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Preface

This guide is designed to help you use strategic communication to make your environmental

programmes more effective. We all know that designing and implementing a successful conservation

initiative at any level is a challenge. A broad range of complex issues is involved and the participation of

many different stakeholders is usually required. A strategic approach to communication helps you as the

managers of multi-stakeholder conservation initiatives to promote shared understanding of the issues and

agree with all involved on the specific objectives to be achieved.

For our purposes, “conservation initiatives” referenced in this guide can be processes, projects,

programmes, campaigns or other activities at the individual, group, community, municipal, national,
regional, or global level. In this guide, we mostly refer to them as conservation programmes or
conservation initiatives. What they all have in common is that they will run into communication barriers

sooner or later. We find ourselves asking - “How do we convince people who often have conflicting

knowledge, views and interests to learn about an environmental problem and change their attitudes and

adopt sustainable, collaborative practices for the better?” “What and who are the forces driving and

resisting change?” “Which media and materials are best suited and most cost-effective to reach specific

audience groups?” “How do we design the most persuasive messages to call these groups to action?”

This guide is designed to help you answer these critical questions.

The concerns of species are not always
easy to communicate...

Fig. 1. Hound of the Farside. 1980s Gary Larson
Far Side Cartoon Book, p. 17.

Effective communication, education, and public
awareness (CEPA) is central to the mandate of the
International Union for the Conservation of Nature's
Commission on Education and Communication (CEC). In
other organisations, the same concept is referred to as
environmental education and communication (EEC).

CEPA or EEC are the daily work of many of the
environmental communication and education experts in
the CEC and beyond. This guide draws on the experience
of the main authors, who have designed, run, and
evaluated hundreds of communication campaigns and
strategies in countries around the world on a wide variety
of environmental themes working with stakeholders
ranging from pastoralists to national decision makers and
the private sector. The guide has also been enriched by
substantive insights, feedback, stories, examples and tools
— which we call ‘Seeds” in this guide — provided by CEC
members. The authors offer their deepest gratitude for this
engagement and sharing. The acknowledgement section
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of the guide reflects the depth of input provided. We deeply appreciate their input and wisdom without
which this document would not be the rich and living tool you find it.

Building on existing resources and our experiences, the guide consolidates and provides practiceori-
ented steps and seeds to support people implementing conservation programmes to communicate

effectively. It is not intended as an academic analysis, but rather aspires to be a seed for you to design
better communication interventions and enhance your impact.

While the communication approaches presented here have been developed with a view to supporting
the IUCN network, we hope they will also be useful for those who work to improve their environments
and make the world a better place. Together, we are all working for the good of the planet in support of
the Sustainable Development Goals, the Kunming-Montreal Global Biodiversity Framework and other
environmental and climate frameworks. This guide would not have been possible without the input,
contributions and feedback of experts from within IUCN and from around the world.

We invite you to use this guide as you see fit and to provide us with your feedback, suggestions, and

experiences — so we can continue to learn together.

Sean Southey Manfred Oepen
Chair, IUCN CEC Managing Director, ACT Assist

IUCN CEC

V.



Introduction to environmental education

in a Mongolian workshop. © 7 (1



—Xecutive summary

Creating Effective Environmental Communication Strategies offers conservation professionals a
straightforward, ten-step guide for designing and delivering strategic communication that drives
measurable conservation impacts. Written for government focal points, NGO staff, scientists, private-
sector partners, community organisers, and the communication specialists who support them, the guide
positions communication as a core management tool rather than a last-minute public relations add-on.

At its core, the guide recognises that conservation succeeds only when people change unsustainable
practices as a result of targeted attitude changes and knowledge gains. In this process, information alone
is not the missing link between a problem and a solution. Instead, the authors frame communication as

a two-way, participatory dialogue in which meaning and messages are co-created by and with audiences
rather than bombarded on them. Drawing on holistic learning models (Head-Heart-Hands) and KAP-
related social marketing insights about incentives, audience segmentation, media selection, and
storytelling the guide shows practitioners how to move all parties involved from “being aware” to “ready
for action” in ten logically consistent steps that build on each other.

The ten steps unfold across four phases of a project life cycle. Assessment covers situation analysis,
stakeholder and KAP research, and the drafting of specific, measurable communication objectives.
Planning stress-tests the change hypothesis, secures partner buy-in, and selects the most effective media
mix for each audience segment. Production walks teams through message design, media and material
production, and pre-testing for clarity, socio-cultural fit, and call for action. Finally, Action & Reflection
guides roll-out, adaptive management, and rigorous monitoring and evaluation (M&E) that feed lessons
back into future work. Throughout this management cycle, the guide insists on regular learning loops so
adjustments happen in real time rather than ex-post.

A separate SeedBox of more than thirty plug-and-play so-called “seeds”—stakeholder maps, force

field diagrams, media use planners, indicator scorecards, and more—anchors every step, enabling users
to apply concepts immediately without reinventing templates. Case studies such as Venezuela’s Flying
Together campaign related to threatened bird species and the nationwide conservation radio drama as
part of My Green Mongolia translate theory into real-world outcomes and demonstrate how adaptable the
framework is to different cultures, languages, and resource levels.

Strategically, the manual urges teams to budget for communication, align messages with overall
conservation goals, and measure progress through practice-oriented indicators. By embedding audience
research, iterative learning, and objective metrics into every phase, it transforms communication from a
peripheral activity into a catalyst for sustainable environmental results. Practitioners who adopt the guide’s
ten-step process can expect sharper objectives, deeper stakeholder ownership, complementary media
selection, better M&E, and programs with proven records of conservation gains.

IUCN CEC Vil.
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Seedbox

The SeedBox has been put in a separate annex in order not to overload this Guide. All seeds in
the ten steps detailed in this Guide are cross-referenced with the seeds 1.1 - 10.1 in the SeedBox.

Assessment
Seed 1.1 Situation analysis
Seed 1.2 Policy field analysis review

Seed 1.3 Big picture chart
Seed 1.4 Miradi

Seed 2.1 Overview of strategic stakeholders
Seed 2.2 Stakeholder map
Seed 2.3 Four-field analysis of stakeholders

Seed 2.4 Force field analysis
Seed 2.5 Knowledge — Attitudes — Practices (KAP)

Seed 3.1 Communication objectives

Seed 3.2 Indicators for communication objectives
Planning

Seed 4.1 If — Then: Drafting the strategy

Seed 5.1 Involvement of partners

Seed 5.2 Forms of co-operation and roles

Seed 5.3 Negotiation

Seed 5.4 Chairs in the corner

Seed 6.1 Media selection & mix

Production

Seed 7.1 Message design

Seed 8.1 Media production & pretesting

Action & Reflection

Seed 9.1 Media use in the field

Seed 10.1 Monitoring and evaluation & process documentation
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The I[UCN framework

We are nature.

Over time, humans have lost sight of specific values that allow us to compre-
hend our intimate and profound connection with Earth. We humans have built
gaps that separate us from the natural world as if nature was something out-
side and detached from what and who we are. Our health and survival depend
on our ability to nurture the values, behaviors, and attitudes that allow us to
work with nature and not against it, understanding our place in this world and
the responsibilities we share to protect and nurture it.

Humankind is facing unprecedented challenges with climate change, biodi-
versity loss, water depletion, threats to our biosphere’s integrity, nutrient cycle
disruption, unsustainable land use, and chemical pollution, just to name a few.
We have significantly altered our surroundings through our relationships and
use of natural resources. These changes negatively impact our health, as well
as the planet’s.

Considering these environmental challenges, healing the connection between
humans and nature is critical to ensure a healthy world. As UNESCO put it in
its 2021 report Reimagining our Futures Together: A new social contract for
education, “to change the course and imagine alternative futures, we urgently
need to rebalance our relationship with each other, the living planet, and tech-
nology. We must learn our interdependencies and human place and agency in
a more-than-human world”.

IUCN's Nature 2030 Programme highlights in its 10-year strategic pan that

“the future of life on earth depends on the choices we make and the way these
decisions are implemented over the coming years. There is an urgent need for
immediate action on a global scale. The need grows with every day that pass-

u

es .

This guide was created to support you, the readers, in responding to this need.
The mission of the IUCN Commission on Education and Communication (CEC)
is an agent of change that leads communication, learning, and knowledge
management initiatives throughout IUCN and the conservation community.

Creating effective environmental communication strategies
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family, community and global levels. Understanding sets us on the path to help
shifts norms for the better. This is complicated work — part art, part science —
but when approached with care, understanding, grace and a deep appreciation
for the unknown, it can be accomplished.

For 75 years, the International Union for Conservation of Nature (IUCN) has
worked towards a sustainable future for people and nature. [IUCN pursues a
vision of “a just world that values and conserves nature”. Drawing on a large
and diverse membership, and thousands of volunteer experts across its seven
global Commissions, IUCN is focused on the crucial mission of safeguarding
our natural world and rebuilding a healthy and equitable planet for people and
nature. This practice-oriented environmental communication strategy Guide is
one of the CEC key contributions to this singular and essential goal.

Person sitting on top of cliff. Ga
bor Kozmon. Unsplash License.



VWho —

What — Why

A journey of a
thousand miles
begins with a
single step.

Fig. 2. Animated video and
comic book on guidelines for
visitors in Mongolian protected
areas. © GIZ.

“Who — What — Why" often are the three major questions to start an event or a
process with. Let us answer these questions in respect with this guide.

As to the WHAT, this guide offers advice about the role, relevance, and

use of communication for implementing conservation programmes at any
intervention level and related to whatever conservation theme. It provides
an overview of communication approaches and methods for the four major
phases of your overall conservation programme cycle: assessment, planning,
production, and action & reflection.

This guide is designed to be thematically agnostic so that you can use it on
the issues that matter most to you and your community. It can guide you in
conserving and protecting a species; it can be used to design a programme
to engage communities in restoration; and, it can help support your efforts
to mobilise the youth in your community to mitigate and adapt to climate
change. It is useful for policy advocacy, even fundraising. It can help you in
addressing a landscape, such as a protected areas, other area-based conser-
vation measures, an ecosystem, or a city or town. Or, it can help a particular
threat to a piece of nature you love. Whatever the issue that needs resolving,
if communication is part of the solution, then this guide may assist.

