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Memorandum

TO:	Michael Fischer, Deputy City Administrator City of Roswell
FROM:	Julie Brechbill, Community Relations Manager
DATE:	October 8, 2014
RE:	Community Relations Reorganization
Proposed Community Relations Reorganization
The City of Roswell Community Relations Division has an opportunity to reorganize its operations to become more effective and efficient. In August 2014, Roswell’s TV Producer resigned from the City. This resignation opened the opportunity for the division to assess its operations and personnel to better serve the citizens of Roswell.
The Community Relations Division has many moving parts that coalesce to meet the mission of promoting the City and its services and to provide accurate and timely information to the public and city employees. 

Currently the Community Relations Division has five full-time positions and one part-time position.

The full-time positions include:
Community Relations Manager	(pay grade 122)
Web Developer/Graphic Designer	(pay grade 116)
Community Relations Coordinator	(pay grade 115)
Digital Media Designer		(pay grade 112)
TV Producer				(pay grade 113)

Part-time position:
Public Relations Specialist		(Pay $22.64/hr.)

The workload is managed by the Community Relations Manager and assignments and projects are distributed based on position and job responsibility.

Example: A Transportation Department project such as the Historic Gateway, involves every employee in the division. The CR Coordinator writes all of the copy for the project, the Web Developer creates the web pages and posts information to the website, the PR Specialist oversees posts to all social media, the Digital Media Designer creates any flyers or brochures to be printed, and the TV producer creates informational videos. Staff meets weekly to stay up-to-date with the status of all projects.

While this method of managing the workload has worked well for the division over the years. As the City has grown, it is not the most efficient way to manage the workload. There is a better way, but it will involve discontinuing a function, reorganizing the division, and using a different approach to the work we do each day.

Reorganization 

Recommendation 1 – Roswell City Television (RCTV): This recommendation is to discontinue RCTV broadcasts on the Charter and Comcast Cable channels and AT&T U-verse. The City will continue producing video-on-demand for the City’s website and You Tube Channel. 

Justification for Discontinuing RCTV:

On August 26, 2014, the RCTV broadcast was taken off the air for two weeks. During that period of time, not one citizen called to inform us the station was off of the air or to complain that they could not watch their favorite program.

Because it is cost-prohibitive for the city to subscribe to the Nielsen Ratings, CR does not know the number of people who watch video programs on RCTV. It was estimated that the number of viewers was very low and having the station off the air for a period of two weeks with no complaints or calls from viewers reinforced that assumption.

The way in which the public views video programming has changed drastically in the last 10 years. A citizen would much rather view discussion of a specific Council agenda item with video-on-demand on roswellgov.com rather than waiting for a specific date and time to view the council meeting on cable television, and then having to watch the entire meeting just to view the one item they are interested in seeing.

In addition, CR can track viewership on the video-on-demand You Tube Channel. And viewership there is very high. From Sept. 2013 to Sept. 2014, there were 38,460 video views and 83,742 minutes watched by visitors.

During the exercises for Priority Based Budgeting while developing the 2015 budget, staff in Community Relations tracked their time for two months to ascertain the amount of time spent on specific functions within the office. During this exercise, it was found that the TV producer was spending 25% of her work hours maintaining RCTV and 75% of her time on actual video production. Those 10 hours a week could be better utilized by the division for other communication functions that directly touch our citizens. In addition, RCTV was ranked as a Quartile 4 program through Priority Based Budgeting. 


Recommendation 2 – Position Adjustments: This recommendation is to reorganize the TV Producer Position to become a Community Relations Coordinator position and the part-time Public Relations Specialist positon to become a part-time Videographer/Producer position. CR’s part-time PR Specialist, would fill the Community Relations Coordinator position immediately, and the part-time videographer/producer position would be advertised.

With the discontinuation of RCTV, the 10 hours of time utilized to manage the station will be better utilized on electronic communication with our residents which includes: Roswell’s official website, Facebook, Twitter, Instagram, the You Tube Channel, e-newsletters and direct informational emails to our Constant Contact list.

The part-time Videographer/Producer position will continue to shoot and edit videos for the City of Roswell’s You Tube Channel without the additional responsibilities of maintaining the broadcast television stations on Comcast, Charter and AT&T U-verse.


Recommendation 3 – Workload Adjustments: This recommendation is to change how CR approaches the workload and projects in the division. If implemented, recommendations 2 and 3 will allow CR to change how the Division operates. The two CR Coordinator positions would now serve specific departments and divisions, coordinating all aspects of requests for services and projects while relying on the CR Manager, Digital Media Designer, Videographer/Producer, and Web Developer/Graphic Designer to supplement their work when necessary or when needed.

Example:  A Transportation Department project such as the Historic Gateway will now be overseen by a CR Coordinator. This person will write all of the copy associated with the project, update the webpages that have been created by the web developer, update all social media sites and coordinate printed pieces with the Digital Media Designer and video production with the part-time videographer/producer. The CR Coordinator would now coordinate all aspects of the project.

The City’s new website will also allow for many efficiencies we do not have today. All information (copy, plans, renderings, videos, FAQ’s, contact information, etc.) about a project or service will be housed on the same page so that the visitor can easily see all the information related to that project or service in one place. Today the website is fragmented. Information is spread throughout the site. For example, videos are not housed on project pages but rather on a separate video archive page. This new site will allow for easier and more efficient updates to web pages.

This new approach to the workload is much more efficient, allowing the work to be completed quickly without relying on another staff member to complete their specific task before the project can move forward or be completed as we do today. It also gives department staff one specific person to work with so they always know who to call with requests for work or for specific questions on projects.

Cost:

The Community Relations Division reorganization can be implemented within the current Community Relations budget. The upgrade of the TV Producer positon to a Community Relations Coordinator position can be absorbed with cost-savings in the part-time position. The salary savings for a part-time Videographer/Producer will be moved to the full-time CR Coordinator position. 

Proposed full-time positions include:
Community Relations Manager	(pay grade 122)
Web Developer/Graphic Designer	(pay grade 116)
Community Relations Coordinator	(pay grade 115)
Community Relations Coordinator	(pay grade 115)
Digital Media Designer		(pay grade 112)

Part-time position:
Videographer/Producer		(Pay $21/hr.)
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