
uuiILili-IIi11

IIlll_,IllU__ illLl_uul:



4



' : ' ' i.../-.. . L '.'".,'. ",' .;:.'.'--:.,;''-''''--_'',,"--"........ : .........
, • •

.e

posI.W'b_ndfAxtrlnsmitla Developing public affairs counseling
' I_i./,L,-I_'__ skills to support a public

LL._ #,,"-P, _.._'r'
AI__ participation focus at Fernald

PA
I"',' "', ,,- ....... _ ,_ __

-, _ ......... -" __ ,,,, ...... i i _.. -- w - - • 7-J_"

2155LouisianaBoulevardNE _=s qo,x..ej,'_j
Albuquerque,New Mexico87].I0 r _ __ ccs

_',_ Tz,_.
Jack Hoopcs, APR

Per_d ]EnvlronmentlJRcstoratlon Management C_rporal|on
P.O. Box 398704

Cincinnati,Ohio4_9-_04

ABSTRACT

To provide closer coordinationbetweenthe PublicAffairsDivisionandcnvlronmentalrestoration
managementandtechnicalst',d/,the FernaldEnvironmentalRestorAtionManagementCorporation
(FERMCO) matrlxcdPublicAffairsstaffersas coun._lorsto project teamswithinFERMCO. Close
coordinationbetweentechnicalstaf andpublicaffaksstaff is essentialfor ctTcctivepubliccommunicationin
a publicpartldpation,environmentalrisk communicationenvironment.Two.waysymmetricalcommunication
(publicparticipation)rcprescntsa paradigmshiftfor publicAffairsstaffwho havedevelopedskillsprimarily
in ApubliciJd'ormatlon(asymmctricalcommunication)environment.Whilethere hasbeen muchfocus in the
literatureandworkshopson managementdumgcsneededto supporta publicparticipationcnvlronment,less
attentionhasbeen paidto identifyinganddevelopingthe skillsneededby publicaffairsprofessionalsto
supportpublicpartlclpatlon. To supportthenew counselingrole of publicaffairsstafcrs, FERMCOuseda
publicaffairstrainingconsultantto &:signand delivera workshopto initiatedevelopmentof the skills
neededfor the publicaffairscounselingrole. Thispaper dcscribcsFERMCO'smatrlxedcounselingprogr._m
andthe trainingtodevelop publicaffairscounselingskillsforthe publicparticipationenvironment.

ORGANIZATIONALBACKGROUND

The U.S. Departmentof Energy(DOE) is undcrgolnga majorshift in missionfroman emphasison
defense-relatedweaponsproductionto a mote dlvcrdficdm_ion whichincludesa majorenvironmental
restorationfocus. A substantialorganb.ationalculturechargeh taking place as partof the change in
mission. Key elementsof the culturechangearea shiftawz_yfromsecrecy,whichwasnecessary to the
defenseraison, towarda policyof opennesswithstakeholdersandthepublic,and a commitmcntto public
participationin DOE decisionmaking. The DOE's Officeof EnvironmentalManagement(EM) has
idcntificdpublicparticipationas an Importantelementin successfulachicvemcntof theenvironmental
restorationmission. Moreover,federallawsgovcrnlngenvironmentalrestorationandenvironmentalimpacts
at federalfadlitlcs almost universallyrequirepublicinvolvement.

The DOE'sFcrnaldfacilityhas shlftcdfrom a productionm_ion toan environmentalrestoration
mission. Thereis h_ghinterestby local communitiesin theFernaldenvironmentalrestoration program.
Clean-updecisionswill directlyalTcctwell.beingor perceivedwctl-bc|ngof residentsin thevitally of the
fadllty. Publicparticipation,therefore,ts essentialto the successof Fernald'scnvLronmcntalrestoration
program.

