement model that stressed
collaboration with internal and external audiences in the decision-
consideration process before decisions were made that impacted
critical stakeholders.

As issue after issue arose about the controversial project and how it
was managed, and public and media outrage began to build, Dr.
Armstrong arranged meetings between his management and activists at
neutral locations using process-trained facilitators.

The goal was to start talking with not at each other in advance of
controversy. More importantly, the strategy was to inform and educate
stakeholders and get their questions, issues, and concerns on the
table for open and transparent discussion before Tines were drawn and
sides were taken.

When such a strategy is employed, the facilitator collaborates with
the project manager from the outset of their project to understand

all the work's possible political, social, economic, sociological,

and psychological aspects.
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o Listen carefully, and please heed this advice. The

communicator/project outreach specialist must be at the table
from the beginning.

The CIC model demands open and transparent communications between all
parties internally and externally throughout the process. And, there
must be a willingness of the project manager and their team to be

committed to its planning, deployment, use, and evaluation from start
to finish.
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Why use this communications and engagement model?

o Tell me, and I forget; teach me, and I may remember; involve
me, and I learn. - Benjamin Franklin

You are familiar with a groundwater model if you work in the
remediation or environmental field. As communicators and
facilitators, we believe it is equally essential to follow a model, a
systematic process to inform and educate before engaging and
attempting to collaborate with your targeted audiences. To be
specific, you must have a rapport with the person before asking them
out.

There are specific reasons we use this model:

First, the managers' communications and relationship building is
enhanced by understanding how to use a strategic communications
planning process.

Second, remediation projects are successful when key stakeholders
understand the problems and proposed solutions and have their input
considered, questions answered, and issues addressed openly and
transparently from the project's outset instead of any attempts “to
fly under the radar.”

Third, a critical communication goal for any project is to build
functional working and sustainable relationships in our communities
and with our regulators. These relationships become the foundation
for stakeholders' trust in us. The CIC model provides the venue to
accomplish this.

Finally, open and transparent communications with all stakeholders
demonstrate the integrity of the process from the outset.

Our stakeholders vary from community to community. They include our
regulators, neighbors to the site, and the surrounding local
community. They include the locally elected officials, Tocal,
regional, and possibly even the national media, special interest
groups, and others who have a stake - or interest - in whatever we
are doing.
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One person can and often has made the difference of communicating and
engaging successfully versus creating public outrage!

o We should never forget the advice of Dr. Margaret Meade, the
notable sociologist/anthropologist who said, Never doubt that
a small group of people can change the world; indeed, it is
the only thing that ever does.

Because just one person with drive and commitment can change history
and thwart any project; the number of stakeholders is irrelevant;
they may be as few as a couple of people or hundreds.

Should you doubt that one person can make a difference, we recommend
reading the book A Civil Action or Google_Love Canal.

You will find one determined person at each of these sites who made a
significant difference in public opinion and perception and,
ultimately, the outcome.

The proposed work, whatever it may be, stakeholders believe it
impacts them, their families, or their community. Therefore, they
have a stake” in what takes place, and they want their voices heard.

Critical to the success of the CIC process 1is identifying in advance
through extensive research as many potential stakeholders and issues
as possible.

Therefore, we must be prepared to work with them and their various
personality styles throughout the project's life.
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Research early and often. Research is an iterative process throughout
the journey!

o Our first task when deploying the model 1is to research the
community thoroughly.

We must determine as best we can their past or current concerns and
issues, the local politics, and any previous stakeholder interest or
outrage they may have had about anything in the community.

Second, we must determine our potential stakeholders and their known
interests. To accomplish this requires time and patience. It will
also require visits to the community to get a lay of the land and
insight from Tocal officials and others.

We develop a behavioral, demographic, and issues profile from this
research and then analyze it to determine applicability to our
proposed work.

When we take the time to gather as much information and intelligence
as possible about a community and then thoughtfully analyze it, we
can discover things that will keep us out of trouble.

For example, we could have found that an activist group in Florida
had thwarted a charitable organization’s project in their
neighborhood, the first in the charity's history in the United
States.
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o In Burlington, Massachusetts, we will recognize that there is
a high probability that concerned citizens near the site of
the highly controversial A Civil Action might use the state’s
Public Involvement Plan statute to alert us of their interest
and intent to be involved.

o At Jackson Drop Forge, Michigan, we can determine that a
neighbor’s property line is adjacent to the worksite. She
wants to be informed and engaged in the remediation

solutions personally and will keep an eye on all the work
when it gets underway.
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o In Middle River, Maryland, we learn that a former employee
wants to be well informed and engaged to share his personal
knowledge about the site and better understand the remediation
alternatives. The former employee became instrumental in
helping us engage the impacted local community and its civic
leadership in a successful CIC process.

