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The Intermountain West Joint Venture (IWJV) 
furthers bird habitat conservation through diverse 
public and private partnerships. The IWJV area 
spans 11 states, including the entirety of three 
Bird Conservation Regions1 and 495 million acres 
of habitat (map to the right). The IWJV links 
continental bird conservation objectives from all bird 
conservation initiatives to on-the-ground delivery. 

For more information: www.iwjv.org

This Strategic Communications Plan is designed 
to promote, coordinate and deliver bird habitat 
conservation that is founded on Strategic Habitat 
Conservation (SHC) principles. The plan will guide 
IWJV efforts to implement innovative and targeted 
communications campaigns over the next five years, 
building on previous communications efforts by the JV. 
It will advance the IWJV’s efforts to build public and 
private partnerships for bird conservation by outlining 
the core components of effective communications 
campaigns and providing a path for implementation. 

Furthermore, the plan will foster the Joint Venture’s 
achievement of technical expectations content outlined 
in the “Desired Characteristics for Habitat Joint 
Venture Partnerships” for Communications, Education, 
and Outreach (see Appendix). 

1  Bird Conservat ion Regions (BCRs) div ide North America into areas that are ecological ly dist inct f rom each other but have simi lar 
bird communit ies,  habitats,  and resource management issues. For more,  see http://www.nabci-us.org/bcrs.htm

http://www.iwjv.org
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Following a strategic communications planning approach, 
the IWJV has developed a Strategic Communications Plan 
for 2011-2015. This plan will guide the communications 
efforts of the IWJV staff. It also aims to guide activities 
by the IWJV State Conservation Partnerships, Technical 
Committee, Management Board, and other partners.

Seven goals are highlighted for the IWJV that form the 
basis for communications campaigns. 

Means Goals
1. Broaden and strengthen public-private partnerships for 

bird habitat conservation in the Intermountain West. 

2. Increase funding for federal and state funding 
programs essential to bird habitat conservation in the 
Intermountain West.

3. Provide funding, foster leverage opportunities, and 
enhance partner access to federal, state and private 
funding programs essential to bird habitat conservation 
in the Intermountain West.

4. Develop a strong science foundation, linking 
continental, regional, and local population goals and 
habitat objectives, to inform and empower strategic 
habitat conservation in the Intermountain West.

Outcomes Goals
5. Conserve intact landscapes of high value to priority 

species through conservation easements and, where 
appropriate, fee title acquisition. 

6. Restore and enhance priority habitats (wetland, 
riparian, sagebrush-steppe and grasslands) on private 
lands to support sustainable populations of birds.

7. Restore and enhance priority habitats (wetland, 
riparian, sagebrush-steppe and grasslands) on public 
and tribal lands to support sustainable populations of 
birds.

Audiences are identified as those whose actions will 
influence achievement of a goal. These twenty-seven 
audiences are largely partner groups and require two-
way communication efforts. Selection of audiences to 
focus on can be based upon the delineation of audiences 
as “strongly influential”, “influential”, and “moderately 
influential” for each goal.

Communications objectives are provided by segments 
of the audience for each of the goals. In order to achieve 
behavioral objectives, which are the ultimate goal, 
knowledge, attitudes, and skills objectives must be 
achieved. These communications objectives are written 
simply and appropriate for messaging, as well as broad 
messages that are also provided.

Tactics and tools are recommended for each of the goals; 
the audience and the communications objectives are to 
be considered as well in selecting the tactic and tools. 
Five primary tactics and tools are highlighted as those 
to be accomplished first, given they can address all of 
the goals and are expected by most audiences. These 
tactics and tools include: website, e-Newsletter, brochure, 
powerpoint, and elevator talk. Following the development 
of these tactics and tools, those for the priority goals in 
2011 are suggested.

Evaluation allows for determination of whether 
communications objectives have been met and offers 
feedback for adapting further communications to be more 
effective. The evaluation metrics and evaluation tools for 
the primary tactics and tools are outlined and should be 
developed in concert with the tactics and tools. 

Implementation of the plan should follow the timeline 
for the next five years, which prioritizes the amount of 
effort on each of the goals in a given year. The emphasis 
for year 2011 is goals 1 and 3, and the other goals will 
follow in subsequent years. Implementation will depend 
on staff conducting communications as part of their work, 
as supported by communications contractors. Additionally, 
the State Conservation Partners were trained in using the 
communications plan for their work, and similar trainings 
can build capacity for implementation by IWJV staff and 
partners. An example of how the communications plan can 
be used for designing a tactic and tool is presented, using 
the brochure. 

SUMMARY OF THE COMMUNICATIONS PLAN
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Background to Strategic Communications
Communications is a process of idea exchange and 
imparting information. In effective communications, 
others understand you and you understand others in return. 
The audience is defined as the receiver of the message 
a source wishes to communicate. Yet, the audience also 
becomes a source of messages back to the original source. 
Adapting to the feedback from an audience greatly 
improves communications efforts.

Communications plays a key role in the Strategic Habitat 
Conservation (SHC) approach, which guides the work 
of Joint Ventures. This approach includes biological 
planning, conservation design, conservation delivery, 
and monitoring and research. Communications can be 
considered a part of the conservation delivery activities 
of SHC. Further, the strategic communications approach 
(Fig. 1)  itself can be thought of as following a similar 
process to SHC with the phases of communications 
planning, communications design, communications 
delivery, and evaluation. 

Strategic communication integrates communication 
efforts with all of the work of the Joint Venture. In 
Strategic Communications, the planning process allows 
for prioritization of biological (or overall) objectives 
of the Joint Venture that should be addressed through 
communications efforts. Identification of the key 
audience(s) necessary to address the overall objective 
of the Joint Venture then allows for development of 
the communications goals and objectives. Developing 
appropriate communications objectives by audience often 
involves extensive audience assessment in order to fully 
understand the audience and the most effective means to 
communicate with them. These communications objectives 
lay the foundation for the messages of the communications 
campaign, as well as the tactics and tools, which 
together compose the communications design phase. The 
communications delivery involves the implementation of 
the tactics and tools, through the appropriate channel to 
the target audience. Evaluation is the monitoring phase 
for the communications campaign, providing information 
on results and how the effort might be improved, which 
adaptively feeds back into communications planning.

Capacity Building & Engagement Approach
The strategic communications approach employed for 
the IWJV plan development emphasized engagement and 
participation of all staff and key stakeholders. In line 
with the Joint Venture’s culture of partner collaboration, 
the Management Board, staff, state-based conservation 
partners—including public agencies and private 
interests—and Joint Venture neighbors and colleagues 
played a critical role in developing the plan. They 
attended workshops, participated in tele-conferences 
and web-conferences, took part in informational 
interviews for audience assessments, and reviewed drafts 
of the communications plan and its components. This 
“engagement” approach not only ensures a more relevant 
and useful communications plan, but also builds the 
communications and strategic planning capacity of the 
Joint Venture, and the technical communication skills of 
board, staff and partners. 
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Figure 1  Strategic Communications, adapted from Bogart, 
Duberstein, & Slobe (2009).
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Since the Intermountain 
West Joint Venture’s 
founding in 1994, 
communications activities 
have been undertaken by 
the Joint Venture. In its first 
decade the activities were 
basic and generally-focused. 
They included a newsletter, 
web page, strong rapport 
between the JV Coordinator 
and the Management Board, 
the annual sponsoring of 
a Western Association of 
Fish and Wildlife Agencies 
Director’s Luncheon, 

the placement of BCR Coordinators on the ground to 
communicate with partners, and a variety of efforts geared 
toward building engagement by industry (oil and gas, gold 
mining, hydroelectric, and agriculture) in Joint Venture 
activities and projects. Additionally, the IWJV’s most 
targeted communications included JV Management Board 
members communicating with Congress the need for 
increased JV funding for the U.S. Habitat Joint Ventures 
to deliver all-bird conservation. The IWJV Management 
Board provided leadership to the Association of Joint 
Venture Management Boards, which was instrumental in 
the growth of national JV funding allocations in the early 
portion of the last decade. 

The IWJV’s 2005 Coordinated Bird Conservation Plan 
(a.k.a. Implementation Plan) outlined four specific 
objectives for communications (with the audience 
and purpose delineated): a) Work with State Steering 
Committees to develop new, diverse contacts in each 
state annually to build the potential partnership base; 
b) Conduct at least two congressional tours annually 

to acquaint Members and/or staffers with significant 
partner-based projects; c) Conduct at least two media 
tours annually to generate greater interest with potential 
project partners; and d) Prepare news releases related to 
project and partner accomplishment for every state on an 
annual basis. Yet, compared to other activities of the Joint 
Venture, the extent of communications remained relatively 
quite small. 

In 2008, the Intermountain West Joint Venture 
began a more concerted effort to undertake Strategic 
Communications. A part-time Communications 
Coordinator was hired. This Communications Coordinator 
designed the first Communications Plan for the Joint 
Venture in 2009. This Plan spelled out two audiences 
for the Joint Venture’s communications activities—the 
Planning Community and the Implementation Community 
of Resource Conservationists. Additionally, the Funding 
Community was referenced. Communication Campaigns 
included Capacity Grants Awareness, Increasing Farm 
Bill Education of Partners, Strengthening the Science 
Foundation, and NAWCA Awareness. Five broad-scale 
communications tactics were also outlined: website 
redesign, logo update, mission statement clarification 
for consistency, regular distribution of the newsletter, 
and internal staff communication enhancement. The 
communications efforts excelled in presenting a more 
professional image of the organization and “branding.” 

As the Joint Venture entered 2010, with a foundation 
built in communications, it was poised to undertake 
communications planning again for a 5-year plan for 
strategic communications. The IWJV aimed for a 
communications plan that would allow it to achieve 
the “comprehensive content” targets in the technical 
expectations of the “Desired Characteristics of JV Matrix for 
Communications, Education, and Outreach” (Appendix A).

HISTORY & PAST ACCOMPLISHMENTS OF IWJV COMMUNICATIONS

Figure 2  2009 
Communications 
Plan
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NEEDS ASSESSMENT FOR DEFINING 5-YEAR GOALS

To initiate communications planning, a full-day workshop 
was hosted in July 2010 in Missoula, Montana to define 
communication opportunities, goals and key audiences. 
Those participating in person (three Intermountain West 
Joint Venture [IWJV] staff, the neighboring Prairie 
Potholes Joint Venture Coordinator, an experienced 
State Steering Committee Chair) were joined via web-
conferencing by two JV Management Board members. 
The outcome of the workshop was a needs assessment to 
serve as a foundation to the development of the Strategic 
Communications Plan. 

Nominal Group. The workshop began with a nominal 
group process to define the opportunities for IWJV 
communications that are most important to take 
advantage of with the communication plan. A nominal 
group is decision-making technique for groups that takes 
everyone’s ideas into consideration and also allows for 
efficient decisions on priorities through a vote. The 
nominal process focused on the question of “What are 

the opportunities for communications for the IWJV?” 
The participants brainstormed brief responses to this 
question on their own and then shared them with the group 
to develop a complete list. The group then discussed 
the list to ensure there were no duplicates and everyone 
understood each item’s meaning. In total 25 items were 
identified and discussed. They were then ranked by the 
seven participants individually. Each participant was 
allowed 15 points total for their ranking of their top 5 
priorities (number of points being 5, 4, 3, 2, and 1 to 
their top 5 priorities). Fourteen of the twenty-four items 
were ranked by at least 2 people, as shown in Fig. 3. The 
two most prioritized items were: “Partners: JV activities, 
opportunities, funding, and services” and “Congressional 
communications – Clean Water, Farm Bill, NAWCA, JVs”.

Goals. Next, the overall Joint Venture goals to be 
addressed through communications were selected. For this 
portion of the workshop, the five in-person participants 
contributed. Prior to the workshop participants and 

Figure 3  Number of prioritization points given for opportunities for Joint Venture Communications efforts that were ranked 
by at least two participants.
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the facilitator reviewed past IWJV communications 
documents and the most recent Annual Operational 
Plans to ensure that goals were discussed in this context. 
Again, participants were asked to brainstorm on their 
own the most important goals for the Joint Venture that 
could benefit from communications efforts. Twenty-nine 
distinct goals were identified. The participants reviewed 
these goals to ensure they reflected the opportunities 
delineated in the nominal group. Following discussion 
and combination and clarification of goals, consensus was 
reached on the top ten goals (as shown in Table 1). The 
participants then listed the audiences that would influence 
(or be able to take action to aid in) the accomplishment 
of these goals. These audiences were later analyzed in the 
Audience Assessments.