In 1992,the DOE awardeda contractto FERMCOto managetheclean-upof the Fcrnaldfacility.
Under the contract,FERMCO providesa varietyof managementsupport scrvlccsto the DOE, including
publicaffairssupport, FERMCOoperatesundera matrixmanagementsystem,withstaff from tcchnlcal
divlslon_matrixcdto the managersof projectteams. Becausemuchof the informationwhich is importantto
publicunderstandingof thePcrnaldclcan-ul_orlglnatcswiththeprojc,ct teamsandbecausemanyof the
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decisionswhichpotentlallyImpactstakc_ioldcrsoriginateat the projectteam level,management of the Public
AffairsDivisioninitiateda programto matrixpublicaffaksstaffto projectteams as counselors.

THEORETICALCONTEXT

In 1984,J'amcsE. Orun[gandToddHuntpostulatedthat organlzat;onsconductcommunication
with thck stakeholdersor publicsin accordwithone of fourmodcls,l The models are to a dc_c¢
cvolutionaryin the sense that theyrepresentincrcash_glevelsof sophisticationandeffc_ivencss and,as
systematicallyappliedorganL,.ationalapproachcs_evolvedsequentially.The models may bc brieflydcscr_cd
m follows:

Publicity/l'ressAgcn07: A one-waycommunicationmodel in whichthe primaryfocusis ongaining
name recognitionandgettinggood nowsout.

PublicIn[ormatio_" A one.waymodelinwhichtheprimaryfocusisgettingfactualinformationto
interested publics,frr,qucntlythroughthe newsmedia.

T,_o.wayA_mmem'cal: A two-waymodelin whichan effortis made to understandwhatis on the
minds of interestedpublicsin orderto makepcrsuaslvccommunicationmore effcctive.

7_o-w_ $_metdcal: A two-waymodelunderwhicheffortsare made to establisha dialogueso
that an organization'sactionsandthe interestsof its stakeholdersare more closelyaligned.

Managersand publicaffairsprofessionalstend to adopta s_t of assumptionsabout communication
withinternaland¢.xtcrnalpublicswhichreflectsone or anotherof these models, The model, in essence,
constitutesa paradi_ in the sense of Jocl ArthurBarker,2 It is an unwr|ttcnset ofrules whichgovernsthe
waytheorganizationcommunicateswithitspublics.Eachmodeltendsto includea setof assumptionsabout
how publicopinionshouldbe interpreted,aboutthe extentof theorganLy.ation'sabilityto deal withpublic
opinion,andaboutappropriatewaysto communicatewithparticularpublics. For example,an agency
operatingunderassumptionsof the publicinformationmodel might announcethedecision to incinerate
hazardouswaste. Agencyrepresentativesmightreadilyanswerquestionsfrom the publicin a public
meeting. Facedwith a public outcryagainstthe decision,agencypersonnellamentthe emotionalismof
publicresponse,the manipulationof thepublicby advocacygroups,and thescnsationa]izationof coverageby
the news media. The agency¢onclud_ thatthereis no rcasonlngwithan irrationalpublic. Faced with the
same initialproblem,an agencyworkingfroma publicparticipationmodel wouldscck a dialoguewith the
publicfrom the outset, By the time a decisionwasrcach_ to use incinerationas the waste disposal
altcrnative,the most a_v¢ publicswouldhave acceptedthe dc:.isJon.Alongthe way,concernsof advocacy
groupswill havebeen addressedto their satisfaction,emotional_ues willhavebccn treatedas lcgltimatc
input,and the newsmedia willhavebeen trcatcdas an importantchannelof communicationbetweenthe

' agencyandstakeholders.

