
 
 
 
 
September 11, 2009 
 
MEMORANDUM 
 
TO:  Oregon Watershed Enhancement Board 
 
FROM: Tom Byler, Executive Director 
 
SUBJECT: Agenda Item E:  Communications Strategy 

September 15-16, 2009 OWEB Board Meeting 
 
 
I. Introduction 
This staff report provides an update on the OWEB strategic communications planning effort.  
Staff recommend the Board approve the draft communications strategy as a working draft and 
direct staff to continue work on refinement and development of plan elements. 
 
II. Background 
The statutes guiding OWEB’s communications strategy state that the agency “shall provide 
educational and informational materials to promote public awareness and involvement in the 
watershed enhancement program.”  (ORS 541.370)  In May of 2005, the Board adopted an 
Education and Outreach Strategy (Strategy) that had evolved into an umbrella plan that 
connected and supported all of OWEB's education and outreach functions: the Grant Program, 
Oregon Plan support, partnerships, and support of local voluntary efforts.  
 
The Strategy is comprehensive and ambitious.  OWEB has been limited in its capacity to 
implement the Strategy because of constraints on the availability of non-capital funding, and 
until last biennium, no OWEB staff person was committed full time to shepherd this program 
area.  
 
At its Planning Session in July 2007, the Board decided to re-visit the Strategy.  In December 
2007, a Board Subcommittee was formed to lead this effort.  Subcommittee members include 
Jim Johnson, Meta Loftsgaarden, Patricia Smith, and Dan Thorndike.  OWEB lead staff include 
Tom Byler and Carolyn Devine.  The Subcommittee has had numerous meetings on this topic 
area. 
 
Subcommittee discussions have focused on the statutory guidance to the Board regarding 
OWEB’s communications.  Building upon this direction, the Subcommittee began drafting goals 
and outcomes.  The Subcommittee recognized that utilizing all communications tools (Education 
and Outreach grants, the web site, press releases, publications, etc.) will be essential to support 
the larger agency mission of creating and maintaining healthy watersheds and natural habitats.   
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The Subcommittee and Board also recognized that OWEB would benefit from outside assistance 
to develop effective messages, identify key outreach tools, and develop a strategic 
communications implementation plan.  In January 2009, OWEB contracted with Gard 
Communications to help develop messages and identify tools that could be used for strategic 
media and communications efforts to promote public awareness and involvement in the agency's 
watershed enhancement program. 
 
Gard undertook an initial discovery process that involved interviewing key stakeholders 
representing a variety of perspectives from every corner of the state, drafting messages, vetting 
the messages with a focus group, and developing recommendations on strategy and tactics 
associated with implementing a communications effort.  The Gard team updated the Board on 
their efforts at the March and June meetings earlier this year.  The results of Gard’s efforts are 
contained in the attached draft Strategic Communications Plan.  (Attachments A through C)   
 
III. Proposed Next Steps 
The Board Subcommittee and staff are very pleased with the messages, strategies and tactics 
proposed in the draft Strategic Communications Plan.  We believe the draft provides a strong 
foundation for implementing a long-term communications effort to build awareness of and 
involvement in OWEB-funded programs. 
 
The potential for an initiative to reauthorize Measure 66 to be in front of Oregon voters in 2010 
creates unique circumstances for OWEB to initiate implementation of items under a 
communications plan.  There are strategies and tactics under the draft plan that are well-suited 
for OWEB to move forward with in the near term, while there are others that should be delayed 
until the reauthorization effort is completed.  
 
Next year, it’s likely that Oregon voters may show more interest in OWEB and our programs 
than we have previously seen.  Ensuring OWEB can provide meaningful information about its 
programs and activities is essential.  By taking swift action on select messages, strategies, and 
tactics identified in the draft plan, OWEB can produce useful and timely information about our 
programs, the people we work with, and our accomplishments in terms that are more accessible 
to the general public.   
 
In order to do this, staff recommend moving forward with the draft plan’s strategy to “create and 
enhance an ongoing information infrastructure.”  From the tactics suggested in the draft plan, 
staff propose developing a microsite, having web videos produced for the microsite, and 
initiating efforts relating to grassroots communications and co-branding, and exploring options 
for social networking tools.    
 
Due to the potential Measure 66 reauthorization effort, there are other strategies and tactics in the 
draft plan that staff do not recommend moving forward with at this time.  Those items involve 
more assertive materials and tactics such as paid media advertising.  Staff believe these tactics 
risk being mistaken as agency efforts to influence the public when there is a pending ballot 
measure.  
 
