The City of

SAN DIEGO)

Community Review Board on Police Practices

Outreach Committee Online Meeting

Friday, October 2, 2020
2pm-3pm
Zoom Platform

AGENDA

This meeting will be available live and online on YouTube. Click here to view this
meeting at its scheduled time.

I. CALL TO ORDER/WELCOME (Committee Chair Patrick Anderson)

II. PURPOSE OF OUTREACH COMMITTEE: A standing committee which is
responsible in supporting the Community Review Board on Police Practices’
outreach and education objective at community events and informational
meetings.

III.  PUBLIC COMMENT: (Fill out and submit comment using webform. Please
see instructions at the end of this agenda)

IV. NEW BUSINESS (DISCUSSION/ACTION) (Committee Chair Patrick Anderson)
A. COMMITTEE PRIORITIES

B. BEST PRACTICES FOR COMMUNITY OVERSIGHT OUTREACH &
ENGAGEMENT (NACOLE) (15 mins)

C. COMMUNITY OUTREACH PLAN
1. Virtual Listening/Discussion Sessions with Local Groups (10 mins)
2. Youth Outreach & Engagement (15 mins)
i. NYC CCRB Youth Advisory Council
ii. Identify Youth Groups for Outreach Efforts (ex. Mid-City Can)

D. NEXT STEPS
1. Moving Forward
2. Collaboration with CRB Ad Hoc Transition Committee (re Ballot
Measure B)

V. ADJOURNMENT

Materials Provided:

. Community & Stakeholder Engagement -NACOLE Conference 2020 Power Point
. Community Engagement of Stakeholders Intensive — NACOLE Conference 2020 Power
Point


https://www.youtube.com/channel/UC-4gY2k1D1ikzb25QM-O3eg?view_as=subscriber
https://www.sandiego.gov/boards-and-commissions/public-comment

Comment on Agenda Items must be submitted using webform, checking the appropriate comment type box, and
indicating the agenda item number they wish to submit their comment for. Instructions for word limitations and
deadlines are noted on the webform. On the webform, members of the public should select Community Review Board
on Police Practices (even if the public comment is for a Community Review Board on Police Practices Committee
meeting). Only comments submitted no later than 4:00 p.m. the day prior to the meeting using the public comment
form will eligible to be read into the record. If you submit more than one form per item, only one will be read into the
record for that item. Comments received after 4:00 p.m. the day prior and before 8:00 a.m. the day of the
meeting will be provided to the Board and posted online with the meeting materials. All comments are limited to 200
words. Comments received after 8:00 a.m. the day of the meeting but before the item is called will be submitted into
the written record for the relevant item.

Non-Agenda Public Comment must be submitted using webform and checking the appropriate comment type box
in order to be eligible to be read into the record. The City staff will read the first 30 comments received by 4:00 p.m.
the day before the meeting. However, if there are less than 30 comments submitted by 4:00 p.m. the day before the
hearing, the City will read comments submitted by 8:00 a.m. on the day of the meeting up to a total of 30 comments.
The maximum number of comments to be read into the record on a single issue will be 16. Comments submitted by
8:00 a.m. the day of the meeting will be provided to the Board or Commission, made a part of the record, and posted
with the meeting materials. All comments are limited to 200 words. Comments received after 8:00 a.m. the day of the
meeting but before Non-agenda comment is called will be submitted into the written record for the meeting.

If you attach any documents to your comment, it will be distributed to the Board in accordance with the deadlines
described above.


https://www.sandiego.gov/boards-and-commissions/public-comment
https://www.sandiego.gov/boards-and-commissions/public-comment
https://www.sandiego.gov/boards-and-commissions/public-comment
https://www.sandiego.gov/boards-and-commissions/public-comment
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Theory of Change




What's the Role of Y
Police Accountability
In a Democracy?
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13 Principles of
Civilian Oversight

% Independence % Full cooperation » Community outreach
% Clearly defined and » Sustained »x Community
adequate jurisdiction stakeholder support involvement

and authority
x Adequate funding and  x Confidentiality,

% Unfettered access to resources anonymity, and
records and facilities protection from
% Public reporting and retaliation
x Access to LE transparency
executives and IA % Procedural justice
staff % Policy and pattern and legitimacy

analysis




Sustained
Stakeholder
Support

Who are our stakeholders in civilian oversight?
Short-term vs. longterm support
Maintaining productive relationships




Community
Outreach

Build awareness

Build relationships and coalitions
Facilitate better understanding
Maintain public support and legitimacy




Community
Involvement

Community and stakeholder input
Establishing degree of stakeholder involvement




Effective Practices(ji

Community Outreach and Inclusion




Assessing Outreach
Needs

Oversight practitioners should plan and evaluate
their outreach needs baseuhresources, mandate,
goalsas well asocal needs and challenges




Partnerships with
Community
Organizations

An oversight agency'’s outreach efforts can be
strengthened by developing partnerships with
local community organizations.




Targeted Outreach
to Key Groups

Targeting and tailoring outreach efforts to key
local stakeholders can maximize an agency’s reach
and ability to share relevant information.



Targeted Outreach
to Key Groups

x  Complainants x Law Enforcement

x  Community at Large x Law Enforcement Unions

x Targeted Groups and x Local Government
Communities Officials



Community Inclusion in

Developing I\/Iedlatlon
Programs

An oversight agency should work with local

Stakeholders to develop protocols determining

which types of complaints are eligible for
mediation.