At a subsequent Management Board Meeting in September 
2010 in Reno, Nevada, the Joint Venture Management 
Board members took part in a goal-ranking session. They 

provided feedback on the top ten goals identified during 
the previous workshop. After discussion, board members 
individually ranked the goals. They were to rank their 
top three goals with 3, 2, or 1 points. The total number 
of points given by the board members and the count of 
the number of board members who ranked a goal in the 
top three are provided in Table 1. The most prioritized 
goals were “Build a sense of community and partnership 
in the IWJV”, “Maintain federal and state funding 
for…”, “Restore, enhance, and manage wetland, riparian, 
sagebrush-steppe, and grasslands…”, and “Protect intact 
landscapes of high value…” (for full text see Table 1).

The final verbiage for the goals was then provided by 
the IWJV Coordinator and Assistant Coordinator (see 
Communications Goals in Communications Campaigns 
section). A few goals were combined or re-articulated to 
address Management Board discussion and to make the 
description of communications priorities more efficient.

Table 1  Total prioritization points and count of number of IWJV board members prioritizing in their top three each of the ten 
top goals to be addressed their communications. 

TOTAL 
POINTS

BOARD 
MEMBERS

Build a sense of community and partnership in the IWJV, and meaningful engagement by State 
Steering Committees, Science Teams, Technical Committee, and other potential partners (esp. 
Management Board represented agencies/organizations)

24 9

Maintain federal and state funding for: Joint Ventures, NAWCA, Farm Bill, Land and Water 
Conservation Funds, Partners for Fish and Wildlife, State Wildlife Grants, etc. 18 9

Restore, enhance, and manage wetland, riparian, sagebrush-steppe, and grasslands on private 
lands to support sustainable populations 13 7

Protect intact landscapes of high value to priority species through conservation easements and fee 
title acquisitions in focal areas 11 6

Maintain/enhance quality of publicly-managed wetland, riparian, sagebrush-steppe, and grasslands 
to support sustainable populations of birds 7 3

Make continental bird population objectives relevant to regional and local scales—to inform policy, 
encourage strategic on-the-ground habitat, and develop monitoring, and evaluation tools 5 4

Encourage bird habitat conservation at the local level (e.g. watershed or place-based) through 
providing regional context of priority species and the value of associated habitats 5 3

Ensure the Farm Bill reauthorization in 2012 includes bird conservation provisions important in the 
IWJV area 5 2

Capitalize on partnership capacity, expertise, resources, and tools to ensure better science, habitat 
delivery, and communications 2 2

Support the incorporation of bird conservation information into State Wildlife Action Plans/
Conservation Strategies 0 0

NEEDS ASSESSMENT FOR DEFINING 5-YEAR GOALS
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Following the Needs Assessment workshop, Audience 
Assessments were conducted for the audiences identified 
as key to the accomplishment of the priority goals. The 
Audience Assessments were conducted as key informant 
interviews via teleconference with Ashley Dayer 
facilitating the interview. To determine which Audience 
Assessments could be informed by IWJV staff, the staff 
rated their knowledge of each audience on a scale of 1-10. 
For those audiences that the staff rated as less than a 6, 
informants outside of the IWJV who also had familiarity 
with the JV and would be willing to speak candidly were 
selected. Eleven audiences were assessed with such 
informant interviews. Those that the staff rated as 6 or 
higher were assessed internally. 

Each audience assessment followed a semi-structured 
interview approach, with a script of 12 questions (Fig. 4) 
and follow-up prompts as needed. The script was designed 
to better understand the audience and their awareness, 
attitudes, motivations, norms, and behaviors It also 
aimed to explore how the audience might be persuaded 
to undertake the conservation actions in line with the 
IWJV communications goals and how to best reach this 
audience with communications. As such, the script also 
addressed external factors to provide for a situational 
analysis (consideration of external [audience] environment 
affecting ability to reach goals).

Each audience assessment interview lasted 30-60 
minutes. Dayer typed the responses to each question as 
the interview was being conducted. This raw data was 
provided to the IWJV staff to use in their communications 
efforts and has informed the Goals by Audience Matrix 
(Table 6), the segmentation of audiences into groups with 
similarities for each of the communications goals, and the 
design of communication objectives, messages, and tactics 
and tools. 

Key themes. Common emergent themes from the 
interviews were also assessed. Most of the audiences focus 
on conservation and activities of habitat delivery, science, 
and/or policy, as does the IWJV. Yet, they emphasize 
different components of conservation at their core (birds 
or wildlife, more generally) (see Table 2 for primary 
themes of goals and approaches). The conservation goal 
that resonates most with an audience or their preferred 
approach to conservation will be useful for the IWJV to 
keep in mind when preparing communications for these 
audiences.

1. Describe this audience (organization, 
part of an organization) and your 
relationship to them.

2. What is important to this organization?

3. What are their attitudes towards birds?  
Conservation? IWJV?

4. Where/how do our interests overlap? 
Diverge?

5. Why do they do X behavior 
(motivations)?

6. Why don’t they do X behavior 
(barriers)?

7. What would convince them to change  
behavior or attitudes (persuasion)?

8. What is their culture (norms)?

9. Where do they get their information?  
How (sources)? Who do they trust?

10. Who do they influence?

11. Who influences them?

12. Other relevant information?

AUDIENCE ASSESSMENTS & SITUATIONAL ANALYSES

Figure 4  Audience Assessment interview questions.
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Table 2  Audiences by the primary goal of conservation and primary approach that resonates. (Note: In some cases the 
audiences are quite diverse, so the emphases are only broad patterns and do not necessarily characterize all 
members of the audience. Additionally some audiences have goals or approaches beyond the five primary themes 
here; this is not an exhaustive list. They may also not have any of these common goals or approaches as theirs).

PRIMARY GOAL PRIMARY APPROACH

AUDIENCE
WILDLIFE 

CONSERVATION

BIRD 

CONSERVATION

HABITAT 

DELIVERY
SCIENCE POLICY

Avian Knowledge Alliance x x

Bird Conservation Alliance x x

Bird Initiative Science Committees  
(e.g., PIF-WWG, NAWMP NSST) x x

Bird observatories x x

Bureau of Land Management x

Flyway Councils x x

Land trusts (local/regional) x x

Landscape Conservation Cooperatives x

Legislators (Congressional) x

Management Board x x x x

National bird conservation NGOs (e.g., Audubon, ABC) x x x

National game species and habitat conservation NGOs  
(e.g., DU, PF, NWTF, MDF) x x x x x

National land conservation NGOs  
(e.g., TNC, Trust for Public Land, Conservation Fund) x x x

Natural Resource Conservation Service x x

Partners for Fish and Wildlife x x

Private corporations  
(e.g., Conoco Phillips, Rocky Mountain Power)

Private foundations (e.g., WCS, NFWF, Doris Duke) x x

Private landowners (with large landholdings) x

State Conservation Partnerships (SCPs) x x

State fish and wildlife agencies x x x x

State Wildlife Management Areas x x x

Tribes x x x x x

Universities (including Co-op unit) x

US Fish & Wildlife Service Div’s of Bird Habitat Cons. & Migr. 
Bird Mgt. x x x

US Fish & Wildlife Service National Wildlife Refuges x x x

US Forest Service x

US Geological Survey x

AUDIENCE ASSESSMENTS & SITUATIONAL ANALYSES
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For many audiences, the IWJV is an attractive partner 
due to its strategic approach in identification of priority 
habitats through sound science. Given that resources are 
so limited at this time, many organizations are aiming to 
have sound justification for the allocation of their time, 
funds, and efforts. Also appealing to many audiences is the 
IWJV’s assistance in pursuing funds, leveraging of funds 
through partners, and justification for funds to strategic 
habitat and science efforts in the Intermountain West. 

Key themes also emerged in terms of communicating 
with the audiences. The audiences tend to be most 
trusting of those within their organization or within 
similar organizations. In many cases there are internal 
conferences, journals, newsletters, or magazines, which 
could be the best means for reaching the group through 
a trusted source. For the audiences that are less familiar 
with the IWJV, they may require one-on-one contacts 
or IWJV attendance at their meetings until a strong 
relationship is cultivated. Then the IWJV may be able 
to communicate with them in a less intensive manner 

through other more mass communications. Throughout the 
relationship-building and into subsequent communications 
for many audiences, two-way communication will be 
necessary so they feel that the Joint Venture values their 
role as not only an audience but as a “partner.”

State Steering Committee Survey. In addition to the 
key informant interview audience assessments, an online 
survey of current State Steering Committee members 
was undertaken by the IWJV staff in August 2010. 
Given the timing coincided with the Communication 
Plan development, the survey was designed partially 
as an Audience Assessment of existing State Steering 
Committee members. The survey was distributed by 
eleven State Steering Committee Chairs to those on their 
email lists. One hundred and twenty-nine (129) people 
responded to the survey. They represented a variety of 
affiliations (many of which are key audiences themselves) 
as seen in Fig. 5.

AUDIENCE ASSESSMENTS & SITUATIONAL ANALYSES
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The respondents selected potential motivations for 
their involvement with the IWJV. Nearly 100% of the 
respondents agreed that they are motivated by “The 
opportunity to increase on-the-ground habitat delivery 
projects.” Just over 80% agreed that they are motivated 
by “Funding for capacity and/or habitat delivery.” Over 
70% agreed that they are motivated by “The opportunity 
to network with federal and state agencies on programs 
and decisions.” Nearly 60% agreed they are motivated 
by “Access to science-based bird conservation plans, 
tools, and resources.” And less than 50% agreed they 
are motivated by “Local projects are put into regional/
continental perspectives.”

Audience Segmentation. A second workshop was 
conducted in November 2010 to focus on audience 
segmentation (i.e., splitting into groups that maximize 
within-group similarity and minimize between-group 
similarity) and communications objectives. This workshop 
was attended by three staff members in-person and 
one staff member, one Board member, and one State 
Steering Committee Chair by web-conference. In advance 
audiences were segmented by their level of influence over 
the achievement of each of the goals to provide content 
for workshop participant feedback. They defined whether 

an audience was “strongly influential,” “influential,” or 
“moderately influential” in achieving specific the goals. 
Workshop participants reviewed these segmentations by 
influence, discussed them, and came to consensus on the 
appropriate segmentation scheme for each goal (as shown 
in Tables 4, 5). 

Next, workshop participants articulated the various means 
in which the audiences related to each goal. For example, 
for Goal 1: Strategically broaden and strengthen public-
private partnerships for bird habitat conservation in the 
Intermountain West, the audiences can be segmented into 
“those currently in the IWJV fold,” “those to recruit for 
the State Conservation Partnerships [new name for State 
Steering Committees] and Technical Committee”, and 
“those existing networks that could serve as conduits.” 
Each of the audiences could be placed in one or more of 
these segments in terms of their relationship to the goal 
achievement. 

Finally, the workshop participants participated in an 
exercise to define communications objectives for each 
of the audience segments for each of the goals. The 
communications objectives focused on the behavioral 
targets for each of the audience segments. 

Figure 5 Affiliation of respondents to survey of existing State Steering Committee members.

WHAT IS YOUR 
AFFILIATION WITH 

THE STATE STEERING 
COMMITTEE?

 USFS

 USFWS Partners for Fish and Wildlife

 USFWS Refuges

 NRCS

 Dept. of Defense

 Bureau of Land Management

 State Agency

 Conservation District/Local Agency

 University/Research Center

 Bird Observatory

 Bird Conservation Initiative (e.g. PIF)

 Non-Profit 

 Private

 Tribal

 Science Team/Consultant

 Watershed Group

 Wetlands Focus Area Committee

1%

1%

25%

10%

10%

11%

11%

30%

2%2%
2%

2%
1%

1%

1%3%

5%

AUDIENCE ASSESSMENTS & SITUATIONAL ANALYSES
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Communications Goals

Means
1. Broaden and strengthen public-private partnerships for 

bird habitat conservation in the Intermountain West. 

2. Increase funding for federal and state funding 
programs essential to bird habitat conservation in the 
Intermountain West.

3. Provide funding, foster leverage opportunities, and 
enhance partner access to federal, state and private 
funding programs essential to bird habitat conservation 
in the Intermountain West.

