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Executive Summary

Stakeholder engagement is an important part of Integrated Land Management (ILM).
It can help provide information, gain understanding and build support leading to
actions to reduce footprint on the landscape.

This guide is intended to build understanding of the need for stakeholder engagement
and to provide tools (templates) for those designing and planning stakeholder
engagement. The engagement process can be applied to reflect the scale and scope of
any landscape-level activity.

This guide is not the only "stakeholder engagement" tool available. Readers are
encouraged to review other sources.
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Integrated land management (ILM) is the strategic, planned approach to the way
Albertan’s use land and resources. It is built on the foundation of coordinated and
integrated surface activity on the landscape. The notion of stakeholder engagement is
so strong in ILM that three ILM principles can be linked to engagement:

Land users and managers will:

• be collaborative and inclusive, proactively seeking out timely engagement,
sustained relationships and partnerships among participants,

• be informed by knowledge and science. Information will contribute to better
understanding of the potential consequences of options and will provide the
foundation for informed and prudent decisions, and

• respect the diverse values, interests, rights and knowledge of ILM participants.

This Guide to Stakeholder Engagement is intended to assist land managers
(government) and land users with the preparation and execution of stakeholder
engagement plans. It outlines and describes methods and approaches to consider
depending on the local situation and in support of landscape-scale decisions to
manage and reduce footprint on public land.
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Purposes of Engagement

There are many reasons for engaging other land users:

• To better understand the diverse landscape values,

• To better understand the needs of other land users and the impact of various
activities on land users,

• To share knowledge and collect data that will inform decision-making, and

• To jointly plan and integrate activities so impact/footprint can be minimized.

Who Should Engage with Whom?

There are many land users on any landscape seeking to enjoy one or more of the
economic, social or environmental values provided by the landscape. Figure 1 below
captures some general categories of land users. It is not meant to be all-inclusive; it
simply represents the diversity of users on the landscape.

Engagement and partnership are integral parts of the ILM approach. There is a
spectrum of responsibility for engagement with the greatest responsibility falling to
occupants of the land base and managers of the land.

Land users who have a fixed land-based activity (e.g. mining, forestry, gas extraction,
etc.) and have permission from the provincial government to use the land must
engage with other land users in the area when overlapping or shared land uses occur.

Government
(Public Land Manager

authorized by legislation or
disposition reservation)

Includes:
Provincial Parks
Provincial Roads
Forested Areas
Special Areas

Occupant
(Surface Land Allocation
through disposition)

Includes:
Oil and Gas
Forestry

Sand and Gravel
Grazing

Commercial Tourism
Mines

Infrastructure

Commercial
(Authorized resource users;

not occupants)

Includes:
Commercial Trail Riding

Outfitters
Guides
Trappers

Exploration

Public
(General Interest)

Includes:
Fishing, hunting, gathering

Tree Pemits
Recreation

Environmental Groups
NGOs

International/National
Interests
Academia

Alberta public

Figure 1: Land user categories, based on type of authorization.
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Land users whose operations are not fixed in one place, but are mobile (e.g.
commercial trail riders, tourism operators offering activities such as dog-sledding,
rafting, seismic operators, etc.) need to be authorized by government and must also
gain permission from the fixed land users over whose operations they will overlap.

Land users planning for new surface land and resource use activities, whether fixed or
mobile, should engage with those already on the landscape.

The need for engagement in support of integrated approaches to land management
can be triggered any time one land-related value overlaps or intersects another value
(social, environmental or economic) on the same landscape. For example:

• Commercial trail riding operation needs access through a grazing lease.

• Two or more industrial land users (forest harvesting and gas extraction) need the
same surface land-base to access their allocated resources.

• The landscape used by a forest harvesting operation is also used by recreationists,
and the land may also have ecologically sensitive areas.

In addition, other potential situations may trigger the need for engagement.

• There may be legal requirements and policies that will inform and direct the
development of engagement processes. Consultation with First Nations, for
example, needs to be consistent with the Government of Alberta’s First Nations
Consultation Policy on Land Management and Resource Development and
Alberta’s First Nations Consultation Guidelines on Land Management and
Resource Development.

• There may be people who, based on past interest or concern, could be affected by
the decision to be made (e.g., implications to other users’ access as a result of
establishing an industrial corridor).

• The decision may change traditional patterns of use that may be seen to impact
lifestyle or culture (e.g. a decision that may change the landscape as a result of
an industrial resource development proposal).

• There is a perception of a high level of risk that will result from the decision (e.g.
effect on water quality as a result of industrial development in a watershed).

• Elected officials or senior administrators request stakeholder engagement to
inform them prior to making a decision (e.g. proposals to establish or make
changes to existing plans or designs for a public recreation area).
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How Should Engagement Be Carried Out?

There is no “right answer” or “single solution” for stakeholder engagement. The
process and degree of engagement to be undertaken needs to be evaluated based on
the complexity of the landscape and the values on that landscape. Figure 2 below
demonstrates the types and degrees of engagement possible and some of the tools that
could be used to achieve the level of engagement shown.

Co-Management

Joint
decision-making

Collaborate

Full and complete
participation

Involve

Work
together

Consult

Get input
and feedback

Inform

Educate
Inform
Notify

Type and Degree of Engagement

Co-Management

Joint
decision-making

Collaborate

Full and complete
participation

Involve

Work
together

Open Houses
Public Comment
Focus Groups
Surveys

Fact sheets
Website

Notification
Official Letters
News Releases

Tools for Engagement

Figure 2: Engagement Spectrum. Adaptation by the ILM Project Team of the engagement matrix used by International Association of Public Participation
(IAP2)
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While the scale and scope of an engagement process may vary, the following six-step process should be considered in the design of
any engagement program. Table 1 below outlines the purpose and required action for each step.

Table 1: Stakeholder Engagement Process Steps

Step

Step 1
Prepare a stakeholder engagement
strategy

Step 2
Send information out

Step 3
Learn about needs and concerns

Step 4
Prepare draft decision options

Step 5
Review options

Step 6
Collect, collate, report on and use the
information gathered

Required Action

Complete a background analysis for a
stakeholder engagement strategy.

