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SUMMARY

At the request of the Natural Resource, Agriculture and Environmental Quality Appropriations
Subcommittee, the Utah Department of Natural Resources (DNR)was asked to “identify ways to
consolidate with the goal to better optimize the resources of its public relations operations” and report
back to the subcommittee. To fulfill this request, DNR reviewed its internal communication structure,
evaluated industry trends, analyzed the strategic communication structure of other government
agencies and sought input/feedback from DNR’s division leadership.

As a government agency, DNR is obligated to the public and its key stakeholders to be transparent,
honest and proactive in its outreach and communication. Because its divisions are diverse, science-
based agencies, the most appropriate strategic communication structure is one that includes balance
between the department and divisions. While there are areas for improvement, DNR’s leadership
believes this can be accomplished under our current structure.

The way we communicate with the public has significantly changed during the last decade. Owned
media resources like websites, blogs/vlogs and social media platforms are increasingly important in how
we maintain open lines of communication with the public. DNR’s overall communication resources are
significantly less than they were before the recession. As a result, the Department is doing more today
with fewer staff. While additional resources are needed, DNR will continue to overachieve with the
fewer resources we currently have.

Below are the key findings from DNR’s review of five sister department agencies and feedback from the
Department’s division leadership.

DEPARTMENT REVIEW

DNR worked with five government agencies to better understand their strategic communication
structure, including Department of Environmental Quality, Health Department, Department of
Transportation (UDOT), Workforce Services, and Human Services.

e Each department is structured differently and in a way that meets its particular needs

o DNR’s overall staffing level is on par with other departments with the exception that DNR has
fewer department level resources

e Other departments have multi-media specialists, webmasters and social media specialists;
DNR currently operates without such specialists

e UDOT: We could help ensure we present unified messages if we changed the way regional
communication managers’ report. They currently report to the region managers

e Health: Having subject matter experts (SME) at program level that serve as liaisons is
beneficial. However, sometimes the program brand overrides the department brand

e  Workforce Services: Even with a large department communications team, more resources are
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needed at the division level. Some of our divisions could benefit from their own PIOs

DIVISION LEADERSHIP FEEDBACK
Feedback from all seven division directors was sought while reviewing DNR’s communication structure.
Some of the common themes are identified below:

e Significant improvement has been made over the last few years to break down division silos.
There is more collaboration and unity
e Positive feedback toward media policy change: department vs. division issues
e DNRis a unique agency with diverse areas of focus. This diversity is best served with SMEs at
the division level
e Message consistency and cross-division strategy is best managed at the department level
while supporting division initiatives
e Needed improvements include the following:
0 Time and level of support from the department could be spread out more evenly
between divisions
0 We need to improve access to technology and train communications staff to utilize
digital resources. This would improve efficiency
0 More improvement is needed to increase cross-division opportunities and multi-media
resources

EFFICIENCY THROUGH EDUCATION AND EXECUTION

DNR leadership believes the structure of its communication team is sound and appropriate. Through a
balanced, collaborative structure, DNR is more transparent and proactive in its outreach to the public
and appropriate stakeholder groups. However, improvements can be made. Below are the long and
short-term goals of the department to improve efficiency.

e Long-term goals
O Raise the bar: Elevate the skill sets of all communication team members through
educational opportunities and better collaboration and execution of initiatives
0 Look for opportunities to modernize DNR’s communications structure through
additional resources
e Short-term goals
0 Continue efforts to breakdown silos and foster teamwork
0 Launch Department-wide resources and training initiative (job sharing and training
series)
0 Launch four cross-division campaigns in 2018
0 Continue review, focusing specifically on division digital performance/needs and
evaluation of multi-media resources

LAUNCH OF RESOURCE AND TRAINING INITIATIVE

Department efficiency can be greatly improved through education and collaboration. DNR'’s
Communications Resource and Training Initiative (RTI) will provide educational opportunities for team
members interested in furthering their communication knowledge and skill sets. It will also allow
outreach team members to learn from each other by supporting their sister divisions and collaborating
on projects.

1. Shared Resource Initiative
a. DNR’s shared resource initiative will provide communications staff within DNR’s seven
divisions to expand their work experience by being involved in projects or initiatives
happening in other divisions.
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i. Ateam member’s involvement in a shared resource project is a career building
opportunity
ii. Involvement must be approved by division directors and will not dissolve the
employee from their day-to-day responsibilities
iii. Duration of the opportunity is dependent on the length of the overall initiative.
Could range from days to weeks
2. Trend/Industry Brown Bag Series
a. DNR’s brown bag series will provide monthly opportunities for all communication staff
to learn from industry experts and colleagues about the latest trends, practices,
strategies and tactics being used to communicate with key audiences and stakeholder
groups.
i. Held monthly during the traditional lunch hour
ii. The whole annual calendar will be released by January 1, 2018
iii. Presenters may be internal staff and may also include industry experts and
media members willing to donate their time and experience

CONCLUSION

DNR'’s leadership believes the Department’s communication efforts are on par with those of other
departments. If anything, we are overachieving with fewer internal resources and help from outside
consulting firms.

A renewed focus was made several years ago to become more proactive in our outreach and to elevate
our digital resources to current standards. DNR has made significant strides toward both and will
continue in that direction by building the skill sets of its team members and modernizing its team
structure to meet changing industry needs.
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