4. Develop a strong science foundation, linking 
continental, regional, and local population goals and 
habitat objectives, to inform and empower strategic 
habitat conservation in the Intermountain West.

Outcomes (Ends)
5. Conserve intact landscapes of high value to priority 

species through conservation easements and, where 
appropriate, fee title acquisition. 

6. Restore and enhance priority habitats (wetland, 
riparian, sagebrush-steppe and grasslands) on private 
lands to support sustainable populations of birds.

7. Restore and enhance priority habitats (wetland, 
riparian, sagebrush-steppe and grasslands) on public 
and tribal lands to support sustainable populations of 
birds.

Audiences
Audiences for IWJV communications are defined as 
those with influence over the seven primary goals for 
communications. As described in the Audience Assessment 
methods above, each of the twenty-seven audiences 
is described as “strongly influential,” “influential,” 
and “moderately influential” for each goal (Tables 3, 
4). It should be noted that this is a rough, qualitative 
designation. Certain organizations within an audience 
group or certain individuals may vary greatly in influence. 
The purpose of the rough metric is to aid in prioritization 
of communications efforts.

COMMUNICATIONS CAMPAIGNS
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Table 3  The seven primary goals for IWJV communications efforts by the level of influence each audience (see Appendix B 
for full name of each audience) generally has over the accomplishment of that goal. 

AUDIENCES BY  
PRIORITY GOALS GOAL 1 GOAL 2 GOAL 3 GOAL 4 GOAL 5 GOAL 6 GOAL 7

Avian Knowledge Alliance

Bird Conservation Alliance

Bird Initiative Science Committees

Bird observatories

Bureau of Land Management

Flyway Councils

Land trusts (local/regional)

Landscape Conservation Coops.

Legislators (Congressional, state)

Management Board

National bird conservation NGOs

National game species NGOs

National land conservation NGOs

NRCS

Partners for Fish and Wildlife

Private corporations

Private foundations

Private landowners

State Conservation Partnerships

State fish and wildlife agencies

State Wildlife Management Areas

Tribes

Universities (including Co-op unit)

USFWS Habitat Cons. & Migr. Bird Mgt.

USFWS NWR’s

US Forest Service

US Geological Survey

KEY:   

strongly influential influential moderately influential non-influential
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Table 4  Audience segments by level of influence over each of the seven primary goals  
for IWJV communications efforts.

1. Broaden and strengthen public-private partnerships for bird habitat conservation in the Intermountain West.

STRONGLY INFLUENTIAL AUDIENCES INFLUENTIAL AUDIENCES MODERATELY INFLUENTIAL 
AUDIENCES

• Bird Initiative Science Committees (e.g., PIF-
WWG, NAWMP NSST)

• Management Board

• National game species and habitat conservation 
NGOs (e.g., DU, PF, NWTF, MDF)

• Partners for Fish and Wildlife

• State Conservation Partnerships (SCPs)

• State fish and wildlife agencies

• US Fish & Wildlife Service Div’s of Bird Habitat 
Cons. & Migr. Bird Mgt.

• Avian Knowledge Alliance

• Bird Conservation Alliance

• Bird observatories

• Bureau of Land Management

• Flyway Councils

• Landscape Conservation Cooperatives

• National bird conservation NGOs (e.g., 
Audubon, ABC)

• National land conservation NGOs 
(TNC, Trust for Public Land, 
Conservation Fund)

• Private corporations (e.g., Conoco 
Phillips, Rocky Mountain Power)

• Private landowners (with large 
landholdings)

• Tribes

• Universities (including Co-op unit)

• US Fish & Wildlife Service National 
Wildlife Refuges

• US Forest Service

• US Geological Survey

• Land trusts (local/regional)

• Legislators (Congressional, state)

• Natural Resource Conservation 
Service

• Private foundations (e.g., WCS, 
NFWF, Doris Duke)

• State Wildlife Management Areas

2.  Increase funding for federal and state funding programs essential to bird habitat conservation  
in the Intermountain West.

STRONGLY INFLUENTIAL AUDIENCES INFLUENTIAL AUDIENCES MODERATELY INFLUENTIAL 
AUDIENCES

• Bird Conservation Alliance

• Legislators (Congressional, state)

• Management Board

• National game species and habitat conservation 
NGOs (e.g., DU, PF, NWTF, MDF)

• National land conservation NGOs (TNC, Trust 
for Public Land, Conservation Fund)

• Private landowners (with large landholdings)

• State fish and wildlife agencies

• US Fish & Wildlife Service Div’s of Bird Habitat 

• Cons. & Migr. Bird Mgt.

• Bird observatories

• Land trusts (local/regional)

• National bird conservation NGOs (e.g., 
Audubon, ABC)

• Private corporations (e.g., Conoco 
Phillips, Rocky Mountain Power)

• State Conservation Partnerships 
(SCPs)

• Bird observatories

• Land trusts (local/regional)

• National bird conservation NGOs 
(e.g., Audubon, ABC)

• Private corporations (e.g., Conoco 
Phillips, Rocky Mountain Power)

• State Conservation Partnerships 
(SCPs)
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Table 4   (Continued) Audience segments by level of influence over each of the seven primary goals  
for IWJV communications efforts. 

3.  Provide funding, foster leverage opportunities, and enhance partner access to federal, state, and private funding 
programs essential to bird habitat conservation in the Intermountain West.

STRONGLY INFLUENTIAL AUDIENCES INFLUENTIAL AUDIENCES MODERATELY INFLUENTIAL 
AUDIENCES

• Land trusts (local/regional)

• Landscape Conservation Cooperatives

• Management Board

• National game species and habitat conservation 
NGOs (e.g., DU, PF, NWTF, MDF)

• Natural Resource Conservation Service

• Partners for Fish and Wildlife

• Private corporations (e.g., Conoco Phillips, 
Rocky Mountain Power)

• Private foundations (e.g., WCS, NFWF,  
Doris Duke)

• State Conservation Partnerships (SCPs)

• State fish and wildlife agencies

• Bird observatories

• Bureau of Land Management

• National bird conservation NGOs (e.g., 
Audubon, ABC)

• National land conservation NGOs 
(TNC, Trust for Public Land, 
Conservation Fund)

• State Wildlife Management Areas

• Tribes

• Universities (including Co-op unit)

• US Forest Service

• US Geological Survey

• Avian Knowledge Alliance

• Bird Conservation Alliance

• Bird Initiative Science Committees 
(e.g., PIF-WWG, NAWMP NSST)

• Flyway Councils

• Private landowners (with large 
landholdings)

• US Fish & Wildlife Service Div’s of 
Bird Habitat Cons. & Migr. Bird Mgt.

• US Fish & Wildlife Service 

4.  Develop a strong science foundation, linking continental, regional, and local population goals and habitat objectives to 
inform and empower strategic habitat conservation in the Intermountain West.

STRONGLY INFLUENTIAL AUDIENCES INFLUENTIAL AUDIENCES MODERATELY INFLUENTIAL 
AUDIENCES

• Avian Knowledge Alliance

• Bird Initiative Science Committees (e.g., PIF-
WWG, NAWMP NSST)

• Bird observatories

• Flyway Councils

• Landscape Conservation Cooperatives

• Universities (including Co-op unit)

• US Fish & Wildlife Service Div’s of Bird Habitat 
Cons. & Migr. Bird Mgt.

• US Geological Survey

• Bureau of Land Management

• National bird conservation NGOs (e.g., 
Audubon, ABC)

• National game species and habitat 
conservation NGOs (e.g., DU, PF, 
NWTF, MDF)

• National land conservation NGOs 
(TNC, Trust for Public Land, 
Conservation Fund)

• Partners for Fish and Wildlife

• State Conservation Partnerships 
(SCPs)

• State fish and wildlife agencies

• US Fish & Wildlife Service National 
Wildlife Refuges

• US Forest Service

• Bird Conservation Alliance

• Land trusts (local/regional)

• Management Board

• Natural Resource Conservation 
Service

• Private corporations (e.g., Conoco 
Phillips, Rocky Mountain Power)

• Private foundations (e.g., WCS, 
NFWF, Doris Duke)

• State Wildlife Management Areas

• Tribes
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Table 4   (Continued) Audience segments by level of influence over each of the seven primary goals  
for IWJV communications efforts. 

5. Conserve intact landscapes of high value to priority species through conservation easements and, where appropriate, 
fee title acquisition.

STRONGLY INFLUENTIAL AUDIENCES INFLUENTIAL AUDIENCES MODERATELY INFLUENTIAL 
AUDIENCES

• Land trusts (local/regional)

• National game species and habitat conservation 
NGOs (e.g., DU, PF, NWTF, MDF)

• National land conservation NGOs (TNC, Trust 
for Public Land, Conservation Fund)

• Natural Resource Conservation Service

• Partners for Fish and Wildlife

• Private landowners (with large landholdings)

• State Conservation Partnerships (SCPs)

• State fish and wildlife agencies

• Bureau of Land Management

• National bird conservation NGOs (e.g., 
Audubon, ABC)

• State Wildlife Management Areas

• Tribes

• US Fish & Wildlife Service National 
Wildlife Refuges

• US Forest Service

• Avian Knowledge Alliance

• Bird Conservation Alliance

• Bird Initiative Science Committees 
(e.g., PIF-WWG, NAWMP NSST)

• Bird observatories

• Flyway Councils

• Legislators (Congressional, state)

• Management Board

• Private foundations (e.g., WCS, 
NFWF, Doris Duke)

• US Fish & Wildlife Service Div’s of 
Bird Habitat Cons. & Migr. Bird Mgt.

6. Restore and enhance priority habitats (wetland, riparian, sagebrush-steppe, and grasslands)  
on private lands to support sustainable populations of birds.

STRONGLY INFLUENTIAL AUDIENCES INFLUENTIAL AUDIENCES MODERATELY INFLUENTIAL 
AUDIENCES

• National game species and habitat conservation 
NGOs (e.g., DU, PF, NWTF, MDF)

• Natural Resource Conservation Service

• Partners for Fish and Wildlife

• Private landowners (with large landholdings)

• State Conservation Partnerships (SCPs)

• State fish and wildlife agencies

• Bird observatories

• Bureau of Land Management

• Land trusts (local/regional)

• National bird conservation NGOs (e.g., 
Audubon, ABC)

• National land conservation NGOs 
(TNC, Trust for Public Land, 
Conservation Fund)

• US Forest Service

• Avian Knowledge Alliance

• Bird Initiative Science Committees 
(e.g., PIF-WWG, NAWMP NSST)

• Flyway Councils

• Legislators (Congressional, state)

• Management Board

• Private foundations (e.g., WCS, 
NFWF, Doris Duke)

• State Wildlife Management Areas

• US Fish & Wildlife Service Div’s of 
Bird Habitat Cons. & Migr. Bird Mgt.

• US Fish & Wildlife Service National 
Wildlife Refuges
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Table 4   (Continued) Audience segments by level of influence over each of the seven primary goals  
for IWJV communications efforts. 

7. Restore and enhance priority habitats (wetland, riparian, sagebrush-steppe and grasslands) on public and tribal lands 
to support sustainable populations of birds.

STRONGLY INFLUENTIAL AUDIENCES INFLUENTIAL AUDIENCES MODERATELY INFLUENTIAL 
AUDIENCES

• Bureau of Land Management

• State Conservation Partnerships (SCPs)

• State fish and wildlife agencies

• State Wildlife Management Areas

• Tribes

• US Fish & Wildlife Service National 

• Wildlife Refuges

•  US Forest Service

• Avian Knowledge Alliance

• Bird Initiative Science Committees 
(e.g., PIF-WWG, NAWMP NSST)

• Bird observatories

• National bird conservation NGOs (e.g., 
Audubon, ABC)

• National game species and habitat 
conservation NGOs (e.g., DU, PF, 
NWTF, MDF)

• Partners for Fish and Wildlife

• Bird Conservation Alliance

• Flyway Councils

• Legislators (Congressional, state)
Management Board

• National land conservation NGOs 
(TNC, Trust for Public Land, 
Conservation Fund)

• Natural ResourceConservation 
Service

• US Fish & Wildlife Service Div’s of 
Bird Habitat Cons. & Migr. Bird Mgt.