The resultsofresearchon environmentalriskcommunicationsuggestthatagenciesandcompanies
managing¢nvlronmcntalriskprojectsandissueswillbemostsuccessfulinthckpubliccozumunlcationefforts
iftheyadoptthetwo-waysymmctaicalcommunicationmodcl,RL_kcommunicationrccemmcndations
erecting from theresearchIncludesome stratcglcsforhowto talkaboutrisks. For example,whena
technologicalrisk,suchas 8roundwatu contaminationfrom a manufacturingplant,is comparedwith a
naturalrisk,such as the riskof beingstruck_y lishtnlng,publicoutragewillbc thepredictablerr..sultunless
it is made clear thatthecomparisonis onlyintendedto suggestthemagnitudeof risk,not the acceptabilityof
therisk. Other recommendations,however,haveto do withth: riskmanagementorganization'sd¢clslon-
makingprocess. Publicstend to perceiveless riskwhentheyfccl thattheyhavecontrolover the risk
decisionandthat an organization'sd¢clslon-maklngprocessis responsiveto their concerns._ Sharedcontrol
and responsivenessimplya two-waysymmetri:alcommunicationprocess, For organ_ationsdcallngwith
cnvlronmentalriskissues, therefore,Gru_]g'spropositionthatthe two-waysymmetricalmodel shouldbe
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normativeforexcellentpubliccommunicationwouldaplx:arto Ix: substantiatedbyriskcommunication
research.'

In nearlyfouryearsof observationof publicinvolvcancntactivitlcson theDOE'sUraniumMill
TailingsRemedialAction(UMTRA) Proicct,thescniorauthorhasfoundthesymmerrica!cot,,, unication
modelandriskcommunlcatloatheoryto havegreaterexplanatoryFewerforprojectcomrr" :i:_,n
outcomesthanasymmctrlcalmodels. Recent communicationsexperienceat Fcrnaldsubz ..., _ _s
fmdlng. More importantly,the .symmetricalcommunlcationmodelis a more powerfulmc,_/,_, :,',nning
effectivepubliccommunication,s

Organizations,however,do not alwaysselect the mostlogicalor appropriatecommunication
model.4 Rather,they selecta model whichreflectsthe underlyingassumptionsof the domlnantmanagement
coalition, Publicaffairsand communicationprofcsslonalswhhinthe organization,in most cases, will reflecta
compatible_mmunkation approach.Foran organizationto shift froman asymmetricalto a symmetrical
communicationmodel, therefore,r_ulrcs significantchangesin underlyingcommunicationassumptionsby
both managersandpublicaffairsprofe_ionals. The changeis, in essence,a paradigmshift. The values,
assumptions,rules,andjargon of the asymmetricalcommunicationmodels interferewith adoptionof t_e
symmetricalmodel. The mote powcdu_valu_ assumptions,rul_ andjargonof _e symmct.ricalmodc;l
must substantiallyreplacethe oldermodelI_forc the organiwtioncan fullyisnplcmcntthe new model.

At DOE Headquarters'theEM organizationhastalccnsubstantialstepsto facilitatea management
transitionto the publicpurtlcipation(twoway ._ymmotrical)model. Throughquxrtcrlypublicparticipation
workshops,publicparticipationtrainingformanagers,and implementationof a pub};cparticipationpolicy,
EM managementhas sought to shift the DOE's cn_onmcntal restorationprogramtowardpublic
participation.Underthecurrentadministration,thePublicAffairsOff'xc_istakingstepsto broadenthe
adaptationof publicparticipationvaluesthroughoutDOE. For thisshiftbetweencommunlcat[onmoclclsto
be cft'cctivc,however,publicaffairsstaffsmustmakea complementaryshiftin theircommunication
paradit_.

