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The goal
An overarching communications plan that . . .
--- Supports the priorities and key messages of the Board and Department, and values the interests and needs of Oregonians.

--- Sets direction and priorities for the work of the Agency Affairs Office, and for the agency’s overall communication and public affairs efforts.

--- Provides means of tracking accomplishments and evaluating success.

In a way that . . .

--- Reflects input from and has support of the Board and the agency’s leadership.

--- Uses research wherever possible to assess key audiences’ knowledge, attitudes and interests, and to gauge the effectiveness of communication strategies. 

--- Makes effective use of internal and external partnerships.

--- Responds to changing priorities and needs.

--- Sets out specific tasks and roles for Agency Affairs and program staff.

--- Provides means of gathering input from audiences as well as disseminating information to them.

So that . . . 

--- Oregonians better understand forest issues and the Department’s role in providing for healthy, sustainable forests.

--- Available resources are used as efficiently and effectively as possible.

--- Communication and public affairs activities remain aligned with priorities across the agency.
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Purpose of this plan
The work of the Oregon Board and Department of Forestry is highly diverse, with a broad range of public affairs and outreach needs. Multiple communication and public affairs efforts now exist or must be created to support programs and activities of the Board and Department.
These include specific communication plans already developed for the fire, state forests, private forests and urban forestry programs, as well as the Tillamook Forest Center marketing plan, and others. There also are specific communication components in several of the Board of Forestry’s current work plans, including those on implementation of the 2003 Forestry Program for Oregon, outreach to urban populations and wildfire risk management. Further communication needs will arise from other sources, such as Senate Bill 1072 (2005), which requires education and outreach regarding biomass utilization.
This document serves as an umbrella over existing and future communication plans, providing guidance, consistency and coordination. 

· Messages in the existing plans should be traceable back to the key messages articulated here.
· Communication efforts should be conducted according to the principles described in this plan.
· Specific communication activities should be planned according to the process described here, to make the best use of opportunities, and to avoid problems such as duplication of effort and multiple contacts of the same audiences with different messages.

The specific plans may be changed over time, and others may be added in response to new initiatives, changing emphases or other factors. 

Although this document focuses on external communications, it is recognized that employees can be highly effective ambassadors for an organization. Accordingly, communications plans prepared to support specific initiatives should include provisions for sharing key messages with employees. 
Objectives

Through this document and the various specific communications plans, the Board and Department seek to:

· Increase understanding about the condition, challenges and values of Oregon’s forest resources.

· Promote sustainability concepts, including the importance of diverse approaches to land management across the landscape in producing a broad array of forest benefits.
· Increase understanding about the Department’s programs and services, and about the policies and approaches the Board and Department use to provide for sustainability of forest resources.
· Provide information that helps the public and stakeholders participate in Department and Board processes, and assist in making those processes easy to understand and use.
Eight key messages

The following messages, based on the 2003 Forestry Program for Oregon, describe the overarching concepts that the Board and Department seek to communicate to their various audiences. These are intended to guide public affairs and communication work across ODF and its programs. All sub-messages, outreach materials and specific communication projects should be traceable back to them.

The messages are not necessarily intended to be expressed to audiences exactly as worded below. They are intended as guides in determining what information we present and what strategies we use. 

The messages may be phrased differently, or supported with different factual examples, based on specific needs, occasions or audiences. But for this plan to succeed, key messages must remain concise, consistent and relatively few in number. They must be repeated frequently and in a variety of ways over time. 

· Oregon’s forests are among the most productive in the world, and are among Oregon’s most valuable resources. They touch the lives of rural and urban Oregonians in many ways, and are essential to our state’s wellbeing.