Establishing conservation policies, regulations, and mechanisms is a process of
social change. Well-designed communication strategies will help you manage
the change effectively, and efficiently. Strategic environmental communication
requires specialist knowledge and experience. Most people in charge
ofconservation programmes are not communication experts. Therefore, a very
first piece of advice is: Don't try to do it all by yourself!
If you can, team up
with others who
have the necessary
expertise, and look
out for partners who
can help you design
and implement
the strategy and
identify the required

resources.
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Let's have a first look now at what environmental communication is all about.
In a nutshell, environmental communication is the planned and strategic use
of communication processes and media products to support effective policy
making, public participation and project implementation geared towards

environmental sustainability.

Environmental communications in a nutshell...

Fig. 3. Environmental communications in a nutshell. Source: Report authors.



Who - This guide is for

= actors who are in charge of
conservation programmes, such
as team leaders at the commu-
nity level, project managers at
the national level, focal points
of international conventions and
agreements, etc.,

= stakeholders who are involved in
conservation programmes, such
as officers in ministries, interested
NGOs and civil society groups, as
well as in the industry, the science
community, etc., and

= any other people who aspire to
communicate about the environ-
ment.

Purpose - This guide is to

= support decision makers build
communication strategy into pro-
gramme life cycles,

= help conservation experts and
practitioners understand the rele-
vance of strategic environmental
communication,

= assist people working on conser-
vation programmes with guidance
and communication seeds that
support the well-being of people
and planet, and

= support people and organisations
involved in conservation
programmes to communicate their
interests and concerns.

Why a special guide for communicating
conservation”?

The short answer to this question is “because conservation pro-
grammes are so complex”. We typically work at different levels
and with a great diversity of stakeholders and issues such as biology,
technology, law, justice, economics, politics, ethics, culture, etc., and
touch upon a variety of sectors and markets.

The range of stakeholders involved can be broad and heteroge-
neous: from policy makers and legal experts, scientists, and the
private sector, NGOs, to Indigenous Peoples and local communities.
Each have their own worldviews and perspectives, speak their own
languages, have their own interests and objectives — and the distribu-
tion of power among them is often unequal.

Conservation initiatives are often not a “project” with clear boundar-
ies in space or time but rather touch many spheres of engagement,
including the political arena and the policy field. Communicating
conservation is only partly about selling a new concept and is equally
about leading, coordinating and facilitating a socio-political nego-
tiation process. If this factor is neglected, confrontative approaches
may lead to one-way information dissemination disregarding under-
standing, instead of relying on two-way communication to facilitate
‘shared meaning’ and ‘win-win’ situations.

Environmentalists often believe that scientific facts and ecological
concerns are convincing on their own - but what people perceive and
act on is influenced by emotions and socialisation more than by rea-
son and knowledge. An inflated expectation that the cognitive pow-
er of science can resolve any issue can lead to what we call a ‘Said,
Donel’ situation whereby experts can declare an optimal outcome
and then be surprised when no, or limited, action is undertaken. We
know from decades of experience, a disregard for communication
barriers leads to weaker programme design.

Communication professionals, especially early in their careers,
may get frustrated when asked to perform a task that suspect will
have little impact. They may be directed to “make a brochure”,
“build a video for our website” or “set up a TikTok account for

Creating effective environmental communication strategies



us”, when they know that no rigorous planning has been undertaken. Often,
communication activities are implemented on an ad- hoc and sporadic basis,
mainly using top-down mass media, without a “theory of change”, and usually
neglecting public participation and community media.

For all these reasons, this guide will focus on questions such as: How to initiate
and maintain communication with and among stakeholders about a variety of
environmental issues? How to design and deliver targeted messages to deci-
sion makers and change agents and beyond? How to support different stake-
holder groups to arrive at a shared meaning of conservation and its goals? We
will show you how to use communication strategically as a management tool
that will help you turn your programme into practice effectively along the scope
of biodiversity conservation.

Speaking of the role of communication in conservation programme
management, the analogy to Liebig’s Law on plant growth comes to

mind: Even the most sophisticated communication strategy will not solve a
conservation problem if a minimum of economic resources, social organisation
and political bargaining power is lacking. Hence, information alone is not the
missing link between a problem and a solution. This is why communication
should be considered as a management tool alongside other instruments
that may be market-based, legal, financial, or technical. When it comes to
addressing issues of nature and people, it can often be more motivating

to incorporate the non-environmental co-benefits of taking action. For
example, when installing a more energy-efficient heating system or insulation
to your house that is subsidised or tax-reduced by the government.

It is important to note that stakeholders and beneficiaries of a conservation
intervention require distinct communication strategies. Stakeholders support
the design and implementation of an intervention, while beneficiaries — at times
also referred to as target audience — are the focal group whose practices the
intervention seeks to influence. While beneficiaries may sometimes become
stakeholders through empowerment or involvement over time, each group has
different roles and needs, and communication approaches should be designed
accordingly.

Liebig’s Law on
Plant Growth

The yield is related to
the one indispensable
nutrient (light, water,
fertilizers etc.) which
is available in smallest
amount.

In other words - if
your plant doesn’t
see the light, you
may water it as much
as you want, it won't
grow.


https://en.wikipedia.org/wiki/Liebig%27s_law_of_the_minimum
https://en.wikipedia.org/wiki/Liebig%27s_law_of_the_minimum

Structure of this guide

This guide starts with a glimpse at the IUCN framework and an overview of key
dimensions of environmental communication theory and practice. These are
foundational and will make the rest of the guide easier to absorb and to utilise
effectively.

We then move directly into the ten steps for strategic communication, prac-
tice-oriented sequential guidance to design an effective communication
programme for your conservation challenge.

Finally, we provide a set of methods and tools — that we call seeds - that will
help you put the ten steps of strategic communication into practice. This Seed-
Box has been put in a separate annex in order not to overload the guide. But
all seeds in the SeedBox are cross-referenced with the ten steps detailed in the
guide. This allows you to access the right seed at the right time in the process
of designing your communication strategy. For example, the seed “Stakeholder
Map"” or “Force Field Analysis” will clarify crucial elements of Step 2 Stakehold-
er Analysis.

As the guide was written to allow you to use

key sections independently, you may find
occasional repetition. We have tried to keep this
to a minimum but recognise the value of using
different sections as training and planning seeds at
key moments in your process.

Growing practice in the implementation of con-
servation programmes will bring about new com-
munication needs, concepts, methods, and seeds.
Therefore, this guide is intended to be a living
document, to be updated, complemented and
expanded as best practices emerge.

Fig. 4. Guide structure. Source: Report authors.
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Getting started

Before diving into the significance of communicating conservation strategical-
ly, it is useful to recall some general features of communication.

Communication is a two-way process - not one-way

information dissemination

Communication is rooted in the Latin “communis facere”, i.e. to develop a

community, to share, to act together, to involve. So, communication is much

more than just speaking, listening, writing, reading, or watching, and goes far

beyond the simplistic sender-media-receiver model that Aristotle had in mind

— and some of us still have.

Fig. 5. One-way information dissemination is not effetive. © Manfred Oepen.

Fig. 6. Communicaitons as dialogue creates shared meaning. © Manfred Oepen.
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Communication is also not the
same as information, which is the
one-way transfer of signals from

a sender to a recipient disregard-
ing feedback or understanding.
Communication necessarily implies
social context, relevant content,
dialogue and, most importantly,
‘shared meaning’ between two

or more communicators, i.e. the
whole process of social change.
Therefore, this guide starts from a
phi- losophy of a communication
dialogue by and with people rath-
er than information dissemination
to and for people. As Nora Que-
bral, the ‘mother’ of development
communication in the Philippines,
put it “We badly need communi-
cation that does not put people as
sources and receivers at different
ends but rather recognises they
are right smack in the middle.”

Communication is subjective: The
mean- ing that one person, the
sender, puts in a message is not



the same that another person, the receiver, takes out from the same message.
The receiver interprets the message according to his or her own perceptions
- not according to the sender’s intentions. Only feedback and exchange can
create shared meaning.

This is why it is crucial to go beyond producing brochures or posters, and

to approach communication in an interactive and strategic way. Moreover, a
multi-stakeholder process like a conservation programme is not limited to one
sender and a couple of receivers. Rather, multiple and diverse stakeholder
groups will need to engage in a dialogue with each other, exchanging views as
both senders and receivers.

Good communication does not subscribe to a development model: “We

have a solution. Do you have a problem?” The question “"WHO is shaping or
determining the desired or intended social change?” should be at the very
beginning of any communication strategy. We strongly advocate for instigating
and facilitating dialogue and input from different interest groups involved in
each issue set and problem prior to initiating the programme. It should also be
mentioned that we start from a notion of non-violent communication”, i.e. a
humanistic philosophy and approach to increase empathy and understanding
to improve the overall quality of life.

Perception is the only reality

How we interpret other people’s messages is shaped by our own
background, world views, experience and culture. Words do not
mean the same to all of us. For instance, a European will have

a different idea of “heat” and “cold” than a person from the
Sahel. The two will think of different things when they hear the
word “fruit”. Consider what that means for abstract concepts like
“freedom”, “justice” or “sustainability”. Also, we tend to judge
other people’s statements by the quality of our relationship with
them. For example, we are usually more ready to accept advice
or opinions from people we trust than from those we don’t know
well or distrust. Therefore, trust and credibility in communication

cannot be over-estimated.

That is why many conservation communicators recommend working with trust-
ed voices: It's not just what is said, but who is saying it. The quality of these
discussions will depend on what people perceived and if they trust the source.
On the other hand, this trend may lead people to disregard information that
contradicts their own views. This echo chamber effect makes it harder to adopt
new perspectives and hinder practice change.

Fig. 7. Communication as
dialogue. © Gustavo Sanchez.



Know your audience

If you don't know who your audience is, or what
they care about, you can't reach them effectively.

Conservation programmes requires knowledge,
motivation and the cooperation of many different
individuals, groups and organisations. They may
know little about conservation — but you may also
know just as little about them. Who are they, really?
What drives their practices? What is important to
them? What interests and motivates them? What
turns them off? Who are their role models? Who
are the change agents in their community who al-
ready do what you would like the whole communi-
ty to do? Are their opinions dominated by specific
individuals or groups?

Your messages will only hit the mark if you relate to
your audience’s perceptions and views. So, look for
shared meaning by finding out as much as you can
about your audience. How? Read about them. Ob-
serve their daily practices. Identify what people like
and don't like about a certain practice that should
be changed. Study them. Share experiences with
them. And most importantly: Listen to them be-
fore you speak as even the correct level of jargon
may be crucial for your message design.

