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Increase participation in fishing.



Increase participation in hunting.



Increase participation in recreational shooting.



Create public support for and interest in the 

work of the AGFC while encouraging outdoor 

recreation. 



Implementation Teams



What do we measure to determine if 

R3 efforts are successful?



1. Revise actions and 

remove completed or 

ongoing tasks

1. Separate into Tiers 1-3 

considering

1. Answer the questions 

2023 Revision Tasks



The Key Questions

1. Target Audience 

2. Sequence of Steps

3. Realistic Timeline

4. Outcomes

5. Outputs

6. Staff Lead





Fishing Action Plan 2023

https://docs.google.com/spreadsheets/u/0/d/1ND6Vmz-LTIyTta3fxLliFEi5GpcSzyMYOLZms0dxJXg/edit




Recommendations

1. Leadership by-in and participation

2. Engaging folks across the agency is helpful - HR, Fiscal, 

Enforcement, Fisheries, Wildlife, and Outreach Staff

3. Create template for working groups 

4. Set standard (timeline!)

5. Simplify and do one thing at a time

6. Day-to-day activities don’t belong (anymore)



SLIDE TEXT (If needed)

This is a headline example that is only one line.
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Iowa’s R3 Journey

2015

2015 - Laying the Groundwork

Year of  education.  Prov iding presentations to 

internal and external stakeholder groups on what 

R3 is and why  they  should care.  

2016

November 2016 - Iowa’s 1st R3 Summit

Combined internal staff / external partner workshop was 
held.  Workshop focused on angling, hunting and shooting 
sports participation trends, ORAM, and R3 desired 
outcomes for Iowa.

2017

November 2017 - Plan Version 1.0 Rollout

The ultimate goal, process and products of  this 

statewide R3 action  plan was achiev ed through 

community  consensus.  

2022

2022 - Plan Version 1.0 Assessment & 2.0 Kick-Off

At the conclusion of our internal agency reorganization, it 
was decided that it would be an appropriate time to assess 
our initial statewide R3 action plan and determine our best 
course of action going forward. 

2023

October 2023 - Plan Version 2.0 Rollout

Our goal is to have our new reiteration of the Iowa R3 
Action Plan completed by fall so it can be rolled out at our 
annual team retreat in October.  Then cross-divisional 
implementation can begin in 2024.  



What in the “BLEEP” is R3? 

● The “What”

● The “Why”

● The “How”

● Current R3 Efforts



Statewide R3 Workshop

● Internal Agency / External Partner Participation

● Program Inventory Survey (Pre-Workshop)

● Workshop Focus
○ State of the Union

○ State of the State

○ Program Inventory Survey Results

○ ORAM

○ R3 Desired Outcomes

○ Gaps, Opportunities and Roles Related to Iowa’s R3 Efforts

● Workshop Survey/Evaluation (Post-Workshop)



A Facilitated Approach to Iowa R3

● Six committees were formed 
made up of internal staff and 
external partners.

● In-house facilitators were brought 
in to guide the conversation and 
complete group exercises.

● TOWS Analysis was completed 
by each committee.  Strategies 
were developed.  Small group 
exercises took place to layout 
actions, tasks, who will be 
responsible, metrics for success, 
resources available, resources 
needed, barriers and who should 
be engaged.



Iowa’s Plan Version 1.0

1. Improve Partnerships Among Agencies, Organizations and Industry to 
Collaboratively and Effectively Implement R3 Efforts

2. Improve Agency and Organizational Capacity to Design, Implement and 
Evaluate Outcome Driven R3 Efforts

3. Increase Access and Opportunity for Outdoor Recreation in Iowa 
4. Educate, Train and Equip Partners with the Necessary Tools to Enhance R3 

Efforts
5. Increase Customer Engagement and Satisfaction Through Improved Customer 

Management Practices and Services
6. Communicate Value of Outdoor Recreation to Expand Agency and 

Organization Relevance



Iowa’s Plan Version 1.0 Layout



Then We Started R3ing -

More Strategically Of Course!



The World Came to a Halt,

But….That Didn’t Stop Us!