Lastly, staff plan to extend the current contract with Gard Communications to further refine the 
messages and tools associated with the draft plan that will help OWEB build its information 
infrastructure.  Staff will continue to regularly consult with the Education and Outreach 
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Subcommittee on these matters and provide a progress update at the January 2010 Board 
meeting. 
 
IV. Recommendation 
Staff recommend the Board approve the attached draft Strategic Communications Plan as a final 
working draft and direct staff to continue work on plan elements consistent with the objectives 
described in this report. 
 
 
 

 
Attachments 

A. Summary 
B. Draft Strategic Communications Plan 
C. Concepts 

 



Attachment A 
  
 
 
 
 
 

 

Strategic Communications Plan 
Oregon Watershed Enhancement Board 

Summary of Working Draft 
September 15, 2009 

 
Process 
• Stakeholder interviews, review of research, review of existing communications 

materials. 
• Focus group in mid-August to test knowledge, messages. 
 
Goals  
• Create “greater knowledge of the watershed enhancement work that is being done 

by Oregonians across the state” and help OWEB be known more broadly “as the 
engine that powers Oregonians who work for clean water, healthy habitats and 
green jobs.” 

 
Main Elements  
• Audience segmented into the Involved, the Attentive, the Receptive & Skeptics  
 
• Strategies: Enhance the information infrastructure. Supplement with outgoing 

communications materials and tactics.  
 
• Message Strategy: Use clear, emotional language and images to establish what 

watersheds are and why they are important – then deliver the message of OWEB’s 
role supporting enhancement and restoration. Examples: 

 
- No matter where you live in Oregon, you’re in a watershed. Oregon’s lakes, 

rivers and streams are the lifeblood of our environment and vital to our quality 
of life.  

 
- In local communities across the state, Oregonians from many different walks of 

life are helping keep watersheds healthy – giving us clean water, healthy habitat 
and green jobs.  

 
- By supporting these local efforts, OWEB powers the people who keep Oregon 

green.  
 
- Beauty by Mother Nature. Stewardship by Oregonians. Funded in partnership 

with the Oregon Watershed Enhancement Board.  
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A 10-second OPB radio sponsorship will reach an engaged and influential audience, in 
a medium that is far less cluttered than typical commercial media. OPB radio is the #1 
station in the Portland-metro area and has an estimated 406,700 weekly listeners 
statewide. In addition, an OPB web sponsorship would place OWEB’s message on 
Portland’s fourth most popular website, and one of the most highly used websites in the 
state. 
 
6.8. Outdoor 
 
Billboards drive up awareness of key messages and the connection between watershed 
enhancement, clean water, healthy habitat and green jobs. Billboards can capture 
attention using compelling images and provide repeated exposure to a “captive” 
audience (about 30+ times a month to motorists who by and large take the same route 
to and from work every day).  
 
6.9. Online Advertising 
 
Your online presence should be supported with banner ads on popular news sites and 
blogs. Sites should include business media, such as Portland Business Journal, to reach 
Receptives who would respond to the economic/green jobs messages, news sites, and 
blogs. Banner ads should be animated with beautiful photography and simple messages 
similar to those tested in the focus group. 
 
6.10. Television 
 
Television reaches the widest cross-section of Oregonians and can present watershed 
messages visually and emotionally. However, it is also very expensive and high profile. 
If it is used to promote OWEB accomplishments or even watershed council and district 
accomplishments, it could easily draw criticism and questions about the 
appropriateness of the expenditure.  
 
A better approach would be to partner with a single television station for a flight of :15 
spots encouraging Oregonians to get involved and take care of our watersheds. These 
would function as public service announcements jointly sponsored by the station and 
OWEB. An effective way to approach this would be to issue an RFP to the stations with 
a set budget in the range of $30,000. 
 
 
7. Examples of Paid Media Costs 
 
For the purpose of comparison, we’ve provided examples of media costs for various 
media. These costs reflect buying a basic schedule in each media (called a “flight” in 
television and radio) that will ensure an effective reach and frequency toward the target 
audience. 
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Purely for comparison, we’ve included a standard television buy (a :30 spot on a paid 
schedule) as well as the recommended option of arranging an individual public service-
type sponsorship with a single television station.  
 
The cost of comprehensive, statewide communications efforts could easily range from 
$1 million to $3 million over 12 to 24 months. The following examples reflect a 
financially more conservative approach that would still allow OWEB to sustain effective 
communications over 3 to 12 months. The media distribution supports the goal of 
raising overall awareness of the importance of healthy watersheds throughout the state. 
In terms of impact, the biggest reach will occur in the Willamette Valley, or I-5 corridor, 
since this is where media outlets are concentrated. 
 