Adapt your communication style to the
needs and interests of your audience

Speak from a place of love: Don't stress only the
problem and the challenges but communicate in
a way which shows what can and does work. In
other words: Love, not loss, a concept promoted
by IUCN CEC for over a decade. In conserva-
tion communication it is usually wiser not to talk
about what went wrong—extinction, habitat loss

Fig. 8. 7-tips for effective storytelling. © Sean Southey & Safia Southey. ©OF resource scarcity—but rather to share what we

Creating effective environmental communication strategies
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loved in the first place. This will make for a relaxed atmosphere and
open opportunities to dig deeper into complex subject matters related
to conservation. Studies show, the quickest way to the brain, is usually
through the heart!

If you want to attract a particular group’s interest and motivate its
members to contribute to your conservation-related goals, you need
to adapt to their style and what matters to them. It is not what you
put into a poster, brochure, film, or your most sophisticated message
that will determine the success of your communication. It is what your
audience takes out from your media and messages. This is why the
Golden Rule of social marketing is “The worm has to be tasty to the
fish, not the angler”.

Based on your knowledge of your audience, now put yourself in their
shoes. Dress the way they like and accept. Use inviting language that
they understand. Start speaking of things that are important to them
and try linking this to what is important to you. Tell them what con-
servation offers to them, talk about incentives and advantages, how
they feel and what your counterpart will be able to do with them. In a
nutshell: Present your conservation messages in ways that are attractive
to them.

Keep in mind, too, that people learn and communicate different-

ly. Some learn best through concrete experiences and emotions that
touch the heart. Others learn best by processing information by think-
ing about it, using their head. Yet others may need to process informa-
tion by actively doing something, using their hands.

This is why we will in this guide
combine the “3H" approach (Head-
Heart-Hands) from non-formal
education with the KAP approach
(Knowledge-Attitudes-Practices)
from social marketing so that the
cognitive, emotional and prac-
tice- oriented levels of learning are
involved.

The worm has to be
tasty to the fish, not
the fisherman.

Fig. 9. Deni Rodendo. © GIZ.

Fig. 10. Knowledge—attitudes—practices, head-heart-hand. Source: Report authors.



Fig. 11. Comicbook on wildlife conservation for children in Laos.

Chongkham Phonekeo. © GIZ.

Define your communication objectives

To start with, communication objectives are not the same as your conservation
programme objectives — even though the former support and relate to the
latter. What do you want to achieve because of your communication strategy?
Do you just want to increase peoples’ knowledge — which is generally the
easiest. Do you want to influence their attitudes? Or do you want them to
change their practices — which tends to be much harder.

Ask yourself: For what purpose are we designing this intervention? As you will
see in the next chapter, a conservation programme involves activities covering
different environmental issues. Each of them has its own policy objective and its
own set of stakeholders. The communication objectives for each issue and with
each group will therefore be different, too. You will save yourself a lot of effort
once you consider carefully what exactly you need to communicate with whom.
Don’t waste your time with approaches that target everyone and, therefore,
reach no one.

Stories work

We often use brain-appealing words to exchange
views — but when it comes to decisions on new ideas,
emotions and practical concerns are often stron- ger.
Images and sounds that appeal to our heart and
hands play an important role. We all know this from
hard-to resist TV commercials, or an inviting post-

er. Hence, when we want to motivate and mobilise -
people to contribute to conservation programmes, we
need to appeal not only to what they know but also to
what they feel and do about conservation. So, go be-
yond words, work with rich images and sounds, attract
attention and always strive to reach people’s heads,
hearts and hands.

This works most effectively if you create a “surround
sound” experience, cross-fertilising messages through
multiple media and materials, and diverse channels
and voices. As people prefer to hear things from dif-
ferent sources, pick spokespeople from different walks
of life. In the same context, content is only powerful

if people truly engage with it. Hence, it is strategic to
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design to distribute because if content is King, then dis-
tribution is the Queen. Don't wait for your audience and
intended ben- eficiaries to come to you and pick up the
nice media and messages you have prepared for them.
Instead go out and meet them, distribute the media and
messages through a variety of communication channels
preferred by them. Or, even better, develop the media
and messages togeth- er with them. Always remember to
meet your audience where they are, not where you want
them to be.

And finally, we environmentalists often use facts-based
language, while many people are motivated by powerful
storytelling built on empathy and imagination. Use sto-
ries throughout your work, and choose them wisely — they
are not stories you like to tell, but rather stories people
will engage with and learn from.

Test your hypothesis

Because of the subjectiveness involved in communica-
tion, you often need to work with hypotheses, sometimes
called a theory of change. You may not always know for
sure what others find important. And it is not always obvi-
ous how your messages are perceived or what happens to
them. Testing your hypotheses means seeking feedback,
from observation and from dialogue. Has your message
been heard, read, or seen? Has it been understood,
shared meaning been achieved? Does your audience
agree? Did they act and change practices the way you in-
tended? Just once, or more often? Has the difference be-
tween addictive and non-additive behavior patterns and
drivers been observed? The answers may not be obvious.
For example, smokers may have heard, understood, and
accepted that smoking is unhealthy. Whether they give
the habit up — for a day or forever — is a different matter.
So - did your assumptions and If-Then hypotheses (see
Seed 4.1) work?



Often, what we try to achieve in conservation is easier said than done. This
leads us to at least five barriers lying between 'Said’ and Done'.

Removing each one of these barriers is the daily business of every teacher,
trainer, consultant or communicator. Any recommendation or innovation in
conservation must reach its intended beneficiaries physically and intellectually.
It must relate to existing systems of knowledge and meaning in order to be
understood. It must be considered relevant and useful to be accepted. And,
finally, its intended beneficiaries must have all the political, economic, social
and cultural resources available that are needed to transform an increase in
knowledge and a change to environmentally friendly attitudes into a change of
practices. Because, ultimately, it is the change of practices, and only the change
of practices, that constitutes the success of a conservation programme.
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Children exploring nature in Mongolia (above) and enjoying a comic on wildlife conservation in Laos (below). © GIZ.



Outdoor environmental education is fun for children in Laos. © Gl
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Getting strategic — ten
steps for communicating
conservation



Entry points

The guide offers advice about the role, relevance and use of communication
for implementing conservation programmes at any intervention level, be it in-
dividual, group, community, municipal, national, regional or global. Your entry
point for the need of strategic communication may also be related to a specific
conservation field such as illegal hunting or wildlife trade, protected area man-
agement, species survival, forest protection, wildlife or biodiversity conserva-
tion. We explore some examples of such entry points below.

Environmental Edu'
cation in Mongolia.
© Manfred Oepen.

Environmental Road
Show in Laos.
© Manfred Oepen.
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http://my-green-mongolia.mn/en/media/radio-tv
https://www.youtube.com/watch?v=mo8sw6tQnI0&list=UULPM1UpU5bxhsulYH2k1JsaYQ&index=7
https://drive.google.com/drive/folders/1FSAcaaKEY9IQ13WPLseSKbpCTGa2ARSW
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http://my-green-mongolia.mn/en/eec-news/show/eyJpdiI6IndGTDNGZ2JSbUtRL3pqUlNqNmErVlE9PSIsInZhbHVlIjoiTlk1bjhtZE9LNHFqa3luMkx6STFRQT09IiwibWFjIjoiNTA4NmRlNTFlMDM2NmJmMDNjMmY5Y2ZlNmNmZTkxMmRlNGQzYWNhODFiZmEzY2Q2NmFmNjIyY2M3NWYzYmRmNCIsInRhZyI6IiJ9
https://doi.org/10.22032/dbt.49168
http://www.eea-laos.org/en/eean-activities/environmental-education/environmental-tours.html
http://www.eea-laos.org/en/media-materials/eea-manual.html
http://www.eea-laos.org/en/media-materials/eeal-media-kit/eea-laos-media-kit.html
http://eea-laos.org/en/background-info/awareness-surveys-2012-2019.html

Social Media News
in Georgia.
© Manfred Oepen.

Carbon Footprint
Programme at Green
Schools in Indonesia.
© Manfred Oepen.

© WildForLife.

So — from whatever entry point you start, this guide is for you. It provides an overview of
communication approaches and methods for the four major phases of programme imple-
mentation: assessment, planning, production, and action & reflection. You may notice here
that these four phases refer to both the communication strategy and the conservation pro-
gramme as a whole. This ten step guide is set up as an integral part and a management
tool of your overall conservation programme cycle.
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https://www.giz.de/en/worldwide/20319.html
https://www.flickr.com/photos/144725971@N04/
https://wildfor.life/
https://wildfor.life/give-your-name-to-change-the-game

Other guides

In this guide, we will
be using the Provita
Flying Together
[nitiative related to
two bird species as

a behavior change
campaign case to
exemplify the practical
dimensions of strategic
communication design
across the ten steps
outlined below.

As the saying goes “Many roads lead to Rome"” which means there are many
different ways to achieve the same result. We already acknowledged that

this guide has particularly borrowed from the GIZ concepts of environmental
communication and strategic communication for sustainable development, the
CEPA toolkit (communication, education and public awareness) developed by
IUCN-CEC, and the Strategic Communication Guide for Access and Benefit
Sharing published by GIZ and CBD. All these sources build on and use a varia-
tion of the ten steps of an effective communication strategy that we are using
in this IUCN-CEC Guide.

But there are other environmental communication guides with less or more
than ten steps. Some start from a very specific topic such as illegal wildlife
trade in general and come up with a Behaviour Change Decision Tree in six
major steps, or a 6-step communication strategy on demand reduction behav-
ior change in illegal Venezuelan threatened bird markets, or demand reduction
strategies to combat illegal trade in CITES-listed species in five steps. Others
set off from a regional perspective such as the European Environment Agency
on public communication, environment policy and behavioral science in three
chapters, or the 6-step Biodiversity Communications Handbook for non-profit
organisations in the U.S. and Canada. In their Behavior Change For Nature Sci-
ence Toolkit, the Behavioural Insights Team (BIT) and Rare compare differences
in methodologies: BIT has 5 stages and nine steps while Rare uses eight steps
in their projects. The GreenCom guide to effective environmental education
and communication uses 18 lessons learned in five stages. In their self-paced
online course on Communicating the Value of Biodiversity, UNDP, the NBSAP
Forum, the CBD Secretariat, and Rare offer five lessons, one of which is a ten
step guide creating an effective communication plan. Another online course
by UNDP and RARE introduces Behavior-Centered Design, an approach that
blends principles of design thinking and behavioral science to develop inno-
vative solutions to environmental challenges in eight steps from framing an
environmental challenge, gaining empathy with your target audience, connect-
ing research data to behavioral insights, ideation and prototyping, testing and
launching, and measuring the success of behavioral intervention.

