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THE FUTURE OF CONSERVATION
AND OUTDOOR RECREATION IN ARKANSAS

Recruitment, Retention and Reactivation Action Plan

Arkansas

2020 R3 Plan
www.agfc.com/r3
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The traditior.:é“bf hunting; fishing, shboting, and wildlife W

and outdoor recreation are Arkansas’s outdoor heritage
and are worth passing on to future generations.

We are the stewards that make this happen.




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.




Hunting
Action Team

Shooting
Sports Action
Team

Support and
Connect

Action Team

THE FUTURE OF CONSERVATION Recruitment, Retention and Reactivation Action Plan
AND OUTDOOR RECREATION IN AHKANSAS FY 23 lmplementatxon Team

The troditions and heitoge ond ore worth pessing on to future
of hunting, fishing sheoting. and wiliife ﬁnh i) e toge 3 ! o

STEERING COMMITTEE Purpose:

Members: This Steering Commi vids ight, support, and for the ongolng

+ Chis Racey, Administration Erpleenentation of the R3 Action Plan.

*  Spercer Geiffith, Administration

. rmx':.msm This team maeets with action team leads quarterly tec

+  Ben Bamten, Adminssnation *  Be updated on the progress mask by each of the implementation teams,

+  LacrenWeston, Communications *  Provide continuing drection based on the evaluation ostcomes from each team.

¢ Jessica Fehtz Research *  Update Chiefs, Ditecter, snd Commissicners on R3 progress.

+  Holie Sanders, Education +  Agprove changes and updates to the working R plan.

ACTIVITY ACTION TEAMS =~ ™heseteomsmestrepulady e

*  Creste task sssignments from the actions listed in their activity acea. These assignments will be broken

MWNNM g
rpose: . who Is responsibie for kmp! g oA action
thutu-otkmnmhdmm % Enun‘ ceions arel tato work
. mwgwuwmmmcwumummcmu
comerunicating with staff across the agescy o | Provide quarterly reporting to the szeering commintee.
implement the R3 action plan. * Gather success staries 1o share
+ Manageand
. IJGWM Education . WMHM Education . JhmySdtSﬂ«dlm
Members. Memders: Members:
*  Qlinton Colemman, Fisherles *  Randl Prater, Flscal = Bill Haynes, Education .
+  Joseph Kaiser, Fisheries + LeaWhite, Eduaticn *  Geaon Tomilis, Eduxation .
= Donkelle Simwons, Education  + Trenton Powell, Education *  Nick Adams, Education .
»  David Little, Fisheries *  Ralph Meoker, Widlife o Naven Westcamp-Jodnson, Education  *
*  Rebekah Antoon, Administraticn  *+ TBD Team Member *  Curtis Gray, Education .
= Katrina Joheson Flscal .

Kirsten Barthow, Communications




What do we measure to determine if
R3 efforts are successful?
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2023 Revision Tasks

1. Revise actions and
remove completed or

. Major Projects
ongoing tasks S
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LOW EFFORT HIGH EFFORT

1. Separate into Tiers 1-3
considering

Thankless

Fill in Jobs Tasks

LOW IMPACT

1. Answer the questions
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Target Audience
Sequence of Steps
Realistic Timeline
Qutcomes
Outputs

Staff Lead



2020 Plan
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2023 Plan

Activity _, Goals _, Objectives __, Strategies _, Actions
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https://docs.google.com/spreadsheets/u/0/d/1ND6Vmz-LTIyTta3fxLliFEi5GpcSzyMYOLZms0dxJXg/edit

A. Increese the number of participants that go through multi-contact classes and events.

4 Comnect event parSicipants to other fishing cpportunities provided by
Wcovwwm

1 other AGFC

,mm iy System 1o par
offerings.

8. Incroase the number of licenses sold via online platforms.

Inconporate modide kcenae kins into large event protocal 10 sell koenses

' 8nd promots neaty svents o Cppormunities.

2 Incorporate Boense promaotions end iNStructions ingo state perks,

3 Offer fishing pockages that inchude fishing icense and trout permit.
C. Target market to participants In other outdoor activities.
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D. Creato materiaks that help remove basriers to fishing.

1. Collect contact information from event

DOUCIDLS,
2. Market future event oppantunities 1o them
mwwu
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held 8 license.
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I person promotion is

immaediate,
Mol event
marketing & tracking would be after i
COversion rate

oiw icensing system created
(Spring 2023)

After new system in place (NOT
EVERYTIHING

HAPPENS ON THE DAY multi avent
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THIS SYSTEM LAUNCHES ~
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2 Croste promotional materials and disribute AT N System in ploce uptake o
3. Monitor § track usage/purchases foansing kits
1. Establish the peckage
2. Develop ad campaign Aftae new system in ploce :"“m
3. Promote, sell, end track soles
1. vigger in onling sale 2. identify hunters thay Laliing points, ad
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1. Leadership by-in and participation

2. Engaging folks across the agency is helpful - HR, Fiscal,
Enforcement, Fisheries, Wildlife, and Outreach Staff

Create template for working groups
Set standard (timeline!)
Simplify and do one thing at atime

R

Day-to-day activities don’t belong (anymore)
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Education Chief
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State Agency Insights into R3 Planning: Version 2.0

Megan Wisecup

Education, Outreach and Marketing Section Supervisor
lowa Department of Natural Resources




lowa’s R3 Journey

2015 - Laying the Groundwork November 2017 - Plan Version 1.0 Rollout October 2023 - Plan Version 2.0 Rollout
Year of education. Providing presentations to The ultimate goal, process and products of this 2“{_ goapll is to havle o ”e‘?’ajrleiter.?“on gé‘he” 'féWatR?
internal and external stakeholder groups on what statewide R3 action plan was achiev ed through ction Plan completed by fall so it can be rolled out at our

h - annual team retreat in October. Then cross-divisional
R3is and why they should care. community consensus. implementation can begin in 2024.

