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Executive Summary

On 2-4 February 2009, at the request of TRIUMF Director Nigel S. Lockyer, the
Interaction Collaboration carried out a review of the Strategic Planning and
Communications function at the laboratory.
Senior TRIUMF management sought the review to strengthen the laboratory’s
effort to develop a world-class communication and strategic planning program in
support of a recently completed comprehensive Five-Year Plan. “We have a big
game to play,” the director said in his request to the InterAction collaboration,
“and we need the best advice.”
In late 2007, TRIUMF Director Nigel S. Lockyer created the Office of Strategic
Planning and Communications with the mission to communicate the value and
excitement of scientific research at TRIUMF, to build relationships with the
laboratory’s neighbors and to develop strategies to support the success of the
Five-Year Plan.
In October 2008, in response to an expressed need from members, the
InterAction Collaboration launched an initiative to conduct peer reviews of
communications at member laboratories and other scientific institutions
worldwide. Tim Meyer, TRIUMF’s director of strategic planning and
communication and a TRIUMF member of the InterAction Collaboration,
recognized an opportunity to call upon the expertise of an international group of
experienced science communicators and requested to host the pilot review at
TRIUMF.
In December 2008, Director Lockyer issued a charge (Appendix A) to the
InterAction Collaboration requesting a review of the mission, scope, management
and operations of the TRIUMF Office of Strategic Planning and Communications.
The InterAction Collaboration Peer Review Committee, comprising laboratory
communication directors and a senior Canadian science journalist, carried out the
review on February 2-4, 2009.
The peer review committee adopted the Lehman Review method, a widely used
review and evaluation format developed by the US Department of Energy’s Office
of Science. Using Lehman Review guidelines, the InterAction Collaboration
appointed a six-member peer review committee (Appendix B). The committee
formed subcommittees to evaluate specific sections of the TRIUMF strategic
communication plan:
•
•
•

Media relations
Publications
The Web and other electronic communications
1

•
•
•
•

Community relations
Education, conferences and tours
Internal Communication
Organizational structure, management and resources

After extensive presentations of information by TRIUMF management and staff,
followed by deliberation and discussion, the review committee presented its
findings, comments and recommendations in each area to the TRIUMF director,
laboratory management and the Office of Strategic Planning and
Communications at the review closeout on February 4.
The peer review committee acknowledged the tremendous task of completing a
comprehensive Five-Year Plan and commended the laboratory for a fresh,
systematic and carefully considered approach to planning for the future. The
committee also commended the close working relationship between the
laboratory director and the director of the Office of Strategic Planning and
Communications and noted significant progress in communication in the short
time of the Office’s existence. Laboratory management recognizes and supports
the critical role of strategic communication. At a time when TRIUMF is moving to
transform itself into a unified national laboratory and a leader in the global
science community, the review committee recommended that management more
clearly articulate an overarching vision of the laboratory. The committee noted
that a clear vision is essential for achieving the laboratory’s communication goals
at all levels. The committee also recommended that TRIUMF clarify the budget
data for communication functions and make realistic and detailed assessments of
the resources required to carry out the strategic communication plan.
Other key findings and recommendations:
To strengthen media relations, TRIUMF should consider giving greater emphasis
to the development of long-term professional relationships with leading national
and international science journalists; and should explore opportunities offered by
Web 2.0.
The committee recognized and saluted the excellence of the TRIUMF Five Year
Plan as a publication, itself illustrating a new approach to strategic
communication. The Plan sets a standard for coordinating and improving other
internal and external laboratory publications.
TRIUMF’s newly launched Web site represents a great step forward in the
laboratory’s electronic communications. The continuing incorporation of new
content and of Web 2.0 tools could further strengthen this key communication
tool.
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The committee recognized both the risk and the opportunity created by the
changing demographics of TRIUMF’s immediate neighborhood combined with
real and perceived environmental hazards at the laboratory. The committee
recommended that TRIUMF implement a professionally-led community task force
to advise laboratory management on public participation in planning and
decision-making at TRIUMF.
The committee noted the impressive efforts in education and TRIUMF’s strong
capability for conference organization and management. Recommendations
included prioritization of education efforts to align with the laboratory mission;
making use of TRIUMF-organized conferences to tell TRIUMF’s story; and
increased attention to safety for tour groups.
The committee commended TRIUMF management’s commitment to transparency
and internal communication and encouraged the development of improved
internal communication media, as well as the integration of communication into
line management responsibility.
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Report of the Subcommittee on Media

Subcommittee members:
Peter Calamai, CFI, SMC (Chair)
Neil Calder, ITER
Findings
• Comprehensive presentation covered all key aspects.
•

Media strategy well aligned with 5-year plan.