Media Cost Examples: 
 
3-months:     
OPB Radio -   $13,500 
Outdoor -   $89,700 
Television (Paid schedule) - $78,000 
Television (Joint PSA) -   $30,000 
Radio  -   $106,200 
 
 
6-months:     
OPB Radio -   $20,000 
Outdoor -   $179,400 
Television (Paid schedule) - $156,000 
Television (Joint PSA) -   $30,000 
Radio  -   $106,200 
 
12-months:     
OPB Radio -   $36,000 
Outdoor -   $358,800 
Television -   $312,000 
Television (Joint PSA) -   $60,000 
Radio   -   $212,000 
 
Note that the figures don’t always double when the time period doubles. In the 3-month 
example, six weeks of radio would run over 12 weeks. In the 6-month example, six 
weeks of radio runs over 24 weeks, leaving the cost the same. Typically, in a longer time 
period, you would add new types of media, rather than doubling exposure on existing 
media.  
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Radio (Network) – 60-second announcement       
Target: Adults 25-54, Reach 60% with a frequency of 5 times per flight.   
Purchased in one-week flights, running one-week on, one-week off for 12 weeks. 
     Per Flight/Week     
Portland/Salem   $9,250      
Eugene    $3,900      
Medford    $2,750      
Bend    $1,800      
        $17,700       
        
Radio (Public Broadcast) – :10 announcement, 5 per week     
Target: Adults 25-54   1 month 3 mo. 6 mo.  
On going Sponsorship     $4,500  $13,500  $27,000   
  
Outdoor (Billboards - cost includes posting and printing)     
Target:  Adults 25-54, Reach 25 % per month     
Monthly posting could be spread over 2 months (consecutive-same locations). 
     1 month 3 mo. 6 mo. 12 mo. 
Portland/Salem   $18,900      
Eugene    $4,650      
Medford    $4,650      
Bend    $1,700      
        $29,900  $89,700  $179,400  $358,800  
        
Television (Network and Cable) – 30-second announcement     
Target: Adults 25-54, Reach 80% with a frequency of 3 times per flight.   
Purchased in flights, flight could be run over 1 week for impact (Intro program) spread  
out over 3 weeks  ( 1 week on, 1 week off and 1 week on) for continuity.   
     Per Flight     
Portland/Salem   $40,800      
Eugene    $19,200      
Medford    $12,000      
Bend    $6,000      
        $78,000        
        
Newspaper - Sunday ad, 60" black and white       
Target: Adults 25-54,    Per Insertion     
Portland    $8,800      
Eugene    $3,800      
Medford    $2,500      
Bend    $3,500      
        $18,600        
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8. Budget 
 

Task Cost Performed by 

Microsite $25,000 – $30,000 Agency 

Web Videos $15,000 x 3 – 4 videos Agency 

E-mail Networking $4,000 (create 4-e-mails) OWEB/Agency Support 

Co-branding $3,000  
Agency/OWEB/WS 
Network 

Grassroots 
Communications  Tbd  OWEB/WS Network 

Radio :60 spot 
Production: $10,000 / 
Spot Agency 

  
Media: $100,000 - 
$200,000 Agency 

OPB :10 sponsorship Production: $3,000 Agency 

  Media: $13,500 - $36,000 Agency 

Television :30 TV spot 
:30 Paid: Production: 
$28,000 plus media Agency 

  Joint PSA: $30,000 Agency 

Outdoor 
Production: $6,000 (per 
posting) Agency 

  Media: $80,000 - $150,000 Agency 

Earned Media $3,000 per month Agency 
Online Advertising 
Banners Production: $10,000 Agency 

  Media: $10,000   

Social Media Planning & Setup: $10,000 

OWEB/WS 
Network/Agency 
Support 
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9. Sample Timeline 

 
This sample timeline illustrates the implementation of a comprehensive plan that 
would include all the tactics previously identified.  The plan is based on an arbitrary 
February media kick off and a six-month (February-July) duration. Supporting 
grassroots activities would be set up earlier and ramped up in February. 

