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[bookmark: _Toc421480513]Purpose
Communications and engagement are critical to the overall success of the Giant Mine Remediation Project. This strategy describes the project’s approach to communication and engagement with external stakeholders and the public over the next five years. It provides coherent, realistic and targeted framework that will give members of the project team (Aboriginal Affairs and Northern Development Canada, Public Works and Government Services Canada and the Government of the Northwest Territories) the direction they need to further plan, prioritize and execute communication and engagement activities.  
Though this strategy does not directly address the duty to consult potential Treaty and Aboriginal rights holders, it does help create a stronger foundation for productive Crown Consultation.
A communication and engagement strategy is necessarily a dynamic document, and will evolve with the GMRP. While the goals of the strategy are expected to remain consistent over the life of the project, the objectives, approaches and tools will evolve continually in response to successes, challenges and changes to project and stakeholder dynamics.

[bookmark: _Toc421480514]Background
The GMRP has been communicating and engaging since pre-project feasibility work began in 1999. For the first 15 years, communications and engagement activities were focused on assessing the developing and understanding of the scope of the remediation challenge, assessing remediation options and proceeding through the regulatory process. 
Recognized as one of the most contaminated sites in North America, the scale of the remediation challenge faced by the project team can perhaps only be surpassed by the scale of the communications and engagement challenge. 
Since late 2007, the GMRP has been largely framed by the regulatory process required to obtain the licensing required to begin full remediation. The regulatory process is by its very nature highly-technical, intensely critical and, at times, adversarial – not the most conducive to establishing a positive and constructive public and stakeholder dialogue.
On August 14, 2014, after more than six years of thorough public and technical review, the GMPR was approved. As part of their Decision of Environmental Assessment, the Responsible Ministers identified 26 measures that must be completed before the project can apply for a water licence. The project team must also apply for development permits from the City of Yellowknife.
While the Decision of EA has moved the project much closer to full remediation, it has also created the requirement for additional engagement on a number of components of the project. 
The current project timeline anticipated submission of consolidated project description for review by the Mackenzie Valley Land and Water Board by March 2020, leading to an approved water licence by March 2021.

As the EA was taking place, the Giant Mine team continued to monitor the site and ensure it was kept safe and secure through 24-hour-a-day care and maintenance work of the 60-years old site. There came a point where the team saw that the risks to onsite workers and the local community could no longer be managed through regular care and maintenance. The Site Stabilization Plan was developed and the public and stakeholders were informed and consulted. The plan was approved by the Mackenzie Valley Land and Water Board and the work was substantially completed from 2013 to 2015.
As the regulatory process proceeds and the Project Team turns its attention to defining the final project scope and design, it must also continue monitor and maintain the site to protect the health and safety of workers, local residents and the integrity of the environment. There are communications and engagement requirements related to the ongoing care and maintenance of the site and ongoing risk assessment and mitigation.
[bookmark: _Toc421480515]Vision, goals and objectives	
The specific objectives of the Giant Mine Remediation Project are stated as follows in the Developer’s Assessment Report submitted to the Mackenzie Valley Impact Review Board: 
· Management of the underground arsenic trioxide dust in a manner that will prevent the release of arsenic to the surrounding environment, minimize public and worker health and safety risks during implementation, and be cost effective and robust over the long term
· Remediation of the surface of the site to the industrial guidelines under the NWT Environmental Protection Act, recognizing that portions of the site will be suitable for other land uses with appropriate restrictions
· Minimization of public and worker health and safety risks associated with buildings, mine openings and other physical hazards at the site
· Minimization of the release of contaminants from the site to the surrounding environment
· Restoration of Baker Creek to a condition that is as productive as possible, given the constraints of hydrology and climate. 

These objectives provide a clear expression of the scope and intent of the project and a foundation for communications and engagement messaging and activities. To further ensure a successful communications and engagement program, a more specific strategic framework is required.



	
The vision for GMRP communications and engagement

	As a result of the GMRP communications and engagement program, the majority of stakeholders and residents of Yellowknife, N’dilo and Dettah are well-informed about the project, support the approach being taken to remediation, are confident that the project is being well managed by the Government of Canada, and are optimistic about the future of the site. 