PUBLICAFFAIRSCOMPETENCIES
FOP.,THEPUBLICPARTICIPATIONPARADIGM

To be erfee.tiveagentsin the sh_ to consensus,.bulldingpublicparticipation,public affairs
profcsslonalswho havelearnedtheirskillsin a publicinformaclonen_onmcnt must developnew
professionalcompctenclcs. Most of the publicaffairsstaffof Fcrnaldandits primarycontractor,FEI_J_CO,
gainedtheirexperiencein a public informationenvironment.The publicinformationenvironmentplaces
primaryemphasison the communicationtcchnlcianrole. Competenc_csrcquircdincludejournalisticwriting
andediting,publicationlayoutand productionmanagement,graphicsdesign,clcctronlccommunication
production (audio and video ta_s), m_diarclatlons,spcakcrs'bureaumanagement,and relatzdskills. Tho
sU'ongmcdia relationsfocus of the publicinformationm_cl is rcflcctcdin the tcndcncyof organlzations
thatpracticethis model to prafcrhiringformerjournalistsfor theirpublicaffairsstaff. The public
informationmodel is so prevalentin organizationsthat managerwho are unfamiiliarwith other models or'ten
thinkof publicaffairsas _ing synonymouswith mediarelations,

Under the publicparticipationmodel, publicaffairsmanagementand staffmust play a more
strategicrole in the organization'sint_na! and publiccommunication.In particular,theyplay a significant
rol: in maintainingthe organlv.atlon'spublicparticipationfocusby scrvlngas internaladvocatesfor the public
perspectiveandas counselorsto managementto developprocesseswhichidentifymeaningfuJschedulesand
channelsfor Fubllcinvolvementin decisionmaking.

To carryout _c expandedand morercspons_le role, publicalTa_rsstaffmust developcompctcncics
in smallgroupcommunicationformats,facilitation,ncgotiatlon,internalconsultancy,opinion research,
measurementand ev'_luatioaof communlcation¢fl'cctivencss,advocacy,and disputeresolution. In programs
involvingenvLronmcntalor publichealthissues,an understandingof riskcommunicationis also nccdecLThe
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competencykvc]s of publicaffairsstaff appearto havea directrclatlonshipon the ability or the public
affairs manager to become part of the dominant managem_. _ coalition. Involvement of the public affairs
manager in the dominant coalition, in turn,significantlyincreases Uh¢organh,atlon's ability to ma]ntaiu a
pubtic parficlpadon focus.4

NEEDS ANALYSIS

In preparation for design of a workshopto bcg|n developing the public affairs compctencics needed
to support a public participation communication model at FERMCO, a needs assessment was conducted in
July 1993. To develop an understandingof the organizationalcontext in which the public affairs counseling
program operates and of the level of professionalism repro.sensedamong the public al]'alrscounselors, the
workshop designer conducted IX intcrvlcws,a focus group with public affairscounselors and back up
counsclorr_ and a written survey of 16 items. Intcrvkws crossed organizational and functional llncs, including
DOE public affaks and branch management, PE_MCO public ,Haks and technical ma_agcmcnt, and
or_rdzatlonal development and trainingmanagement. Eight members of the public affairs staff participated
in the focus group, Eleven members of public affaL_management and staff responded to the survey.

The neeAs assessment, conducted someseven monthsafter initiation of the counselorprogram,
confirmed wide satisfaction with the programby technical management, public affairsmanagement and staff,
and DOE public affairs and technical management. At the same time, the a_cssmcnt confirmed unec_ainty
aboutthe appropriaterole of counselors,Overall,technicalmanagerstendedto s_ publicaffairsstaff as
communicatica tcchniclans. There was some prcs._ur¢to divert the public affairs resource to a technical
e,diting role,,diluting thck cffcctlvcncss in supporting public involvement and public communication. (Some
project teams have since hired technical editors to fill that role.) C.oum_lors varied in the dcgT¢¢to which
they felt they had opportunities to function in a truly counseling role.

The FERMCO public affairs staff, including staff sclectc,d for the role of counselor or back-up
counselor, encompassed a broad range of expcricncc and backgrounds. Education ranged from some
undergraduate college to completion of the master's degree. _zpcrience in the field ranged from Ices than a
year to more than 20 years (generally at the management level). While there was a marginal prcdominance
of degreesin communicationfields,collegebackgroundalsoincludedbusines_soci',dsciences,fine arts,and
physical sciences. Five of the ll r_pondcnts to the w_ittcn surveybelongcd to Public Rclation_ Society of
America (PRSA). Professional society membership beyond PRSA was limited, with a ;ingle respondent
accounting for the overwhelming majorityof other memberships.