•

Strong use of traditional media channels.

•

We saw few examples of the use of graphics, animations and photographs.

•

Little evidence of active building of relationships with leading national and
international science journalists.

•

Low use of emerging and new media, such as blogs, Wikis, social
networking.

Comments
• Very ambitious media plan especially given current resources.
•

A potential risk arises from any staff member able to speak in TRIUMF’s
name.

•

Greater development of graphics, animations, photographs and video Broll is necessary for today’s visual-based media.

•

Developing personal professional relationships with leading national and
international science journalists can be a very effective means of
generating the national stature desired by TRIUMF.

•

TRIUMF’s traditional press releases consume significant resources and
appear to have limited effectiveness in generating media coverage.

•

TRIUMF may be missing media opportunities offered by Web 2.0.

Recommendations
• Give higher priority to developing personal professional relationships with
leading national and international science journalists.
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•

Obtain funding necessary to develop graphics, animations, photographs
and video B-roll necessary for today’s visual-based media.

•

For media plan as currently envisioned, an additional full-time media
relations person is necessary.
TRIUMF should consider using strategic placement of promotional ads and
free-space opinion articles in local newspapers to keep the laboratory in
the Canadian political spotlight.

•

•

TRIUMF should explore the media opportunities offered by Web 2.0 such
as social networking, twitter, YouTube, Wikis, blogs…

•

TRIUMF should work toward systematizing press interactions with the
laboratory staff.

•

The Office of Strategic Planning and Communications should consider
reserving the use of press releases to the kind of developments generally
shown to have news value for the mass media. Announcements such as
formal signings of MOUs can be posted on the website or emailed to niche
trade publications.
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3 Report of the Subcommittee on
Publications
Subcommittee members:
Roberta Antolini, Gran Sasso (Chair)
James Gillies, CERN
Findings
• TRIUMF produces a variety of publications, often as the spontaneous
contribution of different people and independently from the Office of
Strategic Planning and Communications.
•

The TRIUMF Five-Year Plan 2010-2015 is a first-class publication and
serves many audiences.

•

The Annual Financial & Administrative Report is the annual report for the
funding agencies, local politicians and institutions. It is a public document.

•

TRIUMF Newsletter is a bi-annual publication with the goal of informing
the laboratory on issues related to lab activities. TRIUMF Newsletter will
become BeamTime with different graphics and a magazine style,
consistent with TRIUMF publication guidelines.

•

Human Resources Update is a monthly newsletter for the TRIUMF staff,
containing information on continuing events. It is produced independently
by a human resources employee.

•

Annual Scientific & Technical Activities Report, containing reports of all
the scientific activities of the lab, hasn’t been produced in the last two
years.

•

Making Medical Isotopes is a one-off publication.

•

TRIUMF is attempting to address the lack of graphic consistency among
print and electronic publications.

•

There is the idea to combine a few publications to produce an “Online
Weekly Bulletin.”

Comments
• The Five-Year Plan 2010-2015 + Overview + Summary is an impressive
piece of work, illustrating a new approach to strategic communication.
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•

The Annual Financial & Administrative Report 2007-2008 has raised the
standard of publication with a more accessible style of writing, clearer
branding and improved graphics. More remains to be done, however,
compared with the high standards set by the Five-Year Plan.

•

Although TRIUMF has made efforts to establish a coherent TRIUMF brand,
laboratory publications appear to lack a consistent focus and graphic
identity. This issue will become more urgent with the rollout of the new
website and proposed electronic newsletter.

•

Proposed new electronic newsletter offers opportunities to combine and
coordinate laboratory publications.

•

TRIUMF lacks appropriate material, such as brochures and folders, for
visitors, VIPs, press and as leave-behind messages.

•

The new website will provide new opportunities for publishing headline
news and information. It will require significant reporting and writing
resources.

