ADMINISTRATION AND HUMAN SERVICES
STANDING COMMITTEE MINUTES
Monday, August 23, 2021

The meeting of the Administration and Human Services Standing Committee was held on
Monday, August 23, 2021, at 5:57 p.m., remotely via Zoom or by phone. The following
members were present: Commissioner Markley, Chairman; Commissioners Philbrook, Kane,
Ramirez, and Bynum. The following officials were also in attendance: Alan Howze and
Bridgette Cobbins, Assistant County Administrators; Henry Couchman, Senior Attorney; Jeffrey
Conway and Casey Meyer, Assistant Counsel; Alley Porter, Commission Liaison; Brett Deichler,
Interim Unified Government Clerk; Monica Sparks, Mailroom Services & Records Manager; and

Ashley Hand, Director of Strategic Communications.

Chairman Markley said the same rules apply here. Before I call this meeting to order, I want to
announce that due to COVID-19 some committee members, staff and public are attending
remotely via Zoom as well as on site. All participants joining by phone should mute their phones
when not speaking to avoid background noise.

During the meeting, please make sure you announce yourself by name and title every
time you speak so the public that is observing knows who is speaking. This is critical given the
number of remote participants and as current guidance from the Kansas Attorney General.

The public is allowed to participate by Zoom or submit comments by email prior to the
meeting, and those comments will be included in the record of the meeting. The public may also
indicate their intent to provide remote public comment by contacting the Clerk's Office by 5 p.m.
the Thursday before the meeting. The public also will have an opportunity to provide brief
comments, either by telephone or via Zoom from the lobby of the Municipal Office Building.

Chairman Markley called the meeting to order.

Roll call was taken and all members were present as shown above.

Chairman Markley said there are no revisions to tonight's agenda.



Approval of standing committee minutes from June 21, 2021. On motion of Commissioner
Bynum, seconded by Commissioner Kane, the minutes were approved. Roll call was taken

and there were five “Ayes,” Philbrook, Kane, Ramirez, Bynum, Markley.

Committee Agenda:
Item No. 1 -21975...PRESENTATION: RECORDS MANAGEMENT POLICY
Synopsis: Presentation of the Records Management Policy, submitted by Brett Deichler, Interim

Unified Government Clerk.

RECORDS
CENTER

An Informational Update

Brett A, Deichler
Interim Unified Government Clerk, Official Records Custodian
and Freedom of Information Officer

Jeff conway
Legal Counsel

Monica L Sparks
Mailroom Services/Records Manager Auvgust23, 2021

Brett Deichler, Interim Unified Government Clerk, said I come to you, everyone, in a
different capacity this evening as a presenter once again. So, it's my old stomping grounds, |
guess, but that being said, I'm going to be real brief at the front end of this thing and hand it over
to the expert, that being Monica Sparks who works in our Records Management Center, and just
to let everyone know it's for information again. Once again, we've been operating under a lot of
these policies and guidelines just by the nature of what we do for quite some time now and we do
have Mr. Conway here tonight from Legal as well, but I will let everyone speak and I'll probably
run a synopsis at the backside and give you a little close out there and a chance to converse and

insert questions or support questions at that point in time. So, Monica, you want to take over.
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Public Health
Department

Where is the
Records Center?  QOff-Site

Warehouse

Monica Sparks, Mailroom Services & Records Manager, said tonight we just wanted to come

to you and kind of update on what's going on in the Record Center and what we've been doing.
First of all, this past year, we have been working very closely with various departments in the
UG to actually confirm records retention schedules, and for those of you that don't know what
that means every record has a period of time that it should be kept, and we operate under the
Kansas Statutes. But when we were reaching out to departments, one thing that, that we heard a
lot was the Record Center, oh, you must mean dead storage. Yeah, we send our stuff down there
and we kind of never know what happens to it. We know we're not a very exciting division, but
we also know that we are very much alive and that we are working very hard to preserve and
protect the records of the organization. We consider ourselves very important guardians, and we
understand the need to be active in all facets of the organization.

So, where is the Record Center because we had a lot of questions about that. We have
two different sites that we work from. One is here at the Public Health Department and the other

one is an off-site warchouse. We house records in both places

RECORDS CENTER: INFORMATIONAL UPDATE

2021 Inventory

MICROFILM  :

134

INVENTORY BOOKS

What you see here is our inventory. This is our physical inventory that we verify every year. It

is fluid. A key component to projects, or other things that the UG may be involved in, is records
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are always created. So, the more active we are, the more projects that we have, and as projects
grow, more records are created and we knew that we needed to kind of account and adapt for all

those records, and I'll highlight for you these 134 books here in just a second that you see listed.

UPDATE

Sample Retention Policies

Policy and Governance T ) E
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One of the handouts that you had was our draft policy. It has been in the works for a while, but

we felt that a policy was the key to moving forward. It provides consistency. It ensures that we
have legal compliance, that we are preserving our records, and is efficient and cost-effective.
The policy also establishes standards and procedures. It acknowledges that—

Commissioner Philbrook said hey, Monica, if you want to stop for a minute and tell
your coworkers to shut your door or something, so we can hear. Ms. Sparks said thank you; we
got that. I apologize for that.

What this policy does is a lot of things. In your handout, we gave you kind of an
overview that highlighted everything, but a couple things that I wanted to kind of point out for
you is that this policy establishes standards and procedures. It's going to create uniformity
throughout the UG for records.

Another question that we got was, well, these are all government records. Aren't they all
kept for the same amount of time and no, that is not the case. We've given you some sample
records here and one of them that I really wanted to talk about was agenda packets, because that
impacts every one of us here. Agenda packets, according to state, are only needing to be
maintained for five years; however, in talking with the Clerk, there was a decision made that
because they have so much history, and because they provide so much information to everyone
that those agenda packets are now kept permanently. We do have an idea that we're going to be

converting these digitally, but we are going to be keeping them permanently so that we can
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always go back and share the information and, you know, address any concerns that anybody
may have as to why an issue got where it was.