Communications Objectives and Messages 
A communications objective takes the broad IWJV goals 
selected for communications and relates them to a segment 
of audiences, making them SMART. SMART is an acronym 
for well-developed objectives that are Specific (address 
who, what, where), Measurable (address when, how 
many), Achievable (something the IWJV can do), Realistic 
(possible with the resources the IWJV has), and Timely (to 
be accomplished within the specified time). Ultimately, the 
main communications objectives are behaviorally related, 
given that an audience behaving in a certain way will allow 
for the accomplishment of the goal. However, it may not be 
possible to change audience behavior before first addressing 
knowledge, attitudes, and skills. Each of these could serve 
as barriers if not in line yet for the appropriate behavioral 
objective. Education and communications are often thought 
of as following a staircase of phases. First, awareness must 
be raised (knowledge change), then concern increased 
(attitude change), then appropriate abilities developed (skill 
change), for ultimately action (behavior change). 

For goals 1 –3, the objectives for knowledge, attitudes, 
skills, and behaviors are fully described (Table 5). For goal 
4 the behavioral objectives have been identified. The full 
set of objectives (including knowledge, attitudes, and skills) 
should be developed in future years when these goals rise 
to top priorities for communications implementation. The 
behavioral objectives, reviewed at that time, serve as the 
basis for developing the other objectives as behavior is the 
final step to move an audience toward a goal. For goals 5-7 
we do not have objectives associated with them.  They were 
not fleshed out at the time the Communications Plan was 
written.  Since then, the habitat conservation-related goals 
for the IWJV have been reframed.  In the next planning, 
horizon, communications objectives for the newly framed 
goals will be written.

Knowledge Change

Attitude Change

Skill Change

Behavior Change

action

ability

concern

awareness
Figure 6  Education and communications – a stair-step 

process leading to behavior change.



Intermountain West Joint  Venture  |  C o n s e r v i n g  H a b i t a t  T h ro u g h  P a r t n e r s h i p s  |  www.iwjv.org9.18

Photo by Lor i  Reed

Making objectives measurable. All of these objectives 
can be made measurable (currently most are listed 
generically as “increase the percentage of…”) by 
providing specific percentages to target for each of the 
knowledge, attitudes, skills, or behaviors. These objectives 
serve as the foundation for an evaluation following the 
implementation of the communications campaign to 
determine whether the objectives have been reached. 
To do so in a way that will be achievable and realistic, 
baseline measures are necessary. Audience assessments 
through surveys or interviews should be conducted with 
the audience to determine the current percentage of the 
audience group with the given knowledge, attitudes, 
skills, or behaviors. Then, the appropriate goal for a 

percentage to influence with a communications campaign 
could be determined. Remember, it will be challenging 
to get all of the audience all the way up the “stairs” so be 
realistic. Likely the number of audience members with a 
given knowledge objective met will be highest followed 
by attitudes, skills, and then behavior. Note that in 
conducting an audience assessment, a random sample from 
the audience could be selected if it is a large audience 
(e.g., private landowners). It is advisable to retain the 
services of a social scientist to determine the appropriate 
sampling scheme and survey design and implementation 
methods to ensure that the results can be generalized to 
the full population.

COMMUNICATIONS CAMPAIGNS
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Table 5  Objectives by audience segments for each of the seven primary goals for IWJV communications efforts.

Objectives by Audience Segments for Goal 1: Strategically broaden and strengthen public-private partnerships for bird 
habitat conservation in the Intermountain West.

Audience Segments Knowledge Objectives

Ensure that 90% of 
audience (with an 
emphasis on strongly 
influential organizations) 
knows that…

Attitudes Objectives

Ensure that 80% of 
audience (with an 
emphasis on strongly 
influential organizations) 
believe that…

Skills Objectives

Ensure that 70% of 
audience (with an 
emphasis on strongly 
influential organizations) 
is able to…

Behavioral Objectives

Ensure that 60% 
of audience (with 
an emphasis on 
strongly influential 
organizations)…

Those currently in IWJV 
fold … 
 
Of the strongly 
influential…

• Management Board

• State Conservation 
Partnerships (SCPs) 

• US Fish & Wildlife 
Service Div’s of Bird 
Habitat Cons. & Migr. 
Bird Mgt.

 - the IWJV’s mission is 
to conserve priority 
bird habitats through 
partnership-driven, 
science-based 
projects and 
programs. 

 - JVs were created to 
serve as partnerships 
for habitat 
conservation.

 - JV staff capacity and 
fiscal resources are 
designed to support 
the JV partnership in 
science-based habitat 
conservation.

 - the SCPs are the 
primary conservation 
delivery drivers, 
facilitating local level 
habitat conservation 
projects that feed 
into or contribute to 
achievement of the 
highestpriority regional 
and continental bird 
objectives. 

 - the Technical 
Committee advises the 
IWJV science program 
relevant to priorities, 
activities, and needs.

 - the IWJV is a 
partnership and 
community that 
benefits bird habitat 
conservation in your 
state (and 10 others).

 - participation in the 
IWJV links you to 
bird conservation 
and conservation 
professionals and 
resources.

 - JV staff are available 
for you to turn to for 
resources for bird 
habitat conservation  
in the region.

 - participation in the 
SCP or Technical 
Committee provides an 
important partnership 
opportunity for 
players.

 - recite JV elevator talk

 - speak to JV objectives 
and activities.

 - identify places in 
their job where they 
could incorporate JV 
objectives.

 - turn to JV staff and 
request tools that 
can aid in their JV hat 
wearing.

 - direct interested and 
potential partners to 
become engaged with 
the IWJV.

 - are actively involved 
(attending meetings, 
working on JV 
projects, leading 
JV projects, making 
JV objectives/
activities part of 
their job description, 
offer resources or 
expertise).

 - champion the JV 
objectives internally 
and externally or offer 
access to/influence 
those who can get JV 
objectives met.

 - build awareness of 
the JV at at meetings 
they attend (introduce 
themselves as part of 
JV, speak to the JV 
efforts) and serve as 
an “extension” of the 
staff by providing key 
information on science 
and habitat delivery 
programs (e.g., 
NAWCA Small Grants).

 - communicate within 
their organizations 
(vertically and 
horizontally) about JV 
activities and meeting 
outcomes.
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 Table 5  (Continued) Objectives by audience segments for each of the seven primary goals for IWJV communications efforts.

Objectives by Audience Segments for Goal 1: Strategically broaden and strengthen public-private partnerships for bird 
habitat conservation in the Intermountain West.

Audience Segments Knowledge Objectives

Ensure that 90% of 
audience (with an 
emphasis on strongly 
influential organizations) 
knows that…

Attitudes Objectives

Ensure that 80% of 
audience (with an 
emphasis on strongly 
influential organizations) 
believe that…

Skills Objectives

Ensure that 70% of 
audience (with an 
emphasis on strongly 
influential organizations) 
is able to…

Behavioral Objectives

Ensure that 60% 
of audience (with 
an emphasis on 
strongly influential 
organizations)…

Those to recruit for 
SCPs and Technical 
Committees…

Of the strongly 
influential…

• National game 
species and habitat 
conservation NGOs

• Partners for Fish and 
Wildlife

• State fish and wildlife 
agencies

Of the influential…

• Bird observatories

• Bureau of Land 
Management

• National bird 
conservation NGOs 
(e.g., Audubon, ABC)

• National land 
conservation NGOs 
(TNC, Trust for Public 
Land, Conservation 
Fund)

• Private corporations 
(e.g., Conoco Phillips, 
Rocky Mountain 
Power)

• Private landowners 
(with large 
landholdings)

• Tribes

• Universities (including 
Co-op unit)

• US Fish & Wildlife 
Service National 
Wildlife Refuges

• US Forest Service

• US Geological Survey

 - the SCPs are the 
primary conservation 
delivery drivers, 
facilitating local 
level habitat 
conservation projects 
that contribute to 
achievement of the 
highestpriority regional 
and continental bird 
objectives.

 - the Technical 
Committee advises the 
IWJV science program 
relevant to priorities, 
activities, and needs.

 - participating in the 
SCP or Technical 
Committee is 
worthwhile.

 - SCP or Technical 
Committee 
membership can 
enhance their 
own work or build 
partnerships that will 
add value to their job.

 - gain support and 
resources to be an 
active participant 
at SCP or Technical 
Committee meetings.

 - identify what technical 
skills, experience, and 
resources they can 
bring to the table to 
strengthen the SCP or 
Technical Committee.

 - explain the role 
of the IWJV staff, 
management Board, 
and SCP/TC members 
to influential members 
of the communities 
and professional 
networks in which they 
work.

 - become an active 
participant in the 
SCPs or the Technical 
Committee. 

 - devotes meaningful 
amounts of time 
to IWJV objectives 
through the SCP or 
Technical Committee.

 - becomes part of the 
IWJV fold and moves 
toward behaviors 
above.
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 Table 5  (Continued) Objectives by audience segments for each of the seven primary goals for IWJV communications efforts.

Objectives by Audience Segments for Goal 1: Strategically broaden and strengthen public-private partnerships for bird 
habitat conservation in the Intermountain West.

Audience Segments Knowledge Objectives

Ensure that 90% of 
audience (with an 
emphasis on strongly 
influential organizations) 
knows that…

Attitudes Objectives

Ensure that 80% of 
audience (with an 
emphasis on strongly 
influential organizations) 
believe that…

Skills Objectives

Ensure that 70% of 
audience (with an 
emphasis on strongly 
influential organizations) 
is able to…

Behavioral Objectives

Ensure that 60% 
of audience (with 
an emphasis on 
strongly influential 
organizations)…

Those existing networks 
that could serve as 
conduits…

Of the strongly 
influential…

• Bird Initiative Science 
Committees

Of the influential…

• Avian Knowledge 
Alliance

• Bird Conservation 
Alliance

• Flyway Councils

• Landscape 
Conservation 
Cooperatives

 - the IWJV’s mission is 
to conserve priority 
bird habitats through 
partnership-driven, 
science-based 
projects and 
programs. 

 - the IWJV does 
not compete with 
existing networks 
but strengthens them 
by adding value 
through bringing 
together objectives 
of various bird 
initiatives, advancing 
partnerships, 
leveraging funding, 
and/or empowering 
strategic habitat 
conservation

 - participating in the 
SCP or Technical 
Committee is 
worthwhile for strong 
potential players.

 - IWJV activities 
complement/
strengthen network’s 
activities.

 - supporting IWJV 
activities and building 
it into objectives is 
worthwhile and good 
use of resources.

 - IWJV participation or 
representation at the 
network improves the 
network.

 - d- direct interested or 
potential partners to 
become engaged with 
the IWJV.

 -  find the JV objectives 
and goals to integrate 
into theirs or share 
resources for them.

 - identify and contact 
appropriate JV staff to 
invite them.

 - encourage potentially 
strong/active JV 
SCP and Technical 
Committee members 
to join those 
committees.

 - build JV objectives 
into the objectives of 
the work the networks/
initiatives do.

 - offer resources 
to/support the 
component of the 
network’s activities 
that the JV can bring.

 - ask the JV to present/
be at the table. 
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 Table 5  (Continued) Objectives by audience segments for each of the seven primary goals for IWJV communications efforts

Objectives by Audience Segment for Goal 2: Increase funding for federal and state funding programs essential to bird 
habitat conservation in the Intermountain West.

Audience Segments Knowledge Objectives Attitudes Objectives Skills Objectives Behavioral Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who…

Those who vote for/
control reauthorization 
and/or appropriation 
of funds…

Of the strongly 
influential…

• Legislators 

• US Fish & Wildlife 
Service Div’s of Bird 
Habitat Cons. & 
Migr. Bird Mgt.

 - JVs are one of the most 
efficient programs when it 
comes to results relative 
to funding. Over their 25 
year history these public-
private partnerships 
leveraged every dollar of 
Congressional funds 35:1, 
helping to conserve 18.5 
million acres of habitat.

 - by bringing together 
diverse partners, Joint 
Ventures accomplish 
together what would be 
difficult or impossible 
for any single group to 
achieve alone.

 - federal appropriations are 
the primary funding source 
for JV offices, although 
some JVs are actively 
building their funding 
portfolio with additional 
sources of revenue

 - JVs are more important in 
a tough fiscal climate due 
to our focus on leveraging 
federal dollars with 
contributions from states, 
NGOs, and corporations. 