Recommendations
• The Office of Strategic Planning and Communications should coordinate
laboratory publications, determine staffing needs and ensure that
publications support the laboratory mission and communicate key
messages.
•

TRIUMF should give priority to producing materials for visitors, VIPs, press
and as leave-behind messages.

•

Creating a graphic-standards manual as a reference document for all
publications, stationery, signage, web design should be a priority.

•

Consider developing a short, concise tagline that expresses the lab vision.

•

Easy and clear distribution of all the publications through the website is
strongly recommended.
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4 Report of the Subcommittee on the
Web and Electronic Communication
Subcommittee members:
James Gillies, CERN (Chair)
Peter Calamai, CFI, SMC
Findings
• TRIUMF recognized early in 2008 that the website needs an overhaul.
•

TRIUMF engaged Xeno media to help in this process.
 But didn’t simply outsource – worked with the contractor
 Ensured TRIUMF values fed into the process

•

Hired an FTE to run the process November 2008.
 Strong guiding hand inside TRIUMF

•

Recognized the need for continually updated content.

•

TRIUMF recognized the benefit of a content management system.
• Allows anyone to publish
• Allows central control of laboratory image
• Allows news to propagate

•

TRIUMF recognized the strength of creating a photo database.

•

The website is scheduled for launch on 12 February.

•

The website is topic, not audience driven.

Comments
• The new website is a great improvement.
•

The proposed photo database allows anyone to upload: have quality
control and caption issues been considered?

•

The prototype we saw did not appear to be aimed at a general public
audience, or a youth audience.

•

Some issues related to the 12 February launch appear not to be resolved:
 Personalized home pages?
 Who will run TRIUMF This Week?
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•

Resource issues remain to be resolved: feeding the beast.

•

Mobile devices have not been taken into account.

•

Web 2.0 communication tools are potentially very attractive to young
audiences.

Recommendations
• TRIUMF should ensure that sufficient resources are mobilized to provide
constantly evolving web content.
•

TRIUMF should investigate providing content for mobile devices.

•

TRIUMF should incorporate web 2.0 tools such as Facebook, blogging,
twitter, YouTube and Flickr into its online communication:
 Internally, Web 2.0 can be used to invite comment from TRIUMF
community on web articles, promoting a message of transparency,
motivating the community and generating ideas
 Externally, it can be used to ‘narrowcast’ to specific target
audiences, for example First Nations, youth.
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5 Report of the Subcommittee on
Community Relations
Subcommittee members:
Judy Jackson, Fermilab (Chair)
Youhei Morita, KEK
Findings
• TRIUMF has a stated commitment to earn the trust and support of the
neighboring community.
•

TRIUMF has carried out a number of outreach programs aimed specifically
at the neighboring community.

•

TRIUMF has generally good relationships with institutional neighbors UBC,
NRC Institute, Caprican.

•

TRIUMF has many near neighbors, including thousands of new
homeowners in close proximity to the laboratory.

•

TRIUMF has produced FAQ’s for neighbors on the Web site and has
created fact sheets for neighbors.

•

TRIUMF has many real or perceived environmental hazards.
 High-power beams (a “hot” cyclotron)
 Rad waste storage and transport
 Activated components
 Toxic waste
 Discharges of activated fluids and gases
 The rabbit line for delivering medical isotopes

•

TRIUMF has no risk communication plan.

Comments
• TRIUMF’s commitment to earn the trust and support of neighbors, and
outreach efforts to date, are commendable.
•

The changing community demographics combined with the real or
perceived hazards pose a significant risk to TRIUMF and to the
achievement of the Five-Year Plan. One reviewer called the situation “a
ticking time bomb.”
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•

At the same time, these conditions present an excellent opportunity to
address the risks and create a strong local foundation for the laboratory’s
future.

•

The FAQs for neighbors are hard to find on the web. The printed fact
sheets for neighbors are hard to read, uninviting and in some cases
misleading.

Recommendations
• As soon as practicable, TRIUMF should form a Community Task Force of
limited duration with the charge to make recommendations to laboratory
management on public participation at the laboratory. Ask the neighbors
what kind of involvement they would like.
 How would the community like to interact with the laboratory when
issues arise that affect both the lab and the neighbors?
 What issues are important to neighbors?
 What risk communication plan would the neighbors like to see?
 Should the laboratory form a permanent Citizens’ Advisory Board?
 What kinds of communication are effective in reaching the local
community?
 More…
•

TRIUMF should invest in the highest quality professional help in
conceiving, planning, convening and carrying out the Community Task
Force. This is not a do-it-yourself activity.