Engagement
ldeas

If the great popular masses are without a more critical understanding of
how society functions, it is not because they are naturally incapable of
it—to my view—but on account of the precarious conditions in which they ., !
live and survive, where they are “forbidden to know.” Thus, the way out ., 2%
is not ideological propaganda and political “sloganizing,” as the B
mechanists say it is, but the critical effort through which men and women .-
take themselves in hand and become agents of curiosity, become
investigators, become subjects in an ongoing process of quest for the
revelation of the “why” of things and facts. - Paulo Friere







Any questions?."

You can find us at:




Spotlight on

| J
§Commun|cat|ons

King County

OLEO
KingCounty.gov/OLEQ




Thinking About External Relations

Developing a roadmap helps builds relationships that influence

Public affairs: The building and developing of relationships between an

organization, its public (community), and decision-makers related to matters
that directly concern or impact them.

Engagement and communications are part your public affairs program

‘# *  An extension of agency character and key tools of persuasion.
g\v& . Helps evaluate community needs and priorities, and conditions.

. Engages and activates public interest, forges shared beliefs, activates advocacy, spurs action,
and sustains behavior and relationships.

Passive C icati Aggressive N ) Assertilve.
assive Communication e assive-Aggressive Communication
Often seems indifferent, ; . Demonstrates passive Confident and calm style
dispassionate, unsure or .Domlnan'g expression frustration and that shows stewardship and
timid. W'thQUt h.e5|tat|on instead disengagement consideration for the
of listening and servant

\ community.
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Presentation Notes
Approach to activating public interest and forging shared beliefs which lead to outcomes through dialogue
Talk about existing conditions to identify what’s working and what isn’t
Explore needs, priorities, and important opportunities 
Work together to understand obstacles and tradeoffs
Reflect on and digest feedback
Research, brainstorm, and analyze potential solutions
Develop draft proposals for change and ask for feedback from community
Use additional feedback as guidance for development of final proposals and roadmap for presenting them 
Create opportunities for community to support the process and advocate for recommendations to be adopted
Work with community advisory board members to write a letters of support on behalf of community members
Report back to the community about adoption and feedback and any ongoing opportunities to address points of contention



Mission + Purpose That Resonates

Conversations that engage and persuade should be in a human voice

The servant-leader shares power and seeks to serve first by putting the needs of
others first and helping people achieve progress to the maximum extent possible.

12 Principles of Servant Leadership

e Listening . * Persuasion . Growth

e Empathy .« Conceptualization .« Building Community
 Healing * Foresight e Calling

* Awareness e Stewardship * Joy + Nurturing the Spirit

In servant leadership the 5th principle of persuasion is the area that includes
eEngaging and Activating eBuilding of Advocacy eForging Shared Belief eSpurring Action eSustaining Behavior

~__
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Engaging and Activating: Advocacy and Agency Trust 
The creation of authentic advocacy begins with the building of shared belief with decision-makers, customers, contractors, employees, stakeholders, and the community. 
This is different from raising awareness or delivering information. 
Building of Advocacy 
Shared belief leads constituents to act or give support 
Successful actions generate confidence in decisions made and turn into ongoing behaviors 
Behaviors strengthen connections to agency and purpose, resulting in self-motivated advocacy
With every repeated cycle, existing advocates build shared belief among new constituents 
Forging Shared Belief 
An authentic enterprise activates agency character and generates advocacy at scale on a sustainable basis. When the core agency principals and behaviors align with the social values of the community forging shared belief becomes much easier.
Spurring Action 
Even when we have come to believe something, we do not necessarily take the actions. Theories of behavior change identify the key factors that motivate action: 
Methods and Motivators: 
A feeling of agency or self-value and belief that this can successfully bring the looked-for outcome 
Generate support from social groups and peers
Knowing what to do and how: build skills, tools, support or training that enable and equip.
Seeing models to emulate: Identify, describe and celebrate role models as people illustrate change
Collaborate to create partnerships and platforms that engage community advocates as partners 
What engages and activates advocacy?
Seeing that something enhances their identity, agenda, or reputation.
Making it easy to share opinions and experiences with their personal network. 
Enabling adaptation, a new social norm, network, or join an interest/peer group
Build advocacy at scale in many ways: 
Ensure information, messages and assets are searchable and shareable via digital channels. 
Create Web tools—such as expertise location tools that give communities easy ways to connect with experts they find helpful and valuable. 
Work with peers and partners to drive advocacy through compelling data
Major drivers that shape belief:
Hearing something from people I trust
Seeing persuasive evidence
Experiencing something myself
Sustaining Behavior
What builds processes (and habits) that generate positive outcomes, sustained relationships and behaviors?
Behavioral science teaches us how to build confidence and reinforce continuing behaviors:
Highlight peers who are succeeding share positive reinforcement received 
Help people see how decisions they helped make create value and benefit 
Ensure robust feedback - Whether for ongoing operations or new initiatives robust feedback and recognition systems stimulate ownership of outcomes. 
Leverage both internally and externally earned media—such as social influence ratings to reinforce believability.



Communicate Effectively

Tips for hitting the mark and making an impression

The servant-leader shares power and seeks to serve first by putting the needs of
others first and helping people achieve progress to the maximum extent possible.