 - JVs add value by linking 
continental bird population 
objectives to habitats 
at ecoregional and local 
scales and bringing 
partners together to invest 
strategically in science-
based conservation 
delivery (examples include 
the Sage Grouse Initiative 
Strategic Watershed 
Action Team, and Wetland 
Focal Area Planning) 

 - JVs operate by helping 
partners access a wide 
array of federal funding 
sources including: 
NAWCA, NMBCA, LWCF, 
Partners for Fish and 
Wildlife, LCCs, Farm Bill 
conservation programs, 
NFWF, state habitat 
programs, etc.  
(see www.iwjv.org  
for funding sources)

 - these conservation 
funding sources are 
an efficient use of 
funds for bird habitat 
conservation and the 
many other species 
that depend on these 
habitats.

 - many members of 
the public enjoy 
hunting and watching 
wildlife and birds and 
appreciate programs 
that benefit them.

 - this conservation 
funding is a win-win 
for landowners, 
working lands, and 
the wildlife of the 
region.

 - contact the JV staff 
or partners to learn 
more about how 
conservation funding 
can benefit their 
states.

 - justify support of these 
conservation policies 
and programs to their 
constituents. 

 - advise president’s 
request with funding 
at desired levels 
(Interior staff, agency 
staff, Agricultural 
staff).

 - put together 
appropriations bills 
with funding at 
desired levels. 

 - vote for the interior 
appropriations bill 
with JV funding at 
desired levels, as well 
as NAWCA, Partners  
for Fish and Wildlife, 
Neotropical Migratory 
Bird Program, State 
Wildlife Grants, & 
LWCF(Congressional).

 - vote for agricultural 
appropriations bill 
with NRCS, FSA 
funding at desired 
levels.

 - craft a Farm Bill with 
conservation program 
funding and language 
supportive of working 
lands (Senate, 
House Agricultural 
Committees).

 - vote for 2013 Farm 
Bill reauthorization 
with conservation 
program funding at 
desired levels.

http://www.iwjv.org


Intermountain West Joint  Venture  |  C o n s e r v i n g  H a b i t a t  T h ro u g h  P a r t n e r s h i p s  |  www.iwjv.org9.23

COMMUNICATIONS CAMPAIGNS

Audience Segments Knowledge Objectives Attitudes Objectives Skills Objectives Behavioral Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who…

Those who influence 
reauthorization of 
funds…

Of the strongly 
influential…

• Bird Conservation 
Alliance

• Management Board

• National game 
species and habitat 
conservation NGOs

• National land 
conservation NGOs 

• Private landowners

• State fish and 
wildlife agencies

 - the JVs visit the Hill each 
March. Those visits are 
more effective if partners 
and landowners are the 
leads for the visits and JV 
staff provides technical 
support to them during the 
visits.

 - the participation of 
NGOs and landowners 
in Congressional visits 
demonstrates that JVs 
truly are public-private 
partnerships, leveraging 
a variety of resources to 
benefit the region.

 - -developing a relationship 
with Congressional 
members and staff 
requires multiple contacts 
each year.

 - -hearing from their 
constituents is 
most important to 
Congressional members.

 - demonstrating 
benefits from the 
JV partnership 
and conservation 
program and policy 
funding is critical 
to Congressional 
support.

 - a coordinated 
message from many 
partners can have 
much more impact 
that single messages 
coming from single 
organizations.

 - having a relationship 
with Congressional 
members and staff 
can be valuable to 
the JV and JV partner 
organization. 

 - articulate the value 
of the sum of these 
programs to the 
partners in the JV.

 - explain what the JV 
is and describe its 
activities.

 - describe JV, Farm 
Bill conservation 
programs, and NAWCA 
grant program and 
how they benefit the 
region, wildlife, and 
people.

 - collaborate with JV 
partners on crafting 
and delivering this 
message.

 - influence crafting 
and voting of 
appropriations bills at 
desired levels.

 - influence Farm Bill 
reauthorization with 
conservation program 
funding at desired 
levels.

 - influence Farm 
Bill crafting with 
conservation program 
funding and language 
supporting bird 
conservation needs.

 Table 5  (Continued) Objectives by audience segments for each of the seven primary goals for IWJV communications efforts.

Objectives by Audience Segment for Goal 2: Increase funding for federal and state funding programs essential to bird 
habitat conservation in the Intermountain West.
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 Table 5  (Continued) Objectives by audience segments for each of the seven primary goals for IWJV communications efforts

Objectives by Audience Segments for Goal 3: Provide funding, foster leverage opportunities, and enhance partner access 
to federal, state and private funding programs essential to bird habitat conservation in the Intermountain West.

Audience Segments Knowledge Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who know that…

Attitudes Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who believe that…

Skills Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who are able to…

Behavioral Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who …

Those who manage grant 
sources…

Of the strongly 
influential…

• Landscape 
Conservation 
Cooperatives

• Management Board

• Private corporations 

• Private foundations

• State Conservation 
Partnerships (SCPs)

Of the influential…

• US Forest Service

 - the IWJV prioritization 
of habitats and bird 
species follows a 
rigorous scientific 
process that has been 
supported by a strong 
partnership, offering 
one of the best tools 
for determining 
greatest bird 
conservation needs in 
the region.

 - the IWJV aids its in 
obtaining funds for 
priority projects; these 
proposals are made 
more attractive when 
they have 2:1 or 3:1 
non-federal match

 - bird habitat in the 
IWJV needs to be 
conserved, particularly 
priority habitats.

 - landscapes have high 
priority in the IWJV 
have been strategically 
identified, and projects 
in those landscapes 
will result in high 
conservation success.

 - designing programs 
that can serve as 
match or support 
IWJV objectives is 
worthwhile, resulting 
in a considerable 
leveraging of their 
dollars.

 - use IWJV science 
products to rank 
proposals, determining 
if it will lead to 
conservation of bird 
habitat in the IWJV 
or meet priority 
conservation needs.

 - design funding 
programs that can 
serve as match or 
support the IWJV 
objectives.

 - approve grant 
proposals that lead to 
conservation of bird 
habitat in the IWJV.

 - allocate program 
funds to high priority 
projects in the IWJV.

 - design grant program 
specifications so they 
can serve as match 
or be a program 
that supports IWJV 
objectives.

Those who apply for 
funds…

Of the strongly 
influential…

• Land trusts (local/
region)

• National game species 
& habitat cons. NGOs 

• State fish and wildlife 
agencies

Of the influential…

• Bird observatories

• National bird 
conservation NGOs 

• National land 
conservation NGOs 

• State Wildlife 
Management Areas

• Tribes

• Universities 

• US Geological Survey

 - funders, such as 
NAWCA, have 
recognized the IWJV 
strategically-identified 
high priority bird 
conservation habitats 
as those most 
important.

 - proposals with non-
federal match are far 
more likely to receive 
funding.

 - working with the IWJV 
on grant proposals 
increases the 
likelihood of funding of 
NAWCA and NMBCA 
proposals. 

 - writing proposals that 
address priority bird 
conservation needs in 
the IWJV will be more 
successful in receiving 
funding.

 - building partnerships 
is worthwhile for 
the grant proposals 
and long-term 
collaboration.

 - the IWJV can provide 
valuable support 
on grant proposals, 
making them more 
competitive.

 - identify sources and 
write strong proposals 
that address priority 
bird conservation 
needs in the IWJV.

 - identify and forge 
partnerships on grant 
proposals that can 
offer match.

 - contact the IWJV to 
review proposals or 
collaborate on them.

 - apply with strong 
proposals that address 
high priority bird 
conservation needs in 
the IWJV.

 - bring partners to the 
table who can provide 
match and aid in 
quality proposals.

 - collaborate with IWJV 
on the development of 
proposals. 
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 Table 5  (Continued) Objectives by audience segments for each of the seven primary goals for IWJV communications efforts

Objectives by Audience Segments for Goal 3: Provide funding, foster leverage opportunities, and enhance partner access 
to federal, state and private funding programs essential to bird habitat conservation in the Intermountain West.

Audience Segments Knowledge Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who know that…

Attitudes Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who believe that…

Skills Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who are able to…

Behavioral Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who …

Those who manage 
non-grant funding 
programs…

Of the strongly 
influential…

• Natural Resource 
Conservation Service

• Partners for Fish and 
Wildlife

• State Fish and Wildlife 
Agencies

Of the influential… 

• Bureau of Land 
Management

 - the IWJV prioritization 
of habitats and bird 
species follows a 
rigorous scientific 
process that has been 
supported by a strong 
partnership, offering 
one of the best tools 
for determining 
greatest bird 
conservation needs in 
the region.

 - bird habitat in the 
IWJV needs to be 
conserved, particularly 
priority habitats.

 - landscapes of high 
priority in the IWJV 
have been strategically 
identified, and projects 
in those landscapes 
will result in high 
conservation success.

 - working with the 
IWJV increases 
the likelihood that 
programs will be 
delivered in a way that 
results in landscape-
scale bird habitat 
conservation

 - use IWJV science 
products to 
increasingly target 
conservation 
programs to maximize 
bird conservation 
outcomes.

 - build relationships with 
others with success 
in program delivery, 
in order to leverage 
matching funds. 

 - develop strategic 
plans content, 
program targets, and 
ranking criteria in line 
with IWJV science 
products. 

 - contact the IWJV 
staff for assistance in 
making programmatic 
policy decisions. 

 - work with the IWJV 
staff and SCPs to 
build partnerships that 
leverage their program 
funds
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 Table 5  (Continued) Objectives by audience segments for each of the seven primary goals for IWJV communications efforts

Objectives by Audience Segment for Goal 4: Develop a strong science foundation, linking continental, regional, and local 
population goals and habitat objectives, to inform and empower strategic habitat conservation in the Intermountain West.

Audience Segments Knowledge Objectives Attitudes Objectives Skills Objectives Behavioral Objectives

Increase the percentage 
of key staff in audience 
organizations (with an 
emphasis on strongly 
influential organizations) 
who …

Those who create bird 
science…

Of the strongly 
influential…

• Avian Knowledge 
Alliance

• Bird Initiative Science 
Committees

• Bird observatories

• Flyway Councils

• Universities

• US Geological Survey

(to be addressed in next strategic communications planning horizon) 

Those who create 
landscape/habitat 
science…

Of the strongly 
influential…

• Landscape 
Conservation 
Cooperatives

• Universities

• US Geological Survey

(to be addressed in next strategic communications planning horizon)

Those who support the 
JV creating science…

Of the strongly 
influential…

• US Fish & Wildlife 
Service Div’s of Bird 
Habitat Cons. & Migr. 
Bird Mgt.

 - in 2013 the IWJV 
released an 
Implementation 
Plan with important 
science advancements 
including, solid 
planning for waterfowl 
in the most important 
places, as well as 
shorebird key sites, 
waterbird focal areas 
and landbird science.

 - the IWJV’s IP is the 
best synthesis of 
biological information 
for bird groups in the 
region.

 - use the 
Implementation Plan.

 - maintain continued 
support for JV 
resources for science.

Goals 5-7 do not have objectives associated with them. They were not fleshed out at the time the Communications Plan was 
written. Since then, the habitat conservation-related goals for the IWJV have been reframed. In the next planning horizon, 
communications objectives for the newly framed goals will be written.



Intermountain West Joint  Venture  |  C o n s e r v i n g  H a b i t a t  T h ro u g h  P a r t n e r s h i p s  |  www.iwjv.org9.27

COMMUNICATIONS CAMPAIGNS

Messaging. Each of the objectives has been written so that 
it can easily provide the basis for messaging. The primary 
message may be more simplistic than secondary messages 
that iterate the specifics in the objectives. For example, for 
goal 1, an appropriate over-arching message could be “You, 
the partners, are the Intermountain West Joint Venture.” 
And, for goal 3, an appropriate over-arching message could 
be “Funding comes to those who are part of the IWJV.” 
Knowledge and attitude objectives can generally be used as 
the message themselves. The IWJV may wish to supplement 
them with secondary messages that provide examples or 
simple facts or statistics. Additionally, persuasive elements 
can be employed to make messages play on humor or 
excitement or empathy or, when appropriate, fear. For skills 
and behaviors objectives, the message may also need to 
include tertiary information on how to build the skill or how 
to do the behavior.

If working with a specific audience, think about how you can 
make the message even more impactful. Consider how the 
message relates to the audience and their goals. Play on their 
motivations. Address their barriers. Highlight your overlap 
in interests. Think about what will persuade them. (All of 
this content has been provided to the IWJV in a database of 
audience assessment interview notes).