We encourage you to find the guide that best fits your needs. This guide was
produced first and foremost for the IUCN community, which is hugely diverse

in topics, size, and types of organisations, audiences, and issues. Thus, we have
sought to engage you at a strategic and conceptual level while seeking to make
each step practical and achievable.
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https://drive.google.com/file/d/10PxV1JGCW3nLpEVufC-8i6mgID3OxP2B/view?usp=drive_link
https://drive.google.com/file/d/10PxV1JGCW3nLpEVufC-8i6mgID3OxP2B/view?usp=drive_link
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https://www.cbd.int/cepa/toolkit/2008/doc/CBD-Toolkit-Complete.pdf
https://www.cbd.int/cepa/toolkit/other-toolkits/cepa-abs.pdf
https://www.cbd.int/cepa/toolkit/other-toolkits/cepa-abs.pdf
https://www.changewildlifeconsumers.org/change/behaviour-change-decision-tree/
https://cites.org/sites/default/files/documents/E-CoP19-38.pdf
https://www.cbd.int/cepa/toolkit/2008/doc/a biodiversity communication handbook.pdf
https://www.bi.team/wp-content/uploads/2019/04/2019-BIT-Rare-Behavior-Change-for-Nature-digital.pdf
https://www.bi.team/wp-content/uploads/2019/04/2019-BIT-Rare-Behavior-Change-for-Nature-digital.pdf
https://www.csu.edu/cerc/researchreports/documents/HeatingUpSocietyToTakeEnvironmentalAction2002.pdf
https://www.learningfornature.org/en/courses/communicating-the-value-of-biodiversity/#learndash-course-content
https://www.learningfornature.org/en/courses/an-introduction-to-behavior-centered-design-bcd/
https://www.peoplenotpoaching.org/flying-together-initiative-demand-reduction-behaviour-change-illegal-venezuelan-threatened-bird
https://www.peoplenotpoaching.org/flying-together-initiative-demand-reduction-behaviour-change-illegal-venezuelan-threatened-bird
https://www.peoplenotpoaching.org/flying-together-initiative-demand-reduction-behaviour-change-illegal-venezuelan-threatened-bird

Practices or behaviors?

As you may have noticed, some of the guides mentioned above are ground-
ed in the social and/or communication sciences that refer to the need of
changing environmental ‘practices’ while others do so from psychological
science referring to applied ‘behavior’ change (ABC). Simply explained, be-
havioral sciences abstract empirical data to instrumentalise or nudge decision
processes at the micro-level within and between (groups of) individuals, while
social sciences investigate practices, processes and impacts within a society
or community in a systemic and structural way. Both acknowledge that there
is no rational transfer from knowledge (what you know) to attitudes (what you
think and feel) to practices or behavior (what you do), and that communication
barriers must be overcome by taking the socio-cultural setting of intended
audiences seriously.

Therefore, we in this guide see these two approaches as interconnected. We
strongly believe that the two schools complement each other, and you will

observe many references to ABC in the ten step structural approach of the
CEC Guide.

To this end, two [IUCN Commissions, the Special Survival Commission and the
CEC have set up a Task Force on behavior change with the key objective to
formulate insights and guidance for high quality behavioral interventions in
biodiversity conservation. In the years to come, this will include freely accessi-
ble training materials and modules that can help build further capacity across
IUCN and in the biodiversity conservation space.

© Sean Southey



Getting strategic

Being strategic

refers to

= long-term vision,

= alliances,

m goal & action
orientation,

m priorities,

m logical consistency
in a step-by-step
approach, and

= management of
activities, budgets,
time and human
resources.

As we have learned from the previous chapters, implementing conservation
programmes means establishing an innovative set of policies, legal provisions
and other mechanisms by involving a considerable number and variety of dif-
ferent groups of people. What does “strategic communication” mean in this
context?

Being strategic is about setting goals and identifying means to achieve them.
It is the opposite of isolated, shotgun or ad-hoc initiatives. Strategic commu-
nication for conservation programme means reaching shared meaning of its
underlying concepts, principles and implications with a variety of stakehold-
ers, and defining workable, co-operative solutions.

Put differently: strategic communication is more than disseminating infor-
mation, and much more than producing brochures, films or TV ads. The latter
are often used ad-hoc for introducing new products or projects — but that is not
strategic, and mostly not impactful either. As such there are major differences
between conventional and strategic communication approaches:

Fig. 12. Strategic communica
tions. Source: Report authors.

Instead, strategic communication means pro-actively giving rise to stakehold-
ers’ perspectives through dialogue, consensus building and partnerships.
Internal as well as external factors need to be considered: Internal factors in-
clude human characteristics, such as norms and values, attitudes and practices,
emotions and beliefs, culture and social relations. External factors refer to the
‘carrier’ of a message, i.e. material such as brochures, posters or film, as well as
the ‘vehicles’ that bring the material to the target groups, like print or broad-
cast or social media, the internet, influential individuals, or the dialogue that
occurs during meetings and group events.
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People do not always act on the basis of
statistics and studies. Personal narratives and
reports are just as important as objectively
verifiable data. People are driven by their
own interests, select from the information
available to them, and act on the basis of
their perceptions.

Ultimately, change results from a blend of
neutral data and subjective interpretations.
As indicated in the iceberg chart, what affects
the relation between humans and nature is
not so much the cognitive, policy- and knowl-
edge-based tools which environmentalists
mostly use for creating external (extrinsic)
motivation in their environmental projects.
This is just the tip of the iceberg. Instead,
attitudes and practices regarding nature are
primarily shaped by non-rational, socio-cul-
tural values and norms, emotions, needs and
lifestyles based on internal (intrinsic) motiva-
tion and experiential learning.

Fig. 13. Human-nature relations. © Manfred Oepen.

We work here on the assumption that individuals, groups or communities go through five stages of change
while moving from environmentally detrimental to environmentally friendly practices: Awareness or first
exposure to something new, an innovation; Interest that leads to actively seeking related details; Decision
by weighing the advantages/disadvantages of the innovation and either adopting or rejecting it; Imple-
mentation by using and evaluating the innovation; Confirmation by finalising the decision to continue
using the innovation. The decision-making stage is the most crucial one as incentives and benefits come
into play. When people ask “What is in it for me?” they are engaging a central act of human nature that
will contribute to whether you change to a new brand of coffee or a more environmentally friendly prac-
tice. This question does not necessarily refer to a financial outcome, but often includes a social or cultural
incentive such as recognition, pride, or simple “doing good”. Norma- tive appeals, however - telling peo-
ple “Do this! Don't do that!” — rarely work.

The necessary skills associated with strategic communication can be learned and applied by national focal
points, national competent authorities, civil society organisations and others involved in conservation pro-
gramme implementation. The key is to define up-front for what and for whom the information is meant,

and how different groups are supposed to translate information into communication and action. This is best
achieved by means of a systematic and comprehensive, stepwise approach, which is structured along the
four main stages of a programme or policy cycle: Assessment, Planning, Production and Action & Reflection.



Ten step strategic
communication

Failing
to plan is
planning
to fail

Strategic communication as described in this guide helps stakeholders ex-change
ideas, change directions and shift to a higher gear towards conservation programme
implementation. It bridges ‘hard’ technical and legal know-how and the ‘soft’ ac-
tion-oriented change of critical practices. It is oriented towards participation and
involvement, which are indispensable for the acceptance, credibility and sustainability
of new ideas and changes such as conservation programme.

Having said this, a word of caution: Communication is neither a magic wand that will
help overcome all conservation programme challenges, nor is it for highly specialised
journalists and media producers only. Rather, communication is a management tool
that supports the conservation programme process, like the chain on a bicycle. The
bike won't move without it, but the chain cannot move on its own. Similarly, strategic
communication transforms the power generated by those in charge of conservation
programme into joint action with others.

This is why the ten steps of strategic communication reflect the reality of your work in
a conservation programme cycle. Orient yourself by the four main stages, i.e.,

m first, collecting information and insights during the assessment or analysis
stage,

m next, doing the basic planning on who to involve and what media to choose,

then, going into production of media and messages, and

» finally, taking action and reflect on what you have achieved.

Fig. 13. © Safia Southey.
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In other words:

Fig. 14. Assessment, planning, production, action & reflection. © Safia Southey.

A remark on the methodology and the logical consistency of the ten steps and
the related tools is due: You will see that all steps build on and refer to each
other but as each step has been designed as a stand-alone unit they are partly
overlapping and iterative. For example, in the assessment phase, Step 1 and
Step 2 are largely combined because the situation you look at and the stake-
holders who are relevant in it cannot be separated in practice. If it turns out in
your situation analysis that you will need partners then you cannot wait for Step
5 to dig deeper into these issues. The same for Steps 4 and 10 — we seriously
recommend not only to plan your communication strategy at Step 4 and mea-
sure its success at the end but to do monitoring whether you are on the right
track iteratively at each step.

Finally, we offer advice that applies to all serious and complex matters — this is
playful work at heart, it mixes art and science, and we encourage you to keep a
good sense of humor while using this guide as while designing and implement-
ing your conservation initiative. Being open to the unexpected, watching for
new opportunities, failing and revisioning, and looking for the joy that people
feel in conservation will position you well for success.

And now, finally, let’s get strategic — step by step.



Step 1: Situational analysis

Mistakes in com:
munication planning

Communication “to
address threats to bio-
diversity” is too vague,
when the real commu-
nication issue is “to
reduce the pressure of
visitors camping on the
habitat of a rare flower
species”.

Posters or leaflets with
beautiful pictures and
messages about the
importance of an area
that is to be protected
may not be very useful
if the real communica-
tion issue is to address
people’s perception
that a new protected
area will mean restric-
tions to their normal
way of life, business,
recreation or new
investments.

What this step is about

Key question: \What solutions to given problems do you want to
communicate?

Relevant seeds: Seed 1.1, Situation analysis

Seed 1.2, Policy field analysis review
Seed 1.3, Big picture chart
Seed 1.4, Miradi

Communication is a management tool to help you solve problems. Therefore,
it is helpful to clarify first things first:

1 Which issues do you want to address in your communication strategy?
2 What do you have to say regarding these problems?
3 How can communication contribute to solving the problem?