Inform all interests about the decision
process and how engagement will be
used in decision-making.

Organize and coordinate opportunities
for participants to provide their needs,
perceptions, insights, criteria and
concerns.

Review options, clearly linked to needs
and concerns, with participants and
provide opportunities to clarify and
expand them.

Allow participants to help select among
a choice of realistic options. Generally,
options will be evaluated based on legal
requirements, social needs and
concerns, economic considerations and
financial feasibility.

Ensure the stakeholder engagement
terms of reference have been met and
information and advice from stake-
holders is summarized and presented in
a format that will assist in decision-
making. This includes recognizing the
requirements of any regulatory approval
process, if and where applicable.

Purpose

To ensure requirements for the success
of the process are clear before formal
engagement is initiated.

To ensure potential participants have
sufficient information to become
involved.

To ensure there is broad agreement
about what must be considered in
making the decision before engaging in
detailed discussion about achieving it.

To identify a range of options reflecting
the developed goals and criteria.

To ensure the best option is selected by
allowing participants to review
information used to evaluate, compare
and select (using established criteria)
among a range of options.

To make a decision that includes and
accounts for stakeholder engagement
results and leads to action that will
improve the situation, consistent with
established goals and criteria.
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Step 1
Prepare a Stakeholder Engagement Strategy

Purpose:
To ensure that requirements for the success of the process are clear before formal
engagement is initiated.

Complete a background analysis for a stakeholder engagement strategy. Consult with
affected stakeholders and representatives of communities of interest to ensure the
information provided captures their perceptions and needs, and then complete a
stakeholder engagement strategy description. Use Worksheet 1: Situation Analysis and
Worksheet 2: Strategy Outline for assistance in this task (see Appendix 1 and 2).

Does everyone need to be engaged?

At the outset, determine if stakeholder engagement is required. Stakeholder
engagement should not be an excuse to put off a decision or manipulated to reinforce
a decision that has already been made. Careful consideration has to be made for the
role of stakeholder engagement in decision-making and who should be involved to
help establish decision criteria and develop a range of decision options.

It can be very difficult to contact all people affected by a decision and obtain their
commitment to participate in the process. In fact, with the increase in stakeholder
engagement requests, there has been a corresponding reduction in the number of
people prepared to attend meetings. The figure below provides a summary of who
could be considered within the process. There may be other interests that should be
considered for engagement depending on the scale, scope and type of decision being
made.

Who to Consider

• Elected and administrative provincial, federal and municipal officials
• Aboriginal leaders and community members
• Provincial and federal regulatory agency representatives
• Users of public land and resources
• People who require access to or through the area
• Nearby residents/landowners/disposition holders
• People whose livelihood or lifestyle could be affected
• People who have an historical or traditional interest in the area
• Educators and researchers
• People who represent interests associated with:

- Environmental and health - Recreation and tourism
- Forest Industry - Oil and gas
- Resource harvesting - Economic development

Figure 3: Suggestions on who to consult for a stakeholder engagement strategy.
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It is important to define who must be consulted and to make the best effort to ensure
participation. There are many options for stakeholder consultation that can be used in
concert to design and deliver effective consultation.

Planning and preparation is critical to the success of any stakeholder engagement
process. A stakeholder engagement terms of reference outlines the current situation,
the decision(s) being made, the need for community engagement, objectives,
principles and scope (i.e. who needs to be involved) and how the input will be used in
decision-making. See the Worksheet 3: Stakeholder Engagement Terms of Reference
in Appendix 3.

Step 2 Send Information Out

Purpose:
To ensure potential participants have sufficient information to become involved.

Inform all potential participants about decisions being made and the intended process
and schedule. In many cases, participants will need help to learn about the context for
the decision and about relevant facts and relationships affecting the decision. However,
keep the information short and simple. The goal is to help people participate, not
persuade them to a point of view.

Before people can participate, they must have a way to become informed about the
process and about relevant information that helps define the problems and options
that will become part of the decision analysis. Information that goes to participants
must be designed to make sense to the people receiving it.

Three requirements must be considered:

• Consider the context, perspective and knowledge of the people receiving the
information.

• Determine the desired response from participants and design the communication
to create that response.

• Consider the “noisy” communication environment. What else is going on that
could affect the way the message is received?

The information sent out should:

• be clear, succinct and well illustrated

• avoid jargon whenever possible (and offer a short definition of unavoidable
jargon)

• inform people of the process and the nature of the decision(s) being made

The most common mistake is to
place too much emphasis on
satisfying all the organization’s
requirements to “get the message
out” and too little emphasis on
understanding the expectations of
people receiving the information.
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• tell people how they can get involved

• be congruent with the rest of the project management process

• inform people about the current situation and why a decision is required at this
time

• avoid taking positions

Remember to allow for review and production time in the preparation of any
materials that will be distributed.

Step 3 Learn About Needs and Concerns

Purpose:
To ensure there is broad agreement about what must be considered in making the
decision before engaging in detailed discussion about achieving it.

At this stage of the process, information provided should focus on the background
about past and current conditions or practices (including indicators of the need to
change), an analysis of the current situation and a series of guiding questions.

Organize and coordinate opportunities for participants to provide their needs,
perceptions, insights, criteria and concerns. The key to success is to be clear about
what is being asked of participants.

Intention:
To gather a complete list of needs, concerns and expectations before optional solutions
or decisions are prepared.

Process:
In almost every case, some kind of face-to-face meeting is needed although they can
be brief. Additional information can be gathered through surveys, response forms and
telephone contact.

Common questions:
• How could the (current situation) be improved?

• Are there other needs or issues to be aware of?

• What concerns are there with the way the land/resource is currently managed?

• Which needs or issues are most important?
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Recommended engagement methods:

• Personal interviews with key stakeholders

• “Kitchen table” meetings

• Open houses with map display and response format

• Roundtable meetings and group interviews

• Advisory committee

• Focus groups

See Appendix 5 for a list of advantages and disadvantages of these methods.