When considering which objectives you will focus on for 
your messages, consider where the audience member is on 
the stairsteps for communications (Fig. 6). Should you be 
emphasizing knowledge? Or are they already knowledgeable 
and aware? If so, should you be addressing attitudes? Or 
are they already concerned? If so, should you be addressing 
skills or actions? Think about their level of technical 
knowledge and how complex you can be with the message. 
Are the audience members primarily scientists, managers, 
or not members of the conservation community at all? Also, 
provide an example of others they trust (for example, an 
organization like them) that is proof of this action resulting 
in value for them.

For example, for goal 3 (Foster leverage opportunities and 
partner access to federal, state and private funding programs 
essential to bird habitat conservation in the Intermountain 
West), when working with the audience of land trusts 
that have an interest in wildlife conservation, most of the 
audience members may be at the point of the bottom stair, 
needing messages to address knowledge objectives, keeping 
in mind that these objectives include:

• Funding sources, such as North American 
WetlandsConservation Act (NAWCA), have recognized 
the IWJVstrategically-identified high priority bird 
conservationhabitats as those most important.

• Proposals with non-federal match are far more likely 
toreceive funding.

• Working with the IWJV on grant proposals 
increases thelikelihood of funding of NAWCA and 
NeotropicalMigratory Bird Conservation Act (NMBCA) 
proposals.

An overarching message might be that “Land trusts can gain 
funds for easements through partnership with the IWJV.” 
A secondary message might mention the funding sources 
available as such. For example, “the North American Wetland 
Conservation Act can be used for funding conservation 
easements. These proposals require match from other 
organizations. The IWJV can help connect you with partners 
in these areas who can provide match for your conservation 
easements.” Additionally, messages may employ the case 
study of the Teton Regional Land Trust—a land trust that has 
worked with the IWJV on seeking funding. The message may 
include, “The Teton Regional Land Trust has partnered with 
the IWJV, using the IWJV priority habitats as justification 
for grant proposals and having the IWJV staff review their 
proposals to offer ideas on how to enhance them. Through 
this partnership, the Teton Regional Land Trust has received 
five North American Wetlands Conservation Act (NAWCA) 
grants of $5 million, with over $40 million raised in donated 
match, protecting 6,510 acres and restoring or enhancing 
2,470 acres in the Teton Basin, Idaho.

Tactics & Tools
A variety of tactics and tools exist to contribute to achieving 
the communications objectives. Tactics and tools may 
include those from these seven categories:

• Educational: In-depth approaches of instruction to 
transmit knowledge, attitudes, and skills

• Informational: Approach of straight-forward message 
delivery, emphasizing basic facts and figures

• Promotional: Approach employing techniques common 
to marketing and advertisement

• Social Media: Approach of dissemination by social 
interaction, using accessible techniques

• Organizational: Approach strengthening the 
organization and partnership and its leadership role

• Political: Approach garnering governmental support 
through political action

• Scientific: Professional scientist approach of 
communicating results and findings
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The tactics and tools that fall under each of these categories 
are listed in Table 6. While a tactic or tool may be 
appropriate for more than one category, we have selected the 
category we felt fit best.

In considering the appropriate tactics and tools for this 
Strategic Communications Plan, the IWJV reviewed their 
current use of tactics and tools. Staff and Board members 
also reflected on whether tactics and tools might be 
employed by the IWJV in the future (Table 6). Some tactics 
and tools may work better for some goals and audiences 
than for others (Table 7). In selecting the tactic or tool for 
delivering messages for a given priority audience, the IWJV 
should consider:

• Is there already a tactic or tool available that we  
could adapt?

• Will it reach the audience? And likely lead to achieving 
the goals and objectives?

• Will it transmit the message(s) well?

• Is it cost effective and affordable?

• Will it take a reasonable amount of time?

• Does IWJV have the experience or skill for this type  
of communications? Or does a partner?

Photo by Dave Smi th

COMMUNICATIONS CAMPAIGNS
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Table 6 IWJV current and future use of communications tactics and tools by type.

JV CURRENTLY USES LIKELY IN FUTURE UNLIKELY IN FUTURE

EDUCATIONAL

Classes or workshops 1 x

Webinars 0 x

Tours/Demos 1 x

Face to face 2 x

Videos/podcasts 0 x

INFORMATIONAL

Websites 2 x

(e)Newsletters 1 x

Brochures 1 x

Factsheets 2 x

News conferences 0 x

Personality appearances 0 x

Speakers bureau 0 x

Information booths/exhibits 0 x

Billboards or signs 0 x

Special events 1 x

“Elevator talks” 0 x

PROMOTIONAL

Public Service Announcements 0 x

Advertisements 0 x

Marketing materials 1 x

Fundraising events 0 x

Direct (e)mailing 0 x

SOCIAL MEDIA

Facebook 0 x

Twitter 0 x

Blog 0 x

ORGANIZATIONAL

Establish committees 2 x

Host conferences 0 x

Web/tele-conference 2 x

Video conference 0 x

Key for JV current use 0 – not at all; 1-uses; 2-uses heavily
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Photo by Pat r ick Donne l ley

Table 6   (Continued) IWJV current and future use of communications tactics and tools by type.

JV CURRENTLY USES LIKELY IN FUTURE UNLIKELY IN FUTURE

POLITICAL

Legislative comms/lobbying 2 x

Indirect lobbying/organizing 1 x

Public hearings 0 x

Official proclamations 0 x

SCIENTIFIC

Survey Monkey 1 x

Feedback/program evaluation 0 x

Scientific presentation 0 x

Journal articles 0 x

Decision support tools 1 x

Key for JV current use 0 – not at all; 1-uses; 2-uses heavily

COMMUNICATIONS CAMPAIGNS
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Table 7  IWJV communications tactics and tools to be employed to communicate related to each goal.

GOAL 1.

Broaden and 
strengthen 
public-private 
partnerships 
for bird habitat 
conservation in 
the Intermountain 
West. 

GOAL 2. 

Increase funding 
for federal and 
state funding 
programs 
essential to 
bird habitat 
conservation the 
Intermountain 
West.

GOAL 3. 

Provide funding, 
foster leverage 
opportunities, 
and enhance 
partner access 
to federal, state 
and private 
funding programs 
essential to 
bird habitat 
conservation in 
the Intermountain 
West.

GOAL 4. 

Develop a 
strong science 
foundation, 
linking 
continental, 
regional, and 
local population 
goals and habitat 
objectives, 
to inform and 
empower 
strategic habitat 
conservation in 
the Intermountain 
West.

GOAL 5. 

Conserve intact 
landscapes 
of high value 
to priority 
species through 
conservation 
easements 
and, where 
appropriate, fee 
title acquisition. 

GOAL 6. 

Restore and 
enhance priority 
habitats (wetland, 
riparian, 
sagebrush-
steppe and 
grasslands) on 
private lands 
to support 
sustainable 
populations of 
birds.

GOAL 7. 

Restore and 
enhance priority 
habitats (wetland, 
riparian, 
sagebrush-
steppe and 
grasslands) on 
public and tribal 
lands to support 
sustainable 
populations of 
birds.

EDUCATIONAL

Classes or 
workshops X X X X X

Webinars X X X X X

Tours/Demos X X X X

Face to face X X X X X

Videos/podcasts X X X X

INFORMATIONAL

Websites X X X X X X X

(e)Newsletters X X X X X X X

Brochures X X X X X X X

Factsheets X X X X X X X

News conferences X X X

Personality 
appearances X X X

Speakers bureau X X X X

Billboards or 
signs X X X

Special events X X X X

“Elevator talks” X X X X X X X

PROMOTIONAL

Public Service 
Announcements X X X

Advertisements X X X X

Marketing 
materials X X X X

Direct (e)mailing X X X X X X
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Table 7 (Continued) IWJV communications tactics and tools to be employed to communicate related to each goal.

GOAL 1.

Broaden and 
strengthen 
public-private 
partnerships 
for bird habitat 
conservation 
in the 
Intermountain 
West. 

GOAL 2. 

Increase funding 
for federal and 
state funding 
programs 
essential to 
bird habitat 
conservation the 
Intermountain 
West.

GOAL 3. 

Provide funding, 
foster leverage 
opportunities, 
and enhance 
partner access to 
federal, state and 
private funding 
programs 
essential to 
bird habitat 
conservation 
in the 
Intermountain 
West.

GOAL 4. 

Develop a 
strong science 
foundation, 
linking 
continental, 
regional, and 
local population 
goals and habitat 
objectives, 
to inform and 
empower 
strategic habitat 
conservation 
in the 
Intermountain 
West.

GOAL 5. 

Conserve intact 
landscapes 
of high value 
to priority 
species through 
conservation 
easements 
and, where 
appropriate, fee 
title acquisition. 

GOAL 6. 

Restore and 
enhance 
priority habitats 
(wetland, 
riparian, 
sagebrush-
steppe and 
grasslands) on 
private lands 
to support 
sustainable 
populations of 
birds.

GOAL 7. 

Restore and 
enhance 
priority habitats 
(wetland, 
riparian, 
sagebrush-
steppe and 
grasslands) on 
public and tribal 
lands to support 
sustainable 
populations of 
birds.

SOCIAL MEDIA

Facebook X X X

Blog X X X X X X

ORGANIZATIONAL

Establish committees X X X X X X

Host conferences X X X X X X

Web/tele-confe X X X X X X X

Video conference X X X X X X X

POLITICAL

Legislative  
comms/lobbying X

Indirect lobbying/
organizing X X X X

SCIENTIFIC

Survey Monkey X X X

Feedback/program 
evaluation X X X

Scientific  
presentation X X

Journal articles X

Decision support 
tools X X X X
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Recommended tactics and tools across all goals, messages, 
and audiences. We recommend that the IWJV prioritize 
five primary communications tactics and tools that can 
communicate messages across all five of the goals, while 
also prioritizing those that address just goals 1 and 3 (see 
section below for latter). Given that most of the primary 
communications tactics and tools are of the informational 
type of communications, the emphasis should be on 
knowledge objectives, because attitudes, skills, and behavior 
objectives are more challenging to accomplish with such 
mass communications. These communications tools can 
direct audience members to further resources and activities 
that might address the attitudes, skills, or behavior objectives 
further.

Each of the communications tactics and tools should be 
developed in 2011, before moving on to goal-specific 
communications. These tactics and tools offer a great deal 
of “bang for the buck” as well as being primary pieces that 
IWJV audiences will be looking for. The content across these 
pieces should be consistent and may also be “cut and pasted” 
to serve as the foundation for other communications.

Website. The first IWJV website was created in the late 
1990s. The primary purpose was to introduce partners to 
the IWJV through electronic communications. In 2009, 
the website was re-designed to incorporate the goals in the 
2009 IWJV Communications Plan. The main goal was to 
become a “one stop shop” for partners, offering them all the 
information necessary to communicate about the role of the 
IWJV and how the organization operates. In summer 2010 
Dayer conducted a review of the website with staff. Her 
recommendations have been provided to the JV, including a 
description of the website purpose, audience, suggested layout 
characteristics, and suggested template characteristics as one 
of the two tools she is providing for the IWJV. In general, 
the website editing should be focused on better depicting the 
primary goals (and areas of messaging) for the IWJV.

E-newsletter. While the IWJV has historically offered a 
newsletter, it is recommended that the approach be updated 
and more closely aligned with the communications goals. 
The benefits of an e-newsletter include:

• Cost-effective communication tool compared to print 
and snail-mailed newsletter.

• Speedy communication tool with information delivered 
to audiences in seconds.

• Convenient to view and read through traditional 
computer monitors or smartphones.

• Specific articles or the entire newsletter can be printed 
by the reader.

• Easy to incorporate audio and video, which is 
impossible with print publication.

• E-news can be delivered without attachments.  
(Some recipients do not allow attachments).

• E-news offers interactivity – diagrams, pictures and 
videos can serve as hyperlinks.

•  Simple to engage readers (e.g., possibilities for chat, 
responses to blog postings).

• E-news itself can be used to solicit reader feedback;  
also can include polls and surveys.

• E-news built-in tools can be used to analyze 
readership(e.g. study click-through rates, opt-out rates, 
which articles receive most attention, etc.).