· Forests are renewable. With sound, balanced management, they can produce a sustainable array of environmental, economic and social benefits.
· Environmental, economic and social benefits are interdependent, not in conflict with one another. We need to sustain all of them to sustain any of them.
· All forestlands aren’t treated in the same way. Different landowners may emphasize different sets of values. This diversity of approaches across the landscape is essential in achieving a sustainable flow of varied benefits.
· Forests are always changing, a result of human activities and natural processes. Constant learning is essential to success in such areas as addressing forest health problems arising from past practices, refining current forest practices, and understanding natural processes and their relationship with human activities.
· While some forest changes, such as those resulting from fire, are immediate and dramatic, many unfold over years or lifetimes.

· The Board and Department work toward healthy, sustainable forests through their overarching Forestry Program for Oregon, through programs serving rural and urban Oregonians, through balanced forest management, and through laws that provide for environmentally sound harvest. These are based on broad public and stakeholder input, scientific research, collaboration, and the willing participation of forestland owners. 

· Oregon’s forest resources are part of a global picture that includes international trade of products, global competition, and global environmental trends and conditions.

Secondary, more specific messages are contained in the specific communication plans that are guided by this document.

Communication environment
Some key aspects of the social and political environment in which the Department seeks to communicate its messages and information:
· Forestry subject matter can be complex, specialized and difficult to communicate to a general public that is inundated with messages and information.

· Forestry terminology is highly specialized. Words such as “active management” and “sustainability” may be understood differently by different audiences.
· Forestry has often been characterized by conflict, and the Department and Board experience pressure from often-polarized interests.
· Resources devoted to public affairs and communication are limited.

· Many cooperators, including the Oregon Forest Resources Institute, Oregon State University, the World Forestry Center, and a range of outreach and education groups, are involved in similar work.
Polling and focus group work commissioned by the Department, the Oregon Forest Resources Institute and others provides some insight into the public’s knowledge and attitudes about forestry and other natural resource topics. Examples:

· “Oregonians love balance” (Davis, Hibbits & McCaig, 2001) and believe it is possible to have a broad range of forest-related benefits. 
· Consistent public concerns related to forests include water quality, fish and wildlife habitat, the importance of balance, and concern about conflict between interest groups. Oregonians also have expressed concerns about clearcutting and about the importance of replanting after harvest.
· Emerging concerns include fire management (polls show support for restoration of forests that have burned), and loss of forestland to other uses.

· Oregonians believe that laws have changed to increase protection for fish, wildlife and water quality, but about a third do not know that Oregon law requires landowners to reforest and provide stream buffers when they harvest.

· The public doesn’t always connect its own patterns of consumption with natural-resource issues at a local or global scale.

· Personal experience (visiting forests or viewing them) plays a major role in forming personal feelings and perceptions about forests.
· The image of a “three-legged stool” of environmental, economic and social benefits proves attractive in focus groups as an illustration of balance.

· Polling shows general similarity of opinion across geographic areas, although there are geographic differences in the intensity of opinion.

Principles

Given the communication environment, the Department’s public affairs and communications efforts should be carried out in ways that:

· Adhere to agreed-on key messages and sub-messages.

· Present information and examples in language and at levels of detail consistent with the interest level and expertise of the intended audience.

· Capitalize on specific opportunities to capture interest. These may include planned events, such as Arbor Week, fairs and conferences, or news “hooks” such as fire season, passage of significant legislation, or other news events or news coverage.
· Coordinate and set priorities across programs and projects.

· Use research, focus groups, audience feedback or other techniques wherever possible to gauge effectiveness of language, messages and communication vehicles.

· Influence the broader public over time.through smaller, strategic audiences such as opinion leaders.

· Coordinate with other entities doing similar work toward similar goals.

· Use Department employees as ambassadors in their communities, and to provide visual, credible, on-the-ground examples of their work, their value and their successes.

· Capitalize on positives, such as stated favorable public perceptions about reforestation, firefighting, and forest management’s links to water and wildlife.