Establishing goals: Assuming there is a need to improve the current situation, it is best
to establish goals during this step. Goals are preferred to issue statements since they
give more information about the desired improvement and establish a framework for
action. Goals (“what” to do) should be considered as categories within which more
specific requirements (“how” to do it) will be developed. Goal statements answer the
question, “What kinds of improvements are necessary?”

Using criteria to make goals specific: Within each goal category, participants should
be invited to describe specific criteria that would measure “success” in achieving the
goal. There are two general kinds of criteria: 1) specific limitations that must be
respected (see Step 1 above); and 2) specific outcomes that are desirable to achieve.
Criteria can describe:

• technical requirements

• regulatory and legal requirements

• future community and stakeholder relationships

• visible outcomes

• intended perceptions

Step 4 Prepare Draft Decision Options

Purpose:
To identify a range of options reflecting the developed goals and criteria.

It is recommended that the decision document (i.e. policy, plan and project decision)
begin with a summary of the identified issues, needs and concerns, then describe more
than one option to respond to most issues. Options can be developed by decision-
makers or with stakeholder participants. When options are prepared by decision-
makers, they should be reviewed with participants, providing opportunities to clarify
and expand the options.



Page 14

Step 5 Review of Options

Purpose:
To ensure the best option is selected by allowing participants to review information
used to evaluate, compare and select (using the established criteria) among a range of
options.

Given that there is some clarity about “what” should be achieved, it is reasonable to
assess “how” to achieve it. It is very important that participants in this stage of the
process have more than one option to analyze. Offering a single option with an
implied “take it or leave it” choice will make agreement unlikely. All options should
have some likelihood of being implemented should they be chosen; do not provide
options that might be viewed as so unreasonable or extreme they would never be
selected.

Ask participants for their assessment of the options and for their input. Ask about their
concerns with each option (i.e. what might go wrong?).

Ensure participant response is summarized and part of the information used in the
decision. Note: Be clear with participants about how the decisions will be made.

Intention:
Inform participants of identified issues and options being examined. Learn which
options are preferred and clarify any concerns about implementing the options and
their resulting changes.

Process:
Face-to-face meetings may be preferred to review options but input can also be
obtained through a “workbook” format as well. Participants have to be prepared to
spend some time learning about issues and proposed options. They should be
encouraged to submit their recommendations in writing or agree to have meeting
notes kept as a reference for use in examining and evaluating options (meeting notes
will be provided to participants for accuracy and verification). Often, participants
select only one or two issues to respond to.

Common questions:
• Are the options accurately and completely described?

• Which needs or issues are most important to address?

• Are there other options to consider?

• What are the foreseeable problems that could occur if proceeding with any of
these options/changes?

Ensure participants’ input has
been properly understood.
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Recommended approaches:
Usually, workshop discussion groups of eight to 12 people work best for this kind of
review. An open house with illustrations of the issues and the options is a good idea
when supported by a response and data collection format (e.g. survey, active note
taking and reporting after the event).

Potential role of experts:
Anyone can describe potential options. Generally, some participants will want to put
forward options. Experts (who are contracted to work on the project because of their
knowledge and objectivity) can be helpful in assessing options particularly if the
decision is emotionally charged or controversial. An expert who is respected by all
parties can help provide comments on a range of options and, using the criteria
defined in Step 3, provide views on how well he or she believes each of the proposed
options perform. Remember, an expert should not have a stake in the outcome.

Step 6 Use the Information Gathered

Purpose:
To make a decision that includes and accounts for stakeholder engagement results
and leads to action that will improve the situation, consistent with established goals
and criteria.

Making the decision:
Before a decision can be made, the stakeholder engagement process must be reviewed
to ensure the terms of reference were met; if not, further effort is required.

If the process has met the terms of reference, then data collected from stakeholders
must be summarized and presented in a format that relates to the decision. Decision-
makers must then assess the information and decide:

• Are the goals acceptable as stated or should they be modified?

• Which criteria are most important in determining success? (This should be drawn
from participant data and modified as little as possible.)

• Which option best meets the criteria?

• What could go wrong if this option is selected? Are there contingencies for any
risks?

• How, specifically, should the selected option be implemented? (This consideration
often leads to a need for specific text in the appropriate format such as a business
or work plan. It also leads to a need to clarify specific implementation roles and
responsibilities.)
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• What direction and resources will those responsible for implementing the chosen
option require, and how long do they have to do it?

• How should the change or improvement process and the results be monitored,
measured and reported?

• How has the data collected from participants been incorporated?

• What further information or engagement should stakeholders have?

Inform participants when the preferred option has been selected and offer them a final
opportunity to indicate whether any major factor has been overlooked or
misunderstood. Usually this confirmation can be done through telephone, electronic
mail, facsimile or mail. However, in some cases, a meeting may be required. If people
take the time to respond, then ensure their request is actively considered. Ask
participants if they wish to monitor the actual preferred option (decision) if and when
it proceeds.

Communicating the decision:
Usually, a smaller group of people are directly affected in the implementation process
(e.g. nearby residents, disposition holders, traditional Aboriginal groups, licensed land
and resource users such as quota holders, trappers, guide outfitters, hunters and
anglers, and recreational users). Consult with these people to ensure benefits are
maximized and costs and inconveniences are minimized during implementation.

There may be others who wish, or should have the opportunity, to be informed of the
outcomes of a specific decision process and of the role stakeholder engagement played
in selecting a specific option. Consequently, communication of the outcomes to a
broader audience may be important. A communications strategy may be required to
ensure other people involved with the decision or its implementation have an
opportunity to be informed.