Principles of Effective Communications Barriers

e Have A Goal . * Stay Organized . ¢ Attitudes

e Listen * Be Persuasive * Language

e Adjust To Your Medium e Be Clear * Physiological Barriers

* Be Curious * Lessls More * Assumptions and Jumping

to Conclusions

REMEMBER: servant leaderships 5th principle of persuasion is the area that includes
eEngaging and Activating eBuilding of Advocacy eForging Shared Belief eSpurring Action eSustaining Behavior

~__
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Principles of Effective Communication Expanded
Have A Goal First, determine what you want your audience to do or get out of your communication. Are you positioning yourself as a thought leader or are you persuading them to take action? Figuring out your ideal outcome at the start and intentionally crafting your communication to reach for that goal will make it much more effective. Decide which performance indicators can best show that your goals have met, whether it’s clicks, social shares, sign-ups or purchases.�Listen Good communication is never one way. If you never listen to what your audience is saying or give them a chance to engage, you’ll struggle to connect effectively with them. So, do your research, read what they’re writing, ask for their feedback and incorporate what they’re looking for into what you’re trying to communicate.�Fit your Medium Context about where and how your communication is being consumed is a vital factor to consider. For example, you wouldn’t say certain things through written communication because the tone and inflection of the spoken word aren’t there. For example, you would communicate differently on the phone than face-to-face because the other person can’t see your face, hand gestures or body language.�Therefore, once you decide the most appealing format to reach your audience, make sure you tailor your content and messaging for that medium.�Stay Organized When starting out, create a cohesive, high-level outline that includes your goal, your main point(s) to get across and the main ways you will illustrate them for your audience. Stay focused on this plan, be analytical in your research and avoid scope creep.�Persuasion This is the whole reason you’re communicating, so do it well! There are different ways to persuade people. So, if appropriate, appeal to their rational side with relevant facts to back up your main argument. But, perhaps most times, you need to appeal to your audience’s emotional side. Studies have shown that our emotional brain processes information five times faster than the logical side of our brain. So, use images and stories that elicit happiness, hope, humor or surprise to get you closer to your communication goal.�Clarity Begone jargon! Farewell wordiness! Adios spelling mistakes! Keep your writing clear and concise. Explicitly state what you’re arguing, keep it as short as possible, avoiding long words when a short one will do and keep your sentences below 30 words. Usually, this just requires editing to take out all that’s unnecessary.�Less Is More Your audience is likely busy. So don’t waste your (or their) time with irrelevant tidbits, repeated information or details. Especially when they don‘t help you with your main communication goal. It will lead to disengagement and take away from the effectiveness of your efforts.�Curiosity Finally, resolve to always be learning. While things remain the same, how we communicate is constantly evolving. Read lots, talk to mentors and never assume you know everything in good communication. For your individual efforts, test different formats and styles to see what works best when connecting with your unique audience and always be open to feedback.
�COMMON BARRIERS 
Attitudes: emotions like anger or sadness can taint objectivity. Also being nervous, having a personal agenda or “needing to be right no matter what” can make communications less than effective. It means “Emotional Noise”.�Language: this can seem like an easy one, but even people speaking the same language can have difficulty understanding each other if they are from different generations or from different regions of the same country. Slang, professional jargon, and regional colloquialisms.�Physiological Barriers: ill health, poor eyesight or hearing difficulties, pain.�Cultural Noise: people sometimes make stereotypical assumptions about others based on their cultural background.�Ambiguity and Abstractions Overuse: leaving things half-said, using too many generalizations, proverbs or sayings, can all lead to communications that are not clear and that can lend themselves to misinterpretations.



What's Agency Character?

An agencies unique identity, purpose, mission and value

Success rests on how you behave and perform — it’s the primary way agencies build trust,
demonstrate accountability, and convey the value and purpose in why they exist. To realize
responsibilities and outcomes, agencies must integrate character with daily business practices.

In order to enable character you must be able to define it, active it, and management it.

Agency character reflects enduring purpose and Agency character evolves over time to reflect

serves as a compass changing realities

e  What your agency exists uniquely to do in the world e Shaped by the community or policy

and the value it will bring in outcomes .« Refined by history and lessons learned
* The values and principles that guide the daily . e Recast by current management or employees, or
decisions and behavior of everyone who represents : shifts in best practice

your agency. * Responsive to new social or political realities, or

* Keeps your actions focused, builds trust, and shows community uprising or advocacy
accountability. :
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Presentation Notes
Setting your compass with agency character, servant leadership, mission + vision and + purpose, and other key messages -- your compass and keeps you focused and able to stay energized and inspired.

At King County we strive to demonstrate character that is…
Be inclusive, transparent, and accountable in our approach, methods, and process
Be equitable and be deliberate about working to advance equitable outcomes
Tailor our efforts to fit community context, history, and conditions
Inform, involve, and collaborate with the public in ways that are meaningful, accessible and understandable
Consider community input before making key decisions and recommendations. 
Report back about what was heard and how public input was considered and incorporated.
Transition or hand off outreach and engagement work to other departments and agencies managing related bodies of work (i.e., investigations, annual report and policy development, or interdepartmental and government relations).  