	Goals 
	Objectives

	1. External stakeholders feel well informed about the GMRP and are aware they have opportunities to participate in the project.
2. Internal stakeholders (including the project team) are well informed about the project and are confident with respect to the role they play in communications and engagement.
3. External stakeholders have increased trust in the project plan, the project team and the overall project management.  
4. The GMRP is perceived to be operating in an open, inclusive and transparent manner.
5. There is increased alignment between stakeholder expectations and the GMRP.
6. External stakeholders feel increased ownership and optimism with respect to the future of the mine site.
7. Communications and engagement help to minimize project delays and impacts on human health and the environment.
	Communications Objectives
1. To effectively communicate the “big picture” 
2. To focus communication on aspects of the project that are of concern/interest to stakeholders in plain, meaningful language using stakeholders’ preferred channels  
3. To react effectively and intentionally on emerging issues 
4. To communicate openly about the benefits and risks of the project for local residents and stakeholders (economic, health, environmental)
5. To adopt a confident, positive tone in all communications, even when facing criticism
6. To equip and support the project team so that they can be effective, confident spokespeople for the project
7. To communicate federal government commitment to the project
Engagement Objectives
1. To engage with the right stakeholders on the right issues in the right way
2. To target stakeholders with the highest interest/power profile though pro-active and meaningful engagement 
3. To provide consistent, reliable engagement opportunities for all interested stakeholders 
4. To ensure a strong local project team is in place to engage with stakeholders and the public
5. To report back regarding progress on  engagement commitments
6. To show how stakeholder input has been gathered and incorporated as well as what opportunities for input will be available going forward
7. To look for opportunities to partner with appropriate stakeholder groups on engagement.





[bookmark: _Toc421480516]Strategic considerations 
The complexity of the Giant Mine Remediation Project is undeniable: from the engineering challenges it presents and the overlap of government jurisdictions it involves, to the regulatory process it must navigate and the historical issues it brings to the fore. 
The following considerations present inherent or external challenges that will need to be understood and managed. 
· Now that the Decision of EA has been rendered, the public and stakeholders will likely expect the clean up to begin soon after. However, work required to complete the measures of EA, to complete the engineering designs, obtain a water licensing and other permits means the project is still years from being implemented.
· The Project Team has had success in developing and solidifying some engagement groups over the past few years that have brought together key stakeholders to have a consistent forum for dialogue and meaningful input into the project (e.g. Giant Mine Advisory Committee with the Yellowknives Dene, GMRP Working Group, etc.) While these are valuable engagement vehicles, they have also significantly increased demand on the Project Team member’s time and expectations with respect to information and discussion on a wide range of issues. With the Decision of EA, other demands on the time and resources of the GMRP Team technical have also increased, resulting in a need to be focused and strategic in managing engagement bodies, processes and commitments.
· The complexity and constraints related to engineering challenges/solutions are difficult to explain in a manner that is accessible, but there is a requirement for the public and stakeholders to be involved in the decision-making process in a meaningful way.
· Multi-party processes are not conducive to quick turn around on decisions and approvals. Federally, communications and engagement materials and decisions must follow a prescribed review and approval process.
· Federal translation requirements make it challenging to post large and often technically complex project documents in a timely manner.
· For many residents, the remediation of Giant Mine is inextricably linked to its history and the many unresolved issues associated with the mine site.
· There are other files and issues outside the Giant Mine Remediation Project that impact stakeholder and public opinion of the Government of Canada’s approach and commitment to the environment and Aboriginal groups, such as land claim negotiations with the Akaitcho Dene First Nations, NWT Devolution, the legacy of residential schools, etc.
· Residents of Yellowknife, N’dilo and Dettah are sensitive to local issues being managed from Ottawa or other southern government hubs. 
· The Government of Canada is not the lead on all aspects connected to the GMRP initiative, but is perceived as the lead and expected to show leadership in addressing virtually all stakeholder interests (i.e. the Ingraham Trail realignment or future land use planning).
[bookmark: _Toc421480517]Stakeholder analysis
Previous research identified more than 40 external stakeholder groups who had some level of interest in the GMRP. Extensive analysis[footnoteRef:1] has been used to sort stakeholders into groupings to assist the team to effectively target communications and engagement going forward.   [1:  Strategic issues/stakeholder analysis and management plan for engagement and communications (Zoe Raemer, August 2011)] 


The first level of analysis looks at power and interest of each group. 