 
 
Develop Co-branding Platform and Guidelines   - November 
 
Develop Microsite      - November 
 
Distribute Co-branding Platform and Guidelines  
to WS Network       - December 
 
Start Grassroots Activities (e-mail, social media)  - January 
 
Launch Microsite      - January 

 
Produce Paid Media Materials     - January 
(outdoor, OPB, web, broadcast) 
 
Start Earned Media      - February 
 
Start Web Videos      - February 
 
Start Paid Media Schedule     - February  
(outdoor, OPB, web, broadcast) 
 
Complete and Post Web Videos    - March   

 
End Earned and Paid Media Schedule    - July 

 
 
 
11. Evaluation 
 
Evaluation methods for a communications plan are intrinsically connected with the 
media investment and the suite of activities chosen. In the context of the strategic 
communications plan described above, several options are available for evaluation. 
Some evaluation can be accomplished in-house, others can be supported by an agency.  
 
– State wide opinion survey: Following implementation of the plan’s tactics, a statewide 
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survey could gauge a change in awareness regarding watershed enhancement and 
OWEB. 
 
– Website Hits: Analysis of the number of visitors to the proposed OWEB microsite, the 
watershed councils site and the .gov site at the beginning and throughout the plan’s 
timeline would provide a general picture of how the various tactics impact web traffic 
and statewide interest in OWEB. 
 
– Social Media Analysis: The number of followers, friends, shares, comments, re-tweets, 
and other forms of engagement can be assessed in-house, or through paid services such 
as Vocus. Facebook provides a basic tool to help users gauge page views, posts, 
discussions and other metrics. 
 
– Inquires, calls and volunteers: Although the recommended communications do not 
specifically include a call to action to increase participation, successful implementation 
may result in an increase in interest in activities at the state and local watershed board 
levels. It could be beneficial to monitor these activities before, during and after the 
tactics are implemented. 
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Addendum 1 
Messages Tested in Focus Group 

 
• In the past two years, community volunteers and landowners across Oregon extended fish 

access to 3,000 miles of stream and restored 25,000 acres to more natural conditions. OWEB 
grants made it possible. 

 
• Every dollar invested in local watershed restoration work stays in the local economy. 

According to the University of Oregon, OWEB grants have led to 578 new, green jobs in 
local communities and $72 million of additional economic activity that stays in Oregon.   

 
• There are nearly 90 local Watershed Councils in Oregon. Each Watershed Council is a group 

of volunteers, local citizens and landowners who decide what’s best in their community to 
support clean water and healthy natural resources. The Councils rely on OWEB for support.  

 
• Oregon’s lakes, rivers and streams are the lifeblood of our environment and vital to our 

quality of life. OWEB helps Oregonians nurture and maintain these resources. 
 
• No matter where you live in Oregon, you’re in a watershed.  Across the state, Oregonians 

from all walks of life are helping keep watersheds healthy – giving us clean water, healthy 
habitat and green jobs. OWEB provides the resources that make their work possible. 

 
• Oregon’s unique way of taking care of watersheds relies on volunteers, above and beyond 

regulations. This “Oregon way” of taking care of our watersheds is a one-of-a-kind model for 
the rest of the nation.  

 
• Oregon’s way of taking care of watersheds builds community, because landowners, students 

and citizens work side-by-side on local projects all across Oregon.  
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Addendum 2  
Preliminary Focus Group Findings 

 
Oregon Watershed Enhancement Board 

Preliminary Focus Group Findings 
August 27, 2009 

 
 
The focus group was most likely fairly representative of the general public regarding 
awareness of OWEB—little to no knowledge.  When provided information, focus group 
participants generally begin to see OWEB as a positive state agency:  Involved with the 
environment, and an organization that does things rather than a government 
bureaucracy. 
 
Engaging Oregonians 

• Basic communications will need to inform about watersheds, as well as about 
OWEB.  Protecting watersheds, to most urban Oregonians, means reducing 
pollution and litter in rivers and lakes.  Top of mind is not a recognition that all 
Oregonians live in watersheds, nor is it a message they associate with, unless 
accompanied by additional information personalizing the connection.  To these 
focus group participants, Oregon’s water resources are its rivers, lakes, and 
streams—features that can be seen—not watersheds. 

• Oregonians seem to have heard and adopted the key message of the 
interdependency of the State’s water resources on Oregon’s environment and 
economic health.  This appears to be a core value, and why messages such as 
“lifeblood of our environment” are so powerful with focus group participants.  
However, their perspective appears to be fairly localized—the impact of logging, 
polluting, etc, on nearby rivers, streams and lakes, rather than the an inter-connected 
state-wide system. 

