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Welcome to the eighth issue of the Facilitators’ Exchange Newsletter. It is
your guide to all things facilitation related within the U.S. Army Corps of
Engineers. You may find additional information at the Facilitators’
Exchange webpage—http://corpslakes.usace.army.mil/employees/
facilitator/facilitator.cfm. The newsletter is intended to share information
on facilitation webinars, case studies, process tools, facilitation resources,
training opportunities, USACE facilitators and professional facilitation
organizations. The Exchange is sponsored by Ms. Ada Benavides of the
Civil Works Directorate.

Upcoming Webinar:

Our next webinar will be on 4 February 2015 from 1:00 pm—2:00 pm Central time regarding Tulsa
District’'s (SWT) Instream Flows Advisory Group. Our speakers will be Dr. Bryan Taylor, Environmental
Biologist and Civil Works Project Manager in SWT and his facilitation partners Dr. Anna Childers, Senior
Environmental Scientist and Project Manager with CH2MHILL and Mr. John Rehring, a Vice President and
Project Manager with Carollo Engineers. They will discuss their coordinated efforts in using facilitation in
conjunction with activities for Oklahoma’s Comprehensive Water Plan update. Watch for the program
announcement and please plan to join us. You may access archived webinars at: http://
corpslakes.usace.army.mil/employees/facilitator/exchange.cfm?Option=ArchiveSchedule&CoP=facilitator.
If you have ideas for future webinar topics, please provide them to Julie.B.Marcy@usace.army.mil.
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Facilitation Webinar Presenters:

Dr. Bryan Taylor is a Project Manager and Environmental Biologist with the
Tulsa District of the Corps (SWT). He works with facilitators from
Engineering and Environmental firms via contract, State agencies and
internal Corps resources.

Example Efforts Using Facilitation: Facilitators have assisted with
procedural requirements for public involvement meetings associated with
Environmental Impact Statements, water reallocation studies, dredging
initiatives, and reservoir sustainability initiatives. Facilitation has also been
) utilized for stakeholder involvement and participation in ecosystem
.| restoration initiatives, water quality analysis, and state water planning
activities.

Why Seek Facilitation Support?: | manage environmental studies with huge
public, stakeholder, and political interests. Public input and involvement is the
crux of the National Environmental Policy Act procedural requirements.
Facilitation is crucial to ensuring that all actors have been included during the
planning stages for critical initiatives that impact the public. Facilitation
ensures that stakeholder collaboration, coordination and buy-in are achieved.

Advice for Others Seeking Facilitation Services: Consider project specific
facilitation needs and utilize the USACE network to compare and contrast like
efforts to make a determination as to whether the expertise exists within the
Corps, or for an opportunity to develop the facilitation expertise in-house (i.e.,
training, courses, etc.). When a determination is made that the project would
benefit more from utilization of contractual firms that provide facilitation exper-
tise, outsourcing should be considered.

Anna Childers

Dr. Anna Childers is a Senior Environmental Scientist and Project

Manager with CH2MHILL. She has worked with SWT and the Oklahoma Water
Resources Board since 2012 on managing technical studies for the OK
Comprehensive Water Plan (OWCP). How Long a Facilitator?: 6 Years.

Types of Facilitation Done: | have designed and facilitated different types of
workshops and meetings. | have assumed different facilitator roles: engaging,
informing, involving and planning. The primary facilitation focus areas | have been
involved in include the National Environmental Policy Act (NEPA) citizen group
scoping workshops, water resources projects meetings and water resources
strategic planning workshops. The project examples include the Oklahoma
Comprehensive Water Plan Implementation projects: the Water for 2060 Advisory
Council, the Instream Flow Advisory Group, and the Instream Flow Pilot Study
stakeholder planning. In addition, | have conducted facilitation for the Arkansas River

Corridor Projects, Tulsa, OK stakeholder and citizen meetings, workshops and NEPA scoping process, various Bureau of
Reclamation and USACE NEPA and Resource Management Plans public scoping meetings in Oklahoma and Texas, and
supported water strategic planning efforts for private large corporations in Oklahoma.

An Effective Facilitation Process/Tool: Each facilitation situation is different whether it is facilitating citizen or
stakeholder groups, advisory or expert groups, or developing strategic plans for corporations. All these groups and
situations can be challenged during group decision making. An effective facilitator should be concerned “how” decisions
are reached; not “what” decisions are reached. In conflicting decision-making, it is important to include the conflicting
stakeholder values in decision-making process and it is important that it is not a role of a facilitator necessarily to try to
solve these conflicts. | have used a Structured Decision Making (SDM) process in complex natural resources decision
making situations. It helps not only to address and incorporate decision making in a structured fashion but it helps
communicating complex decisions to those who may have only rudimentary understanding of issues. SDM helps to
create a repeatable process how decisions were reached and avoid arbitrariness of decisions making. Literature:
Structured Decision Making: A Practical Guide to Environmental Management. 2012. Lee Failing, Michael Harstone.
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Anna Continued....

Advice for New Facilitators: A facilitator should avoid coming across as an “expert”
which can boost facilitator’s confidence, but many times can cultivate passivity or
resentment among group members. In informing facilitation situation, facilitators can be
experts but the role should be disclosed to the audience what “hat they are wearing”
when talking to their target group. Furthermore, the facilitator needs to be receptive in
learning from the group even if acting as an expert in informing facilitation situations.