This policy also kind of establishes the need for an advisory role when it comes to
technology, any technology that's purchased throughout the UG because so much of it deals in
records. In records, it doesn't matter whether the record is on a piece of paper or whether it's
digital. It is still a record, and we still have to preserve and protect that record for future.

We have established an Advisory Committee. That Advisory Committee will consist of a
member of the Administrator's Office, a member from our Legal Team, a member from our
Technology Team, as well as the Record Center, and then also a member from our Purchasing
Team. These individuals were chosen because this gives us an opportunity to know not only
what's happening now, but these individuals have the knowledge to know what's coming and
they can share that knowledge and we can be prepared for the future as we go forward. And then
this policy also creates record coordinators from each department so that we have someone that
we can point to when we need to talk about records. In working through this with our Legal
Team, Jeff Conway, we talked to our Municipal Court Administrator and determined that
Municipal Court is kind of a unique situation, and this policy acknowledges that and also

establishes that Municipal Court can have their own standard; and we have a written policy now

for them.

This is our current workflow that you see here. You can see how everything kind of flows
through until records are disposed of. This may take a year. This whole situation may take 20
years. It may take 50 years, but right now, everything that we do is on paper and we are very
paper intensive. It can be very cumbersome if you're trying to find something. I know we had a

situation a few months back, about a year ago, where we were looking for information on the
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GM Plant in Fairfax. That was back in the 1980s and as far as I know none of us that are here
now were there then, so we really didn't have that knowledge, but we needed to find it, and we
were successful in finding it, but it did take a few minutes. So, we are looking and have been
looking at what is the future, and the future of records management is going to be inventory
management. How do we control that?

We are in the process and have been for several years. I actually took over as the
Records Manager in 2018 and when I took over this process of looking at records management,
inventory was already in place, and so I just picked it up and continued to carry it forward.

We've been very methodical about getting the software and what we were looking at
because we needed to establish, first of all, what did we really need. How are we going to be
able to benefit not just records retention and record schedules and how to pack a box, but how
are we going to be able to provide information when it's needed? So, we have been—the process
may seem slow, but it was intentional, because we wanted to make sure that we were covering
everything. It is a technology upgrade. We are close to having a final product. We have been
working with our vendor. It's kind of an out of the box product but at the same time there's
enough flexibility in the product that we can tailor it to what the UG and what our departments
here need and that is important to us.

If you remember those 134 inventory books that I kind of pointed out to you, those 134
inventory books, each one of those books contains between 250 and 500 sheets of paper. Every
one of those sheets of paper represents a box in our inventory. That's what we're trying to
digitize, so that we will be able to search and find things a whole lot better than what we are

now.

Other Services

Mail & Parcels Shredding Degaussing
118,500 Mail Pieces 992 xes Hard Drives

1. els o o Video
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We will be conducting an audit of each and every box in our inventory. We know that's going to
take time, but it's important to kind of have good information in a system instead of just writing
anything down to it.

The Record Center’s kind of in a unique position because of our location and our
knowledge. We are able to provide other services to our departments here in the UG. We've
given you some information here on mail, shredding, that kind of thing. Last year when
everything changed, the building closed. We knew that we needed to adapt, because mail never
stopped, FedEx never stopped, UPS never stopped, and so we were able to centralize all of those
deliveries and it increases security, it increases consistency, and we were able to ensure that if
one of our departments needed information or ordered supplies, they were able to get it. If our
citizens are mailing information to us and they believe that it's important enough to send that by
certified mail, registered mail, UPS, FedEx, we're able to track that. We know that we’ve
received it, we can tell them when we received it, and we can make sure that it gets to its proper
destination.

We were able to get a package tracking software through the CARES Act that helps us to
do that every day so we can provide that information to departments and what we're finding is
that not only are we able to track what those pieces of mail or packages are that are coming in,
but our departments are starting to use this information to determine what their daily work and
what their daily income of mail is going to look like. We think we've provided a valuable
service all across the UG.

Then his year, in addition to the shredding that you see here on our hard drives and video,
we've been successful in destroying 383 VHS tapes. Those date all the way back to 1999. So,
they have well used their life and then an additional service that we don't have on here but that
we still manage, is we have what we call SWAP (supplies with a purpose) and what that is, is
basically a recycling of supplies and maybe one of our departments no longer uses hanging
folders, but another one, another department in the UG is looking for hanging folders. We have
a location here at City Hall where we store those supplies and then as other departments need
them, they can reach out to us. They can then save part of their budget. No department in the
UG should ever have to order paperclips, no department in the UG should ever have to order
interoffice envelopes. We have enough that we think we can go well into the future with those,

and they can always contact our office and we'll get them taken care of.
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New Equipment

* Recent investments in new
equipment by Clerk

« Ensures we are protecting critical
information through proper disposal
of records

SHREDDER DEGAUSSER

Then here you'll see, this is our new equipment and we're very, very excited about this. Again,

we were able to leverage funding through the CARES Act. The shredder that you see here is
fantastic. I don't know how else to say it. It will shred everything, and it does it very well. It is
also HIPAA compliant, so we are not only destroying the records, but we're making sure that
critical information is protected. And then, of course, we have our degausser which gets rid of
anything that's magnetic, hard drives, video, anything like that. One of the things that we were
also able to do, the shredder that we had continues to work, there was nothing wrong with it. We
were able to pay that forward and get it into the hands of our Buildings Department because their
shredder stopped working. So, we were able to still keep the equipment working, but we found a
new home for it, which is again, benefiting everybody here in the UG. So, with that, that's kind
of a general background of the Records Center, what we do. I'm going to ask Brett to finish up,

and then we'll take any questions.
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Mr. Deichler said thank you, Monica, and real quick, I know there's a lot of information here,
and rightfully so, but I'll try to pull this thing together as quickly as possible. In looking at some
of what we're facing now and how this policy will help us maybe manage the task because when

you get down to it, it's all about the operational efficiencies and how we comply legally with
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what we're, you know, we're charged to do and looking at what we have as far as backlog of
services or requirements in both the physical retention of documents and possibly moving into
that digital transformation realm would, at an estimate, take us 32,000 hours and I think about
that in 2080, you're looking roughly at 16 years for one person. And this isn't to put the fear
factor out there, it’s just to tell you that you know we are in the middle of a challenge that is not
necessarily something we can climb out, like Monica said earlier, out from in just a few years.
It's going to take an exponential charge maybe, but for at the front end maybe if we can stay one
to one and try to keep up with what we're doing. I think, obviously, with COVID being out there
and push things forward to the digital spectrum very quickly probably accelerated things 5, 6, 7
years or more.