“Key players” 
· Defined by: high-level of interest and the power to impact the project. Most have a direct role in the regulatory or permitting process or trigger a duty to consult.
· Only seven are currently identified and they are targeted for consistent, meaningful and often individual engagement. 
· While involving these groups in decision-making and governance of the project may be challenging to achieve and sustain, it will be critical to reducing project delays and to overall project success.

“Potential influencers” 
· Defined by: high-level of interest, but less direct power to impact the project. 
· This category represents more than half of the identified stakeholders and many are motivated by very specific issues or areas of interest.
· They also need to be engaged and involved as they can still influence the success of the project through their willingness to devote time and effort to advocate for their views and work through relationships to influence project outcomes. 

“Watch list” 
· Small group of stakeholders who currently have a low interest, but have potential power to impact the project.

“Secondary” 
· Low interest and power and do not necessitate dedicated attention.


* For the purposes of this analysis, Fisheries and Oceans Canada and Environment Canada are included with respect to their role as interveners in the environmental assessment process.INTEREST
POTENTIAL INFLUENCERS
Examples: Local media, Alternatives North, Det’on Cho Corporation, Akaitcho Territory Government, Back Bay Community Association, Yellowknife MLAs, Pembina Institute, Mining Heritage Society, YK Chamber of Commerce, etc.


SECONDARY
Educators and students
CPAWS
Recreational users
Houseboaters’ Association
Ingraham Trail Association
Lutsel K’e First Nation
North Slave Metis Alliance
Universities


WATCH LIST
National media
KEY PLAYERS
Mayor & council
City of Yellowknife (administration)
Residents – N’dilo/Dettah
Fisheries and Oceans Canada *
Environment Canada *
YKDFN
WSCC

IMPACT



Existing analysis can be further applied to target communications and engagement approaches for each group based on their alignment with the GMRP approach, their trust in the GMRP and its proponents (to gauge where relationship-building is required), and their overall credibility (to gauge the priority and profile to give the engagement).
A possible “silent majority”
It is reasonable to assume that media coverage and public meetings will disproportionately profile concerns and criticisms of the project and that overall low attendance at public meetings may actually be a reflection of low concerns about the project. 
There may, in fact, be a “silent majority” of residents who are likely fairly well-aligned with the GMRP approach and trust that the project is being well managed. However, with no access to recent public opinion research to verify this conclusion, the project team must remain cautious in its assumptions about this group. There may be a majority of residents who have confidence that the project is being well managed, but still have significant fears and concerns about the site which can be triggered and shift their view of the project. Others may simply have very little knowledge about the project at this point.  
To maintain the trust of such a group, the team will:
· acknowledge and address key areas of public concern related to health and safety,
· be responsive to emerging issues, 
· show vision with respect to the future of the site, and
· ensure the GMRP story line and key messages are repeated through various channels in simple, straightforward language and that an easy path is always presented to “find out more”.
Further, it is critical to undertake activities that will allow the GMRP team to better assess and understand stakeholder and public perceptions of the project in Yellowknife, N’dilo and Dettah. These tools are described in the Tools and Activities section of this strategy as well as in the Evaluations section.

[bookmark: _Toc421480518]Guiding principles for communications and engagement
The following core principles will shape the approach taken to all GMRP communications and engagement activities.

Internal integration 
· Every team member has a role to play in communications and engagement; communications and engagement are seen as a core project activity and are fully integrated in all aspects of project planning and management, including senior-level decision-making.  
· Internal communication among members of the team is a high priority at all times. 

Responsiveness  
· The team reports back on what it has heard from stakeholders and the community.
· The team is able to show how it is using the feedback to respond to stakeholder and community needs and interests.
· Communications is a top priority when dealing with emerging site issues.
· Stakeholder and public inquiries are tracked and followed up. 

Acknowledgment  
· All experiences with respect to the history of Giant Mine and the current remediation project are real and deserve to be heard, regardless of whether the GMRP team considers them to be factual or correct. 
· Project team members communicate with empathy when responding to people’s experiences, concerns and questions.
· Staff and contractors are provided opportunities to learn about the YK Dene culture and history as well as the history of the Giant Mine site and what it means to local residents.