This may involve communication methods to reach:

• Everyone who was involved (acknowledging contributions and efforts made by
those who participated directly in the process, being careful to recognize the
guidelines under the Freedom of Information and Protection of Privacy Act for
disclosure of participant information),

• Urban and rural governments,

• First Nations and other Aboriginal representatives,

• Regulatory agency representatives,

• Government ministries and other industry representatives,
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• Others identified as important audiences (e.g. customers interested in corporate
relationships with the community) to receive information and be informed about
the decision, and

• The media and the general public.
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This section is intended as a quick review of skills that are often required in the
stakeholder engagement process. Because meetings with stakeholders can create a
high level of stress for both organizers and participants, it is a good idea to be well
planned and prepared. This keeps surprises to a minimum; if they do emerge, proper
preparation will allow surprises to be dealt with more readily. It is recognized that
everyone will have their own approach to these matters, but it is valuable to have a
common model of helpful techniques and skills. Table 2 below provides a list of
techniques and skills that can be used in meeting design and management.

Action

A
Establishing
initial contacts

B
Pre-meeting
contacts

C
Determining
roles and
responsibilities

D
Having an
agenda/ clarity
of purpose

E
Setting the tone
for the meeting

Techniques and Skills to Use

• Explain process and needs
• Informal contact
• Solicit and acknowledge comments
• Solicit needs and perceptions to help design meetings

that might be required

• Ask for points of conflict or concern
• Ask for advice or help
• Be respectful
• Be relaxed and refreshed

• Define roles
• Communicate frequently
• Follow up on requests quickly

• Ask for clarification if required

• Provide a purpose
• Match agenda to meeting purpose
• Identify participants
• Have a schedule
• Describe how results will be reported and used

• Be personal
• Greet each participant
• Welcome and introduce
• Thank people for attending
• Make positive statements about the meeting

Table 2: Techniques and Skills to Design and Manage Meetings
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Action

F
Keeping a
record

G
Encouraging
participation

H
Creating a
positive
atmosphere
and trust

I
Resolving
conflict

J
Making
presentations

K
Responding to
questions

L
Media relations

Techniques and Skills to Use

• Have observers (one or two others) noting key points
• Note body language
• Consolidate notes immediately after the meeting
• Distribute the meeting notes

• Actively solicit opinions
• Regularly check to ensure agreement with the process
• Welcome each contribution
• Clarify points when required

• Check in with group to assess support
• Use active listening
• Use a flip chart; ensure points are recorded as stated
• Do not defend or favour ideas
• Use evaluation and priority setting methods

• Acknowledge and clarify differing points of view
• Restate points without emotion or defence
• Remain impartial
• Support self-esteem of participants
• Call a break and check in with the participants
• Ask for reasons for the position and restate as

objectives

• Be friendly and sincere
• Use clear language
• Make local references
• Be brief
• Be consistent from meeting to meeting

• Clarify or restate the question
• Be brief and direct
• Respond based on data

• Be friendly and sincere
• Use clear language
• Be brief and direct
• Respond based on data
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Action

M
Summarizing

N
Following
through

Techniques and Skills to Use

• Refer to written notes from the meeting
• State key points
• Ensure points are understood by participants
• Check for omissions
• Ask for group agreement/support

• Review meeting notes, direct contacts and requests and
establish commitments

• Note dates, complete tasks and follow up on
commitments and keep a record of the results

A. Establishing initial contacts

Before the meeting, a range of stakeholders should be contacted to establish a basis for
holding the meeting (i.e. Are the issues or related needs and concerns “critical?”
Would a meeting help clarify some items? Do communities of interest need to provide
advice or become involved?). It is most important that contacts are made in an
informal and open manner and that they begin with an exploration of community
perceptions and needs. The decision to hold a meeting should emerge naturally from
the discussions and reflect the needs of both parties. In many cases, a number of local
leaders (but not necessarily every one) should be contacted to ensure an accurate and
representative impression of local needs and perceptions is being gathered. It will be
helpful to explain the overall process and expectations.

Techniques

• Be prepared to explain the process and needs

• Open, informal contact

• Acknowledge leaders’ power and knowledge

• Solicit comments and acknowledge them

• Solicit needs and perceptions; ensure meetings will address needs

• Offer to listen

B. Pre-Meeting Contacts

To develop an understanding of the community, find out about current events and
establish contact with key players who may be critical to the outcome of the meeting.
The first task is to reaffirm the importance of their attendance at the meeting. The
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second task is to find out a little more about their perceptions of the issues being
discussed. They may be able to help identify points of conflict or concern that will
arise in the meetings. At the very least, this approach will help to build trust and
familiarity. Confirm the agenda with those who are attending the meeting.

Techniques

• Be nosy – ask questions

• Ask for help

• Give people attention

• Be respectful

• Be relaxed and refreshed

• Dress comfortably by personal standards when meeting face-to-face; do not dress
“down” simply because it may be expected.

C. Determining Roles and Responsibilities

In many cases, several people will be involved in conducting the meeting. In these
situations, it is important to ensure the roles and responsibilities of each person are
clear. This will prevent confusion or disorganization and will promote teamwork and
mutual respect.

Techniques

• Define roles, responsibilities, relationships and proposed “ground rules” (if
required)

• Communicate frequently

• Follow up requests quickly

• Clarify what is not clear

D. Having An Agenda/Clarity of Purpose

Unfortunately, most people perceive meetings as a waste of time. Ironically, most
people also don’t see an advantage to working with a meeting plan (agenda); these
are stereotypes that will be a part of the audience’s perception. It is critical that the
purpose of the meeting is clear. Have an agenda, even if it only consists of an estimate
of the time required for the meeting and a list of the intended questions. In formal
meetings, a written agenda should be available to participants and should be followed.
Find out about participant time pressures, if needed, and be prepared to manage the
time to ensure everyone has a chance to participate during the time allotted.
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E. Setting the Tone for the Meeting

Be personal. Personal impressions are made within seven seconds of first contact. Try
to demonstrate the personal qualities of caring and listening. It is important to make
every effort to approach and greet people as they enter the meeting. Greeting should
include a self-introduction and introduction of anyone else involved in conducting the
meeting. It may be appropriate to solicit the person's name as they enter and make up
a lapel tag or tent card to help identify the individual during the meeting. However it's
done; create an impression of being a “good host.”