Most organizations, roughly 80% of what you see out there now in the business world
and the private sector, is trying to comply with that digital transformation fold. I think the
government's doing very well. We do have limited hands on deck in this program, but at the
same time, it's a question of how do we progress. You know, if you were to add in the middle
here two full-time employees and utilize the equipment, train, you're still behind for a while. I
think what we're trying to wrestle with is to maintain a policy and keep our elbows at the table.
You know, for the—in the advisory role as the Unified Government, you know moves forward
and operates under the guise of what we're trying to conform with here, and I think it's easy for
us to sit back and forget sometimes that this thing's downstairs, but at the same time when we're
putting in new enterprise solutions, as an example. It allows us to at least have a voice at the
table to make sure that the congruency and compliance and all things that work and play well
together in parallel, are there for us to help us help the organization perform well. And in
looking back at, you know, the influx of this inventory is going to always remain dynamic and,
hopefully, we don't have to scan too far into the arrears to exemplify some of these things that
cause us to look at those 32,000 hours and we can let some of those things come off on their own
retention schedule just by time alone.

Some of those things as Monica mentioned earlier, don't always do that. I know that
that's a tough thing to swallow but we do have to retain things, certain things forever, and I'm
just trying to help us manage to the best of our ability, but I can say that this is really about
inventory management, about process improvement at the base of all of it. When you get down

to, you know, consistent retentions, the efficiency, and the management resources and some of
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the new tools we we've acquired recently, it's there. The process is there. We just have to be
able to remain mindful that we do—for everyone to understand that we do exist, and we do need
to have some type of buy-in when we're sitting there working and playing well with others. This
just makes it easier for all of us to stay out there and stay in compliance too.

I know we have just Mr. Conway on here tonight if he has anything from a legal
perspective because | certainly don't want to speak on that, about risk. But I can tell you this,
clear back in 2005, I put together just a basic algorithm when I was working on some things back
when I was in the Clerk's Office in days gone by and looked at some of the things here and
talked about just a 50/50, you know Boolean logic type of thing, this, if and what, and it shows
some of the risks that come out of these things based on the documents that we handle and how
we need to manage them, you know appropriately. 1 think the challenge is there. I think the
legal requirements are obviously there and for us to be able to support what we do, we need to
just have this policy in place. We need to be at that table on the—from an advisory perspective
and we need professionals like Monica and ourselves to help support that for things to control
and influence positive gains for us moving forward as far as a dynamic inventory looks like
there.

Jeff, I'm not sure if you have any more questions or, Monica, anything to add to that or
this slide in particular. If not, I'm going to turn it over for Q & A so we can get things wrapped
up here, but I would just definitely say, thank you for allowing us to present this tonight because
the policy does exist. It's out there for an FYI. It really does need to be adopted at the, I believe,
the CAO level. There's a reso out there from a while back, but it's something we need to look at

and for consideration and then conversation moving forward.

RECORDS
CENTER

Questions? Thank you!

Monica L Sparks
Mailroom Services/Records Manager August 23,202

So, I'll turn it over for our staff and any follow up questions at that. Chairman Markley said

well first of all, from personal experience, I will say Monica, I appreciate what you do very
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much. I am the records retention policy holder in my normal job and getting your arms around
the information and getting people to understand that they have a job to do in terms of helping
you preserve records is really difficult business. So, I appreciate your efforts there. Then I’ll
also say, I had the misfortune once of working for a company that went bankrupt and from that
experience I can tell you, every desk has way more paperclips than they ever needed. So, I
appreciate also your efforts to keep us efficient and to try to make sure that we're not ordering
supplies we already have, because that, again, is a difficult thing to do. Are there other questions

from the Commission?

Chairman Bynum said I just wanted to say to Ms. Sparks, Mr. Deichler and everybody involved
in this kind of work, it's really behind the scenes kind of work and it's not dramatic, but it
certainly is important. And just a couple of things that it highlights for me, number one, I think
the public is often unaware of the need for these kinds of divisions in the government and the
people who run them and keep them running, and just the notion of the things that we must do to
stay compliant with state laws. You know it's really important and sometimes I just wonder if
our constituents understand the many, many correlations between state statutes and local
governments. So, in this regard, you know we're clearly staying compliant with laws that have
been put in place and it's all for the protection of the members of the community, frankly, but
just sincerely thank you for the work that you do. It's hidden, it's hidden away from sight and
yet, you know, it's so vitally important, and we probably have other offices doing that same kind
of hidden work that, you know, nobody ever brings forward to explain to either us or the
community the importance of those kinds of jobs, so just wanted to say thank you and I really
appreciate the presentation. It was really well done. So, thank you, and to everybody that works
on your team.

Mr. Deichler said we appreciate that immensely and I can tell you, there's a lot of hard
work that does go into this and I know Commissioner Markley’s been there, done some of that.
She can certainly attest to that, but we do thank you for everything that you do as well, and we
appreciate you giving us the time to come out in front today and put a little bit of this in front of

people.
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Chairman Markley asked, any other questions from the Commission? Okay, this item was for

information only. Thanks so much for your presentation.

Action: For information only.

Item No. 2 — 21986...UPDATE: COMMUNICATIONS
Synopsis: The first six-month check-in on the current state of communications, strategies for
improving external and internal communications, and a proposed action plan going forward,

submitted by Ashley Hand, Director of Strategic Communications.