• Simple to integrate into Web site, Facebook, and other 
venues of electronic communication.

Each issue of the e-newsletter should offer articles with 
messages related to each of the goal areas. The articles need 
not be long, but they should be interesting. A program like 
Constant Contact or MailChimp is recommended as it is 
easy to use and provides attractive layout. The key to an 
e-newsletter is interesting article titles on the main page 
of the email. The titles along with the short teasers will 
make or break whether a reader clicks on the article. The 
e-newsletter and its article titles should be clearly available 
on the website as well. The website should be updated as 
soon as the newsletter is sent out. It is recommended that the 
e-newsletter be distributed on a regular schedule 3-4 times 
per year.

An email list that includes all of the appropriate audience 
members is essential to success of an e-newsletter. 
Distribution through bird conservation and other appropriate 
listservs for reaching priority audiences is highly 
recommended for sharing the e-newsletter further. These 
listservs might include those for JVs, Bird Conservation 
Initiative Science and Implementation Committees and 
any western working groups, Bird Education Alliance for 
Conservation, Bird Education Network, Bird Conservation 
Alliance, etc. JV staff should be participants on these 
listservs to provide such updates. In addition to providing 
a communications channel, participation in the listserv will 
allow staff to stay engaged in the networks and keep an 
eye on what is of interest to these audiences on the listserv. 
Additionally, staff may be able to identify other newsletters 
of partners who reach the IWJV audience. These partners 
may be interested in carrying IWJV newsletter articles as 
part of their own newsletters or asking the IWJV for specific 
information.
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IWJV brochure. The IWJV has invested historically 
in general organizational brochures for Congressional 
Communications purposes. A flashy tri-fold brochure is 
essential for the IWJV. It is an introductory communications 
piece that IWJV staff can give to potential partners that 
they meet for the first time or distribute when they give a 
presentation. It should accompany each presentation of their 
business cards. The brochure provides a take-home reminder 
of the organization, whetting the appetite of its reader, and 
directing the reader to the website and further contact with 
the IWJV. Copies of the brochure should also be provided to 
State Conservation Partners, Management Board members, 
and other partners to distribute. Dayer will offer content 
advice, messages, and layout suggestions as the second tool 
she supports. The IWJV should then work with a professional 
designer. Investment in a quality designer with graphics that 
capture the mind (birds as well as habitat and people) is well 
worth the cost.

IWJV Powerpoint. A Powerpoint presentation that describes 
the JV in an intriguing way to any audience should be created. 
Additionally, it should bring in primary messaging related to 
each of the goals. A critical component of a quality Powerpoint 
presentation is the photos. These photos should include those 
of birds, habitats, and people. A minimal number of words 
should ornament each slide. A script for the presentation 
should be created so that this presentation might be delivered 
by any staff member, Management Board member, or partner. 
They should be encouraged to edit or add slides to make 
it appropriate for the specific audience they are presenting 
to. This Powerpoint might be used as the foundation for a 
recorded Powerpoint with voiceover or a webinar.

Elevator talk. An elevator talk is the pitch about the 
organization that should be able to be delivered in the time 
span of an elevator ride (approximately one minute).  It should 
pique the interest of whomever is riding in the elevator with 
the deliverer. The mission forms the basis for this elevator 
talk. An elevator talk might be presented orally, written (as 
part of the brochure or on the web), and in video or audio 
formats. All JV staff and Management Board members should 
be able to recite the elevator talk.

Note: the elevator talk has been written as a set of talking 
points. They include:

• The IWJV conserves priority bird habitats in the 
Intermountain West.  

• The largest of the 18 bird habitat joint ventures in the 
United States, we work across 11 states.

• The headquarters office for our staff is based in 
Missoula, Montana. 

• As a bird habitat joint venture, we implement national 
and international bird conservation plans at a regional 
scale.

• Our approach to conservation is partnership-driven and 
science-based.  

• Our self-directed partnership includes federal and state 
agencies, tribes, wildlife and land conservation NGOs, 
academics, private corporations, and landowners. 

• We support bird habitat conservation on working 
ranchlands.

• We bring people and organizations together to leverage 
technical and financial resources, building our collective 
capacity to achieve conservation results at meaningful 
scales. 

• For nearly twenty years, we’ve helped put people 
and programs in place to effect landscape-level 
conservation.  

• And when bird habitat is conserved, people and other 
wildlife benefit.  

• We encourage anyone interested in bird habitat 
conservation in the Intermountain West to connect with 
IWJV via our website.

Tactics and tools specific to priority goals (1 and 3). 
After developing the five primary communications tools 
and tactics described above, the IWJV should shift to goal-
specific communication tools and tactics to specifically 
communicate messages and reach objectives with the 
strongly influential audiences. The first goals to address are 
goals 1 and 3. (Goal 1: Strategically broaden and strengthen 
public-private partnerships for bird habitat conservation 
in the Intermountain West. Goal 3: Foster leverage 
opportunities and partner access to federal, state, and private 
funding programs essential to bird habitat conservation in the 
Intermountain West.) The communications campaigns should 
be undertaken by considering the appropriate mix of tactics 
and tools for each audience segment. The tactics and tools 
should be selected following the six questions provided at 
the beginning of this section of the Communications Plan.

http://www.iwjv.org/join-iwjv-partnership
http://www.iwjv.org/join-iwjv-partnership
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Table 8  Tactics and tools suggested as part of the communications campaign for each audience 
segment of the highest priority goals for IWJV communications.

Evaluation
Evaluation is a process of critical examination. Information 
about a communications tactic or tool, its characteristics and 
its outcomes, and/or the audience it is intended to reach is 
collected and analyzed. Then well-informed judgments about 
the communications tactic or tool can be made. 

Evaluation need not only be conducted at the end of a 
program or activity. Instead, it should be conducted before, 

during, and after development. Audience assessments are 
often a part of a needs assessment for communications, such 
as conducted to inform this Communications Plan. Needs 
assessments for specific tactics and tools or one of the 
communication campaigns may provide more information 
on how to undertake the communications efforts. As another 
step of formative evaluation, before implementation of an 
extensive campaign or investing a lot in a communications 
product, it should be pilot tested with the audience.

GOAL AUDIENCE TACTICS AND TOOLS

1 those currently in the fold

With regular meetings in-person and via web and teleconference 
(consider using PowWowNow for webconference capabilities), the IWJV 
has the ideal venue for providing the messages. Additional face-to-face 
meetings may be necessary. Also, the IWJV staff should provide the 
Management Board and SCP members with many of the tools referred 
to in the primary tools above to aid their skills (such as the elevator 
talk) or for them to distribute or deliver (such as the brochure or the 
Powerpoint).

1
those to recruit for SCPs and Technical 
Committees

Face-to-face meetings or targeted emails or phone calls should be 
sent strategically to those to recruit. To find others, presentations or 
workshops at professional meetings or networks that the target audience 
attends may help find those with most interest.

1
those existing networks that could serve as 
conduits

JV staff should attend their meetings and become active partners. It is 
preferable to assign staff to networks so there is consistent presence 
of the same person for relationship-building. The staff person should 
provide updates and presentations at these meetings.

3 those who manage grant sources

A one-page factsheet to link the IWJV message to a specific key 
potential funder may be advisable. It should provide examples with 
measurable results cited. Also, grant managers are often impressed 
by a tour or site visit, such as to the site of an organization in an IWJV 
priority area that is receiving funds for bird habitat conservation. The 
NAWCA Tour for 2011 could be such an opportunity. A specific decision 
support tool may be useful in the future once the IWJV priority habitats 
are defined.

3 those who apply for grant funds

The IWJV should consider leading training sessions or webinars on 
funding support. Additionally, IWJV might develop a handout or website 
section with funding resources and advice. The IWJV workshop focused 
on how to write a successful NAWCA grant.

3 those who manage funding programs

Face to face meeting and targeted emails or phone calls are critical to 
continually communicate IWJV science development. Tours or site visits 
also provide the opportunity to show results on the ground. Participation 
in their workshops and strategic planning sessions and regional 
meetings is also advised.

Webinars designed for the funding sources on how to use JV tools can 
build necessary skills.
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Each tactic and tool should also be evaluated to assess its 
effectiveness, leading to improvement of the tactic and tool 
or to guide the development of new products. The evaluation 
should include proximate (e.g., how many audiences reached, 
how many news articles published, how many web site hits, 
etc.) as well as ultimate (e.g., change in attitudes/behavior, 
increase in knowledge, decrease in bird disturbance in 
nesting area) measures. Evaluation may include formal and 
informal surveys, focus groups, interviews, and observations 
before, during and after the communications campaign.

An evaluation plan is necessary before developing and 
implementing the tactics and tools, including clear objectives 
with a means to measure them. It is recommended that the 
IWJV work with a professional evaluator on their evaluation 
activities. Quality evaluations require social science training 
and skills. The evaluator may be able to develop evaluation 
tools for the IWJV to implement on their own, monitoring 
the progress of IWJV communications. 

As an example in implementing the seven primary 
communications tools, the objectives to focus on are 
knowledge related. Particularly, goal 1 of strengthening the 
partnership should be the primary emphasis of all of these 
tools and tactics. The knowledge objectives for this goal 
include:

 - the IWJV’s mission is to to conserve priority bird 
habitats through partnership-driven, science-based 
projects and programs. 

 - JVs were created to serve as partnerships for habitat 
conservation.

 - JV staff capacity and fiscal resources are designed to 
support the JV partnership in science-based habitat 
conservation.

Evaluation measures and the related evaluation tools for 
the five primary communications tools could be as follows 
in Table 9.
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Figure 7 MEERA’s schematic for the phases of evaluation aligned with the phases of program development. 
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Table 9  Suggested proximate and ultimate evaluation measures and tools for the seven standard 
communications tools and tactics.

TOOLS AND 
TACTICS PROXIMATE ULTIMATE EVALUATION TOOLS

Website  - Number of website visitors 
monthly increases.

 - Amount of time website visitors 
spend at website increases.

 - Amount of additional pages 
website visitors visit after first 
page they hit increases.

 - Website users report finding 
information they are looking for.

 - Website users believe website to 
be easy to use.

 - Website users report increased 
knowledge about IWJV and its 
activities after visiting website.

 - Google Analytics (proximate).

 - Online survey on website 
(ultimate).

E-newsletter  - Number of e-newsletter readers 
increases.

 - 80% of e-newsletter recipients 
open e-newsletter.

 - 60% of e-newsletter recipients 
read more than 1 article.

 - 30% of e-newsletter recipients 
read 80% of the articles.

 - Requests to be added to 
e-newsletter distribution list 
increase.

 - E-newsletter readers report 
finding interesting information and 
well-written articles.

 - E-newsletter readers sign up 
for other activities listed in the 
e-newsletter and report reading 
about it there.

 - E-newsletter readers report 
increased knowledge about IWJV 
and its activities after reading 
newsletters.

 - e-Newsletter program tracking 
function or Google Analytics 
(proximate).

 - Online survey of e-newsletter 
email list (ultimate).

IWJV brochure  - 75% of attendees at presentations 
opt to take home an IWJV 
brochure.

 - Staff, Board members, SCP 
members, and Technical 
Committee members distribute 
brochure each distribute more 
than 50 brochures peryear.

 - More than 2000 brochures are 
distributed in first year.

 - Staff, Board, and SCPs report 
receiving follow-up contacts from 
people who received brochures.

 - Staff, Board, and SCPs notice 
those receiving brochure reading 
it closely and asking follow-up 
questions.

 - New partners who receive 
brochure report increased 
knowledge about the IWJV and 
its activities after receiving the 
brochure.

 - Tracking spreadsheet (proximate).

 - Informal interviews with staff, 
Board members, SCPs and new 
partners (ultimate).

IWJV powerpoint  - 100% of Staff, 70% of Board 
members, 50% of SCP members, 
and 30% of Technical Committee 
present the Powerpoint annually 
to at least one audience.

 - More than 300 people view the 
powerpoint in first year.

 - Presentation attendees find 
presentation interesting and 
well-presented.

 - Presentation attendees report 
increased knowledge about 
the IWJV and its activities after 
viewing the presentation.

 - Staff, Board, and SCPs report 
presentation easy to present and 
adapt for audience and engaging 
to audience.

 - Tracking spreadsheet & 
observation form (proximate).

 - Paper survey of presentation 
attendees (ultimate).

 - Survey of staff, Board members, 
and SCPs.