Iowa’s Internal Agency Restructure - The Birth of COM

A new bureau was born -

Communications, Outreach and 

Marketing

A new section was forged -

Education, Outreach and Marketing

R3 was elevated & became cross-

divisional



Iowa’s Plan Version 2.0 - Time to Strike

● Iowa’s original R3 Action Plan 
was over five years old.

● Key education, outreach, 
communications and marketing 
staff are now together under one 
bureau.

● A supervisor now leads internal  
R3 Team.

● A proven and supported 
mechanism is now in place for 
cross-divisional implementation.

● We have interested and 
supportive top leadership.  



Iowa’s Plan Version 1.0 Assessment

● Original plan was such a massive, detailed 
document that this was the first time it was 
read in its entirety since originally developed.

● Need for better packaging/re-organization of 
several strategies and actions.

● Some strategies and actions just didn’t work.
● We could only control, what we could control.
● Lack of staff time / leadership priorities 

hindered progress in some areas of the plan.
● Staff involved in original plan appreciated the 

thorough assessment and felt their work was 
valued.   



Priority / Focus Areas

● Redefine our primary target audiences
○ Women 25 to 50

○ Latino - Family Based

○ Urban

○ Retention Audiences - Statewide

● Partnerships
○ Internal

○ External 

● Expand the use of County Conservation 

Park and Recreation Areas, DNR State 

Parks and Recreation Areas, Federal 

Lands & Refuges to increase outdoor 

recreation opportunities

● Maximize marketing resources to 

promote opportunities to participate in 

various outdoor recreation activities

● Assess the usability of the Iowa DNR 

website and social media channels 

● Clearly communicate the importance 

and value of increasing participation in 

outdoor recreation activities



The “Onion” Approach

● Internal Plan vs Community Plan

● Strategic Action Plan - i.e. Google Sheet that will 
list out all of the realistic goals, objectives, 

strategies, actions, priorities, metrics, steps, 

timelines and persons responsible.  Will be 

reviewed regularly and progress updated.
● Implementation Guidance Documents - Teases 

out only the relevant components for a particular 

bureau, section or team that they are responsible 

for carrying out.
● Leadership Executive Summary - One pager that 

highlights the overall goals and section priorities.   

● All goals will have stronger statements utilizing 

words like improve, increase, and define further.
● Metrics will be tighter and include both midterm 

and ultimate outcomes.

Strategic Action 
Plan  

Implementation 
Guidance 

Documents

Leadership 
Executive 
Summary



Cross-Divisional Strategic Deployment Teams

Will be utilizing the existing cross-
divisional strategic deployment team 
structure to help drive implementation for 
key agency-wide R3 priorities.

Teams are made up of representatives 
from wildlife, fisheries, parks, forestry, 
law enforcement, lands & waters, legal, 
human resources, budget and finance, 
licensing, and communications, 
education, outreach and marketing. 



Partnership Mapping - The “Big 3”

● Assessment conducted of both 
internal and external partners.  This 
included deploying a survey to both 
partner groups.  

● Determine which partners are willing / 
able to work with R3 team on 
priorities / focus areas.  

● Break partners into three segments:
○ Don’t have a relationship with
○ Transactional relationship

○ Relational relationship 

● Development of a partnership plan 
that will include where we should 
focus our time in building and 
supporting targeted relationships.



Recipe for R3 Planning Success 

● Commit to an adaptive process.
● Prioritize items - what needs to be 

accomplished in the next 1-3 years 
must happen first.

● Make sure your goals and objectives 
are intentional and realistic.

● Use a systems thinking approach to 
tackle.

● Metrics need to be disciplined from the 
start - what do you truly care about / 
most critical.

● Communication is key!

● Once the train starts moving you have 

to keep the momentum going.

● Realize that your plan won’t be 
perfect and that’s OK.  It will 
continue to evolve and adapt 
over time. 

● Community Plans are tough!  You 
can’t always control what they do 
or don’t do. A strong internal 
foundation is key to success!  
Then be strategic with your 
partner involvement.  



Megan Wisecup

Education, Outreach & Marketing Section Supervisor

Iowa Department of Natural Resources

Megan.Wisecup@dnr.iowa.gov

515.238.4968

mailto:Megan.Wisecup@dnr.iowa.gov
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