Activating Character Builds Trust

An agency’s character is reliable and sustains relationships

What Your Agency Looks Like How Your Agency Sounds
* |s designed appropriately for the situation * Provides a clear objective and tells a clear story
e |s comprised of staff and community advisory about our what, how, and why
members that reflect the diversity of our e Usessimple, clear, direct language that reflects
community community input
How Your Agency Performs What your Agency Does
* |s concerned with meeting our goals * Focuses on how you can create value for the
* Demonstrates clear logic and evidence to build and community that also improves law enforcement
maintain trust services
« Consistent application of professional standards . * Embraces innovative thinking to harness the power

of the public to create change
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More about looks like
Creates materials that are translated or transcreated when appropriate
Uses the style guide and is branded and accessible to all

More about sounds like
Builds from a place of common understanding to forge shared beliefs
Demonstrates listening and learning, and is informative and welcoming

More about performs like
Offers insight, not just facts
Focuses on actions, impacts, and outcomes
Is responsive, transparent, and accountable

More about what your agency does
Provides not just information, but assets, tools, resources, or capabilities that build capacity and empower
Enables the agency’s people to perform in new ways that meet expressed needs



Developing Communication
Strategy

A strategic approach ensures you advance objectives

Getting strategic in your communications requires deliberately aligning
and integrating the elements of you public affairs model, framework, and
methods with your core purpose, goals, and objectives.

e Public affairs planning is critical to defining your agency’s strategy, messages,
N I goals, objectives, process, tools and methods, and timeline for

communicating.

o

II&&& e This work is about building awareness and educating, engaging to garnering
support and participation from the public, stakeholders and agency partners,
and empowered decision-makers that turns recommendations into actions.
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Well spend more time in this session talking about the communications functions but it’s worth nothing that engagement invites larger and more diverse thinking in teams that leads to more innovation and better customer, community, and business outcomes – this is called “cognitive diversity”

The only way to truly understand what is happening is to go out into the community and see it. 
Once there, be a part of the community, integrate to learn and build authentic sustainable relationships that: 
Facilitate healing, build community, and show stewardship (under equity and social justice this = addressing inequity in process, decision making, and outcomes);
Observe and listen so you can engage in awareness building, persuasion, and conceptualization;   
Gather real facts to develop foresight (scan, benchmark, research and analyze) and turn it into stewardship, action, and outcomes.



Areas of Focus

The core elements for communications and engagement

Communications
(PR & Marketing)

Stakeholder relationship building and
communication in the maintenance
of the agency (i.e., management of
reputation, or promotion or
explanation work and purpose).

Community Engagement
Public Participation

A meaningful and collaborative two-
way <_> exchange of information,
ideas and resources, that involves
the public in problem solving and
uses input to make better decisions.

Government Relations
Jurisdictional Partnerships

The process of influencing public
policy at all levels of governance and
considering the needs of your
jurisdictional partner stakeholders.
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In Other Words – 

Your communications and stakeholder relations are more typically
One-way outbound messaging to inform, educate, and build awareness.
Consulting with stakeholders to develop insight and leverage shared interests.
Demonstrate transparent and accountable leadership that sustains support.

Your community engagement and public participation are typically
Two-way dialogue with community to shape priorities, plans, and actions.
Collaborate and work together to co-create solutions and recommendations for change.
Empower and build the capacity of the community to initiate and direct actions.

GROW model for briefings
Goals, Reality, Opportunities and Obstacles, Way Forward.


Who + What + How + Why

Knowing yourself helps you hit the mark and stay on message

©

Who you are: agency character, servant leader, independent and civilian led,
agency history and community context.

What you exist to do: authority, mission and purpose, goals -- your agency
theory of change, advance equity and social justice, activate advocacy to
persuade empowered decision-makers, generate changes that improve law
enforcement and better serve the interest of the public.

Why partnering with community matters: create meaningful opportunities for
community to influence decisions that impact them, use diverse and new ideas
to solve difficult problems, ensure outcomes meet goals.

How you’ll be a good partner to community: inclusive and accessible, consult
and collaborate, forge shared beliefs, build community capacity, advocate for
the publics needs and priories, explain challenges and limitations.
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Developing Messages and Tactics for Audiences
Key messages will not include all the detail and supporting ideas and data that you may use in printed materials or other forms of communication, but rather serve as the underlying themes for your materials and activities. 
The project key messages should show cultural competence and achieve desired outcomes by being appropriate in tone and tenor, aligning the goals and objectives to agency character, and selecting tactics that build advocacy, forge shared belief, spur action, and sustain behavior. 
 
Your messages are closely tied to your goals and objectives, they deliver important information about the issue and compel the targeted audience to think, feel, or act. 
When developing key messages and tactics:
Value the cultural uniqueness of your target group.
Value cooperation and bridge-building with community leaders and other organizations working within the community.
Value the cultural beliefs, symbols, and practices of your target group.
Value differences in languages, accents, practices, and social conduct.
Value word-of-mouth and interpersonal communication to spread your message.
Key messages should:
Show the importance, relevance, or magnitude of the issue
Put a “face” on the issue and convey its urgency 
Be tied to specific audience values, beliefs, or interests
Reflect an understanding of what would motivate the audience to take action
Be culturally relevant and sensitive
Be factual, clear, and have sticking power
Relate to the agency character
Always provide:
Technical information in a simple and brief manner, understandable to diverse groups
Background on the issues being discussed to provide context and create transparency
Description of any temporary and permanent impacts
Once you have planned your culturally relevant approach and messages, you must develop tactical strategies for engaging audiences you are targeting.