Although we may not discover all potentially interested stakeholders
and issues, this research provides a foundation for launching our
work.

This research will help us develop the strategic communications
planning, execution, and implementation criteria.

We will conduct ongoing evaluation and measurements using specific,
measurable, achievable, realistic, and time-bound (SMART) goals for
our evaluation process.

We should note that we will discover other stakeholders throughout
the project through our ongoing inquiries.

At each step of the process, we will ask ourselves who else needs to
know? And, who else wants to know about our proposed work?

Following the principles of the model, the team will Tean forward and
reach out and determine the people we need to establish and develop
ongoing, respectful, and communicative relationships with, such as
immediate (fence-Tine) neighbors and local elected officials. We may
discern that some of these stakeholders will not want to wait to be
informed about a project in a required public meeting.
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o Furthermore, many of these people may not feel comfortable
attending such a meeting and wish instead to be engaged early
and personally to express their issues and concerns 1in a
useful, productive, and yes, cooperative and perhaps even a
collaborative process.

Agreeing to engage stakeholders right from the get-go of the project
helps the project manager better understand the stakeholders’
attitudes, concerns, and local issues; surfacing them at a time when
handling them can be most productive.

When this style of communication outreach is carried on regularly
throughout the 1ife of a project, the manager can build beneficial,
sustainable, and productive relationships, manage stakeholder
expectations, and solve issues before they become intractable
problems.

As one professional engagement practitioner once remarked, it is far
better to start developing relationships in advance than to have to
do so after the kaka hits the fan blades.
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“Let’s talk in the middle of the room.”

o From the Nature Conservancy in Montana, Brian Martin
characterized the role and value of collaborative, informed
consent when he said: The benefit of working together far
outweighs the benefit of fighting. You can yell at each other
from the corners of the room, or you can talk in the middle.
And we’re trying to talk in the middle.

Realistically, we should acknowledge that we all have had situations,
such as Mr. Martin's, where we retreated to the corners of the room
and talked at one another instead of with one another around the
table.

(Redacted for client confi&éhtia1ity.)

o At several sites, commitment to the CIC model has shown that a
crisis can be averted and public outrage mitigated and even
extinguished. Also, dedication to the CIC process builds and
maintains respect for our clients within communities.

When appropriately used, consistently, and with integrity, the CIC
process reflects an organization’s brand and reputation favorably 1in
the court of public opinion. It often keeps the organization out of
the court of Taw.
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Public outrage is never comfortable.

o Why did we have to hear about this on T.V. first? - Citizen at
EPA Atlanta Public Meeting on Air Quality

If you’re relatively new to working within communities, or even if
you’re an old hand, you may not yet have experienced any absolute
public outrage or even general interest in a project. However, when
communication is not adequately planned and executed before putting
boots on the ground, you may end up in highly emotional public
meetings.

Some of your colleagues have been involved in such situations. They
will tell you it’s not a pleasant experience to be called out,
shouted down, and personally attacked in a public venue.

Public contentiousness 1is especially real when the attendees are
outraged at a meeting because they have not understood the complete
story about your project or even the situation and problems that led
to 1it.

Perhaps, they had heard rumors resulting from incomplete information
or, even worse, read about the problem in the local newspaper, heard
about it from a young T.V. reporter, or caught it while surfing the
Internet before you told them yourself.
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You can only achieve Collaborative Informed Consent one step at a
time.

o You achieve Collaborative Informed Consent just 1ike you would
climb Mount Everest, one step at a time! Remember, though this
is a journey, not a marathon race to the finish.

Managers who have had success with the CIC process recognize that the
process is an integrated step-by-step function when correctly and
consistently implemented.

The process engages critical stakeholders early and continuously to
inform, educate, involve, and engage those most interested.

To begin, we must establish rapport and start building a functional
relationship with each interested stakeholder.

Second, the problems the project addresses are defined precisely so
the stakeholders can appreciate and understand the 1issues.

Then, stakeholders must understand the consequences of not solving
the problems.

Next, the objectives of the work and how management proposes to solve
the problem are then communicated clearly from the outset of the
actual engagement. At the same time, input is sought and genuinely
appreciated and, when practical and possible, integrated into the
solutions.

At each step along the way, the manager agrees to follow through, and
follow-up on concerns the stakeholders have shared.

There is a commitment to answer their questions and promptly bring
their interests to higher management. The project manager fulfills
these agreed-upon responsibilities no matter how seemingly
inconsequential they may be.

Finally, and perhaps the most critical step, is the final one:
communicating in a timely fashion back to the stakeholders and their
community about how and why decisions came to be after thoughtfully
and deliberately considering their input.

And mark this down and recall it when you report back that some of
the input can’t be successfully integrated, the public may not agree,
but they will respect you for acknowledging and explaining the
decision.
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Always ask yourself who 1is impacted or possibly interested - 1in other
words, who have a stake?

o The first critical task in the CIC model/process is to conduct
extensive research. We must determine who might be interested
and why.