The answers to these questions depend on the particular situation in your coun-
try or community, and on the objectives you want to achieve. In a conservation
programme, they relate to which topics, regions, social environment etc. you
are working on at a given point in time. You will also want to familiarise yourself
with the different policy objectives and the potential range of stakeholders, as
well as with some of the to-do's to manage each field successfully.

Starting out from those objectives and to-do’s you need to arrive at a clear
picture of the specific situation you are facing, the challenges that you decide
to tackle, and what you need to or want to say about them. Only when you
are clear about these matters will you be able to define your communication
approach.

Even if you start from the same entry point in terms of topic or region, different
countries or communities may find themselves in very different situations and
face considerably different challenges. If you don't clarify what the situation and
related problems are in your country or community, you run the risk of investing
money and time into communication about minor issues — while missing out on
the important ones.

It is important to clarify what are the desired changes in the people involved in
the problem at stake. Is it a lack of skills or “know how” to make a change, is

it to change the attitudes or mind sets of people and/or organisations, the
way people feel about an issue, or — most difficult - to change their practic-
es? In each situation, the different states of knowledge, attitudes and practices
require different communication strategies.
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Assessment

Conservation issues tend to be complex as there are often many actors with
different interests and viewpoints involved. The desired changes may benefit

or disadvantage different interest groups involved. The resistance to change
may be due to a lack of financial resources, a lack of alternative ways of gener-
ating income, and/or a lack of technical resources or infrastructure. In each case
communication alone cannot solve the problem. When the desired change of
practices for conservation does not benefit the people involved, usually other
instruments need to be used that support, and are supported by, strategic com-
munication. Significant instruments that often help bring about change are:

The CEPA Guide offers
a range of positive and
negative examples

for communication
standing alone or in
combination with other
tools, with or without a
situation analysis.

m |egislation and regulation, such as laws, directives, restrictions, and
conventions,

= financial or market-based incentives, such as subsidies, deposits, fees,
taxes, and compensation,

» facilities, such as proper equipment, machines and tools, infrastructure.

Conservation requires changes in people’s knowledge, attitudes and practices.
As people approach a change in practices, they weigh up the benefits and
disadvantages before making a change. The adjacent diagram helps show the
role of communication in bringing about change according to perceived bene-
fits, as an independent instrument and/or in support of other instruments.

How you can take this step

There are many ways to conduct a situation analysis. The conventional way is to
commission a study or survey. The more complex the conservation programme
is, and the less is known about the situation and related challenges, the more
insights you will gain from a broad, formal analysis — and the more useful will be
the investment.

If you just need an initial overview — and/or if you are tight on resources - Step
1 can be combined with an analysis of the knowledge, attitudes and practices
(KAP) of the most important stakeholder groups (Step 2) and the definition of
communication objectives (Step 3). The seed Situation Analysis (Tool 1.1) pro-
vides a simple table that helps you clarify what you need to achieve within your
particular conservation programme. It also provides insights into the particular
challenges or problems in that situation. However, you should familiarise your-
self with Step 2 and Step 3 before using this seed, looking at the Assessment
stage as a whole.

The assessment stage is often referred to as the 'homework’ of your commu-
nication strategy which should not be neglected even if you believe you know


https://www.cbd.int/abs/doc/cepa-toolkit-en.pdf 

the facts about the problem at hand. Accurate insight of the causes and
effects is crucial to convince tar get groups, potential partners, decision
makers and other sectors or levels of government that a specific issue
needs to be tackled urgently. This is why the first three steps are essential
for any communication plan to prevent wasting energy, time and financial
resources in communication efforts which will have no effect.

If you require a more thorough analysis, a different — or complementary

— option is to conduct a Policy Field Analysis Review (Seed 1.2), which
helps you define the system boundaries of the conservation programme
issue in question. This is important in order not to overextend the scope,

audiences and activities related to your communication strategy.

Fig. 15. A Policy Cycle. © Anthony F. Camilleri.

Another useful method is the Big Picture Chart (Seed
1.3), with which you can identify the driving and re-
straining forces at work as related to a specific problem.
Driving forces push towards your goals, restraining forc-
es might stand in the way of progress. Obviously, when
the driving forces are stronger than the restraining
ones, your chances for success are greater. At a later
stage of the process, you will think of ways to strength-
en the driving forces and weaken the restraining forces.
A Big-Picture Chart can guide you in developing and
implementing your communication strategy.

For more location-specific analyses, where indigenous
and local communities are involved, you may consider
a Participatory Rapid Appraisal (PRA), which is ideally
done with the help of an experienced NGO or techni-
cal partner. PRA is not just a seed but a methodology
and a toolbox in its own. It aims at incorporating the
knowledge, views and interests of local people in the
planning and management of development policies
and programmes.

PRA enables local people to share, present and an-
alyze facts and traditional knowledge that concerns
their life and development with outsiders such as
environmentalists or communicators who can contrib-
ute external know-how, methods, and tools. As such
PRA is flexibly and informally applied in the commu-
nity by on-the-spot analysis. It avoids biases by being
self-critical, and works through optimal ignorance
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and appropriate imprecision, i.e. only those data are collected which can also
be managed and used in later stages of the PRA process.

PRA tools can be divided into four broad categories:
= Assessment, e.g., transect walks, mapping, production patterns, seasonal

calendars, traditional knowledge, trend analysis, problem ranking, etc. Further references

®=  Communication, e.g., focus group discussions, semi-structured interviews, i EEA @ o
triangulation of teams (comprising men and women, multi-disciplinary ori-  found at https://
entations, insiders and outsiders), sources of information (events, process- = waterforwomen.
es, people, places), and tools and techniques (observations, diagrams, uts.edu.au/qualkit/
interviews and discussions) approaches/pra

m Visualisation, e.g., Venn diagram, social and physical mapping, matrix
scoring, timelines

= Group dynamics, e.g., learning contracts, role reversals, feedback ses-
sions, tackling constraints.

While PRA is about methods and tools in the field, there are many other con-
cepts and related tools that conservation programme planners and their teams
can work with at their desk, online and/or with communities and technical
partners.

Miradi (Seed 1.4) is an excellent tool for understanding the context of your
work, the drivers of conservation loss, and the potential solutions. There are
platforms available online free of charge to brainstorm, ideate, and structure
concepts collaboratively. Concept mapping tools are offered by the Conser-
vation Measures Partnership (CMP) which is a community of conservation-ori-
ented NGOs, government agencies, funders, and private businesses that work
collectively to guide conservation around the world. In addition to Miradi and
concept mapping tools, there are other tools for retro
planning in teams, e.g. Reetro, allowing for better time
management and anticipation. As stewards of the Con-
servation Standards, CMP seeks better ways to design,
manage, and measure the impacts of conservation
action. A draft Cookbook provides a series of “recipes”
for “Lighter Approaches to the Conservation Standards”
(CS), i.e. different scenarios that teams typically en-
counter. The recipes link to tipsheets that offer practical
ideas for how to develop key CS products using a lighter
approach. They are many strong resources here you may
wish to explore and utilise in your assessment process.

Fig. 16. Conservation Standards Cookbook.
https://www.conservationmeasures.org/initiatives/
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https://www.conservationmeasures.org/about-cmp/
https://www.conservationmeasures.org/about-cmp/
https://reetro.io/
https://docs.google.com/presentation/d/13JQ2UzkXPSulR_6kHxrNRwOsI8vuD5mGPJ5iiB-MpVc/edit#slide=id.g1067eb38fa9_3_44
https://www.conservationmeasures.org/initiatives/

As was mentioned earlier, we will use two real-life case studies to illustrate
how the ten steps are implemented in practice. One is the Provita Flying To-
gether Initiative related to two bird species, the other one is #NatureForAll, a
global movement to inspire love of nature. The Provita case study combines
social science and ecology fundamentals to design, implement, and evaluate
behavioral change campaigns focused on reducing demand for wildlife, i.e.
two Venezuelan bird species threatened by illegal trafficking, namely the

Red Siskin and the Yellow-shouldered Amazon. #NatureForAll is an initiative -
of IUCN CEC and the World Commission on Protected Areas (WCPA) for
organisations around the world to share successes, find ways to collaborate
and celebrate the amazing work being done globally to address the threats of
climate change, biodiversity loss and plastic pollution.

As was mentioned earlier, we will use real-life case studies to illustrate how
the ten steps are implemented in practice. Aside from the Provita and
#NatureForAll described in detail for each step, you may also have a closer
look at the EnviroVision2050 Green Leaders programme, endorsed by the
UN Ocean Decades, which highlights the work of so-called “ocean heroes”
to inspire and educate youth to become changemakers. This approach

is inspirational in terms of what a single person can do about nature
conservation. Part of the programme was a social media campaign on the
topic of Fast Fashion created by youth for youth, along with Prada Group.
In this case study environmental issues were effectively combined with other
transdisciplinary topics such as fashion.

Finally, here is a summary of how Step 1 of the communication strategy, i.e.
the situation and problem analysis was tackled by the Provita Flying Together
Initiative and the #NatureForAll, a case studies.
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Step 2: Stakeholder &

KA

P analys

S

Stakeholders
are the people or
organisations

whose practices you
want to change (e.g.
fishermen using dyna-
mite on coral reefs)

who are effected by
such practices (e.g.
the people involved
in the local tourist
industry)

who have formal
responsibility for the
problem (e.g. local
government officials)

who influence the
opinions and prac-
tices of certain social
groups (e.g. journal-
ists, opinion leaders,
change agents, influ-
encers)

who, as intermediar-
ies, can help you use
media or communi-
cation channels you
have no access to
(e.g. non government
or religious organisa-
tions, trade unions,
local resource user
groups)

What this step is about

Key question: \Which target groups do you want to reach?

Relevant seeds: Seed 2.1, Overview of strategic groups
Seed 2.2, Stakeholder map

Seed 2.3, Four-field analysis

Seed 2.4, Force field analysis

Seed 2.5, Knowledge, Attitudes, Practices (KAP)

Based on your assessment of the situation and the specific challenges at
hand, let’s now investigate the landscape of stakeholders that are required
for solv- ing the problems addressed by the communication strategy. Two
questions need to be answered in this respect: Who are the relevant stake-
holders? And what do they know, feel and do about the intended conser-
vation programme? The answer to the first question involves identifying all
individuals and groups who play a role in resolving the issue — either be-
cause they are affected by it, or because they can influence the solution. The
answer to the second question requires a closer look at each stakeholder
or stakeholder group: What are their main characteristics? What motivates
them, what holds them back?