Techniques

• Approach, greeting, eye contact

• Welcome and introduction

• Look after the personal needs of the participant

• Make positive statements about the meeting

• Use related humour/novel approaches to introductions

• Thank people for attending

F. Keeping a Record

Record keeping of results from any stakeholder engagement process is critical.
Acknowledge at the outset that a meeting record will be produced. If possible, try to
have the meeting recorded by at least two observers. Collaborate with these observers
after the meeting to verify observations and consolidate notes into a format based on
the agenda. The record should indicate more than simply what was said. Observers
should also note signs of conflict or lack of buy-in and signs of obvious agreement.
Participants should be asked to evaluate the meeting, once it’s completed; this can be
done by simply asking each person what was “good” about the meeting or what needs
to “improve” for future meetings. If the decision is related to a regulatory approval
requirement, it will have to be documented and reported as part of the overall
requirement for stakeholder engagement to satisfy the regulator that the “test” for
stakeholder engagement has been met.

Techniques

• Assign observers to note key points and collaborate after the meeting

• Note body language: signs of conflict, buy-in

• Consolidate notes immediately after the meeting

• Do a meeting evaluation with participants

• Distribute notes to participants
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G. Encouraging Participation

Each meeting will be conducted in a manner that welcomes participant engagement.
This means the meeting leader/facilitator will always clearly explain the purpose and
the process. It also means the facilitator will regularly ask for suggestions and
comments. The facilitator should ensure everyone participates in the discussion. This
may mean managing an outspoken participant and actively soliciting engagement of
a quieter participant.

Techniques

• Actively solicit opinions and input

• Regularly check in with group to ensure agreement with the process

• Do not defend a position; welcome each new contribution

• Solicit input from quieter members

• Clarify points where required

• Keep a “visible” record (i.e. use a flipchart)

H. Creating a Positive Atmosphere and Trust

The meeting process should create a positive atmosphere and trust among
participants. This can be accomplished by having the meeting leader/facilitator and
ILM representative(s) act as “active listeners.” It can also be accomplished by
regularly checking in with the participants and ensuring information generated is
sufficiently inclusive of everyone's points and that the points are recorded. It is
important for the note taker to record each point to reflect the words and position of
the participant providing them. The use of a group memory (flip chart) assists this
exercise. Similarly, it is often important that any method used for evaluation or
priority-setting is acceptable to the group and reflects democratic principles.

Techniques

• Check in with group regularly to assess support for the meeting process

• Ask questions where message is not clear or incomplete

• Use active listening: reflect words back to participants

• Use a flip chart, or ensure points are obviously recorded as stated

• Do not defend or favour any ideas

• Use an evaluation and priority setting method that is understood and acceptable
to the group
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I. Resolving Conflict

Conflict is an important part of decision-making. It should be viewed as healthy and
constructive, but it should not be allowed to drag on unaddressed or it can destroy the
energy and confidence of the group. The first step in conflict resolution is to
acknowledge the differing opinions. The second step is to ask for clear statements of
the participant interests and concerns. The facilitator can help by restating these
positions to the group; this removes the emotional “sale” that is often connected to the
point being made. An important concern throughout this process is the pride and
comfort of the participants. It is also important to check the assumptions of the
participants; many conflicts result from different assumptions or words.

Techniques

• Acknowledge differing points of view

• Clarify differing points of view

• Restate points of view without emotion or defence

• Remain impartial

• Support the self-esteem of the participants

• Call a break and personally check in with participants

• Agree to resolve conflict outside meeting: mediate a resolution elsewhere

• Ask for reasons for a position; restate reasons as objectives

J. Making Presentations

Two things are critical in making presentations: clarity and brevity. Preparation is a
key to effective presentations. After defining the point of the presentation, then define
the present knowledge and the interest of the audience in this topic. Building from
audience needs, construct a story line that relates new information to the audience's
needs and perceptions. Analogies and graphics are helpful. Since most messages relate
through body movements and the tone of the presentation, it is important to deliver a
sincere message in a friendly and welcoming manner.

Techniques

• Relax

• Be friendly and sincere

• Use simple language

• If using graphic support, use it properly
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• Make local references, build common perceptions

• Be brief and stay on time

• Be consistent from meeting to meeting

K. Responding to Questions

The most difficult aspect of responding to questions is to ensure understanding of the
question before answering. It is also important to avoid defensiveness or assertion in
answers. The ideal answer is direct, honest and brief. If the question is emotionally
charged, demonstrate empathy and knowledge, and if possible, indicate what action is
being taken to address the situation.

Techniques

• Clarify or restate the question

• Use the language of the questioner

• Be brief and direct

• Respond based on the data

• Show empathy and knowledge when responding to “challenging questions”;
indicate if action is being taken and what that action is

• If there is no answer, say so and indicate what followup and response will be
provided

L. Media Relations

If there is interest from the media, be prepared to respond. A media strategy should be
prepared as early as possible in the engagement process if it is likely that t local media
will have an interest. Assistance and advice should be sought from media relations
personnel as appropriate in preparing a media strategy.

Techniques

If approached by a media representative and no media strategy has been developed,
the following approach is recommended:

• Receive them warmly

• Answer any questions about the overall process and results; be factual

• Be polite and friendly but avoid defending any actions or motives related to the
decision and engagement process or the results
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• Offer to provide any of the “public” documentation that was released to
participants or people who might be affected by the implementation of the
decision

• Ask if there is any followup information or interview opportunities that may be
helpful and make arrangements to have the appropriate project team members or
decision leaders participate

M. Summarizing

When the meeting reaches a point of common agreement or understanding, it is
helpful to summarize the progress made. This has two benefits: first, it confirms
agreement and support of the group; second, it gives the group a feeling of progress
and accomplishment. When summarizing, ask the group for confirmation of the
notes and observations. The observers may wish to add their comments to support or
add to the summary.

Techniques

• Refer to the written notes from the meeting

• State key points

• Ensure group clearly understands points

• Identify any omissions that must be included

• Ask for group concurrence

N. Following Through

After the meeting (or any other contact made during the engagement process), ensure
completion of any task or information gathering that has been offered. Contact the
people who contributed before the meeting to discover their perceptions of the
meeting.