WORKSHOP DESIGN

A public affairs counseling workshop was designed based on several factors. FksL the designer
reviewed the literature on the differences between public information and public participation compctcncics
required for public affairs staff. Second, the dcslgncr reviewed the lltcrature on public relations counseling
¢ompeten6cs. Third, the dr,signer incorporated results of the needs assessment.

The principle objcctivcsof the workshop v_re to

1. raise awareness of the skills and compctcncics required of public affairs professionals in a
public participationenvironment,

2. help participants idcnt_ thck current compctcncies in key areas,

3. t_gin developinga group dcfinitionof the counselorrole,and

4. formulatc Individualstaff'plansandcommitmcntsfor continuingdevelopmentof requlrcd
competencies.
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The comlmt_cle$ requlredof publicaffairsprofe.t,slonalsto supporta publicparticipationprogram
arcbroad. It wasrecognizedthat a slngl¢workshopwouldnot be sufricicntto dcvclopthe rangeof problem
solving,conflictresolution,negotiation,facilitation,coaching,andriskcommunicationskillsneeded to
supporta majorpublicparticipationprogram.Therefore,the workshopfecund on developingawarcnc_of
thecommunicationmo,qclsandthccompctcncicsas_oclatcdwithca_, onrefiningthedcfmltionofthe
coun_llngrolewithinthedillon,andonstartingtoplanforindividualsclfdcvelopmentbcyondthe
workshop,

Duringthe day.e_d-a.halfworkshop,the communicationmodels,includingvariationson thepublic
panidpation model postulatedby JamesL Crclghton,ware discussedin thecontcx_of paradigmshifLsflIn
particular,attentionwas paid to barriersto paradigmshifts in organizations,the underlyingassumptioas of
each paradigm,the kindsof objectivescharacteristicof eachparadigm,the publicaffairspractitionerroles,
andpublicafhlrs tools and tcchniquoiundereach paradigm.Discussionfocusedin particularon the public
tnbtmatlon modal and twovariationsof the publicpartldpatlonmodel-. the proceduralpublicparticipation
mo&:land the fullpublicparticipationmodel. Proced_al publicparticipation,as describedby Croighton,is
most typlcallyillustratedby the proceduresgenerallyfolIowedby federalagcndcs to complywith the public
involvementre.quirementsof the NationalEnHronmcnta!PolicyAct. Under this act, federalagendcs, when
preparingan environmentalimpactstatement,are requiredto provideformalopportunities,in the formof
hearingsand commentpcrlods,for the publicto have inputto the decisionmakingprocess. Creightonterms
this "procedural"publicparticipationbeca_ the publicoften pcr_ivos that the hearingprocessis a
formalityundertakenby the agencyto complywith the taw afterthe action decisionhas been made.6
Crcightonfurthersuggeststhat for derisionsto count today,the publicincrcaslnglydemandsa genuine
conseas_ seekingor negotiationproex.,,s.

The concepts addressedin this segment of the workshoparccentral to the issue of movingan
organization,particularlyone so largeand complexas the Departmentof Energy,froma publicinformation
model to a publicparticipationmodel. The fundamentaldifferencebetween the two models is the direction
of the communicationeffort, In the publicinformationmodel, the organ_.ationdirectsits communication
focus outwardin an effort to influencethe externalenvironment.The intent is to renderthe envlronmcnt
more favorableto the organizationby eitherdcvcloplngsupportfor,or at minimum,neutralizingopposition
to the organizatlon'sact2vities.Under the publicparticipationmodel, the objectiveh to create two-way
communicationchannels so that the organizationcan betteradjustits actlvitlcsto the externalenvironment
and at thesame tlme innueace that environment.The shirtfroma one-wayfocus to a two.way focusis a
difficultone requiringthat both managers and publicaffairsstaff thinkdifferentlyabout the timing,purpose,
and nature of communication.