The decision for or against a new idea or innovation typically goes through
four stages, which are like the process of introducing a newly invented prod-
uct to the market: Awareness - Interest — Trial - Adoption or Rejection. In
a society or community, this change process over time is driven by a minority,
innovators and early adopters who curiously pick up the new idea and push
it forward. This is why they are often called change agents, and they better
become your natural allies in adopting pro-environment practices.

These change agents typically have more access to education and media,

and often show a positive deviance in terms of their behavior patterns and

stratedies so that they find better solutions to the problems experienced by
the community even though they have the
same resources as their peers. Change
agents understood here are natural allies
in adopting pro-environmental practices.
While there is evidence that more educa-
tion or media exposure can increase the
adoption of environmental behaviors, the
effect is context-specific and depends on
the type of behavior in question. Change
agents often are the opinion leaders or

1© Manfred Oepen. ACT Assist.
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Assessment

trend setters - often called influencers these days - for the early and late major-

ity, and the people who lag behind because of structural reasons or by choice.

Laggards are those late to adopt a behavior as they tend to shy away from costs

and risks and need to be won over. In many conservation scenarios, the enthusiasts

cannot easily convince the majority. Some may be dismissive of this group accred-

iting hesitancy to ignorance or misinformation. However, there are often important Do education

reasons for lack of action that need to be understood to move forward. Thus, it and media

is necessary to listen to them and take their points seriously into account. When contribute to
members of a group or society successively adopt the new practices - in our case pro-environmental
related to nature conservation - this often takes time. In Germany, for example, it practices?

took 15 years from the first pilots regarding bio-degradable waste bins until munici-
palities nationwide changed over to this innovation.

In this context, one social group is of special importance: Indige-

nous people and local communities (IPLCs) are not only important

stakeholders but also rightsholders, e.g. in relation with fair access

to genetic resources and equitable sharing of the profits from their
use (ABS).

Where do you stand in this process? If you are reading this guide,
you are certainly an innovator who lavishes time, energy, and cre-
ativity on convincing others regarding the new ideas in the conser-
vation programme, which will not thrive without your energy and
commitment. You are the quintessential change agent.

How you can take this step Fig. 18. Political & strategic

The simplest way to get an initial overview over relevant stakeholders is the seed planning. © Manfred Oepen.
Overview of Strategic Groups (Seed 2.1), a table in which you can list the main

strategic groups, their major interests and related critical practices. Creating a slightly

more sophisticated overview of stakeholders is a relatively straightforward task. Ideal-

ly, you work with colleagues and brainstorm all those individuals and groups who may

influence or be affected by changes in the situation that you have analyzed earlier.

Once you have that list, you can create a Stakeholder Map (Seed 2.2) to differentiate
the relevance and potential impact of each stakeholder group. This helps you identify:

= Primary stakeholders, i.e., individuals, groups, or institutions who have an
interest or exercise power relevant to the conservation programme issue in
question, with whom you will need to co-operate closely and/or from whom
a change in practices is expected.

= Intermediaries, i.e. individuals, groups, or institutions who can assist you in
reaching out to other stakeholders, e.g., opinion leaders, NGOs, or others
who may help you lobby for support.


https://research.wu.ac.at/en/publications/green-returns-to-education-does-schooling-contribute-to-pro-envir-3
https://scholar.google.de/scholar?q=Does+media+access+Contribute+to+Pro-Environmental+Behaviours%3F&hl=de&as_sdt=0&as_vis=1&oi=scholart

Fig. 19. Force Field Analaysis.
© Manfred Oepen. ACT Assist.

Next, you need knowledge and/or hypotheses about the different stakehold-
ers' key characteristics and motivational forces. Various seeds are available for
this: The Four-field Analysis (Seed 2.3) looks at each stakeholder from four
different angles: interests, relationships, organisation, and perception.

This allows you to build hypotheses around what motivates
each stakeholder group, what they need, how they look at
themselves and others, and how they arrive at decisions.
Another way to look at individual stakeholders is the Force
Field Analysis (Seed 2.4). Similar to the Big Picture Chart
used in Step 1, this tool looks at driving and restraining
forces — but this time with a focus on specific stakeholder
groups. The seed is useful for mapping forces for or against
a plan or policy and different stakeholders’ power to
influence the process. The result will help you target your
communication efforts more effectively.

The seeds so far provide general insights into the stakeholders: who they are,
what their goals are, how they are organised etc. This gives you orientation as
to what might be expected from them and how to approach them. Based on
this, a particularly important question for the development of your communi- -
cation strategy is where key stakeholders stand regarding the specific conser-
vation programme issue at hand.

Because ultimately, your communication efforts are to create an impact: you

will want to increase stakeholders’ knowledge, influence their attitudes and/

or contribute to their changing practices. To design a communication strategy
that helps you achieve this, you need to get a picture of where they currently
stand. The seed Knowledge, Attitudes, Practices (KAP) (Seed 2.5) helps you
analyze this: What do specific stakeholder groups know, feel, and do about con-
servation programme? Which incentives or benefits may motivate them to take
action? What may be reasons for negative attitudes or rejection of new practic-
es? Which existing practices may support or lead to the desired action? How do
they relate to others, especially to other conservation programme stakeholders?
Who are innovators and change agents on whom the communication strategy
can be built? What are stakeholders’ media consumption patterns? And what
are their preferred communication channels or sources of information regarding
conservation programme?

What you are effectively trying to do here is to find out how to get from ‘Said’
to ‘Done’ by asking how to get a new idea into people’s heads, hearts, and
hands. This is only possible if you know where they currently stand in the
change process.
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While thorough KAP surveys require specialised
expertise, and can be time-consuming and ex-
pensive, you may start by discussing the four
KAP questions for each stakeholder group in a
workshop or brainstorming session with selected
experts or colleagues.

Whichever way, at least a minimum of KAP assess-

ment should always be done, because the results

of Step 2 are crucial for formulating communica-

tion objectives in Step 3, considering the involve-

ment of partners and intermedi-aries in Step 5,

selecting media in Step 6, designing messages in

Step 7 and monitoring and evaluating the impact  Fig. 20. KAP, 3H, & Communication barriers.
of the communication strategy in Step 10. © Manfred Oepen. ACT Assist.

Another useful tool for your stakeholder analysis is audience research, often
used in social marketing. It is about understanding the people you want to
reach with your message, campaign or communication strategy. The goal is
to ensure that your efforts are tailored to the specific needs, communication
preferences, and practices of your target audience. Here's a quick breakdown
of the basics:

1. Identify your audience: Define who you are trying to reach. This includes
demographic factors as well as psychographic factors such as interests,
values, and lifestyle.

2. Segmentation: Break down your audience into smaller groups based on
shared characteristics. This helps in delivering more specific, relevant mes-
sages.

3. Understand practices: Analyze how your audience interacts with content,
which communication channels they prefer, and what influences their deci-
sions.

4. Motivations and needs: Examine your audience’s attitudes, needs and
desires to craft messages that resonate emotionally.

5. Data collection: Gather data through surveys, interviews, focus groups,
social media analytics, and other research tools to get a clear picture of
your audience.

6. Refining strategy: Use the findings to inform your communication strate-
gy—whether that’s choosing the right channels, tone, or type of message
to use.

By understanding your audience’s preferences and practices, you can make
more informed decisions and create more effective, engaging messages, cam-
paigns, and communication strategies.
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Step 3: Communication
objectives

Fig. 21. KAP bullseye.
© Manfred Oepen. ACT Assist.

What this step is about

Key question: \What do you want these target groups to know, feel and do
after they have received the messages in your media & materials?

Relevant seeds: Seed 3.1, Communication objectives

Seed 3.2, Indicators for communication objectives

What are communication objectives? Let's start by clarifying what they are not:

1

Communication objectives are not the same as policy objectives.
For instance, if the policy objective in the ABS Field of Action “Defining
overall conservation programme policies/ strategies” is to clarify the
national approach to implementing the Nagoya Protocol, even the best
communication can only contribute to achieving this objective. Other
things, besides communication, will need to happen to arrive at a func-
tional and consistent national conservation programme strategy.

Communication objectives are not the same as the communication
activity itself. For example, speaking with the minister, publishing a
brochure, or holding a workshop may be important activities in your
communication strategy. Still, they are only means to an end and not
the end itself.

So, what are communication objectives? Communication
objectives describe the intended results of a communi-
cation strategy in terms of the target audiences’ knowl-
edge, attitudes, and practices (KAP). Communication
objectives should specify what exactly is to be accom-
plished: increasing knowledge, influencing attitudes, and/
or changing practices of stakeholders regarding a particular
conservation programme issue.

These objectives should be SMART: Specific, Measurable, Acceptable, Realistic,
Time-related. A target such as “we want to educate the people about the im-
portance of this protected area” is too vague. It will be impossible to determine
whether the communication efforts are successful or not.

Instead, you could start with an overall conservation programme objective such
as “within May — September in the year N, we want 30% of registered visitors
of the XYZ protected area to collect their garbage and drop it at designated
disposal sites”. But this is not enough.
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Assessment

You should now ascribe communication objectives to the knowledge, attitude,
and practice levels of your stakeholder groups that you have possibly identified
by means of your KAP results and/or other stakeholder information. For exam-
ple, in a protected area (PA) “Paradise Mountain,” a waste management cam-
paign could have the following communication objectives

®  to inform within five months at least 70% of registered visitors of the
“Paradise Mountain” PA about ‘Leave no Trace’ principles regarding
littering in PAs and the locations of newly designated garbage disposal
sites therein,

® to increase the proportion of registered visitors of the “Paradise Moun-
tain” PA regarding their positive attitude towards the willingness to
collect their garbage and drop it at designated disposal sites from the
present 25% to 75% within the period of May-September in the year N,

®  to persuade registered visitors of the “Paradise Mountain” PA to collect
their garbage and drop it at designated disposal sites, and to increase
this practice from the present 5% to 30% within the period of May-
September in the year N.

mobmooo oo
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How you can take this step

Defining communication objectives is closely
related to the KAP results and other stakehold-
er information collected in Step 2. But in Step

3 you start with the practices (P) and go back

to the attitudes (A) that are necessary for the
practices P to happen. Subsequently, you move
further down to the knowledge (K) that is neces-
sary for the attitudes A to happen.