• Oregonians are interested in hearing about what is being done to protect and 
preserve the environment.  These activities, as a lead-in to informing about OWEB, 
appears to be more effective than messages primarily describing OWEB 
accomplishments.  Claims of the number of jobs created or economic activity 
generated are viewed with some cynicism. 

• Preservation of Oregon’s environment is so important to Oregonians, that seeing 
information about preservation projects will trigger people to seek additional 
information.  Messages and visuals connecting local residents to specific projects can 
be a call to action for some Oregonians, with the OWEB website being a primary 
source of information. 

 
Oregon Watershed Enhancement Board 

• Defining OWEB to the public faces some challenges.  As a state agency, there is 
potentially a negative association with government bureaucracy.  Describing the 
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level of Lottery funding received for enhancement projects raises questions about 
how the funds are spent and oversight of expenditures. 

• However, examples of OWEB-funded projects are of interest.  What is being done 
with the funds appears to communicate more positively than who and what OWEB 
is.  If viewed as OWEB self-promoting, focus group participants respond, ‘If they are 
doing such great stuff, why haven’t we heard about them before.” 

• There may also be some confusion about why there is an Oregon Watershed 
Enhancement Board.  “Aren’t there other agencies that deal with all this?  It’s not 
just OWEB.  Do we need OWEB?” 

 
Messages 

• Unaided, focus group participants use key words such as steward(ship), 
maintaining the natural environment, creating habitat, and personal responsibility 
when asked to describe what taking care of Oregon’s streams, lakes, rivers, fish and 
water life means to them. 

• Key words and concepts taken from the tested messages in the focus group are 
similar:   lifeblood:  quality of life:  no matter where you live, you’re in a watershed;  
jobs;  dollars stay in Oregon;  clean;  OWEB provides resources;  funds pay for actual 
projects;  builds communities;  nurture;  and maintain. 

• Given the more urban background of the focus group, respondents seem to lean 
toward messages with which they could more directly associate:  Jobs, local 
community involvement, and no matter where you live in Oregon, you’re in a 
watershed. 

• Messages that draw mixed responses include those quantifying enhancement project 
results such as 3,000 miles of streams, 25,000 acres of land and 578 jobs.  
Respondents are cynical about the numbers, eg, Were all those jobs sustained?  
Whose land was reclaimed?  Even the involvement of 90 different watershed 
councils isn’t a clear positive, eg, A lot of bureaucracy.  Do these councils all receive 
money?  However, that local watershed councils are comprised of volunteers taking 
responsibility for their community is a strong message. 

 
Visual Concepts 

• Not surprisingly, visuals catch the attention of focus group respondents.  The two 
most iconic visuals:  the eastern Oregon prairie and the Deschutes River (?), are 
preferred. 

• These two visuals also include messages that previously connected with group 
participants:  Stewardship by Oregonians.  We call it a watershed.  You call it 
Oregon.  The words directly connect viewers to the message. 

• Finally, these two visuals capture the communication tone preferred by focus group 
participants, that rather than espousing OWEB’s accomplishments, OWEB is 
described as a partner or agency that helps create healthy habitat. 
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• Key words from the visual concepts identified by respondents include:  partnership, 
power, healthy habitat, stewardship, we, Mother Nature, beauty, Oregonians 
funded in partnership, enhancement, and create. 

• A couple of visuals are pointed out as negatives:  heavy equipment in a stream 
moving logs—first impression is that of logging rather than stream restoration.  The 
jar of dirty colored water also connotes pollution to some rather than enhancing 
water quality. 

• Visuals that show people and outdoor activity draw the viewer.  Water 
enhancement projects imply activity, and visuals demonstrating those activities 
provide credibility that work is getting accomplished. 

 
Communication Methods 

• Standard methods of communication:  print, radio and television, appear to be 
expedient means of reaching Oregonians.  Given the impact of visuals on catching 
attention, billboards may also be effective. 

• A strong Internet presence is also essential.  Residents are increasingly going to 
websites and blogs for additional information.  An attractive, graphically interesting 
and informative website is a critical communications tool. 

 

Funding Decision-Making 

• Residents want to know that their watershed enhancement funds are being wisely 
and thoughtfully spent and managed.  Greatest need and impact (on the public and 
the environment) based decision-making is desired.  Cynics believe that decisions 
are probably political, others feel that because local watershed councils bring the 
projects to OWEB, the process probably surfaces the most needy proposals.  
Population or geographic equity in distribution of funds does not appear to be a 
priority with focus group participants, although there are some comments that areas 
without rivers or streams, eg, eastern Oregon prairies, wouldn’t have any 
enhancement projects. 

 
 
 
 