August 23, 2021

) COMMU NI CA TIONS

e Six -Month Report & Next Steps

AshleyZ. Hand, AIA, LEED AP BD+C
Director of Strategic Communications
Unified Government Jazhand@wycokek.org

Ashley Hand, Director of Strategic Communications, said well the good news is, is that I am
a morning person, so you're going to get all the energy that I have leftover at this point in the
evening, but I just wanted to say thank you so much for taking the time this evening. I’m really
excited to be here. My name is Ashley Hand. I'm the Director of Strategic Communications,
having started my role, just over six months ago on February 4. I am excited to kind of share
some of the things that have happened over the last six months, as well as what's to come and
what to expect. There are quite a few opportunities when it comes to improving our
communications as an organization and it's been a lot of fun just getting oriented to this

organization.

August 23, 2021



13

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Americans take in

5Xx more

information daily than
25 years ago

Economist.com

Just to kind of give you some perspective. I think it's really important to note how much more
information we all consume on a regular basis. Whether it's because of the physical and
emotional impacts that getting all this information actually can have on us without, kind of, we
shouldn't discount how impactful that can be, but it's also important because it's, as we recognize
how we as an organization, want to communicate and engage with our community. We have to
think about what this path board looks like, what does civic engagement mean in 2021, how do
we do a better job of listening and learning from our stakeholders by kind of taking that feedback
and applying it into how we work. So, essentially it becomes more and more of a challenge in

terms of how do we cut through all of this clutter.

STRATEGIOCOMMUNICATIONS: SIXMONTHCHECK-IN

Our Audience

HF © o

Elected Community Staff Partners

lllll ,State + Federal Engaged to Hard-to-Reach Past, Current and Future Other Sectors + Region

When we think about kind of our function as conveners, we have a lot of opportunity, but we
also have a lot of challenges because we have many different stakeholders. We serve
individuals, neighborhoods and cities as well as the county. So, we have a lot of people to keep
satisfied. So, when we think about who, with whom we should be communicating, it's not just
the information that we should be providing out, but the information we should be receiving

back. So, you know, from an elected official perspective, obviously understanding, you know
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how the policy is shaping the type of outcomes that you aspire to see for our community, making
sure that you're informed so that when we do take action on a policy that you've stood up, you
understand what that impact has been, and then you can also share it with your own stakeholders
and constituents.

As well, we have to recognize that not all of our committee members are necessarily
engaged and maybe some are, but there's also a very kind of broad spectrum of community
members that are much harder to reach. It's important that we are very intentional with the tools,
the messages, and the methods that we use when communicating, but we should be working with
our community to define the best engagement path instead of just trying to kind of see what
works and hope that it carries.

And then, of course, I think I've noted this a few times that I've had the opportunity to
speak with some of the commissioners that our staff, both our past, current and future whether
we're recruiting the next generation or addressing the staff that we have on today, our 2,200
employees that are members of our own community, that we need to identify and leverage for
their voices to be used and heard across our community as they are also involved in the decision-
making and implementation, but also are often very well versed in what's happening in their
neighborhoods and could be bringing that information back to us as an organization.

And then finally thinking across all sectors whether the private academic or non-profit,
you have to think about these existing networks that exist within our community and how can we
tap into them. I think the work that we've seen during the pandemic has been very positive in
terms of the types of communications that we've been able to leverage, particularly when you
think about how the Health Department has worked closely with faith-based organizations to
kind of leverage their existing networks, and the trusted resource that they are. They serve for

their own communities, as an opportunity to amplify really essential messages to our community.

August 23, 2021



15

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN
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So, when we think about all of the different kinds of opportunities that we have to leverage
communications, whether physically in person, with engagement and outreach opportunities or
events to bring people together and foster culture to the physical newsletter of The Citizen and
postcards like what HR just sent out for recruitment. That needs to be balanced with the digital,
which is often more affordable, easier to kind of execute, more readily available in many ways in
terms of the production of communications. However, we cannot forget the fact that we do have
real harsh realities with a digital divide in our community, as well as the reality of people
wanting to pick information up from where they are looking already. So, we must meet people
where they are, because this one size fits all approach does not work, and it ultimately requires a

much more comprehensive content management strategy.

STRATEGIC COMMUNIC X-MONTH CHECK-IN

Preliminary
Observations

I thought I'd share some of the few things that I've observed in the past six months, and I think,
you know, none of this will come to a surprise to any of you as commissioners that we are
absolutely overwhelmed, within this community as a whole, but as an organization with the
amount of needs and demands, whether it's because of COVID and the pandemic itself, or just
the fact that we are tackling some pretty systemic issues when it comes to addressing the future

of our infrastructure for example.
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But while we're working on how to address those very sometimes conflicting or
demanding needs, we have to face the fact that our staff and the community as a whole are
somewhat fatigued by what's going on. There is an information war out there when it comes to
COVID and it can be completely overwhelming, extremely negative, and actually a turnoff to a
lot of people as we've heard more and more people taking breaks from things like social media to
give themselves the mental space that they need to kind of navigate this day and age. As well we
have to recognize that people within the Unified Government as a whole are eager and interested
in new ideas, but often have limited capacity which we've seen with the retention and recruitment
presentation in terms of our staff and the work that's being done. So, recognizing that it is hard
to sometimes test and do something new. And then the other side of it is is when we do do
something, sometimes it's not perceived as valuable or understood as having value on the side of
the community and that becomes really important when it comes to fostering trust and
establishing a relationship where the community recognizes the work that we're doing but also is
open to finding ways to provide constructive feedback so that we can continue to improve and
deliver quality services no matter where you live.

And then finally, I would like to just underscore that after having had the opportunity to
meet many different people across this organization, we know we have the capacity here; we
have the talent, we have the people that could do some great work, but certainly, we just need to
figure out better ways of leveraging the skills and tools that we do have more effectively so that
we can amplify the messages that we need to, at the rate that we need to, but also be more

proactive and getting the message out.

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Initial Actions and
Implementation

Pilot quick actions
(pop-up splash

s
parks, polling tools) involvement

So, over these past six months and kind of recognizing what I've seen and observed...