November 2016 - lowa’s 1st R3 Summit 2022 - Plan Version 1.0 Assessment & 2.0 Kick-Off
Combined internal staff / external partner workshop was At the conclusion of our internal agency reorganization, it

held. Workshop focused on angling, hunting and shooting was decided that it would be an appropriate time to assess
sports participation trends, ORAM, and R3 desired our initial statewide R3action plan and determine our best

outcomes for lowa. course of action going forward.



What in the “BLEEP” is R3?

e The “What”

A
e The “How’

e Current R3 Efforts




Statewide R3 Workshop ,(\
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e Internal Agency / External Partner Participation Outdoor s e‘o°°‘
Jeney g %Proé Y Scholastlc
Program Inventory Survey (Pre-Workshop) 3 Educann 9 urkey
ctionUniversi arge nS| e
Workshop Focus M"é’ A e d
o State of the Union Clay ° .qk
Left h !_ll L:Iu’n
o State of the State gtgg;;,ggr gi\NarrTor
o Program Inventory Survey Results DerbYSH T°'“°"°Wt n Esafety
@) ORAM Y,)OUngS po tS qoe 3 2, 2
o R3 Desired Outcomes b quﬁouggg;ﬁi“
o Gaps, Opportunities and Roles Related to lowa’s R3 Efforts -

e Workshop Survey/Evaluation (Post-Workshop)



A Facilitated Approach to lowa R3

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

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

e 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.
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lowa’s Plan Version 1.0
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Improve Partnerships Among Agencies, Organizations and Industry to
Collaboratively and Effectively Implement R3 Efforts

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

Increase Access and Opportunity for Outdoor Recreationin lowa

Educate, Train and Equip Partners with the Necessary Tools to Enhance R3
Efforts

Increase Customer Engagement and Satisfaction Through Improved Customer
Management Practices and Services

Communicate Value of Outdoor Recreation to Expand Agency and
Organization Relevance



lowa’s Plan Version 1.0 Layout
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Then We Started R3ing -
More Strategically Of Course!
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The World Came to a Halt,
But....That Didn’t Stop Us!

Beyond BOW ~ Outdoor Cooking Series: /] 10
Breakfast Over the Fire il

Certified




lowa’s Internal Agency Restructure - The Birth of COM

A new bureau was born -
Communications, Outreach and

Marketing

A new section was forged - o

Education, Outreach and Marketing s " (—
——

1 =

R3 was elevated & became cross- Communications, \
divisional RATKRONG B i



lowa’s Plan Version 2.0 - Time to Strike

e lowa’s original R3 Action Plan
was over five years old.

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

e A supervisor now leads internal D
R3 Team.

e A proven and supported .
mechanism is now in place for &assoclates
cross-divisional implementation.

e \We have interested and
supportive top leadership.

RECREATIONAL
BOATING & FISHING
FOUNDATION




lowa’s Plan Version 1.0 Assessment

e Oiriginal plan was such a massive, detailed
documentthat this was the first time it was
read in its entirety since originally developed.

e Need forbetter packaging/re-organization of
several strategies and actions.

e Some strategies and actions just didn’t work.

e We could only control, what we could control.

e Lackof stafftime / leadership priorities
hindered progress in some areas of the plan.

e Staffinvolved in original plan appreciated the
thorough assessmentand felt their work was
valued.

WE DID A LOT
OF THINGS




Priority / Focus Areas

e Redefine our primary target audiences
o  Women 25 to 50
o Latino - Family Based
o  Urban
o Retention Audiences - Statewide
e Partnerships
o Internal
o External
e 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 lowa DNR
website and social media channels
Clearly communicate the importance
and value of increasing participation in
outdoor recreation activities



The “Onion” Approach

e Internal Plan vs Community Plan

e 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 Strategic Action
reviewed regularly and progress updated. Plan

e Implementation Guidance Documents - Teases
out only the relevant components for a particular | :

. . mplementation
bureau, section or team that they are responsible Cufekiea
for carrying out. Documents

e Leadership Executive Summary - One pager that
highlights the overall goals and section priorities.

e All goals will have stronger statements utilizing
words like improve, increase, and define further.

Leadership

: . : : : Executi
e Metrics will be tighter and include both midterm Sﬁerﬁ;;v;

and ultimate outcomes.




Cross-Divisional Strategic Deployment Teams

CRD Styrategic Deployment 2022.2023

L i e ——

Will be utilizing the existing cross- e o WSRO

|

divisional strategic deployment team —— e
structure to help drive implementation for

key agency-wide R3 priorities. —— e ety b B e

R R et

Teams are made up of representatives -~ - == __ Emsmsesame
from wildlife, fisheries, parks, forestry, e e . — P S
law enforcement, lands & waters, legal, o O -y et es = 5
human resources, budget and finance, S = pm——
licensing, and communications, T et eI v =
education, outreach and marketing. S,  Some  mmei R

oo = S=nemer

N g o g o sy —




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:
o Don’t have a relationship with
o Transactional relationship
o Relational relationship

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

PARKS AND RECREATION ASSOCIATION

NP
IOW

LEAGUE
Of CITIES
39 125 YEARS 20258

)1,




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
lowa Department of Natural Resources

Megan.Wisecup@dnr.iowa.gov

515.238.4968
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