Techniques

• Review meeting notes to establish commitments

• Immediately note commitments on calendar and respond by the date promised

• Complete any tasks committed and inform those to whom the commitment was
made

• Throughout the process, acknowledge participants' contributions and express
thanks for their engagement
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Stakeholder engagement is an important part of integrated land management. By
following the guidelines outlined in this document, a successful stakeholder
engagement strategy can be developed and implemented. Please visit the ILM website
to access other ILM tools.

Help us help you!

Help us evaluate this document by providing your views to the ILM Program Office at
Alberta Sustainable Resource Development. If you would like to share your
stakeholder engagement experiences with others developing stakeholder engagement
strategies, please contact integrated.landmanagement@gov.ab.ca.
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Appendix 1: Situation Analysis

Decision Title (the name of the project or plan)

Issues (Describe why it is necessary to do this review at this time. What tells you that these issues are urgent and/or important?)

Who are the stakeholders? (Describe the public or community interests that should be involved)

Estimated total numbers Participation target
(Number of people you’ll actually hear from)

How and when do people want to be involved? (Ask some representatives of each "interest" about how they would like to
participate ... Are they interested in detailed reviews or do they want a brief opportunity? How much time do they want to allocate?)

Worksheet 1
Strategy A: Situation Analysis



Page 29

What are the stakeholders perceptions and/or concerns? (Ask representatives of each "interest" what they think about
the "issues" described above. Do they have other issues?)

Context (What are the limitations that all participants must know? Legislation, regulations, budget, timelines, resource
characteristics, interdepartmental relations)

Media Relations (Are media representatives interested? Which media? How can you help the media report the story accurately?)

Elected Officials (Describe which elected officials have an interest. How and when will they be kept informed?)
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Preferred techniques (to meet objectives) (Describe how you would like to involve each "interest." Do you need meetings?
What kind?)

How will information from participants be used? (Describe how you will use the stakeholder response data. What format
will the information take? How will participants know you have heard them?)
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Appendix 2: Strategy Outline

Worksheet 2
Strategy B: Strategy Outline

Objectives (How many participants? To resolve what?)

Target Audiences (In Priority) (List the "interests" you wish to involve, in order of priority.)

Initial Contact With “Communities”
(Describe how you will learn participant needs.)

Information Out (Format[s]) (Describe how you will send information
out: newsletter, direct mail, letter of information, Website, e-mail, etc.)

Cost ($ or Target
Staff Time Dates

Cost ($ or Target
Staff Time Dates
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Meeting/Review Opportunities
(Describe what kind of opportunities there will be for those being engaged.)

Media Relations (Describe how you will communicate with media
representatives.)

Cost ($ or Target
Staff Time) Dates

Cost ($ or Target
Staff Time) Dates

Monitoring and Evaluation (Describe how you will track participation numbers and the satisfaction of participants with the
process and outcomes.)

Other Community Relations Activities (What else will you do to maintain a positive community profile?)
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Training/Staff Preparation (How will you prepare employees / other partners for their roles in the process?)

Decision (Who will decide upon the outcome? When?)

Followup (What will you do after stakeholder engagement to ensure everyone’s issues have been addressed?)
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Appendix 3: Terms of Reference

Worksheet 3
Stakeholder Engagement Terms of Reference

Current Situation (Why is the decision required?)

Decision Statement (What decision is being made?)

Need for Engagement
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Engagement Objectives (Intended outcomes and limitations)

Engagement Principles

Scope of Engagement (Broadly, who should be included?)

Use of Community Input
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Appendix 4: Defining Roles

Two distinct and individual roles are critical to the process of stakeholder engagement.
No one should attempt to fill more than one of these roles at any given time.

Facilitator:
The person responsible for the process, but not for decisions.

• responsible for process

• no vested position

• never defends ideas or positions

• encourages input from all participants

• responsible for time management

• explains stakeholder engagement process

• ensures meeting purpose is achieved

• assigns observers to record meeting

Representative:
The person(s) responsible for ensuring information and constraints are clearly and
correctly presented.

• credible expert

• coordinates advance public information

• informs group about technical facts or realities

• explains ideas and relationships

• clarifies role, needs, constraints (i.e., parameters and context)

• clear communications and presentations

• not an advocate

• explains decision-making process

• explains legal and policy requirements
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Appendix 5: Meeting Formats

While meetings may not be required in every case, it is likely they will be the most
commonly used method. Any meetings held should proceed on the principle that they
are intended to build trust and familiarity among participants and between the
participants and the project. Building communication and trust is as important as
establishing concrete outcomes.

The meeting format is dependent upon the meeting purpose. The purpose is
determined by establishing the following:

Objective Is the meeting primarily to inform, to listen, or to discuss and gain
consensus? This statement should reflect participants’ needs.

Topic What information?

Stakeholders Who must be present?

Urgency How soon does the result of the meeting need to be known?

In addition to these concerns, consider how much formality is required. Generally, the
greater the trust and familiarity of the participants, the less formality is required. The
types of meetings that can be used in a stakeholder engagement process are described
below. The list begins with the least formal type of meeting and ends with the most
formal.

Kitchen Table Meetings

These are small meetings (less than 10 participants) which operate without a formal
agenda. Usually these meetings consist of a brief presentation followed by a question
and answer discussion session. The facilitator maintains direction and efficiency by
using questions to direct the discussion and clarify points. These meetings most closely
resemble a "talk show" interview and the facilitator should have several questions in
mind before initiating the meeting.

There is usually an emphasis upon building trust and familiarity. This is enhanced by
creating common reference points and the use of a casual setting (encourage local
people to select an appropriate location).