John Rehring is a Vice President and Project Manager with Carollo Engineers. John
has supported implementation of the OWCP through facilitation of the OK Instream
Flow Advisory Group discussions, facilitation of the Water for 2060 Advisory Council
process, and managing detailed analyses of local conservation, reuse, and public water
supply regionalization opportunities across western OK. How Long a Facilitator?:
About 16 years.

Types of Facilitation Done: | have facilitated numerous groups, mostly regarding
John Rehring water supply planning and water management. Examples include Basin Roundtables
for the Colorado Statewide Water Supply Initiative; the Oklahoma Instream Flow Advi-
sory Group; the Oklahoma Water for 2060 Advisory Council; the Colorado Reuse
Regulatory Development Work Group; regional planning groups in South Metro Denver,
the Oklahoma Panhandle, and Southwest Oklahoma; public meetings for water supply
and reuse planning in Norman, OK, Santa Fe, NM, Aurora, CO; and public/stakeholder
meetings across Oklahoma in support of the 2012 Oklahoma Comprehensive Water
Plan.

An Effective Facilitation Process/Tool: Some of the most challenging groups are
those with controversy and a long history of opposing positions. One tool that can help
is targeted questioning to get beyond the “set in stone” positions to understand the
underlying interests. You need to set a tone for the group that supports active listening
and open sharing of interests. With active listening and the right questions, the
facilitator can help a speaker explain the “why” behind their position and help the rest of
the group better understand the other side’s needs. When we really take the time to
understand each others’ interests and needs, we are better able to identify creative
solutions that satisfy both sides’ needs and get off of their historical “intractable”
positions — which are typically all-or-nothing arrangements that are not conducive to
resolution of the issues at hand. It's your job as the facilitator to manage the process of
moving the discussion from positions to interests to solutions. For some examples and
further discussion, see: http://www.mediate.com/articles/tnsc.cfm.

Advice for New Facilitators: Study up and get familiar with the topic of the group
you’re facilitating so you can ask the right questions and move the discussion forward —
it's frustrating to the group when they have to spend their time educating you. That
said, you also need to be very careful to maintain an independent, objective position
with no real or perceived bias. You’re not answering the questions or serving as a
subject matter expert, you're helping the group get to a point where they can make
decisions. Set reasonable goals for each meeting, get the group’s buy-in on the “end
point” for each meeting at the beginning of the meeting (e.g., “What will we know or
have at the end of today’s meeting that we don’t know or have now?”), and revisit those
goals at the end to make sure you got to the desired end point.

—

~ /
/
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Case Study— A Facilitated Kickoff by
Courtney Chambers, ERDC-EL.:

In September, the newly created Office of Research &
Technology Transfer (ORTT) kicked off with a bang. The
ORTT is a part of the ERDC executive office and consists
of the current USACE Reachback Operations Center
(UROC) and the ERDC Operations Center (EROC), along
with three divisions including the Knowledge Management
Liaison, Technology Advancements, and the current Office
of Technology Transfer and Outreach. With these

ORTT Team Talking in Circles consolidated new and existing resources, the ORTT will
To help this process along, we had a full morning of fun, but ~ Provide a central location for easy access to ERDC-
purposeful, activities. The objectives were: developed products in order to more efficiently and
e Know who is on your team and the service they effectively disseminate knowledge, products, and tools to
provide the military and civil user communities. The ORTT will also
* Understand how each component will interact and promote these products to increase awareness of ERDC.

complement one apother The creation of this new organization prompted a facilitated
o Be aware of potential obstacles

« Be prepared to capitalize on identified opportunities September kickoff meeting, because, after all, in order to
« Beready to tell a great ERDC story communicate the ERDC’s value and message, they had to
first know their team.

Ouir first activity was “Talking in Circles”. Although it sounds counterproductive, there
was a purpose. Each team member took a place around a rope circle, taking hold with
both hands. | directed the team to form various shapes with the rope without letting go.
This task alone isn’t too challenging until the group had to close their eyes. All of a
sudden the directions of left, right, forward, and up, meant something different to every
team member based on where they were standing. After a few minutes of talking over
one another, the group realized they needed a common point of reference and a few
decided leaders. They were successful when they began using directions such as “the
snack wall” or “the stage” that commonly oriented the group.

Sharing a Great Story with
Unique Perspectives and Skills

While entertaining to watch, we learned some valuable lessons:

e Some have to give instructions and others have to follow, ——

e When looking at a situation from different angles, directions may ‘ "(\l’(\e’S
mean different things, so consider the possibility of another’s T
orientation,

e Find common reference points to work from, and

e When you “bump” into someone, laugh...they didn’t mean to,
they just couldn’t see.

Another fun activity for the morning was “Telling a Great Story”. Each member of
the group was given a picture that only they could look at. They had to describe
the picture to their team and then collectively string together a storyline. Boy, did

Potential Opportunities and
Obstacles in the New ORTT

we get a story! This activity taught us we all have different aspects and Please send your facilitation case studies,
expertise, but when put together, we can tell a great story, specifically, a great photos and newsletter/webinar ideas to
ERDC story. Julie.B.Marcy@usace.army.mil.

These activities, along with an inventory of opportunities and obstacles, Find A Facilitator:

familiarized the group with their new team members, positioned them to be Are you an experienced Corps
successful in their new organization, and as a result, will assist them in providing facilitator? If so, please add yourself
great service to ERDC and the nation. to our facilitator database at:

http://corpslakes.usace.army.mil/
employees/facilitator/find.cfm.
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