Select the tactics that are aligned to your goals, objectives, outcomes, key messages, research, demography, and audience values


Model, Framework, and Methods

Create a plan that organizes and activates your work

Create a plan that captures your agency’s story and programmatic
approach to public affairs.

e The Model: The model explains the operation and components of the public affairs program,
and defines the activities, practices, and inter-relationships needed to deliver the program,
projects, products or services identified as critical to realizing outcomes.

e The Framework: The framework identifies and specifies how the practical
relationships between every aspect of your work will come together support all identified

components and objectives. The framework provides the structure needed to implement each
distinct part of the model.

e The Methods: The methods work within the framework to provide an approach — which
includes principles, tools and practices used to guide processes and achieve specific goals.



The Model — Example

Oversight context sets expectations about opportunities and obstacles

AUDITOR/MONITOR MODEL:

The Auditor Model calls for a review of the completeness and thoroughness of [A
Investigations while the Monitor Model calls for a monitoring of the entire internal
Investigations from beginning to end. In both models, incidents are reviewed for
broad patterns in investigations, findings, and discipline.

INVESTIGATIVE MODEL:

The Investigative Model generally involves a civilian led agency that investigates
complaints of police misconduct.

REVIEW FOCUSED MODEL:
In the Review Focused Model, a civilian board or panel examines the quality of internal
affairs investigations.
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This is an example of a models for oversight.  


Framework — Example

Connect work activities to issues, interventions, and outcomes

Improving Public

Thorough, Fair ) . Accessible = =
wvestigations Five Com.m.c?n wmplaint Process :2:0“’
| Goals of Civilian | of Change

Oversight

.m

Deterring Police g Transparency and

\MISCONdUCt Accountability
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This is an example of a framework – it directly relates to your Theory of Change

The framework is where you can also explain what your authority does and does not allow you to do in terms of core activities, but also if you work under bargained conditions you can explain what limitations they create.

Start from local conditions - There is no cookie-cutter approach to building community; the best efforts flow from and adapt to local realities.
Build on community strengths - Past efforts to improve community life have too often addressed problems or deficits; community building efforts build on local capacities and assets.
Forge partnerships through collaboration - Building community requires work by all sectors – local residents, community-based organizations, businesses, schools, religious institutions, health and social service agencies – in an atmosphere of trust, cooperation and respect. It takes time and committed work to make such collaboration more than rhetoric.
Require racial equity - Racism remains a barrier to a fair distribution of resources and opportunities in our society; our work promotes equity for all groups.
Value cultural strengths - Our efforts promote the values and history of our many cultural traditions and ethnic groups
Foster broad community participation - Many community programs have become professionalized and alienated from the people they serve; new programs and policies must be shaped by community residents.
Support process, resource, and cross-generational equity that builds community - the cornerstone of strong communities is a sense of fair opportunity -- community building efforts are at the core of human conversation.
Integrate community development and human service strategies - Traditional antipoverty efforts have separated "bricks and mortar" projects from those that they serve; new programs and policies must be shaped by community residents. 



Flanning — >coping and

Discovery

Making informed recommendations and aligning all the variables

Your approach should reflect agency character, support oversight within your
authority and community context, and advance your workplan.

e Gather and apply up-to-date
information and research

* Learn about history and context,
known issues and barriers.

* ldentify potential partners to
expand your influence.

e Clarify goals, objectives,
outcomes, and interventions

e Align messages with strategy and
workplan

Integrate best practices (agency
character, servant leadership)

Explore forging shared beliefs with
the public and stakeholders :
Audit existing communications

and collateral materials, to
identify areas of opportunity

Identify methods that are
meaningful and persuasive

Use internal benchmarking to
align agency goals and objectives
to internal (city/county) policies
and objectives (strategic plan).

Use external and strategic
benchmarking to identify and
integrate gold standard and best
practice methods used by other
organizations to ensure
credibility and build trust in your
methods and recommendations.
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Steps and considerations when creating your model, framework, methods, focus areas, and theory of change model.

Research and audit of existing communications and collateral materials make communications, brand identify and messaging, and design recommendations, 
Recommends qualities of brand vision, characteristics, differentiators, personality.
Identify areas of opportunity to increase brand awareness and communicate – including the potential channels.

Consider needs such as:
Strategic communications interests
Goals and objectives
Issues, concerns, barriers
Key messages and anticipated impacts of the work
Audit and assessment of existing channels, tools, tactics and identification of areas of opportunity
Leads to identification of future materials by area or need (specific to expanding brand reach and recognition). 
Community context and audience assessment, identifies and prioritizes target audiences and related demographic information by category based on goals, needs, methods, opportunities, or issues (i.e., equity impact review) .
Leads to high level recommendations on methods, collateral materials, tools, and tactics based on theory of change and audience assessment.

Evaluate Racial Equity: http://www.evaluationtoolsforracialequity.org/ A comprehensive web resource that provides a step-by-step process for evaluating equity, from preparing evaluation tools and data analyzing, to reflection and future planning. Tip sheets, tools, and further resources are provided for each step.