Stakeholders are those people who are impacted or potentially
affected by your project. Or people who are interested in what’s
going on for their reasons.

Rule one is that stakeholders must be informed and educated as early
as possible. You can’t over-communicate with these folks.

The last thing we need is for a critical stakeholder to read or hear
about the work in the media before they learn about it from you.

The second step is to prepare our communications so that an 80-year

old grandmother with an 8th-grade education could understand the
problem and why it needs to be solved.

Over the years, we have found this a challenging problem because
technical people often assume that nontechnical stakeholders do not
have the educational wherewithal to digest data. That assumption is
wrong.

Your communications people will, at all times, explain the what, who,
when, where, why, and how of the project.

They will do so that those hearing the explanations can leave the
meeting feeling they have the best possible understanding.
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Who else needs to know?

o Who else wants to know?

o Frequently be asking yourself and your team, Who else needs to
know?

Suppose people are likely to be interested in your project and hear
about it first in the media or from a less-than-fully-informed
activist group or inexperienced reporter. In that case, they will
automatically ask, Why am I the Tast to know?

Interested stakeholders want to know what’s going on here and will
always ask why am I being excluded? It may not be a logical reaction;
however, human nature being what it is, it is a predictable
behavioral reaction.
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Past behavior predicts future behavior.

o The earlier you inform and educate your stakeholders, the
better you cannot over-communicate!

For example, community leaders who have thwarted a shelter home 1in
their community will be outraged to be the last to know there is a
contaminated groundwater plume underneath their homes. (Wouldn’t
anybody?)

Failing to take the time to discover and explore possible issues and
past behaviors of stakeholders within a community leads to
stakeholder cynicism and skepticism of you and the organization,
outrage or harmful activism, and media scrutiny. Outrage and project
disruption intensifies when the stakeholders are not brought into the
communications and engagement from the outset.

Once you engage stakeholders to inform and educate them to have
conversations and seek input and feedback, you must continue to do so
in good faith to extend the process's trust, integrity, and
credibility.
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The conventional DAD approach will invariably lead to NIMBY and
public outrage.

o For too many years, organizations and managers 1in government
and corporations approached projects as if they were the only
experts.

They thought they knew best how to solve a problem and did not want
or need public involvement. Many “managers” saw public input and
participation as off-putting and unnecessary.

Public participation professionals correctly Tabel this as the
paternal, or DAD, approach. I'l1l decide what's best; I'll announce
it, and then I'T1 defend it.

The way many organizations informed people was to hold a traditional
public meeting led by an untrained facilitator or a technical person
and pray from the outset that no one would attend.

However, if people did attend, they were often presented with a
technical presentation more suitable for a professional conference.
Comments and sometimes questions were taken (and sometimes not even
answered), and the public never had any idea what happened to their
input.

Sadly, many governmental and corporate public meetings as described
are still commonplace, and this approach leads to the community NIMBY
response - Not in my backyard!

NIMBY 1is the predictable stakeholder behavioral response when using
the DAD approach and often leads to public outrage, negative media
coverage, and strong stakeholder resentment.
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The CIC model 1is resilient and adaptable.

o The model never considers using the DAD approach. If that is
your style, this information is not for you.

Sometimes, you can use CIC to successfully reset projects that
started out using decide, announce, and defend. It is better not to
reset; 1t i1s better to start out using CIC.

ColTlaborative Informed Consent starts with an internal and eventually
an external consultative process. The communicator consults with the
manager's team to discover possible stakeholders one person, one
issue, and one step at a time.

In the consultative phase, we often talk one-on-one with individual
stakeholders. In the next step, the participatory stage, we expand
the audience to small groups of stakeholders interested in the
project and discovered through the first step.

Taking the information from these sessions, the communicator will do
extensive research to understand further the stakeholder's past
behaviors and their community's concerns as well as the social,
economic, political, and environmental issues, the known activist
groups, and individual fence-Tine neighbor concerns.
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CIC 1is as much a mindset as it is a process!

o Establishing the mindset and demonstrating the commitment to
CIC behaviorally, we can begin to cooperate, which will lead
to collaboration.

Using the Internet, site visits, and interviews with former employees
and personal contacts with key stakeholders in the community, the
communicator will outline a community behavioral profile, which tells
the project manager what to expect.

At the outset, we are seeking cooperation from the key stakeholders.
Using this information, the communicator and the project manager then
consult with some of the identified key stakeholders. This
consultation helps to understand better who, what, when, where, and
how to communicate and engage with others in the community. Who knows
more about the community than these stakeholders? Asking them to
share this information honors them, and they are often not just
thankful but surprised you took the time to ask.

Through this consultation at the very outset, we a