August 23, 2021



17

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Initial Actions and
Implementation

Build capacity Celebrate COVID Pilot quick actions Build network Launch Strategic
through internal Heroes and Earth (pop-up splash strengths through Fellowship
awareness Day Clean-Up parks, polling tools) involvement program

I've taken a few quick actions to try to understand what can we be doing in the near term as [
start to understand and get my bearings within the organization. So, I took a few kind of
immediate actions to kind of respond to those initial observations, whether it was thinking about
building awareness through better email communications to our staff or posting and leveraging
our internet site for notices and information about things that might be of interest to our
organization and the people that work here day in and day out. We took some of the kind of
fatigue and exhaustion that our staff was feeling around COVID, and the COVID response, and
turn that into a celebration of the incredible accomplishments that we've seen across the
organization, whether they were the front lines and first responders, or maybe they were behind
the scenes in our Accounting Department figuring out how to quickly transform processes so that
we are bringing the millions of dollars of CARES Act funding into our community and into the
hands of the people that need it the most.

We also tested a few things to try to see what would happen if we didn't spend a lot of
time with analyzing things to the point of paralysis where we actually moved quickly and took
some action with trying to address things like grassroots efforts to respond to a community need
when we had to close Parkwood Pool because of the pandemic and staffing issues. We turned
around and offered the community opportunities to create their own pop-up parks with several
supplies of resources that were available to 10 community groups across Wyandotte County. We
also leveraged new technologies to try to test what it was like to provide different ways of
engaging in a budget discussion, for example, with the Commission.

We also looked at things like building networks through arts and kind of convening the
strengths of multiple entities through our involvement, whether it's getting directly involved in
something that's internal to the Unified Government or taking and working with other networks

that exist across the region to start to understand where can we start to bring in, you know,
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resources to help support our organization and the work that we're doing, and doing that by
sharing or regularly where we are, where we'd like to go and how people can help us. And then
finally, to kind of address some of the capacity issues that we were—I noted earlier.

We launched a Strategic Fellowship Program with the opportunity for different
representatives from departments across the organization to come together on a monthly basis to
share best practices, to talk about where we should be going as an organization when it comes to
our communications, but also to build a new internal network of capacity as we start to think
about how our staff members can now work together to solve problems instead of working
within their respective departments. Now they can reach out to other departments that may have
similar issues, similar challenges, but maybe a creative solution they hadn't thought about in the

past.

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Goals for 2021-2022
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So, when I think about what I'd like to do moving forward and what I bring forward for you
today are the goals that I've established for strategic communications moving forward. One is to
continue to support system level solutions. So, this is thinking about how can we ensure that we
can maintain a high quality of care when it comes to the types of communications that we create,

what can we do to create mechanisms by which people can share information more regularly, can
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we make something that is repeatable and replicable and therefore more sustainable across the
organization.

So, this has a lot to do with developing and kind of reconfirming on a regular basis what
our content strategy is as an organization, so that you understand what you need to know in a
timely manner based on what time of year it is, where you happen to live, where your personal
interests might be, but also in terms of the business that you might be doing with the Unified
Government. How can we create a more efficient way for you to understand what you need from
us without necessarily having to navigate how we work as an organization?

The second key goal is really around our local pride, investing in our future by
understanding that we are a very unique community. We are also a very unique organization and
supporting that strong sense of service and pride and continue to bolster programs such as
SOAR, which has been a very effective way of engaging the community in our—the beautiful
kind of neighborhoods that we all would like to see. Also thinking about things like can we
promote local entrepreneurship and local businesses through setting up a 913 Day, for example,
similar to the way that KCMO does something like that for 816 Day. Not too far off, and a real
opportunity possibly to consider.

We also want to continue to test new tools, whether it's technology and trying different
ways to connect people with information, whether it's launching new platforms, but it's also
about improving the way that we use existing tools whether it's mailers or newsletters. We need
to make sure that we're leveraging the tools as creatively as we can to make that the greatest
impact in our community.

And then the fourth goal is really about becoming the trusted resource for our community
when it comes to all things Unified Government, whether it's on the city side or the county side.
We need to be that go to resource for reliable information, which is again about being proactive,
identifying the needs of our community, and responding with and anticipating the types of
information that people might be looking for when you navigate our website, or when you're
joining a conversation on social that you know that we are providing information that you can
rely on.

And then finally, is really focused on culture and thinking about how we collaborate and
work together. What does it mean to do effective community engagement? How do we do a

better job of that? That may come by working outside of our own organization and I think that
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becomes something that I'm very excited to kind of think differently about how we foster public-
private partnerships. How do we tap into the community organizations and livable
neighborhoods networks that have been fostered over many, many years to help kind of take it to
that next level of clear communications that are reliable and really telling the story about who we

are as a community?

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Social Media ‘

Building a trusted resource

I’m going to pivot for just a minute and just hone-in on one channel which is often a very kind of
challenging channel to manage and takes a certain level of subject matter expertise, but I think
it's worthwhile just kind of diving into one of the options that we have as a channel, just to kind

of illustrate some of the thinking and the work that we're doing behind the scenes here.

STRATECIC COMMUNICATIONS: SIX-MONTH CHECK-IN

5.4 hours

spent daily b
Americans on their
mobile phone

From TechJury.net

So, if you can imagine, not just similar to the fact that about 80% of adults have access to a
mobile phone, and even more in some populations, but we spend a considerable amount of time
on our phones and the apps that are on those phones are often consuming quite a bit of those

hours.
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STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN
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And so when we think about all the various social media channels when it comes to our reach,
you know, Twitter was not terribly active when I came online, it was definitely used, but
certainly not with kind of very intentional focus as Facebook has a much larger audience for us
as an organization. The challenge with these algorithm-based programs is that when you have
lower activity in one month, it will impact future months in terms of how much reach you have.
So, in order to kind of gain the algorithm you have to be very present. You have to continue to
put that information out there and so we need more of a concerted effort to ensure that if this is
something that we want to prioritize, if we want to be visible to our community via tools, such as
social media, we will have to make an invested effort in terms of putting our time there and
making sure that there's good content that's relevant to the community that's being shared to help

us improve our reach and make it worth our time.