•

Bringing the public into the decision-making process will result in better
decisions for the laboratory.

•

To the extent possible, TRIUMF should incorporate the recommendations
of the Task Force into the laboratory’s public participation policy.

•

TRIUMF should partner with neighboring institutions in this process, but it
should not wait for them. This is an opportunity for TRIUMF to provide
leadership for the benefit of all.
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6 Report of the Subcommittee on
Education, Outreach and Tours
Subcommittee members:
Youhei Morita, KEK (Chair)
Roberta Antolini, Gran Sasso
Findings on Education
• Impressive efforts have been put into creating highly sophisticated and
educational DVDs.
 The qualities of CG, music and narration are very impressive and
professional
 Short clip on each subject suitable for schools
 Positive responses from high school teachers
 Created by a few members of TRIUMF + companies
•

Accepting various levels of students nationwide.
 “Come visit”, “Stay a while” to “Move in”
 3 students returned as “Co-Op”

Comments on Education
•

By bringing a wide range of students to work at the lab, TRIUMF operates
one of the most impressive student outreach programs of any national
laboratory.

•

51% of materials and services budget goes into making DVDs.

•

DVDs explain mainly “what” and “how,” not “why.”

•

Educational programs not easily recognized on web site.

Recommendations on Education
•

Prioritize educational efforts in order to appropriately allocate resources.

•

Define key messages of “why” for each DVD and obtain hard data of how
DVDs are used by target audiences. Coordinate DVDs with laboratory key
messages.

•

Build a network with teacher associations to share ideas and comments
for improvements for visitor programs.
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Findings on Conferences
•

11 conferences hosted by TRIUMF in 2008.
 Strong vehicle for advertising Vancouver/TRIUMF to researchers
 Strength in having a dedicated office
 Conference venues are off-site due to lack of rooms
 Reservation of dates: first come first served + priority by the
director

Comments on Conferences
•

Are the conferences a significant vehicle for strategic communication?

•

Off-site venues may diminish the value of exposure of TRIUMF.

•

Local governments and citizens could be better informed about
conference activities.

Recommendations on Conferences
•

Expand the exposure of TRIUMF at conferences. Create a TRIUMF booth
aligned with laboratory communications: posters, panels, photographs,
brochures and DVDs. Key messages!

•

Raise profile of selected conferences by including public lectures by wellknown scientists.

•

Seek opportunities to build a conference venue on-site.

Findings on Tours
•

2000 visitors/year: half scheduled, half unscheduled.

•

Recognizes the importance of the first impression of the visitors.

•

Tour of the facility is impressive.

•

“First Impressions from Non-Scientist” provided invaluable feedback.

Comments on Tours
•

Posters and displays are not visually appealing, too technical.

•

Main features of the apparata are not made clear.
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•

Hard to comprehend what and where to look.

•

Safety issues!
 Hard hats, risks of trip, controlled access

Recommendations on Tours
•

Lobby displays need complete redesign for maximum impact for tour
groups and other visitors.

•

Train guides.

•

Act on impressions of a non-scientist to improve the experience of visitors.

•

Immediately improve safety and housekeeping for tours.

•

Institute a periodic lab-wide “Open Day.”

•

Consider organizing tours for target audiences.
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7 Report of the Subcommittee on
Internal Communications
Subcommittee members:
Neil Calder, ITER (Chair)
Judy Jackson, Fermilab
Findings
•

TRIUMF has a relatively small work force with an approximately equal
number of users.

•

TRIUMF’s top management is committed to transparency and improved
internal communication.

•

Internal communication has not hitherto received much attention. The
committee heard about relatively few internal communication efforts.

•

The laboratory director holds occasional all-hands meetings and is
“accessible,” though busy.

•

The laboratory’s culture is undergoing a change, from a collection of
scientists under one roof to a more unified model.

•

There appears to be no “one lab” culture among staff, users, and students.

•

TRIUMF is considering developing a weekly electronic newsletter for staff,
users and other subscribers.

•

Safety communication appears to receive little emphasis.

Comments
•

The recognition of the importance of internal communication by senior
management and the commitment to improve it are commendable.