For example,undera publicinformationapproach,a managermight set as an objective,"To inform
the publicof the organization'splannedactionto gain their support." Under a publicparticipation
enHronmznt,th¢ objoctlv¢mightbe, "ro involvethe publicin dcfinlngthe problemmore clearly,id_:ntifying
alternatives,and selectinga solutionthat bestservesthe needsof all stakeholders."Implementingthe public
informationobjectiveplaceshigh valueon writingand mediarelationsskilh. It may focus primarilyon using
the news media as an informationchannel,though publicmeetingsmight alsobe usod. Implementingthe
publicparticipationobjcc|ivercqulrcsan understandingof organizationalcommunicationto addressthe key
_ue of "Howm we createa responsiveinternalprocess?"It requiresan understandingof stratcglcsfor
idcnti_ng stakeholdersand involvingthemin constructivedialoguethroughadvisorygroups,roundtable
discussions,coff_khtcheg orothor interactivediscussionchannels,

In the publicparticipationenvironment,communicationbecomes more complex. This demands a
higher level of prol'cr,.slonalismof the publicdfairs professional.The practltioncrmust be hmiliar witha
broaderrange of communicationtochniqu_sthan requiredfor the pubIi¢informationapproach. Public
affairsmustbe engagedin the managementdialogueaboutschedules,resourceallocation,and key activity
dodslons. The practitionormust b_ abl©to olTcrmatureadviceon when publicinvolvementis appropriate
and when it is not n_dcd. The counselolTeredmustbe tespcct_u!of the organization'sobligatlonto carry
out its missionand of the public'srightto have its intorcstsserved.



When the publicaffairsprofessionalentersthe counsclorrole,the riskst_.,c,om¢ higher. The
counselormust developthe abilityto representthepublicinterestor presentthe concernsof the public
effcctlvclyto managementwithoutap_arlng to be againstthe organization,licnee the need to develop
conflict resolutionand problemsolvingskillsin orderto supportmanagementin openingup solutionsto
problemsralscdby the public,

After addressingthe _liffcrcntmodelsof communication,the workshopfocusedparticularlyon the
conceptof professionalismas the masteryof a bodyof knowledge.The publicpartidpationmodel requires
broadknowledgeof the publicaffairsbodyof knowledge,Masteryof thatbodyof knowledgeis essential to
the developmentof managementconfidencein the practitioner.Thisconfidenceis in turnnecessaryfor the
aCCClXanceof the publicaffairsstaffin the counselingrole. In addition,a problemsolvingmodel was
presented,and conflictresolutionstyleswcr¢addressed.The _u¢ of developingtheskills of internal
influenceto supportpublicparticipationwas alsoaddrcssod.

DEFININGTHECOUNSELORROLE

Dur|ngthe second morningof the workshop,a facUkateddiscu._ionof the counselorrole was
conducted. Publicaffairsstaff idcnt_cd two setsof counselingroles,one _t whichcould b¢ labelled a
liaisonroleandtheotheracou_clingrole.Theliaisonroleincludedservingasacommunicationlink
_tweenthePublicAffairsDivisionandtheprojcctteamandavarietyofcommunicationtechniciantasks
suchasnewsreleasewriting,documentcditing,andbrlnglngbackassignmentstospcclallstssuchasgraphic
artists, Thecounselorrolewasseentoincludeknowingtheregulatoryrequirementsforpublicparticipation,
providingadvlccon thetimingofpublicparticipation,planning publicparticipationactivitlcsand cvcnts,
monitoringpublicconcernsandissues,amplifyingpublicconcerns,coordinatingwiththeDOE branchchief,
andavoidingduplicationof effort or droppedballs.