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

February 1, 2021 - August 21, 2021
234,768 People Reached

Bonner Springs, 3% Edvardsile, 1% Residents

‘ Asof August 22, 2021 Facebook requires regular monitoring and a
KCK. 67% more intentional, coordinated approach
across departments. A more responsive

approach can build trust with the audience.

Then you know you look at Facebook which has considerably more followers, we go from just a
few 1,000 about 4,500, 4,700 on Twitter to about 10,600 on Facebook and, you know, if you
look at the difference year over year, I think you can tell there's a pretty significant drop between
the previous six months or so as it gets compared. So that probably tells me that there may be a

change in priority and focus on the community in terms of what information they're looking for,
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but this too requires regular monitoring. And we need to be responsive, so when we go out there

and post something on Facebook, we have to be able to give ourselves the time to listen to the

feedback and the comments we get.

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

I justwant to say that | may not be
anybody but | am a member of the
community... | live and work in
wyandotte county and | just want
someone to know that | feel it is a
violation of my rights to HAVE to wear a
mask when | am completely vaccinated.
That is what the vaccination is for is it
net? Here I've been saying govemment
control all along when Its a straight up

ﬂ. dictatorship.

Hi Christina, thanks for your message and for getting
vaccinaled. We complelely hear your frustration — this
pandemic has taken a lot out of all of us. Unfortunately,
the Delta variant is something completely different than
what we saw last year. The vaccination is still an important
line of defense — the majority of cases we see in hospitals
today are people that are unvaccinated The reason why
even vaccinated people need to wear masks is because
Delta is so much more contagious — even with the
wvaccine, you can still pass it on to others. Since children
under 12 cannot be vaccinated right now (which is why
socing such a riso in cases among childron) and others

who have compromised immune systems are all around
us, wearing a mask can help keap them safe too. This is

not meant to be forever - it is a short-term measure to help
bring COVID cases and hospitalizations back down. We're

@l hoping that over the next few weeks, we can slow the
rapid spread of Delta in our community so we can get
back to not having to require masks. It's not ideal, we
appreciate your fatigue, and thank you for your help in
protecting others around you ”

Thank you for explaning it to me | feel like i have &
botter understanding about it now and think of itin a
ﬁ\ while different way now. Thanks for your ime.
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We have certainly seen that it pays off to take a few minutes to really read and hear what's going
on from the community. In this case, this person wrote us from Wyandotte County, very
concerned about the recently approved mask mandate and some of her concerns about, you
know, why did she get vaccinated when I need to now wear a mask and comparing the Unified
Government to somewhat authoritarian rule. And so we responded just kind of taking a minute
to acknowledge where her frustration may be, or maybe the misinformation may be, to actually
explain the circumstances and explain why the Commission elected to put a mask mandate back
in place. When we responded with a thoughtful, intentional response that brought forward the
data and the information, we received a very pleasant response back and I think this actually kind
of took us by surprise. I'm sure I can speak for Mariah, who was kind of directly responding on
our behalf, but this could have gone any way, but the fact is, is when you pause and take a
minute to be civil to listen to people’s concern and to respond with information, sometimes you
can win that conversation and forge another trusted relationship. We may not get that far with
this individual, but we tried and it made a positive impact and I think that's something that we

need to continue to double down on as we move forward.
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even with multiple departments posting. No
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discern which channel for each message.

Next door, just to give you a couple snapshots of two other platforms that we use quite a bit, is
obviously geographically driven. A social media network, where it's based on where you live
and identify as your neighborhood. We have about 25,000 people. This is a much harder
platform in terms of engagement.

We only have about a fifth of all households in 157 neighborhoods, and this is where 1
think it really underscores the importance of finding the right channel for each message. So
instead of trying to broadcast the same message over and over again across Twitter, Facebook
and Nextdoor, is there a different type of message that works more effectively, depending on the
platform itself and absolutely I would argue, yes. I am not a social media expert, but we
certainly know we have that expertise within our organization and are developing a content

strategy that reflects the appropriate tool for the message.

STRATECIC COMMUNICATIONS: SIX-MONTH CHECK-IN
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And then another one that we're—we've been leveraging more recently has been our LinkedIn
page where really it's an opportunity to kind of highlight the really wonderful stories about the
careers and developments among our own staff. In this case one of our top posts was with the
announcement of Ms. Obert as Director of Parks and Recreation, which I thought was very

interesting to see that this would be such a well-received post, but I think this is important
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because it's an opportunity for us to humanize ourselves as an organization. We too are people at
the Unified Government, we’re your neighbors within Wyandotte County, and so being able to
kind of celebrate the successes of our own organization is an opportunity to recognize our staff,
as appropriate, but also to share the opportunities that— of what it might look like if you were to

join the Unified Government as a potential employer.

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN
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And so, the last kind of component of the social media kind of channel that I wanted just to share
with you a little bit is this Zencity pilot that I’ve mentioned in the past with a few of the
commissioners. This is what we call a social media sentiment analysis tool and basically what
they do is they create a bunch of algorithms to basically scan all publicly available social media
content that is out there within the boundaries of Wyandotte County. And what they can do is
they can start to understand kind of the, you know, the types of things that people are talking. In
this case, they looked at this specific area and said okay, over the course of the month of July,
these are the types of things people were talking about. They also are able to tell you whether or
not they kind of skewed on the negative or positive when it came to overall sentiment. This is an
interesting opportunity for us to start to understand what's happening outside of social media
channels that we may not manage directly but are kind of talking about things that we care about

whether it's Workforce Development, mobility, or public health, or perhaps even public safety.
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STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Commissioners’ decision to
require masks indoor receive
more support then opposition

August 12, 2021 30% Positive
Neutral
An analysis of the discourse reveals residents
were overall satisfied with the decision

to require mask use indoors, as reflected
by 30% positive sentiment. Approving
responses consisted of many "likes” and "loves,”
with some supportive comments thanking the
commissioners.

23% Negative

Z@[ﬁj@fﬁy social media sentiment analysis
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I think one good example, just to kind of show you how this works, is that immediately
following the approval of a mask mandate earlier this month, Zencity provided us with a
snapshot saying listen, you know, it may be hard to understand sometimes and, you know, we
tend to hear the loudest voices, tend to sound the most negative, but actually, generally the

sentiment was very positive as a response to the decision to require mask use indoors.

STRATEGIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Commissioners’ decision to
require masks indoor receive
more support then opposition

0% Positive
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“It should also be noted that neutral sentiment

consisted mostly of shares, reflecting high levels
of interest and a desire to inform others.”
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And I think that's something really interesting to kind of note because when you factor in the fact
that Zencity does factor in this kind of neutral as positive because of the number of people in that
space that actually shared the post with somebody else, reflects the high interest and desire to
inform others. So, while it may not be directly kind of noted as positive, it definitely is
something that's working constructively for the types of messages that we're trying to get out to
our community. So, with all this being said, this is not a perfect tool. It is one of many tools, but
it is an opportunity for us to start to understand, are these the types of things that we should be
looking at as an organization. What can we learn from the insights that we are able to derive

from these types of tools, and what will it do to change the way that we communicate moving
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forward to ensure that we are leveraging this type of insight and feedback as part of our process

of continuous improvement.

KEY CONS!TION i

ulldmg trust i

"

So, when I think forward to these five goals that I've outlined for you, I think there's a couple of

key considerations. One, our number one priority is to build trust. We need to do our jobs to be
proactive to be open and transparent and very intentional in the types of outreach that we do
because we have to recognize that not everyone will receive information the same way and so we
must be very, very careful to ensure that we are sitting down at the table and asking ourselves,
not just who's at the table today, but who isn't at the table today, and what do we need to be

doing to make sure that there's a seat.

This next key consideration is about our engagement capacity as a whole. So, we need a county
wide standard as an organization for what engagement looks like. We need to understand and
ask ourselves those key questions when we start getting involved and reaching out to the
community about what is this. What are we trying to accomplish here? Who is it for? How do
we measure success? We need to build some of those standard operating procedures and

templates to help our departments be better suited to go out into the community and collect the

August 23, 2021



27

type of input that they need, that can be done in a constructive way to help inform service

delivery, but also help the community understand what it is that we're trying to do together.

The third consideration of the four considerations is really about leveraging channels and
languages, and even cultural sensitivities to understand how we can make our communications
more accessible and more universal. This is where if we can start to kind of break down those
barriers that are somewhat unintended but are inevitable because of the technology and the
amount of information that's floating around on any given day. This is where we start to provide
real value and that starts to kind of build our credibility and being a trusted resource, but it also
brings more people to the table because now they start to understand how they can participate

with us because we’re now offering those options.

And then finally, and I think perhaps most importantly, is we have to recognize that we are all
communicators whether it's the community at large or our partners that we work with having
responsibility to help us understand what's going on by calling 311, attending a meeting or
participating in a process. We, too, as an organization, have to identify and recognize ourselves

as communicators whether it's senior management or frontline staff. All UG staff should
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understand how they should be able to support us in our communications whether it's just letting
their family and friends know about opportunities that come up available in the Unified
Government as job opportunities, or service opportunities, or just getting it making sure that
people have access to the resources they need. We can all be part of that and I turn back to you,
as the Commission as well, and say that you too are key to this formula. We need your help in
supporting kind of the advancement of these key messages and even the identification of these

issues and concerns so that we can continue to push—factor that into our feedback loop.

STRATECIC COMMUNICATIONS: SIX-MONTH CHECK-IN

Goals for 2021-2022

Foster a culture Introduce Provide Improve
of service and innovative, reliable, useful how we work
local pride inclusive tools Tesources together

So, as I turn back to the five goals that I've identified for this next nine months or so, I think it's
really important to recognize that these things all kind of work together. Nothing is done in
isolation. We are a very, very lean team as you know. We are in the process of hiring our Public
Information Officer, which we hope to have in the next few weeks, if all goes well, but really, we
need repeatable, replicable solutions. We need to invest in our future and our recovery together
by working on these issues as a moment in time is an opportunity to ask our community what
they want, but also to hear them and take that into account. We need to build on existing tools
and identify new ones, we need to be the resource for our community, and continue to improve
how we collaborate and engage each other through better training and capacity building as an

organization.
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And with that, I will pause and turn it back to you in case there are any questions. As you are
aware, this is for information only, but I thought it was an important opportunity to come back to
you and just identify some of the things that I've seen, some of the things that we're working on

and answer any questions about what you might like to see moving forward.

Chairman Markley said thank you Ashley. Questions Commission?

Commissioner Ramirez said I just want to say thank you Ashley, for all that you have done. It
is amazing to see how often we're using Facebook and especially when we're in the meetings. [
follow our Twitter account. My phone is constantly going off, so I'm very happy about that
because that shows that we're responding, we're being transparent and open with our community
and just communicating in that way. So, thank you for all that you have done.

I know that we, you know, when you came on, you and I, we had avery good
conversation about you know what our organization needs and what the community needs,
communication wise so thank you for all that you're doing and you continue to do. It's amazing
how much you've been able to do all with just one person. Ms. Hand said thank you.

Commissioner Ramirez said so thank you for that. One thing I will say that I think
would be a good idea, and maybe this is something that you can talk with administration with,
but yeah, as commissioners, we’re already out in the public, you know, most of us have
Facebook pages and we're talking to our community members. The Mayor, as well, has his own
Facebook page and interacting, and I think another piece to that is our administration. You
know, our County Administrator, who oversees our entire government who implements and his
job to implement our policy and making him more communicative with the community. We see
him, they see him all the time presenting to us and sitting with us on the dais when we were

there, but being able to hear from him outside of those meetings I think would help, and put a
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face to what he is able—what he does. Like I said, most of us up here are on, who are elected
officials, we were already out there, and I think it would be very, very beneficial if we had the
administration out there as well, just as we are. So that's just something I hope that you take into
consideration and you look into.