•

For TRIUMF to succeed, the whole lab will need to understand and
commit to the Five-Year Plan.

•

Staff and users need a clear understanding of the vision for TRIUMF.

•

Current internal communication efforts did not appear well coordinated.
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•

There appeared to be relatively little attempt to bring users into the
laboratory community. TRIUMF has no users’ office, for example.

•

Communication did not appear to be uniformly integrated into linemanagement responsibilities. Some managers are perceived as good
communicators within their organizations; others are not.

Recommendations
•

TRIUMF should give higher priority and devote more resources to internal
communication.

•

The committee encourages the rapid development and distribution of a
weekly electronic newsletter and recommends incorporating other
laboratory publications (HR publication, BeamTime) aimed at the
laboratory and user community into this newsletter.

•

The electronic newsletter should include a Director’s Corner addressing
current issues of interest and concern to the laboratory community.

•

TRIUMF should explore methods of bringing users more strongly into the
laboratory community. The laboratory might ask users to present talks to
laboratory staff on the science they do at TRIUMF. Consider establishing a
users’ office.

•

Integrate communication into line management responsibility and include
communication in managers’ performance reviews.

•

TRIUMF should give higher priority to safety communication.
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Report of the Subcommittee on
Organization Structure, Management
and Resources

Subcommittee members:
Neil Calder, ITER (Chair)
Roberta Antolini, Gran Sasso
Peter Calamai, CFI, SMC
James Gillies, CERN
Judy Jackson, Fermilab
Youhei Morita, KEK
Findings
•

The laboratory senior management recognizes and supports the critical
role of strategic communication.

•

The communication director reports to the laboratory director and is part
of the senior management team.

•

In the short time of its existence, the Office of Strategic Planning and
Communications has made major strides in improving strategic
communication at TRIUMF.

•

The laboratory has completed a comprehensive strategic Five-Year Plan
with significant participation at many levels. It represents a completely
fresh approach to five-year planning. The Office of Strategic Planning and
Communications director had a key role in producing the plan.

•

TRIUMF is trying to transform the laboratory from a collection of scientists
under one roof to a unified national laboratory. Currently, there appear to
be many worthwhile programs but no defining vision of the laboratory.

•

TRIUMF has made good progress in the standardization and usage of the
laboratory brand.

•

TRIUMF is attempting to bring together many previously dispersed
communications and planning functions. However, they are still physically
scattered.

•

The total budget for communication and strategic planning was not readily
apparent to the committee.
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•

The Office of Strategic Planning and Communications has a generally
sound communication plan for the coming year. However, it is not clear
whether the budget resources exist to carry it out. The committee heard
about many “to-do” lists containing significant unmet communication
needs.

•

The communication plan at times appeared to mix communication goals
with strategies. For example, achieving the Five-Year Plan is a goal;
making TRIUMF well known is a strategy.

•

The production of educational videos consumes a large fraction of
available funds for strategic communication.

•

Integration of communication team elements is a work in progress.

Comments
•

The laboratory’s recognition of the importance of communication and its
role in laboratory management is commendable. Combining the functions
of strategic planning and communication appears to work well. The Office
of Strategic Planning and Communications is appropriately located in the
laboratory organization.

•

The close working relationship between the laboratory director and the
Office of Strategic Planning and Communications director is a key asset for
the laboratory.

•

The committee commends the Office of Strategic Planning and
Communications for its emphasis on relationship-building at all levels,
from within the communication team itself to the highest levels of national
and international stakeholders.

•

There is still work to do to establish the vision of the laboratory as a
national leader in science and technology. There remains much emphasis
on the various elements of the program, rather than a unifying framework
into which all the elements fit. The myriad small equipment photos lining
the hallways of the main building exemplify this challenge.

•

Without budget clarity, planning and prioritization for strategic
communication are difficult. The combination of planning and
communication functions further muddies the budget waters.
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•

“To do” lists are too long. The budget for communication does not appear
adequate for the magnitude of the task. An accepted industry standard is
to devote one percent of the organization’s overall budget to
communication.

•

The internship program is commendable, both for the quality of the
students and the work they do.

•

The physical dispersion of the communication staff is a barrier to teambuilding and effective communication management.

•

The committee questioned whether the conference office belongs in Office
of Strategic Planning and Communications.