The rationale is that, ultimately, the desired
impact of your communication efforts is a
change in practices (P), on the side of import-

ant stakeholders. Fig. 22. Practice, Attitudes, & Knowledge. © Manfred Oepen. ACT Assist.

The seed Communication Objectives (Seed 3.1) provides you with questions
to determine KAP-related objectives of your communication strategy. These
are best formulated in a SMART way, i.e., they should be Specific, Measurable,
Attractive, Realistic, and Timed.

Once you have defined the objectives, this is a good moment to clarify how
you are going to monitor and evaluate the strategy at a later stage. How are
you going to see whether you are on the right track? And how will you evalu-
ate whether the communication strategy has been successful or not? A sim-
ple seed you may use for this purpose is the Indicators for Communication
Objectives (Seed 3.2).

If your KAP survey — or other methodology — in Step 2 has provided you with
quantitative, empirical baseline data, you can compare the data before and af-
ter your communication intervention, sometimes down to the level of individ-
uals. If you do not have such quantitative data, there are other, more modest
methods available such as desk-research of existing information, focus groups
and/or expert interviews within your community of practice, questionnaires,
web surveys, interviews. Often a combination of methods can be used.
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Step 4: Testing the
hypotheses

What this step is about

Key question: \What is the big picture, and how much money, time and staff
do you really have available?

Relevant seed: Seed 4.1, IF —= THEN matrix

Step 4 is really the pivot point of your communication strategy because you
look back at the 'homework’ you have accomplished in Steps 1-3 and then
look ahead at Steps 5-10. This a process that passes through three phases:
vision — reality check — conclusions.

Vision: It all starts with a vision of what you strive to achieve in the long run,
over the whole period of your communication strategy or campaign. Of course
you take the situation analysis (Step 1) and the audience profiles (Step 2) into
consideration. But you also try to imagine what type and extent of impact you
hope and dream of reaching as expressed in the communication objectives
(Step 3), and with the budget, time and staff resources you have available.

And this ‘dreaming’ takes you to a preliminary stocktaking of partners (Step 5),
media mix (Step 6), message design (Step 7), media production (Step 8) and
use (Step 9), and monitoring (Step 10). Along the way, you imagine how a given
set of interventions is expected to lead to specific environmentally friendly
knowledge, attitude and practice changes. This is an explicit process of thinking
through how a programme is supposed to work, why it will work, and who it will
benefit how. Especially in applied behavior change (or ABC, see Chapter 2) ap-
proaches, this process is often called a Theory of Change or Intervention Logic,
which is based on data-driven assumptions and hypotheses. To avoid subjec-
tiveness it is necessary to test your hypotheses and vision by seeking feedback
and dialogue with others.

Reality check: This is where a reality check comes in. You may realise that so
far you have been thinking BIG in terms of potential solutions to the problems
identified and the communication activities you imagine to employ. But when
you critically assess now, at Step 4, how much money, time and staff you really
have available, you may become aware that the approach must be much more
humble. Hence, the vision or Theory of Change should regularly draw on a
causal analysis based on available evidence. At the same time, a reality check
also implies honest feedback from and dialogue within your team and with
partners, intended beneficiaries and technical experts.

Conclusions: The reality check usually leads to a careful revision of Steps 5-10
in accordance with budget, time, and staff resources. Back to the drawing
board, a more realistic and modest planning may imply downsised objectives,
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Planning

involvement of more partners, phasing the timeline by doing some now and
more later, or prioritising certain elements of the overall plan. On the other
hand, you may also arrive at the conclusion to bargain for more budget, time
and staff so that you don’t have to downsise the original objectives of your
communication strategy or campaign.

In more detail, the Assessment stage of Steps 1-3 so far has resulted in baseline
data on situational challenges, problems, and needs (Step 1), information and/or
hypotheses about the conservation programme stakeholders, their knowledge,
attitudes and practices (Step 2), and communication objectives (Step 3).

Based on this assessment, the actual Planning can begin. Step 4 consists of a
first broad look at all the remaining steps. It is about outlining the overall stra-
tegic communication process (“What to do?”) and doing an initial reality check
from a management perspective (“How to do it?").

This involves basic decisions regarding ‘what’, ‘who’, 'how’, ‘where’ and ‘when’:

m  What action are you — and others — going to take?

= Who is to carry out the action?

s How exactly is the action to be carried out?

= When and where is the action to be accomplished?

= How to measure success, progress, and impact through meaningful
indicators?

»  How much will be needed in terms of resources (budget, staff, time,
logistics), and how can these resources be obtained?

= What service providers, intermediaries and distribution channels need
to be in place for the outreach of the communication strategy (see the
example from Laos below)?

The planning also incorporates cost-benefit analyses of intended activities,
especially the most cost-effective media mix in Step 6. Instead of insufficient
budget allocations made in many cases organisations need to earmark
substantial budgets for communication activities.

In addition, there are many timeline or coordination tools that may assist
practitioners in organising and coordinating different elements of their
communication strategy and the usage of media produced (Steps 6 & 8) in field
implementation and retro planning (Steps 9 & 10). Have a look, for example, at
Miradi (see also Seed 4.1), LinkedIn, Slidegeeks, Slide Team or Office Timeline.


https://www.linkedin.com/advice/0/how-can-you-use-cost-benefit-analysis-evaluate-4twrf
https://www.miradishare.org/ux/about
https://www.linkedin.com/advice/1/what-best-tools-managing-deadlines-strategic-mnw1e
https://www.slidegeeks.com/powerpoint/Communication-Plan-Timeline
https://www.slideteam.net/powerpoint/Timeline-For-Communication-Strategy
https://www.officetimeline.com/office-timeline
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At this point, remember that communication is a dynamic process: planning and
implementation cannot be fully separated — certainly not when the aim is to af-
fect changes in knowledge, attitudes, and practices (KAP) of stakeholders. Rather,
communication is an iterative, two-way process. It is therefore important to involve
stakeholders early, by planning and implementing the strategy with them rather
than for them. The following chart illustrates some options for doing this.

Fig. 24. Planning & Implementation. © Manfred Oepen. ACT Assist.

How you can take this step

Step 4 is about determining the general direction and priorities of your communi-
cation strategy based on the KAP findings. Based on your earlier analyses in Step
4, the seed Testing Your Hypotheses (Seed 4.1) helps you summarise the level
of knowledge, attitudes and practices (KAP) of key stakeholder groups and draw
initial conclusions regarding strategic priorities and the type of communication



channels you are going to use. It also helps you assess similarities between
certain stakeholder groups, so that you can later group some of them and
partly address them together.

Seed 4.1 is organised as a simple IF = THEN overview. Consider, for example,
the case of group C in the following table:

IF the stakeholder (individual or group) already has a high level of knowledge
and a relatively positive attitude towards the conservation programme policy
at hand, but has not yet turned that into practice,

THEN the strategy should focus on action: There is no need to provide more
information or motivate them much further. Instead, you may want to provide,
for example, skills training or coaching. Mass media will play a subordinate role
in this case, while platforms for dialogue or training as well as interpersonal
communication will be very important.

Fig. 25. IF-THEN. © Manfred Oepen. ACT Assist.

This exercise will give you a clearer picture of the overall communication ap-
proach for various stakeholder groups and allow to you find a suitable mix of
communication channels for each of them. This general orientation will be fur-
ther specified in Steps 5, 6 and 7 of the planning and design process, and will
be put into practice in Steps 8, 9 and 10, when messages and communication
channels are being used and evaluated.

Creating effective environmental communication strategies
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Step 5: Involvement of
partners

What this step is about

Key question: Which partners do you need to contribute to your campaign?

Relevant seed: Seed 5.1, Involvement of partners

Seed 5.2, Forms of co-operation and roles
Seed 5.3, Negotiation
Seed 5.4, Chairs in the corner

The involvement of partners is a success factor in any communication strategy.

You cannot run a successful communication strategy alone. You may have included
partners from the start, from Step 1 or Step 2. Or, you may have realised the need for
partner support during the ‘reality check’ in Step 4, when it becomes clear that your
own resources, networks, and skills fall short of the strategy’s goals. You should aim at
involving the beneficiaries of your communication efforts as partners, and not just as
receivers of information. The chances that people will change their environmentally
relevant practices are much higher if they have a say in planning, implementing, and
evaluating the action for change.

Fig. 26. Promotion of a radio
drama “Love and Greed in the
Valley of the Cashmere Goats.”

Belegsaikhan Nyamdorj. © GIZ.

At times, partnerships evolve at later stages of a communication strategy. In the
case of "My Green Mongolia” (MGM, see p. 20), for example, the campaign on
environmental protection, originally launched by GIZ, had already been rolling
for almost a year when new partners came on board and contributed their own
products and services. One of the biggest news outlets in the country, Icon.
mn, offered a regular bi-monthly section called “Nature Whisper” under the
MGM brand name. Other big players such as UNDP ENSURE, UNDP ADAPT
or GGGI, which had run their own media activities on biodiversity conservation
and climate change, joined forces with MGM. In early 2024, ENSURE financed
additional episodes to a radio drama series that MGM started in 2022 and
re-broadcasted in 2023/2024. Therefore, it is always worthwhile to look for
interfaces with other organisations’ communication initiatives to boost vertical
upscaling and joint efforts in your community of practice.

Although partnership involvement is presented as one step in this guide, col-
laborating with partners should be a continuous, not a one-shot effort.

Let's briefly distinguish three major types of partners:

The target audiences of your communication are the intended beneficiaries of
successfully implemented conservation measures, but are also asked to improve
their knowledge, attitudes, and practices for a healthier planet. The benefits are
appreciated as positive outcomes, but the necessary changes in practice are
often regarded as a socio-cultural price these groups must pay.

= Your organisational partners cooperate with you throughout the whole

programme as a government agency, a national NGO or a local community
group, etc.

Temporary or functional intermediaries, e.g., non-governmental or religious or-
ganisations, trade unions, local resource user groups, etc. may help your commu-
nication strategy be more economical, effective and efficient.