Ms. Hand said thank you, Commissioner, and I can't speak on behalf of the County
Administrator, but I can say that he has absolutely expressed quite a bit of interest in changing
the dynamic in terms of how he communicates and connects with staff as well as the community
at large and has been very open to a lot of kind of wacky ideas that I've been willing to throw at
him, and I think he's really certainly—COVID obviously creates some barriers when it comes to
some of the initial kind of direct engagement that's most productive when it comes to leaders
kind of stepping into the community. However, I think he's— Mr. Bach has done a good job
with kind of increasing the frequency of all staff webinars and things like that to try to address
some key issues, whether it's feedback from the employee survey or changes in policy around
COVID, just to try to make it a little bit more accessible and I think we will continue to work on

improving that and so your comments and feedback are are noted and appreciated.

Commissioner Bynum said I'm just curious about you UGTV. Ms. Hand said yes.
Commissioner Bynum said I happen to live in one of the very few places in KCK that cannot
access Google. So, I don't have UGTYV, but I just wonder if you could share some with us on the
ways that we are using it as one of our communication tools because it seems like it's a really big
opportunity to reach a really large segment of our population with important information. Ms.
Hand said yes Commissioner, you know it's an interesting challenge and I think we are up
against a generational issue here when it comes to households that have cut the cord, so to speak,
that no longer have a cable service available to their house because they are exclusively Netflix
or Amazon Prime or any number of those streaming services so it does have some barriers facing
it as a tool. However, I think there's huge potential and great opportunity within UGTV, some of
which we have been experimenting a little bit with creating some more kind of proactive content.
For example, we created a small segment around tax sales explaining to the community what
these things are, how do they work, what's the process.

We did the same thing around some of the services that we provide, whether it's Animal

Control or a forthcoming video on the election process. So, there's things that we've been trying
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to do to kind of proactively create content to help, not only kind of break up some of the
incredible streaming of existing meetings that I'm sure everyone really wants to sit back down
and watch a few times. Those do go on rotation, but we're creating some original content, we
think it's an opportunity to create some interest in UGTV as a whole. I also see considerable
opportunities from within our own facilities to make sure that UGTV is available if possible.
When you come in, a TV should be possibly streaming our own channel would be a great
opportunity. So those are things that we'll be looking at.

We're just kind of working on that content strategy overall with UGTV playing a really
important one because the content that we create for you UGTV is usable elsewhere, whether it's
on our website, which is relatively new on our YouTube channel, or just as something to share
on social media because we know that'll get a lot more eyeballs when we have video to share.
So, those are the types of things that we're absolutely thinking about. We would love to
encourage any of our commissioners if you're interested at any point in creating content, whether
it's stepping in front of a camera to give an update on what's happening in your district or
something—a program that you're passionate about, or something that you're excited to see
happening in Wyandotte County. We've had a lot of brainstorms about what we can do with
UCTV as a as an outlet. We just are kind of limited by capacity and so we're eager to find folks
that can help us with creating some of that content, and between Mariah and myself, we will

figure out how to get it online.

Commissioner Bynum asked, do you happen to know—for example, the number of folks
watching any given meeting? For example, I know we all can tell you that when we're out in the
community and this is long before COVID, you know, you go to the grocery store and somebody
stops you and says, [ watch you on TV, and I always say thank you, because it's really important
that you watch. Ms. Hand said yes. Commissioner Bynum said but do we—I mean, is there a
way to know?

Ms. Hand said as far as [ understand it and, you know, I may have to do a—I'll have to
revisit this for you, Commissioner, just to make sure I am absolutely correct in what I'm saying.
We do not have good numbers on how many people are watching Channel 2 on Spectrum or
Channel 141 on Google Fiber. Nielsen is kind of the imperfect survey to kind of give you

numbers. We would never get anything quite like that. We just don't have the geographic reach,
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and the numbers overall to be able to give us as much of an impression. So there are kind of
things that we can start to test and throw out there, which is, as we create more content as an
opportunity, things like putting up a unique URL, for example, that someone would only have
seen if they had watched on the UGTV and then we can track people making that leap to the web
to look something up. But again, that's a limited strategy because it requires someone to go from
watching television to getting on their phone or their computer and taking action. So, all we can
do is kind of best guess it based on what we hear. I think these are the types of things that as we
kind of think through some of the feedback loops that we want to create with the community,
understanding the channels that they go to, and finding opportunities to kind of explore how we
can create content that would make it relevant to different audiences will be helpful and making

sure that we do increase that reach. Commissioner Bynum said thank you.

Chairman Markley asked, Commissioners, any additional questions? Commissioner
Philbrook said yeah. Since we do have the next community survey coming up, I imagine
Ashley you already had in mind, pick what you get on to for our communications. So, to give us
some feedback, you know, do you get on YouTube or do you get on UGTV or both. All that sort
of thing. I guess you're going to ask that question right.

Ms. Hand said yeah, I'm very eager to understand where people are getting their
information from. A lot of people do not go directly to the source, they will go to a third party so
even understanding, are you looking at the Wyandotte Daily, for example, for information. You
know we have pretty extensive coverage of a lot of things happening in the county through
Wyandotte Daily. You know, understanding kind of where people are seeking that information
out so that when we onboard our new Public Information Officer, who will be charged with
implementing our content management strategy or content strategy for the organization overall,
that that person will be then able to say okay, we need to make sure that we're getting more to the
news, the five o'clock news on these types of issues, because it's going to reach people that are
interested in this versus leveraging social media to have a conversation about something versus
using Nextdoor for an emergency alert notification. So, really starting to kind of hone-in how we
use these different tools and listening to what the community tells us. So, I'm eager to see some

type of question kind of assessing what the community is using for their primary information
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resources, and that way we can also focus our energy because there's only so many hours in the

day. Commissioner Philbrook said amen, sister. Thank you.

Chairman Markley asked, Commissioners, alright, anyone else? Very good. Well as Ashley
mentioned, this item was for information only, but I think we will expect additional updates in
the future as she plows through these lofty goals, she has set for herself and for our organization.
So, we look forward to hearing from you again Ashley, and that was our last item this evening so
that concludes our meeting, and we are adjourned. Thanks so much everyone for your time.

Action: For information only.

Adjourn
Chairman Markley adjourned the meeting at 7:00 p.m.

tpl
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