Recommendations
•

TRIUMF needs to strengthen its efforts to articulate a vision of the
laboratory as more than a home for individual programs, however
excellent. This vision is key to achieving communication goals at all levels.

•

TRIUMF should clarify the budget data for communication functions. With
clear data on available resources, the Office of Strategic Planning and
Communications should create a budget for implementing its
communication plan. If resources are not adequate, the budget should be
increased or the plan should be descoped.

•

The communication plan should more clearly distinguish goals from
strategies. Without a clear definition of the goals, it is difficult to set
communication priorities.

•

The laboratory should try to consolidate the communication team in one
physical space.

•

If improving the level of scientific literacy among the general public is a
laboratory priority, it will require significantly more resources.
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Appendix B
The Peer Review Committee
Neil Calder
Head of Communication, ITER
Neil Calder has held important posts in Science Communication worldwide. For
fifteen years, he ran the communication office at CERN in Geneva, breaking new
ground with Web applications for science communication. In 2001, he moved to
Stanford University in California where he was Director Communications at the
Stanford Linear Accelerator Center. During this period Neil worked on
establishing global collaborations between communications offices in the major
science laboratories around the world. Neil moved in January 2008 to take over
the role of Head of Communication for ITER, a global collaboration to
demonstrate the feasibility of fusion as an energy source.
Roberta Antolini
Head of Communication, Gran Sasso
Roberta Antolini has been the head of the Press Office at Gran Sasso National
Laboratory since 1995. She is responsible for foreign affairs and
scientific information and organizes events for local schools and the
general public. Roberta has been a representative for the National Institute
for Nuclear Physics in national and international working groups devoted to
scientific communication. She became one of the founding members of the
InterAction collaboration in 2001. Roberta graduated with a degree in Astronomy
from the University of Bologna. She completed her thesis, "Research of cosmic
rays' point sources," on the MACRO experiment at Gran Sasso National
Laboratory.
Peter Calamai
Journalist, CFI, SMC
Peter Calamai is a Canadian journalist with four decades experience working for
Canadian daily newspapers at home and abroad. For 14 years he covered
science news for the country's largest daily, the Toronto Star, and also for the
largest newspaper group, the Southam chain. A founder of the Canadian Science
Writers' Association, he holds a physics degree from McMaster University and
currently writes a weekly science column for the Star.
James Gillies
Head of Communication, CERN
James Gillies is head of communication at CERN, the European Organization for
Nuclear Research. He holds a Doctorate in physics from the University of Oxford,
and began his research career working at CERN in the mid-1980s. In 1993, he
22

left research to become Head of Science with the British Council in Paris. After
managing the Council’s bilateral program of scientific visits, exchanges, bursaries
and cultural events for two years, he returned to CERN in 1995 as a science
writer. He has been Head of the Organization’s communication group since 2003,
and is co-author of ‘How the Web was Born’, a history of the Internet published
in 2000.
Judy Jackson
Director of Communication, Fermilab
Judy Jackson is the head of the Office of Communication at Fermilab. Judy has
served as the communications advisor for multiple reports published by the High
Energy Physics Advisory Panel (HEPAP), a group of distinguished physicists that
provides advice to the Department of Energy’s Office of Science and to the
National Science Foundation. She publishes symmetry, a magazine about particle
physics and its connection to other aspects of life and science, produced jointly
by Fermilab and SLAC National Accelerator Laboratory six times a year. Under
Judy’s leadership, Fermilab has been a pioneer in the involvement of the public
in planning and decision-making at the laboratory and convened two community
task forces since 2005. Prior to becoming the head of the Office of
Communication in 1995, Judy worked at Fermilab as a public affairs consultant
from 1991 to 1992 and a senior editor from 1991 to 1994.
Youhei Morita
Head of Communication, KEK
Youhei Morita received a doctoral degree in physics at the University of Tsukuba
for work on the CDF experiment at Fermilab in 1989. He then worked for the
National Laboratory for High Energy Physics, (now High Energy Accelerator
Research Organization, KEK) on computing and networks, including various
software developments and information systems such as www.kek.jp, the first
Web server in Japan. He has been the head of the Public Relations Office of KEK
since 2003 and an active member of Interactions.org, a collaboration of
communication officers of particle physics laboratories around the world.
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Appendix C
The Peer Review Agenda
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