Apply up-to-date data, research and analysis
(demographics, psychographics, benchmarking, multicultural marketing, and behavioral science)
+
Apply best practices 
+
Focus on community building
(Start from local conditions, build on community strengths, forge partnerships through collaboration, require racial equity, value cultural strengths, foster broad community participation, support families, children, and seniors, integrate community development and human service strategies) 
+
Use methods that are meaningful and persuasive
We build our recommendations around data and benchmarking analysis is used to align work across many goals and objectives.
We perform an environmental scan and use internal benchmarking to align our clients project, initiative, service, program, and department goals and objectives to race and social justice policies and objectives. 
We use external and strategic benchmarking to identify partner agency needs and integrate gold standard and best practice methods used by other organizations to ensure we demonstrate inclusive and equitable leadership and build trust with the community.
Our methods will engage and activate individuals, in addition to groups to increase the number and diversity of audiences engaged, build sustainable relationships and increase advocacy which in turn addresses goals and risk. 
We assure agency character (agencies must look like, sound like, think like, perform like, and achieve outcomes consistent with their mission, purpose, and policies).
Our suggestions activate agency character, apply the principles of servant leadership, and display a continuous improvement mindset because sustainable and meaningful relationships are built with the agency first, then with individual projects or initiatives.  
We consider community history with the agency, known issues and barriers, and look at community partners/stakeholder groups to gather insight on their focus areas, concerns, and reach potential.
Our approach also focuses on forging shared beliefs between agencies and historically underrepresented stakeholders that have immediate project outcomes and layer over time to enhance agency trust and service equity.

Environmental Scan: 
The process of gathering data, and learning about agency needs and translating them into issues and specifications (problems you can solve in your plan). 
Understand the Agency
Voice of the Customer (VOC)
Before you can define your approach, goals, objectives, and opportunities, you need to understand the needs of the agency and the project. 
Critical to Quality (CTQ) 
A product, project, program, or service characteristic that must be met to satisfy a client/agency specification or requirement.
Identify and document and all agency policies, tools, and resources you are expected to use in the process
Benchmarking is a process for obtaining a measure – a benchmark. benchmarks are the “what” you want to measure and benchmarking is the “how” you will measure it. 
Benchmarking:
Focuses on best practices and research
Strives for continuous improvement 
Adapts based on agency and community needs
Internal Benchmarking – Measuring against internal standards: collect and review client agency guidelines, performance expectations, tools, and best practices.
List your goals in relationship to:
the entire agency
the department that owns this project/initiative/service
the specific project/initiative/service you are working on
How do the stated goals relate to your benchmarking research and to the clients’ agency character?
Questions to consider
What is the business purpose of the project/initiative/service?
What benefit does the project/initiative/service provide to communities or are the disproportionately impacted by it?
How does the client agency want community members to perceive project/initiative/service?
What type of role does the client agency want the community members to play in the engagement process?
What’s the client agencies history with audiences in the project area?
Are there any known issues, barriers, or concerns/complaints? 
External Benchmarking – Measuring against competitors, partners, or governing bodies: collection and review the same information from other agencies with whom the client agency wants to comply or partner to identify gaps and opportunities 
Strategic Benchmarking – Measuring against what we aspire to: identifying and analyzing world-class or gold-standard performance when a company aspires to improve upon current practices and outcomes. This is an effort to advance strategic direction for the company; therefore; aspirational goals are established relative to benchmarks set by world-class organizations from any industry.
Gap Analysis and Metrics: 
Develop data driven objectives.
Evaluation will be a key task of determining the success of the program and whether we have accomplished the goals that we set out to meet. Each task will have its own set of evaluation criteria, and the program materials and results will be organized into a program recap for distribution at the conclusion of the campaign.
The gap analysis will identify a way to measure each strategy, assign a target of what the agency would like to achieve, the difference between the two is the gap or opportunity for each strategy.  
When we multiply the gap by the level of importance you assign to each strategy we end up with a priority scale that will be helpful when determining budget allocation. 
Measuring the results of work and each tactic used will show how the plan and related goals influenced the selection of appropriate objectives or tactics, and how well tactic had on reaching the goal identified by the project team or defined by the agency character.



Planning — Theory of Change

Your strategy roadmap will help your agency stay on track

A Theory of Change is a comprehensive description of how and why a desired change is expected
or needed in a particular context. It centers desired long-term goals and identifies links between
what a change implementation program does (its activities or interventions) and how these relate
to the conditions (outcomes) that are sought.

Needs Conditions Activities or Outcomes
Statement Assessment Interventions
What needs or Considering the What'’s crucial to Considering the List the specific
issues have been . needs, assess the . success and critical i goals, define the . changes you want to
raised and why? . situational context : to quality? . specific, methods, i achieve.
. and baseline . interventions that
Who is served by . conditions to qualify : What does success : create progress. . How can these be
meeting this need? and quantify the look like? measured to provide
. opportunity. . What tactical . the ability to
What is the impact . What obstacles and : actions will help you : benchmark success
of not addressing it? : What’s the history i barriers must be . realize desired . or track progress.
. around thisissue? : addressed? . outcomes? :

~__
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Presentation Notes
A roadmap that provides an approach, model, framework, methods, and specific guidelines for your messaging strategy. 
I.e.,
A strategic document that captures your story and programmatic approach to public affairs, and how the public affairs program supports oversight within your authority and informs and helps achieve your workplan. The document should also contextualize key issues to successful oversight and for OLEO. 