· Respond forthrightly, and with sound information, to negatives, such as public concern or criticism about specific policies or decisions.
Key audiences

The audiences that we seek to reach are as diverse as the initiatives and programs of the Board and Department. Key audiences:
Opinion leaders are groups or individuals who are interested or active in public affairs, who provide forums for public discussion of policy, or who are in a position to shape public opinion. Examples include civic groups, elected officials, neighborhood groups, news reporters, and newspaper editorial writers. Maintaining good connections with this audience is an effective way of informing broader publics that are more difficult to reach directly, and should be a high-priority focus of public affairs efforts.
Direct customers look to us for information or services, and/or have a regulatory relationship with us. They include landowners, forest operators and forest visitors, as well as cities, individuals or groups involved in urban forestry activities. Increased urban forestry activities have the potential to increase this customer base, and to enhance the Department’s position as a direct service-provider to Oregonians.
Stakeholders who may include customers, as well as individuals or groups interested in the policies and decisions of the Board and Department. These include interested individuals, and individuals or groups representing forest-related industry, landowners, conservation groups and academia. 
Other agencies and organizations, including state and federal natural resources and other agencies; academics; and groups engaged in forestry education and outreach.

Agency employees can be effective communicators if they understand key messages and have the skills and tools to participate in public affairs and outreach work.

The general public is often most effectively and economically reached through opinion leaders, but can also be reached directly through the mass media, large-circulation publications and other means. Subsets of the general public, such as urban audiences not currently well connected with forest issues, may be of particular interest for communication purposes.
Implementing this plan
The Agency Affairs Office is responsible for coordinating the various program- and project-specific communication plans that are prepared and carried out under the guidance of this document. 

Agency Affairs staff will meet quarterly with program directors and other staff as necessary to:

· Review the relevant program- or project-specific communications plans, and ensure that they are aligned with program, Board and Department work plans, needs and priorities.

· Review upcoming events and opportunities for communication and outreach.
· Look for linkages with communications and public affairs work underway or planned across the Department, and by partner organizations. 

· Produce a set of communications and public affairs tasks and timelines – some new, some ongoing – for the quarter.
In addition, the Agency Affairs Office will also prepare its own work plan, focused on maintaining and improving a basic infrastructure for communicating with key audiences. This plan, consistent with the agency’s strategic plan, will include tasks such as:
· Maintaining and coordinating a publications program that supports Department and Board goals through such vehicles as newsletters, fact sheets, brochures and reports.

· Continuing to develop the agency’s Web presence, and working with Web authors across the agency to develop Department-wide guidance on Web work. 
· Maintaining effective media relations.

· Providing outreach and displays at the state fair, professional association meetings and other events.

· Exploring and evaluating new communication tools and technologies.

· Maintaining a calendar of key events, milestones and other occasions that can provide opportunities for communication and outreach work.
· Specific activities in support of the State Forester, the executive team, or the Board members. These may include civic-group and community leader visits, legislative contacts, editorial Board visits, or preparation of guest opinion or other media pieces.
Appendix
Many specific communication plans exist within the work of the Board and Department. This overarching document seeks to ensure consistency of messages and coordination of activities across all of them.
	Plan
	Status
	Remarks

	State Forests Program
	In effect
	Implemented jointly by program, field and Agency Affairs staff. 

	Fire Program
	In effect
	Implemented jointly by program, field and Agency Affairs staff.

	Private and Community Forests Program
	In development
	Pending development of plan, PCF and Agency Affairs staff hold periodic meetings to set work priorities of Agency Affairs staff.


	Committee for Family Forestlands
	Proposed to committee
	. 

	Urban and Community Forestry Program 
	In effect
	May be modified as urban outreach communication components develop.

	Communication component of Board’s FPFO implementation plan work plan
	Approved by Board
	Staff will review for consistency of messages with overarching communication plan.

	Communication component of urban outreach work plan 
	Pending
	After approval of overarching plan, a more detailed plan for urban outreach will be completed.

	Smoke management outreach elements
	In development
	The Smoke Management Review Committee’s recommendations include education and outreach elements.

	Tillamook Forest Center marketing plan
	In use to guide marketing of the center
	A comprehensive plan, prepared under contract, includes key messages, target audiences, competitive analysis, strategies and tactics, etc.
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