IWJV elevator talk  - Staff, Board members, SCP 
members, and Technical 
Committee members learn 
the elevator talk and deliver it 
regularly.

 - Staff, Board, and SCPs report that 
those who hear the elevator talk 
seem interested and ask follow up 
questions.

 - Tracking spreadsheet & 
observation form (proximate).

 - Paper survey

 - Observation of Staff, Board 
members, SCPs, and Technical 
Committee members (proximate).

 - Informal focus group of staff 
and Board members and 
SCPs(ultimate).

 - Survey of presentation attendees 
(ultimate).

 - Survey of staff, Board members, 
and SCPs.
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Taking into consideration IWJV activities in the next year, staffing, and capacity, the following timeline for implementation 
was designed. All staff will contribute to the communications delivery, with part-time contractor support in 2011, including a 
content writer, a web designer, a graphics designer, and a strategic communications consultant.

Table 10 Timeline for Implementation of Communications

IMPLEMENTATION

GOAL 1.

Broaden and 
strengthen 
public-private 
partnerships 
for bird habitat 
conservation 
in the 
Intermountain 
West. 

GOAL 2.

Increase 
funding from 
federal and 
state funding 
programs 
essential to 
bird habitat 
conservation 
in the 
Intermountain 
West.

GOAL 3.

Foster leverage 
opportunities 
and partner 
access to 
federal, state 
and private 
funding 
programs 
essential to 
bird habitat 
conservation 
in the 
Intermountain 
West.

GOAL 4.

Promote 
strategic 
habitat 
conservation 
that is informed 
and empowered 
by a strong 
science 
foundation, 
linking 
continental, 
regional, and 
local population 
goals and 
habitat 
objectives.

GOAL 5.

Conserve intact 
landscapes of 
high value to 
priority species 
through 
conservation 
easements 
and, where 
appropriate, fee 
title acquisition. 

GOAL 6.

Restore and 
enhance 
priority habitats 
(wetland, 
riparian, 
sagebrush-
steppe and 
grasslands) on 
private lands 
to support 
sustainable 
populations of 
birds.

GOAL 7.

Restore and 
enhance 
priority habitats 
(wetland, 
riparian, 
sagebrush-
steppe and 
grasslands) on 
public lands 
to support 
sustainable 
populations of 
birds.

Year 1 

2011

Year 2 

2012

Year 3 

2013

Years 

4 & 5 

2014-

2015

KEY:

high emphasis of communications

medium emphasis of communications

low emphasis of communications
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Implementation Using the Communications Plan: 
Example of Planning the Brochure
In order to develop the brochure (one of the five primary 
tools), the following steps were followed:

1. To select the brochure for the first communications 
tool to begin work on, we reviewed the recommended 
tactics and tools section that lists it as one of the first 
five tools to complete in 2011.

2. In order to develop the goals for the brochure it was 
necessary to review the recommended tactics and tools 
section that offers guidance on the five primary tools. 
Additionally, Table 7 (IWJV communications tactics 
and tools to be employed to communicate related to 
each goal) suggested which goals a brochure could 
be used to meet. In some cases, various versions of a 
tool might be necessary to meet all goals. But for the 
recommended tactics and tools across goals, all goals 
can be addressed very generally.

3. To determine the audience for the brochure, Table 4 
(The audience segments by level of influence over each 
of the seven primary goals for IWJV communications 
efforts) outlines the audiences that may be prioritized 
for each goal. Again, given this is a recommended 
tactic and tool across goals, all IWJV audiences are 
potential audiences for the tool. We also considered 
it will be most useful for the audience for goal one of 
“those currently within the IWJV fold.” As referenced 
in the section on recommended tools for goal one 
(Table 8), this audience segment will distribute the 
primary tools themselves.

4. To create suggestions for the look of the brochure, 
Table 2 (Audiences by the primary goal of conservation 
and primary approach that resonates) highlights that 
in reaching out to all IWJV audiences, some have a 
primary goal of bird conservation and some have a 
primary goal of wildlife conservation. Similarly, some 
audiences have a primary goal of habitat delivery, 
while others it is science or policy. Thus, we suggest 
images of landscapes and habitats, birds within habitat, 
and people conserving land. This variety of images 
would reach across all of the audiences, drawing 
them in visually through images that align with their 
priorities. 

5. To develop content for the brochure, Table 5 
(Objectives by audience segments for each of the seven 
primary goals for IWJV communications efforts) is 
essential in developing messages as described in the 
section “Messaging”. Much of the content came from 
the knowledge objectives of the goals.

6. As the brochure is designed, an evaluation approach 
should also be created. Table 9 (Suggested proximate 
and ultimate evaluation measures and tools for the 
seven standard communications tools and tactics) 
suggests the ultimate and proximate evaluation measures 
as well as potential tools. 

IMPLEMENTATION
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IWJV staff provided their thoughts on their vision for 
where IWJV Communications will be in 2016 when this 
5-year plan will be complete.

• IWJV will have made a substantial effort towards 
meeting the goals through the objectives outlined in 
its 2011 Implementation Plan and 2011-2015 Annual 
Operational Plans.

• Evaluation results will indicate success in achieving 
communications objectives.

• The IWJV as an organization will have better integration 
of science, habitat delivery, and communications. This 
integration will lead to more proactive conservation 
(instead of reactive), getting ahead of threats.

• The IWJV will be influencing bird and bird habitat 
conservation through communications activities that 
transcend birds (i.e. communication messages may be 
focused on the desire of communities in the West to 
maintain the viability of ranching and the rural lifestyle 

of ecologically intact landscapes; adequate habitat 
to support desired population of mule deer, elk, and 
antelope; or other “non-bird related outcomes” such as 
open space and water quality that affect bird habitat). 

• The IWJV community will be highly connected to the 
work of the JV office and happenings of broader bird 
conservation world.

• Partners will feel that they are the JV, in contrast to 
seeing Management Board members or staff as the JV 
only.

• The conservation community will be more aware 
of needs for avian habitat conservation in the 
Intermountain West. 

In working toward the implementation of this plan, it is 
critical that the Joint Venture keep this vision in its sight. 
While the plan will require updates and changes in the 
next five years, in an adaptive management manner, the 
alterations should still move toward this vision.

FUTURE VISION
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APPENDIX A. DESIRED CHARACTERISTICS OF JV MATRIX  
FOR COMMUNICATIONS, EDUCATION, & OUTREACH

ELEMENT SUB-ELEMENT 
OR PRODUCT MINIMAL CONTENT COMPREHENSIVE CONTENT
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Appropriate joint venture partners 
or staff represents the Joint 
Venture mission to the local, 
regional, national, and international 
conservation community.

The JV has identified optimal roles for the Management 
Board, JV office, and the JV partners in furthering its 
biological objectives through communications, education, 
and outreach activities and products. As deemed appropriate, 
the JV has identified gaps in capabilities and fortified those 
gaps to raise awareness, change attitudes, and change 
behaviors to support bird habitat conservation.
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Joint venture partners have 
evaluated the efficacy and 
applicability of communications, 
education and outreach activities in 
achieving Joint Venture conservation 
objectives. Joint Venture 
Management Board has identified 
priority internal and external 
audiences and key messages. 

A JV Communications Plan, guided by information from 
biological planning, conservation design, habitat delivery, 
monitoring and research, is developed to set communication, 
education, and outreach objectives and target activities 
and products geographically, programmatically and to the 
highest priority conservation needs. The JV has identified 
and prioritized all relevant audiences and correlates audience 
objectives with bird habitat conservation goals and objectives 
to determine how much and where increases in audience 
awareness and what changes in attitudes/behaviors are 
necessary to reach bird conservation objectives. The JV 
has established appropriate means of engaging priority 
audiences. 
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Mechanisms exist to facilitate 
communication between 
Management Board, joint venture 
office, and the joint venture partners. 
The Joint Venture maintains an up-
to-date website.

Each tactic and/or product (Examples include, but are not 
limited to: partner newsletters, public website, news releases, 
project tours, meetings, presentations and workshops) is 
evaluated to assess effectiveness and guide development of 
future communications products and activities.
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t Joint venture partners conduct 

informal assessment of priority 
audiences to determine their 
baseline level of awareness, 
attitudes, and behaviors affecting 
bird conservation in the Joint 
Venture region. 

JV conducts regular, formal assessments of priority 
audiences to measure change in awareness, attitudes and 
behaviors over time. Assessments may be in the form of 
focus groups, surveys, interviews or other systematic means 
of gathering audience data. The results are used to improve 
future JV activities in support of bird conservation objectives.
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Avian Knowledge Alliance http://www.klamathbird.org/
partnerships/networkandcollaborations/60.html

Bird Conservation Alliance 
http://www.abcbirds.org/birdconservationalliance/

Bird Initiative Science Committees (e.g., Partners in Flight 
Western Working Group [PIF-WWG], North American 
Waterfowl Management Plan National Science Support Team 
[NAWMP NSST]) 
http://sites.google.com/site/pifwesternworkinggroup/ http://
www.fws.gov/birdhabitat/nawmp/NSST/index.shtm

Bird observatories (e.g., PRBO Conservation Science, Rocky 
Mountain Bird Observatory, Klamath Bird Observatory, 
Idaho Bird Observatory) 
http://www.prbo.org/ 
http://www.rmbo.org/ 
http://www.klamathbird.org/ 
http://www.idahobirdobservatory.org/

Bureau of Land Management 
http://www.blm.gov/

Flyway Councils 
http://www.flyways.us/

Land trusts (local/regional) (for links to individual land 
trusts, visit networks Land Trust Alliance and Heart of the 
Rockies Initiative) 
http://www.landtrustalliance.org/ 
https://www.heart-of-rockies.org/

Landscape Conservation Cooperatives 
http://www.fws.gov/science/shc/lcc.html

Legislators (Congressional, state) 
http://www.house.gov/ 
http://www.senate.gov/

Management Board 
http://iwjv.org/10/management-board.html

National bird conservation NGOs  
(e.g., Audubon, American Bird Conservancy [ABC])  
http://www.audubon.org/ 
http://www.abcbirds.org/

National game species and habitat conservation NGOs (e.g., 
Ducks Unlimited [DU], Pheasants Forever [PF], National 
Wildlife Turkey Federation [NWTF], Mule Deer Foundation 
[MDF], Rocky Mountain Elk Foundation [RMEF]) 
http://www.ducks.org/ 
http://www.pheasantsforever.org/ 
http://www.nwtf.org/ 
http://www.muledeer.org/ 
http://www.rmef.org/

National land conservation NGOs  
(e.g., The Nature Conservancy [TNC], Trust for Public Land, 
Conservation Fund) 
http://www.nature.org/ 
http://www.tpl.org/ 
http://www.conservationfund.org/

Natural Resource Conservation Service 
http://www.nrcs.usda.gov/

Partners for Fish and Wildlife  
(program of US Fish and Wildlife Service)  
http://www.fws.gov/partners/

Private corporations  
(e.g., Conoco Phillips, Rocky Mountain Power)  
http://www.conocophillips.com/ 
http://www.rockymountainpower.net/

Private foundations  
(e.g., Wildlife Conservation Society [WCS], National Fish 
& Wildlife Foundation [NFWF], Doris Duke Charitable 
Foundation) 
http://www.wcs.org/ 
http://www.nfwf.org/ 
http://www.ddcf.org/

Private landowners (with large landholdings) 
State Conservation Partnerships (SCPs) 
http://iwjv.org/

State fish and wildlife agencies (for web links to 11 
individual state agencies, see Western Association of Fish 
and Wildlife Agencies) 
http://www.wafwa.org/

State Wildlife Management Areas (see the 11 state agencies’ 
websites) Universities (including Co-op units) 
http://www.coopunits.org/Headquarters/

Tribes (directory of tribes and web links at National 
Congress of American Indians) 
http://www.ncai.org/Tribal-Directory.3.0.html

US Fish & Wildlife Service Divisions of Bird Habitat 
Conservation & Migratory Bird Management 
http://www.fws.gov/birdhabitat/index.shtm 
http://www.fws.gov/migratorybirds/

US Fish & Wildlife Service National Wildlife Refuges 
http://www.fws.gov/Refuges/

US Forest Service 
http://www.fs.fed.us/

US Geological Survey 
http://www.usgs.gov/

APPENDIX B. AUDIENCES REFERENCED