Kitchen table meetings can work well as a format for "group interviews." In the
"group interview" meeting, be sure a representative range of interests is represented
among those people invited to attend. These meetings are normally used when
identifying or confirming needs, concerns and issues or when there is a need to speak
and obtain information informally from selected members of the stakeholder groups.
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Open House

An open house is used to present a complex range of information to a large group of
invitees and to gain an impression of their response to the information. Generally,
open houses depend heavily upon displays to present information. The opportunity for
discussion with informed representatives is also important to the process. The success
of open houses is highly dependent upon the ability of representatives to engage
participants in open conversation and to help them understand the information being
presented. It is highly desirable that each person entering the display area is welcomed
and that their role is carefully explained. Usually, a written survey, questionnaire or
response form is available to obtain attendees' opinions or advice.

This technique is normally used when it's important to collect information informally
(i.e., public needs and concerns) or provide the public with information or
educational opportunities.

Advantages

• Builds trust and familiarity
through direct, informal contact

• Participants can speak frankly and
directly

• Participants have an adequate
opportunity to comment

• Meeting leaders can obtain a lot of
in-depth information quickly

Disadvantages

• participate in any one meeting
(i.e., may have to hold a series of
meetings)

• Unless there is a good meeting
leader/facilitator, one or a few people
can dominate

Advantages

• Opportunity for representatives to
speak "one-on-one" to interested
public participants

• Provides an opportunity to give the
public detailed information and
educate the public on the need for
planning and management decisions

• Minimizes confrontation on issues
that are perceived to be volatile

Disadvantages

• Does not allow public participants to
share views or develop a consensus
position

• Generally very expensive for the
number of participants generated

• Results do not allow for in-depth
analysis on issues
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Round Table Meetings

These are moderately sized meetings (five to 20), which include a formal agenda.
These meetings are usually held to make a decision about some information
presented to all attending. The facilitator uses the agenda and formal control of the
discussion to ensure the group achieves the outcome required. The facilitator must
ensure all in attendance agree with the purpose of the meeting and must be skilled at
ensuring everyone participates. Since decision-making rests with the entire group, it is
also critical to have skills in creating group consensus and in defining decisions in a
way that is meaningful to the group.

These meetings are normally used when stakeholder engagement in making decisions
is required. The required meeting purpose and outcomes must be well defined and
participants' roles made clear. They offer good technique for assessing appropriate
management planning options and risks.

Advantages

• Allows for all participants to provide
comments

• Allows participants to provide their
priorities for needs, concerns and
expectations

• Provides managers with a sense of
the stakeholders’ priorities in
planning and management

• Provides an opportunity for
participants to become more
informed about the need for
planning (information/education)

• Can help to build trust

Disadvantages

• Requires time to plan, organize and
insure that a range of public and
stakeholder interests are represented

• Requires the use of a skilled
facilitator

• Without a skilled facilitator, a few
participants may dominate
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Workshops

The workshop is so named because everyone in attendance must "roll up their sleeves"
and get involved with the information. Workshops are established to allow participants
with differing values and priorities to build a common understanding of the problems
and opportunities confronting them. The intent is to establish a common list of
objectives and to describe a range of alternatives everyone agrees is sufficiently
complete. In many cases, participants are able to agree upon priorities and create
broadly acceptable alternatives. The facilitator must be skilled at encouraging
discussion and participation and must not show any ownership or favouritism towards
any alternatives discussed. The emphasis is upon establishing common ground and
broad "ownership" of the alternatives before any attempt is made to prioritize or select.
Workshops are normally used when reviewing planning options and assessing risks
related to those options.

Advantages

• Allows participants to provide advice
on priorities for planning options

• Provides managers with well-defined
criteria to use in selecting options

• Provides managers with information
that can be used to make decisions

• Allows participants to share
perspectives and reach consensus

Disadvantages

• Facilitator must be unbiased

• Requires planning and clear
definitions of purpose and outcomes

• Creates high expectations among
participants that results will be
implemented
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Town Hall Meetings

This is a large (20 to 500) meeting with a formal agenda and highly formal
presentations. The intent is to allow a large number of people to commonly witness
cases for and against various alternatives. These meetings operate best when they are
used simply to inform participants and not to create any decision or recommendation.
If a decision is to be made, all participants must understand how that decision will be
made. These meetings are normally used when there is a need to present information
to a large group of people and no decision is required.

Advantages

• Provides information to a large
number of people at the same time

Disadvantages

• Usually provokes confrontation due
to participants' need to provide
information

• Does not allow for the exchange of
information or ideas (one-way
communication)

• No accountability for participants or
opportunity to discuss and clarify

• Easily disrupted

• Does not allow participants or
sponsors to share ideas and learn

• Potential to draw negative media
attention
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Advisory Committees

An advisory committee is a group of people representing a range of stakeholder
interests who are convened to provide advice to a company or public agency. There are
various types of advisory committees (sometimes referred to as community advisory
panels and in the oil and gas industry as synergy groups). They can be:

• standing committees, intended to provide advice on a continuing basis, or

• project committees, struck for a specific term to provide advice based on
stakeholder interests and needs to be used in a specific project decision.

In order for an advisory committee to function successfully, agreement on terms of
reference specifying the scope and limits of operation of the group is required. Advisory
committees operate best when they are supported by an independent facilitator.

Advantages

• Allows corporate or organization
decision leaders to predictably and
conveniently access people who, as
informed community members, can
provide information and advice to
consider in policy and program
decision-making

• Supported by terms of reference that
clearly define the scope and limits of
the group

Disadvantages

• Requires an investment of staff time
and a budget to support committee
operation

• Expectations of some stakeholders
may be inconsistent with the terms of
reference; members may become
frustrated when they realize there is a
difference between “advisory” and
decision-making roles

• Familiarity with ILM may turn the
committee into “apologists” for the
program, and the advice provided is
not objective

• A sincere commitment to consider
the advice provided by the committee
is required from ILM leaders at the
highest levels of decision-making
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Focus Groups

A focus group consists of eight to 12 people, led by a moderator in an in-depth
discussion on one particular topic or concept. The goal of focus group research is to
learn and understand what people have to say on a particular topic, and why. The
objective is to get participants talking at length and in detail about the subject under
discussion. The intent is to find out how participants feel about a product, concept,
idea or organization.