Openness and respect 
· All questions/concerns are treated as legitimate and welcomed as an opportunity to build clarity, understanding and, ultimately, trust.
· The team is trained in active listening techniques and applies them when engaging with stakeholders. Staff communicates as clearly as possible using appropriately targeted language.
· The team members are open to new ideas, collaboration and common-ground solutions. 



Credibility and confidence
· The team is able to demonstrate competence in all aspects of the project when engaging with stakeholders and the public by effectively drawing on all project resources at the right time and in the right venues.
· There is a strong local project presence and regardless of their location of work, all team members demonstrate interest and commitment to the project and the community.  
· All team members are trained, equipped and supported to communicate about the project. They are well-versed in project key messages, authorized to speak on their area of expertise, and know how to refer issues appropriately.
· Only designated media spokespeople engage with the media and are properly trained and supported in doing so.
· Information is shared in a meaningful and timely way among all team members to ensure they are equipped to deliver consistent messages and to convey credibility and confidence. 
· The tone of communication with stakeholders and the public is positive at all times because team members are promoting their project vision and decisions, rather than defending them. 

Accessibility and transparency
· Project information is made available through multiple channels to address the needs and preferences of different stakeholders. 
· Project team members make themselves available to assist those seeking information.
· As much information as possible on the project is made available to the public and stakeholders in a proactive and timely manner.
· Gaps in information are acknowledged and addressed when possible.
· Decision-making processes are as transparent as possible and decisions are communicated as early as possible.
· Information is provided in plain language.

Relevance
· All communications and engagement activities are undertaken with the interests, concerns and perspectives of stakeholders and residents in mind.
· Information is appropriately targeted to the intended audience in terms of content, language and format.
· A strong and highly-integrated local project team ensures issues and concerns are integrated into the overall project management and approach.


[bookmark: _Toc421480519]Key planning tools
There are three main used to guide and plan the GMRP’s communications and engagement activities over the next 5 years.

GMRP Five-year Communications and Engagement STRATEGY (2015-2020)
This is a high-level strategic document that provides overall focus to GMRP communications and engagement. It describes the public environment, sets out a vision, principles, goals and objectives, as well as a menu of tools and activities. 
The strategy will be updated no later than 2019, but can be reviewed earlier to respond to changing circumstances if required.

GMRP Five-Year Communications and Engagement PLAN (2015-2020)
This is a high-level planning outline that provides a rolling five-year outlook for communications and engagement and a framework for annual work planning. This is a working tool that was developed in collaboration with Project Managers based on work packages and plans. It includes information an annual priorities, project milestones, role of key engagement bodies, on-going and one-time engagement and communications initiatives. 
The plan is updated at the end of each fiscal year by the GMRP Engagement Team and communications advisors. A new plan will be developed in conjunction with the next strategic plan in 2019, or earlier if required.

GMRP Communications and Engagement SPREAD SHEET (annual)
This is a detailed spreadsheet that allows the engagement team to plan and track all communications and engagement activities in any fiscal year. It is informed by the five-year rolling plan and provides a month-by-month implementation tool to guide the execution of communications and engagement activities. 
A new spreadsheet is initiated by the GMRP Engagement Team and communications advisors in April/May of each fiscal year. 


[bookmark: _Toc421480520]Five-year outline
The following section outlines a high-level plan for the next five years of communications and engagement. 

[bookmark: _Toc421480521]Ongoing activities (2015-2020)
The following are core communications and engagement undertaken on a regular and recurring basis. The approval levels only relates to Project approvals. Communications tools (such as e-newsletters and media lines) require secondary approvals from the Director of Communications and the DG Communications, at a minimum. In some instances, approvals is required up to PCO level (i.e. advertising/public service announcements) and the Minister’s Office.