Strategic communications, marketing and PR, and jurisdictional relations plans
Plan to Advance Equity, Inclusion, and social justice
Community engagement and public participation plan
Language access plan
Media relations plan 
Social media plan 
Issue strategy brief

Issue Strategy Brief Expanded: An Issue Strategy Brief (ISB) is a short document that helps empowered decision-makers, stakeholders, and other readers understand, and likely make decisions about issues before them. 
In short, ISB’s help target audiences determine what actions they will take in regard to the issue.
An ISB promotes insightful questions and broadly informed decisions, but it also provides a framework for the issue steward to manage the issue with stakeholders.

What’s typically in an ISB? 
The ISB states the issue for consideration ; 
The ISB provides relevant education and critical context on the issue ; 
It identifies essential issue stakeholders ; 
It indicates a recommendation for action, next steps, or desired outcomes for the issue;
It provides the issue steward with focused strategic guidance and recommendations for management of the issue;  
The ISB lists references for the supporting information and other resources as necessary; 
The ISB provides contact information and includes a roles and accountability matrix

Public Involvement Plan: A Public Involvement Plan (PIP) localizes and makes the public affairs planning work actionable around a specific need, project, issue, or program. PIPS integrate a range of public affairs activities and typically include but are not limited to elements such as:



Audience Mapping

Persuasive communications are target and tailored ‘Q‘.
=N

* Elected and appointed officials or politically empowered decision-makers: elected councilmembers, a county
executive or city mayor, the sheriff or police chief, city managers, your appointed oversight leader.

* Intra and inter agency stakeholders: jurisdictional partners like the King County Department of Local Services for
unincorporated areas, KCSO service area city or county agencies, Metro and Sound Transit, KCSO, NACOLE, public
housing authorities, schools, libraries, jails, public health, emergency responders and medical
providers/hospitals.

e  Community members and community-based organizations: community or neighborhood councils and
associations, local chambers of commerce and business associations, directly and/or indirectly impacted
individual community members, individuals and leaders representing the interests of historically
underrepresented people.

» Stakeholder organizations: social/human/medical service providers, providers of legal services, non-profit and
educational entities, low-income housing providers, legal aid organizations, cultural and religious organizations
and leaders, interest-based advocacy and activist groups, service providers to historically underserved
populations.

* Employee audiences: workers directly and indirectly impacted by your work and their labor organizations.

 News and media stakeholders: ethnic and mainstream, and social and digital outlets, reporters, and influencers.
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Identify your Audiences: Perform analysis for project area community to tailor and target

Recommend identification, segmentation, and characterization of stakeholders by demographic indicators, level of benefit or burden, shared interest or opportunity, strategic potential, and a snapshot of strengths, opportunities, potential barriers, risks, and challenges associated to stakeholder audience. 

When thinking about your identified audiences consider:
Why is this audience important to this work?
Who is this audience – consider geographic representation, demographics, and relationship to the issues
Who else is affected if you succeed in your goal? (Secondary and tertiary audiences)
Are there others who can influence primary and secondary audiences? 
What are the barriers to this audience fully supporting or participating in reaching your goal? 
What are the benefits to your audience thinking, feeling, or acting on your issue?
Describe what you know about this audience’s knowledge, attitudes and behaviors as they relate to your issue:
What change in attitude (the way they feel about the issue) do you want to motivate in your audience to meet your goal?
What changes in behavior (day-to-day actions of your audience) are you trying to achieve?
What are other characteristics of this audience (gender, ethnicity, influences, education, income, hobbies)? 
What are the language considerations and other demographic, impact, equity or social justice issues? 
What makes new information credible for this audience? 
 



Planning

— Methods, Tactics, Materia

Sharing information, building momentum, and co-creating change

Tactics include communications channels like email, PR and social media, as well as specific types of content like
storytelling or infographics.

Website. It’s your
home base online and
should be carefully
planned — ensure
accessibility for key
information and that it
works across devices.

Direct messaging,
private chat,
texting and other
forms of instant,
private messaging.

Email or print
newsletters with
multiple articles.
Typically FYI w/ calls to
action. Print format
works for tech isolated
populations

Mobile apps and
online/digital forums.
Online open houses,
surveys, interactive
learning scenarios.

Single-topic

email appeals,
updates, and
invitations. These are
emails that are
meant to drive one
specific action.

Listening and data
collection and other
ways of gathering
feedback.

Blog. Blogs are
typically a part of your
website. They can be
everything from a
“what’s new” section
to more substantive
posts.

Social media,
including Facebook,
Instagram, Twitter,
etc. Participate in
creating dialogues or
solicit community
generated content.

Single-topic print appeals,
updates, and invitations
meant to drive a specific
action.

Paid ads, including radio,
digital/social, TV, print,
online, and outdoor. Place
display ads on media and
in ethnic media. Cable TV
can be targeted by
location.

Visual/audio content
-- video and audio
recordings, graphics
and infographics,
photography, signage,
posters, banners.