Advantages

• Interaction among participants can
stimulate new ideas and thoughts
from within the group

• Participants are challenged by group
pressure to keep their thinking
realistic

• Clients can observe focus groups and
gain first-hand knowledge of
stakeholder comments and views

• Focus groups can be executed more
quickly than other forms of research

• Findings are easy to understand and
immediate

Disadvantages

• There is a risk that the results might
misinform; focus groups give a sense
of understanding complex situations
requiring more research

• Participants recruited to participate
may not be representative of the
“public”

• Dominating participants may
influence other people in the group

• Moderator style may influence the
results
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Appendix 6: Preparation Requirements for Stakeholder Meetings

In order for stakeholder engagement meetings to succeed, a considerable amount of preparation and attention to detail is required.
The following table provides a quick reference overview of preparation requirements.

Action
Notify/Prepare

MLA, government
officials

Media
Booking ads and
publicity

Media Kits

Community
Leaders

Public Notes

Rationale

These people can
lend support to the
process. A protocol
requirement. An
opportunity to
create awareness.

Invite media
support. Generate
interest and
coverage.

These people offer
critical support
with logistics,
contacts, local
credibility and
followup.

Supplement paid
advertising and
invite broad public
engagement.

9 Weeks

Desirable notice
(if attending
meeting).

Confirm
advertising space
is booked

Confirm Media Kit
will be available.

Establish meeting
time and leader's
role.

Request posters.

6 Weeks

Acceptable notice.

Have posters sent
out 4 weeks prior

3 Weeks

Contact local
media and
forward story
material and ad
copy (24 days
prior)

Send notification
and kit to be
received 4 weeks
prior.

Confirm meeting
date/location
(mail out).

Confirm that
posters will go up
2 weeks prior.

1 Week

Confirmation of
attendance /
needs.

Send final ad copy
10 days prior

Confirm
attendance
(phone).
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Action
Notify/Prepare

Support Materials
and recording/
presentation
equipment

Logistics

Rationale

Preparation will
support clarity and
consistency.

Participants and
presenters need
comfortable
arrangements to
create effective
meetings.

9 Weeks

Request artwork or
graphic support.

Desirable booking
for meeting and
accommodation
space.

6 Weeks 3 Weeks

Confirm
presentation
equipment. Have
support materials
in hand. If
shipping, send out
10 days prior.

On-site logistics,
catering, vehicle
rentals,
accommodation
(if required).

1 Week

Check equipment
and inventory
materials for
presentation.

Minimum notice
for any changes or
additions.
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Appendix 7: Process Checklists

Be Prepared - Checklist of Procedures

In order for stakeholder engagement meetings to succeed, a considerable amount of
preparation and attention to detail is required. Tool 4 provides checklists that outline
the details requiring attention in this stakeholder engagement process. They are
intended as a reference to remind you of support materials, on-site activities, logistics
and media relations you may require.

Support Materials

Should have "in hand" two weeks prior. Allow 10 days, if shipping (suggest no
shipping if possible) (Check applicable boxes)

� Laptop/projector/spare lamp/screen/electrical cords

� Posters/video

� Flip charts/pens/writing paper

� Handouts

� Selection of previous materials/newsletters

� Display

� Tape recorder/recording sheets

� Agenda/correspondence/notes

� Storage arrangements important - Proper shipping containers

� Name tags

� Prepared thank-you letters

� Participant survey/questionnaire/response form

� Business cards

� Other: _______________________________________________

On-Site Activities (Check applicable boxes)

The week/s before the meeting
� Contact representatives - office support

� Inspect/arrange meeting room

� Arrange suitable refreshments

� Arrange display location and set-up

� Contact media representative
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� Arrange media location/special arrangements/interview area

� MLA contact/arrangements

� Casual contact with business leaders, etc.

� Contact municipality manager to learn perceptions/developments/context

Immediately before the meeting
� Set up and test audio/visual equipment (e.g. mikes)

� Check for safety hazards/weather/grounds concerns

� Check for emergency exits and gathering point

� Check bathrooms, service locations, noisy fans, lights/inside temperature

� Coat rack locations

� Set up tables and chairs and presentation location (e.g. projector)

� Put out previous print materials

Immediately after the meeting
� Clean up

� Follow up

� Pay bills/invoices

� Other: _________________________________________

Logistics (Check applicable boxes)

� Vehicle rentals

� Accommodation

� Room/hall arrangements

� Catering

� Travel arrangements for invited delegates/guests

� On-site vehicle support: bus, taxi, etc.

� Reserve projection/display equipment

� Other: __________________________
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Recording Arrangements (Check applicable boxes)

� Sign-in/attendance record

� Minimum of two observers/standard recording sheets

� Post meeting summary sessions

� Make final record

� Tape record entire session (optional)

� Distribute meeting record

• media representative

• municipality manager

• local leaders

• participants (kitchen table only)

� Participant survey/questionnaire/response form

� Other: __________________________

Media Relations (Check applicable boxes)

� Ensure media kit is planned/assembled/three copies +

� Advance notification of intent and strategy (four weeks)

� Place public notification ads (Hint: Ads run two issues before the meeting)

� Story copy 10 days in advance (Hint: Try to get story to run one week ahead)

� Contact media upon arrival - be available for interviews, send media kit, verify
needs and special arrangements

� Receive media representative and show seating area and power outlets

� Introduce media representative to department representative, describe purpose
and attendance (invite interview requests) (Hint: Do not draw undue attention to
media)

� Give media story ASAP after meeting and/or before deadline - especially local
interviews for impressions

� Follow up: next morning - anything you need?

� Encourage media contact with local individuals

� Ensure media contacts are properly briefed and trained

� Other: _______________________________________________
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Followup (Check applicable boxes)

� MLAs - contact offices/send formal record

� Mail out meeting record and thank you to identified interests, for example:

• municipality office

• Aboriginal leaders

• ILM team/partners

• participants

• others ______________________________________

� ILM project information

• meeting record

• report any concerns or issues (verbal)

• have someone clip any local followup stories
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