	Activity
	Timing
	Comments
	Approval 

	Key message and Q&A development
	As needed
	For use with media, public and stakeholders
	MB and Comms

	E-newsletter
	8-10 per year
	Combines features with timely project updates, Q&As, etc.
Distributed to email list, posted to website, promoted via Twitter
	PMC

	Web updates
	E-newsletter posted monthly
Other updates as required
	Critical to keep site up-to-date, translation required
	PMC

	Print materials
	In connection with community forums or as per annual work plan
	e.g. factsheets 
	MB and Comms

	Twitter 
	Weekly tweets
	
	PMC

	Media relations (pro-active)
	As required or as per annual work plan
	Includes: media tours, 
media technical briefings, planned interviews, media training for media spokesperson(s) 
	PLC but possibly up to MO in some cases

	Media relations (responsive)
	As required
	Project spokespersons are designated, trained and supported with approved messaging
	MB and Comms

	Response to unforeseen events
	Target: develop and deliver media messages within 24 hours in cases of emergency and  2-3 days for other issues
	Based on approved Crisis Communications Plan (approved by PLC). Vehicles include: media interviews; web postings; Twitter feed; direct communication with key partners; e-newsletter distribution list
	MB and Comms

	Community forums
	1-2  per year for  YKDFN 
1-2 per year for Yellowknife residents
	Forums are required under the Site Stabilization Water Licence and are timed in relation to the completion of on-site work; anticipated to continue beyond SSP
	MB

	GMRP “info line” 
	Phone number advertised in most communications
	
	n/a

	Site related PSAs 
	As required
	Includes print and radio 
	MB

	Videos
	As per video project plan in development
	Includes collection of footage and production of video vignettes and media B-roll
	MB and Comms



[bookmark: _Toc421480522]Engagement bodies
Working Groups are a key way for the GMRP team to engage with key stakeholders in a meaningful way both to provide information and to solicit input. Over time, a range of stakeholder engagement groups have been established or considered to address the needs and interests of stakeholder and the project team, and to satisfy the regulatory process. 

The following provides an overview of the nature and current status of these groups as it relates to engagement. The specific membership and timing of these groups may change over time.

Meetings hosted or co-hosted by the GMRP
· Giant Mine Advisory Committee (monthly): A forum for Yellowknives Dene First Nation (YKDFN) members to give feedback on all aspects of the project, including traditional knowledge.
· Giant Mine Working Group (monthly): A group that meets regularly to update interested parties and to get input on the remediation project. Standing membership includes contaminated sites experts from Environment Canada, Health Canada, and Fisheries and Oceans Canada; City of Yellowknife staff; YKDFN staff; North Slave Métis Alliance (NSMA) staff; Alternatives North; independent technical advisor. Open to other interested parties.
· Meetings with City of Yellowknife staff (every 1-3 months): Working level meetings with senior City staff to create an open dialogue and address questions on topics such as permitting, future land use, etc.
Meetings hosted by others and attended by GMRP
· Giant Mine Community Alliance (every 3 months): An independent body to provide feedback on the project and to help give information to the public. Members include the Mining Heritage Society, Union of Northern Workers, North Slave Métis Alliance (NSMA), medical community, Chamber of Commerce, City of Yellowknife, Federation of Labour and public. Open to others.
· Yellowknives Dene First Nation Chiefs and Councils (GMRP attends once a year or as required): A forum to keep the YKDFN senior leadership up to date on the project.
· Yellowknives Dene First Nation Elders Senate Committee (GMRP attends upon request): An existing YKDFN body that gives advice to the chiefs and councils and provides traditional knowledge information to the project.
· City of Yellowknife mayor and council (GMRP attends every six months): The project team is invited to the regular City Council meeting to give updates on the project and answer questions. Media and the public are often present.
· Giant Mine oversight (timing to be determined): A body created in response to the Decision of EA and established in 2015/16. It will provide independent oversight and maintain public accountability for the project. Membership is made up of independent members appointed by the Yellowknives Dene First Nation, City of Yellowknife, North Slave Métis Alliance (NSMA), Alternatives North, the GNWT and Aboriginal Affairs and Northern Development Canada.
· Communicating with Future Generations Working Group (monthly): A group established to discuss how to communicate about the Giant Mine site and ongoing remediation efforts to future generations. Membership includes the YKDFN, North Slave Métis Alliance (NSMA) and the Toxic Legacies Project.
· Great Slave Sailing Club (annually or as needed): An opportunity to inform the Sailing Club of activities at Giant Mine as the club holds a lease on the Giant Mine site. Attended by the board of directors and members of the Sailing Club.
· NWT Mining Heritage Society (as needed): A venue to discuss issues such as the society’s lease on the site and opportunities to preserve the heritage of Giant Mine. Attended by the board of directors of the Mining Heritage Society.
· Back Bay Community Association (one to two times per year): An opportunity to inform residents of the activities at the Giant Mine site and to get feedback. Includes homeowners in the Back Bay area of Yellowknife.
[bookmark: _Toc421480523]Communications and engagement strategic priorities
Over the next five years, all project engagement will ultimately be driven by three key outcomes:

Obtaining Effective Project Approval (EPA) from Treasury Board (target for submission is January 2019)
Engagement implications:
· Requires detail on all design components to develop a Class B cost estimate
· Substantive engagement on approximately 80% of the design elements must be completed by January 2018


Preparation of Consolidated Project Description for Water Licence application to the Mackenzie Valley Land and Water Board (target for submission is March 2020)
Engagement implications:
· Draft package must be ready one year in advance of submission date (2019) to consult and revise
· Engagement on components of the overall project will be completed early on and be integrated into the draft as it is developed.
· Engagement record will be key to the submission
· Some EA measures must be completed before the Water Licence application can be submitted either because the measure specifies it, it has set time lines, or because a decision is required that will significantly impact project design. 

Requirement for Comprehensive Development Permit from City of Yellowknife (target for submission is Spring 2019)
Engagement implications:
· City’s primary interest is orderly and planned land use
· Surface design decisions will be key to permit application development
· City has identified it’s priorities and some are not within the scope of the GMRP
[bookmark: _Toc421480524]Anticipated priorities by fiscal year

2015-2016
· Oversight Agreement (EA measures 7 and 8) 
· Ongoing Site Stabilization work (public forums and monthly reporting as per water licence)
· High level scoping for surface design elements through Surface Design Engagement process (May 2015 to June 2016)
· High level scoping of underground aspects of design
· Conduct Human Health Risk Assessment (EA measure 10) 
· Begin engagement on Health Studies (EA measure 9)
· Engage with Giant Mine Advisory Committee (GMAC) to develop Traditional Knowledge Plan and begin engagement 
· Determine who will be “affected parties” who will sign off on Life of Project Plan for engagement (required by MVLWB)


2016-2017
· Complete Surface Design Engagement, clarify scope of surface design 
· Workshops/meetings to address more specific design questions and inform substantive design work, e.g., surface design, underground design, freeze, water treatment and location of outfalls, 
· Update on Site Stabilization activities (if required)
· Communications and engagement related to immediate risk mitigation
· First Oversight Body annual report and public forum 
· Initiate engagement with “affected parties” on Life of Project Plan on engagement
· EA measure engagement continued from 2015-16 Human Health Risk Assessment 
· Quantitative risk assessment (EA measure 5)
· Long-term funding (EA measure 6) 
· Long-term environmental monitoring program
2017-2018
· Conclude workshop/meetings on design to inform substantive design work as of March 2018
· Complete discussions with City and stakeholders on outstanding land use issues
· Initiate drafting of Consolidated Project Description for Water Licence (target August 2017)
· Oversight Body annual report and public forum 
2018-19
· Submit Effective Project Approval to Treasury Board (target January 2019)
· Conclude engagement required to develop the Consolidated Project Description
· Initiate engagement on Consolidated Project Description draft (target March 2019) 
· Draft Comprehensive Development Permit application for City of Yellowknife
· Oversight Body annual report and public forum 
2019-20
· Submit Consolidated Project Description to Mackenzie Valley Land and Water Board, including record of engagement
· Participate in Mackenzie Valley Land and Water Board review process 
· Submit Comprehensive Development Permit application to City of Yellowknife
· Oversight Body annual report and public forum 
[bookmark: _Toc421480525]Evaluation

The following measurement tools will be used both to track implementation of this strategy (outputs) and to gauge the overall achievement of the goals (outcomes).

	Tool
	Timing
	Details

	GMRP Public Environment Report
	Quarterly
	Tracks:
· Web and social Media analytics 
· Media analysis
· Community Office and Info-line statistics
· Correspondence analysis
· Engagement activity reporting
· Exit evaluation reporting (see below)

	Engagement evaluations
	Whenever possible
	Participants are asked to fill out a standard evaluation form at all GMRP event/activities, including:
· Public meetings
· Giant Mine Community Office
· Trade shows
· Presentations
Responses are entered into a spreadsheet and tracked, included in quarterly reporting

	Report to Project Management Committee
	Report on Strategy Progress (2/year)
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