Earned

media, PR, press
releases, events, and
other forms of media
relations.
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Presentation Notes
Develop and deliver realized products and collateral material that facilitate the implementation and execution of the strategy. 
Guidebook documenting and directing use of branding and style guidelines (all things look, feel, standards related)
Website and content redevelopment (recommendations should also work across platforms and comply with ADA standards)
Media relations tools
Social media protocols
Templates and design elements for collateral materials (letterhead, brochures, flyers, newsletter templates, factsheets, folios, surveys, digital forums, icon and infographics, presentations, swag, etc.)
Collaborative development of brand application and storytelling progression and flow, and execution to maximize impact (such as, tools, tactics, methods, channels, or opportunities, storylines/messaging themes).
Writing and content conventions and protocols for clarity, language access (including interpretation translation and/or translation considerations), and to ensure consistent naming, terms, ease of understanding across diverse audiences.
Recommended website architecture to improve value and accessibility, including information mapping and navigation functions. 
Standards for public engagement records, reporting and measuring results





Planning

— Methods, Tactics, Materia

Sharing information, building momentum, and co-creating change

The tools you use to pursue the objectives associated with your strategy help you reach and connect with your

audiences.

Content curation and
synthesis, where you
publish content
created by others.

Brochures, flyers, and
other leave-

behinds including
pamphlets, rack cards,
and door hangers.

Problem-solving tools,
calculators and other
interactive ways to
help people make
better decisions.

Displays and booths,
staffed and unstaffed.

Storytelling. This is a
specific type of
content that’s very
effective for
nonprofits.

Hosting

gatherings, and
meetings, roundtable
conversations, open
house learning events,
or networking events.

Syndication and guest
writing, where you
create content but
publish it elsewhere.

Public speaking at
events hosted by
others.

Downloads, case
studies, how to
guides and other
helpful content.

Contests, gamification,
competitions and other
forms of

competitive engageme

nt.

Testimonials,
referrals and other
forms of social proof.

Working groups,
sounding boards,
focus groups —
technical and non-
technical community
advisory services.



Planning

— Methods, Tactics, Materia

Sharing information, building momentum, and co-creating change

What do more inclusive tactics look like — how are they different?

Work with community
leaders and trusted
advocates, facilitate”
activities with elected
officials and
stakeholders to
highlight needs.

Community
Exploration Trip bring
groups of local people
together their area
with technical experts
to investigate a specific
issue or condition

~__

Informal tabling and
service centers and
community places of
cultural connection,
informal options with
interpreters meets
people schedule in a
comfortable way.

Sponsor community
hosted events to show
investment in local
issues and focus on
listening/learning, or
providing updates on
issues.

Canvass local
businesses and meet
area owners, this
option allows you to
become a resource to
small businesses who
are invested in their
community.

Retail/localized
promotion place
displays in
neighborhood
businesses with tear-
away cards that
provide mail in
participation.

Create community
organization
partnerships, small
paid contracts with
CBOQO'’s turns power over
to community orgs to
do work they have
expertise in.

Community ballot
boxes, in community
locations include a
factsheet and small
survey to vote on an
option or proposal.

Community Advisory
Committee, introduce
your committee
members to all partners
and arrange speaking
engagements to allow
the public to seem
themselves in the work.

Intercepts interviews,
street-side polling
expands your feedback
loop to new people and
can help to uncover
issues and ideas that
can then be fed into
other forums.

In-language planning
workshops, this
interactive option
allows the public to
join you to dissect an
issue, policy, etc. to
co-create on concepts
for change.

Direct mail and info
hotlines remove
barriers to related to
access and availability
traditional direct mail
and phone hotlines
remain a very flexible
option.
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Strategies to advance equity goals include:
Raise visibility of equity and social justice
Increase focus on upstream determinants of equity
Consider equity and social justice impacts in all decision-making
Promote fairness and opportunity in County government practices
Collaborate across agencies
Build community trust and capacity



Spotlight on Connecting
with News Media

Lessons for making the most of earned media opportunities

Working with journalists, columnists, social/digital influencers and other

members of the media

What can you pitch and earn on
other channels or networks that
advances your objectives?

Journalists become the
spokesperson to their audiences
and followers.

Agencies also need to cultivate
relationships and opportunities
members of the press/media.

Proactive earned media is what
you can pitch to others in hopes
of securing their interest.

Reactive media relations is what
you respond to based on
emerging issues and questions.

It’s OK to ask questions and get
clarification about the interview
and story building process.

Your media relations plan and
process is typically managed by
an designated public information
or media/social media manager.

Know who speaks, who doesn’t,
when or why to pass or provide
no comment.

Learn when to fly solo and when
to use the buddy system.
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Media relations is the process of developing and fostering relationships that your agency needs with journalists, while public relations is a more expanded body of work that stretches that relationship beyond the media to the general public – especially the community you serve and the stakeholders you rely on to influence.
The media consists of thousands of newspaper, magazines, blogs, digital forums, and TV and radio stations ( generally the categories are broadcast tv, print, online/digital, radio)

Why working with the media is important.
Media relations is also important for businesses for press coverage of your company. This gets your company's name out into the public consciousness and informs consumers of your company's products, services, mission and identity through media channels that they trust and have chosen to consume.



Mock Media Exercise
with Gianina and Jamie

Let’s test what we’ve learned and talk about lessons from real life




Questions?

/



Stay Connected

® Jenna Franklin
Community Engagement Manager
X King County Office of Law Enforcement Oversight
Jenna.Franklin@KingCounty.gov

Gianina Irlando

Principal at Irlando Consulting
NACOLE Board Member, Denver, CO
gmirlando@gmail.com

Jamie Smith Hopkins

Environment Editor and Senior Reporter
The Center for Public Integrity
jhopkins@publicintegrity.org
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