The workshopwas deliveredtwiceso thatall membersof the divisionwouldhave an opportunityto
attend. Since the entire divisionwasnot prc,scntin one session,no attemptwasmade to reacha single
definitionof the counselorrole. Flip chartnotes on the role dcfinkionfromboth workshopgroupswere left
withthedivision.Thedivisioniscurrentlyworkingwithanoutsidehcilitatortodevelopa dcf'mitlonofthe
counselingrolewhichissatisfactorytothepublicaffairsdivisionstaffandtothetechnicalmanagerswith
whom thecounselorsarcmatrixcd.Orcatcrunderstandingofmanagements'expectationsofcounselorswas
dctcrmlnedtot_aprcrequlsit¢fordevelopingaworkablecoun_clordef'mition.Accordingly,thefacilitat_ris
currentlyconducting[ntervlcwswith technicalmanagersto gain thispcrspcctivc, Prcliminaryresults of this
researchcorroboratethe workshophOOdSassessmentfindingsregardingmanagementattitudes about public
affairs'rde on the project team. It is recognizedthat for the publicparticipationmodel to workat Fcrnald,
managements' tmdcrstandingof publicaffairs'changingrolewithinthe organizationwillneed to bc
dcv¢lopccL

APPLICATIONTO OTHERORGANIZATIONS

The counselingstructureadoptedbythe FERMCOPublicAffairsDivisionis bclicved to be an
applicablemodel for other organizationsattemptingto implementa two-waysymmetricalcommunication
modeL Successof the two-waycommunicationmodel is postulatodto bc stronglyinfluencedby participation
of the publicaffairsmanagerin the dominantmanagementcoalitionof the organization. In a matrlxcd
organization,managementdcc[slonmakingis morediffusethan in a hicrarchical]ymanagementorganization.
Publicaffairs,therefore,is morc likelyto have the influencencedcd to support the two-waysymmetrical
model if publicaffairsstaff arc matrixcdto the keymanagcmentdecisionpoints.

Forpublicaffairsstaffto be effectivein the counselingrole,an activeeffort must be made to
developthe level of professionalismof the staffbeyondthe communicationtechnician role most commonly
foundin organizationsopcratlngin the publicinformationmodel,or other asymmctrlca!models. Train;ng
should focuson 4¢v¢1opingawarcncssof the differentmodelsof publicparticipation,charactcrlsticsof a
profcsslon,the publicaffairs/publicrelationsbodyof knowlcdgc,and spcclflcskills rcqulrcdfor counscling.



On the DOE's UraniumMill TaningsR¢mcdialA_oa (UMTRA)Project,• projectwith a mature
publicinvolvementprogram,the publicaffairstrainingprogrampioneereda_Fcrnaldis currentlybeing
•dapted•s • staffprofessionaldevelopmentactivity.Elementsof the trainingare beingdcllvcrcdin shorter
_gments overa period of three monthsto minimizeimpacton ongoingtasks.

SUMMARY

An organizationalcommitmentby theDOE to involve_e publicin environmentalrestoration
dc_sions •t Fcrnaldandotherfacilitiesrequkcs • _ih in the waymanagersandpublicaffairsstaff think
abouttheir communicationwith the public. Two-waysymmetricalcommunicationchannelsmust bc
dev¢lol_d to replacethe historicalone-waychann¢Is.Thisrequlrcspublicaffairsstaff to develop broader
communicationskillsand to learn to effectivelycounselmanagementto ensurethat public involvementis
timelyand me-aningf_ At Fcrnaid,a workshopwasdcslgnedanddeliveredto PublicAffairsDivisionstaff
to dc'vclopawarcnc.ssandskillsneeded to servein the publicaffairscounselorroles. Counselorsare
matrlxe.,dto technicalprojectteams. The matrixedcounselingapproachis appropriatein • public
participationenvironmentin whichdecisionmakingis difl'uscdthrougha matrLv,e.,dmanagementsystem.
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