Creating effective environmental communication strategies
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http://Icon.mn
https://open.undp.org/projects/00100102
https://www.adaptation-undp.org/sites/default/files/resources/concept_note_-_undp-adapt_asia_pacific_econ_adapt_meeting_-_overview_of_capacity_building_programme_on_the_economics_of_climate_change_adaptation.docx
https://gggi.org/report/climate-change-awareness-and-media-consumption-survey-in-mongolia/ 
http://my-green-mongolia.mn/en/media/radio-tv

Planning

The keyword here relevant to beneficiaries and permanent

partners of your programme is ownership. The term should Sgi]srsn[i?@a{rf:;% pa)erfor
be taken quite literally in terms of media products and com- mance on protected areas
munication processes not for or about people but with in Mongolia. © GIZ.

and by the people themselves. This approach safeguards

programme sustainability and achieves the media mix that is

best suited to the socio-cultural context. While it is difficult to

‘own’ TV, video, or radio because of the financial, technical

and skills levels involved, it is much easier to ‘own’ a people’s

theater production or other community media that are man-

aged and produced by local people towards local ends. This

does not imply, however, that participation should be con-

strained to the ‘community media’ (see Step 6).

Another note of caution here to avoid confusion over terminology. Stakeholders — at
times also referred to as intermediaries — support the design and implementation

of an intervention, while beneficiaries — at times also referred to as target audience
— are the focal group whose practices the intervention seeks to influence. Beneficia-
ries may become stakeholders through empowerment or involvement over time. All
these groups are considered partners in this Step.

Instead, you could build strategic alliances with the ‘mass media’ to strengthen what
is called the ‘'upward compatibility’ of the communication processes - e.g., a local
theater performance on people’s action related to an environmental problem is re-
corded on video, edited professionally and broadcast on TV as a feature film or news
cast. Participation, here, is understood as a process of motivating and mobilising
people to use their human and material resources to take their social, economic, and
ecological aspirations into their own hands.

Does that mean that everyone should always participate in everything? No. That
would be neither possible nor desirable. Not everybody is interested in all aspects
of a given process. And, while participation supports ownership, it also requires time
and other resources. The balance to be struck varies according to the problem at
hand and the related stakeholders. For example, certain technical aspects of a con-
servation programme may be important for applied research or the private sector,
while political decision makers may only need a general understanding of these
issues. In turn, policy makers will be more interested than business or academia to
know the implications of different strategic, legal, and institutional options for imple-
menting a conservation programme.

Degrees of stakeholder participation range from simple information-sharing to full

empowerment. The degree of participation of particular stakeholders is determined
through a negotiation process. However, those who lead the process (e.g., the Focal



Fig. 27. Step by Step.
© Manfred Oepen. ACT Assist.

Point of a conservation programme) can influence that degree when designing
the strategy. So, let's have a closer look at the different degrees of participation:

Information: Participation at this level is close to zero: Stakeholders are in-
formed about what is going to happen but have no chance to express their
views. The information is ‘owned’ by professionals or experts. Simply informing
may be appropriate in some situations — e.g., when there is nothing left to de-
cide. Press conferences or road shows are examples.

Consultation: Decision makers listen to stakeholders
providing information and views. However, the con-
sulted groups have no control over the results of this
process. Others define the problem and the solutions,
while the stakeholders’ views may or may not be con-
sidered. Whether or not the proceedings are shared is
up to those who control the process. Public hearings or
panel discussions with interest groups are examples.

Joint planning: Stakeholders participate in situational
analyses and the definition of action plans. This process
typically involves interdisciplinary methods that allow
integration of multiple perspectives and make use of
structured learning opportunities. All views are con-
sidered in a transparent process — although not every-
body may have a chance to control the final decisions
derived from this process. An advisory committee is an
example.

Decision making: Based on joint analyses and planning, stakeholders partici-
pate in the final decision making together with policy makers related to a con-
servation programme. This fosters shared meaning and responsibilities for any
outcomes that may result. Decision making also involves negotiation among
stakeholders, which will reflect degrees of leverage exercised by individuals
and groups. This works best when the level of knowledge and information
among the participants is similar. An inter-sectoral commission or task force is
an example.

Empowerment: Stakeholders jointly analyze a given situation and derive
conclusions and decisions, based on legal or other formal provisions, but with-
out being subject to external interventions in the process. In this approach,
stakeholders control their own decisions and of the consequences that follow.
Such self-initiated mobilisation and collective action may challenge an existing
inequitable distribution of wealth or power. Multi-stakeholder steering groups
are an example.

While broad stakeholder involvement is crucial to making a conservation
programme work, ‘more’ is not always ‘better’. It all depends on the issue at
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hand, on the interest that stakeholders have in this issue, and on the role that
they play in resolving it. While it may be frustrating for people to feel left out,
it is also possible to put stakeholders off by trying to involve them intensely in
processes that they are not interested in.

How you can take this step

One key to clarifying the appropriate level of stakeholder participation is to de-
velop the communication strategy together with a small selection of individuals
who represent all the main stakeholders. They can help you decide who should
be involved where, when, and how. The seed Involvement of Partners (Seed
5.1) supports your reflections and discussions.

Forms of Co-operation and Roles (Seed 5.2) helps you analyze cooperation
patterns and roles within a particular conservation programme. More of a gen-
eral approach than a seed are the Harvard techniques for Negotiation (Seed
5.3), which are summarised in the Seedbox. In turn, the exercise Chairs in the
Corner (Seed 5.4) illustrates the benefits of co-operation as compared to com-
petition. For example, it can be used as an educational warm-up exercise at a
multi-stakeholder workshop.

Finally, an important key to managing the participation of stakeholders well is
transparency. Don't pretend that you're after joint decision making when you
just want to consult certain stakeholders. People react quite negatively to what
is sometimes called ‘pseudo participation’. The mid- to long-term effect is that
they will lose respect and interest — and you will lose credibility. So, be careful.

Provita

Involving local partners was something Provita did early in the planning
process because the TPB should be developed together with them to fa-
cilitate buy-in and governance. A map of local partners was created based
on their role and level of involvement, which helped identify the most
appropriate frequency and channels of communication for each group of
partners. Government partners provided logistical support for activities
implementation while educational institutions and private tourism enterpris-
es supported venues and locations for core activities. A Catholic priest and
community-based organisations spread campaign messages and promoted
participation in the outdoor events. The Rural Finance Foundation helped
verify that tone, language and complexity in our questionnaires were in ac-
cordance with social and cultural context, and the Universidad Simén Bolivar
improved questionnaire and analysis approaches. International partners
such as IUCN, the Smithsonian Institution, and advisors helped enhance and
strengthen the regional collaboration network in Latin America.
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Step 6: Media selection
and Mix

What this step is about

Key question: Which media and communication channels should be used to
reach diverse stakeholder groups?

Relevant seed: Seed 6.1, Media selection & mix
Seed 4.1, IF - THEN matrix

This step will introduce you to various materials, media, communication
channels, and delivery channels that you can use to reach your audience and
partners effectively.

Fig. 28. Materials, media, channels, & delivery. © Manfred Oepen. ACT Assist.

Fig. 29. Media puzzle.
© Manfred Oepen. ACT Assist.

It is also helpful to distinguish linear mass media (one-
way) and interactive community media (two-way),
creating an effective mix of media and communication
channels for different types of audiences as shown in the
adjacent illustration. The demarcation line is defined by
ownership and participation (see Step 5). While it is dif-
ficult to ‘own’ TV, meetings, theater, or other community
media can be managed and produced by local people
and means. In between that spectrum are media that
can be ‘owned’ and operated both ways.

In both cases, different channels are used to address specific audiences. In-
teractive communication, however, necessarily implies feedback, dialogue

and shared meaning, while one-way information dissemination through the
mass media does not. Yet, participation doesn’t need to be limited to two-way
community media. For example, strategic alliances with the mass media can be
useful for information dissemination regarding a conservation programme.

Creating effective environmental communication strategies



Planning

In developing an appropriate multi-media mix, results of audience and KAP
analyses should be considered, especially on

information-seeking habits,
preferred information sources,
media access,

media consumption patterns,
communication networks,

and group communication behavior.

A coherent, coordinated, and reinforcing system of communication should ad-
dress specific problems and needs of intended beneficiaries through messages
geared towards knowledge gains, attitude, and practice changes. As no medium
is effective for all purposes or audiences and as different media and communi-
cation channels can complement and reinforce each other, you should - in an
ideal case — select and use media:

for a single or specific goal rather than for different goals,

that have unique characteristics or advantages for a specific purpose,
that target audiences already are familiar with and have access to,
that can easily accommodate ‘localised’” messages,

that can be locally developed, produced, and operated,

that complement and reinforce other media while holding distinct
functional strengths and emphases.

An interesting research finding is that one-way ‘broad band’ communication

is more relevant at the early stages of a change process. As an innovation
spreads from early adopters to majorities, specific and interpersonal commu-
nication becomes increasingly important for people to decide whether they are
ready to adopt the innovation. Put differently: While TV, newspapers, brochures
etc. can play an important role in the awareness and interest phase, face-to-face
communication with peers (friends, colleagues, partners etc.) takes over when it
comes to assessing, trying, and adopting or rejecting a new idea. This tends to
be particularly true if the innovation is complex and its implications are difficult
to grasp — which is the case with most conservation programme issues.



Again, the important thing to note here is that some channels are good for
one-way information dissemination, while others are good for interactive com-
munication, that is, dialogue. Each medium has unique characteristics and par-
ticular advantages, which are useful to accomplish specific purposes. However,
some communication channels complement and reinforce each other, while
others don't.

For example, TV or radio are quite suitable for emotional appeals (‘A’ like
attitudes) and may complement information provided by print media ('K’

like knowledge) and interpersonal guidance or training ('P’ like practice). In
contrast, a flyer, a brochure and a comic book often do not complement each
other but are just technically different ways to provide the same informa-

tion ('K’ only). However, note that much also depends on the design of each
channel: For example, an interactive website or a participatory study may well
address people’s hearts as well as their minds (‘A" and "K’).

The effectiveness of a communication channel depends on the target audience,
message type, and communication goals. Combining different channels and
balancing their advantages and disadvantages in a strategic and integrated
way can often yield the best results. Here's an overview:

Fig. 30. Advantages & disadvantages of different media channels. © Manfred Oepen. ACT Assist.
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How you can take this step

The question to be answered in Step 6 is: Which materials, media, communica-
tion channels or educational materials — or a combination thereof — should be
used for the specific purpose, audience, and message(s) in question to achieve
an intended effect? Generally, these media should be selected for specific
objectives related to KAP. A combination of one-way information dissemi-
nation through mass media and interactive communication through two-way
community media tends to be most effective.

For example, business people tend to prefer information that is brief, concise
and to the point. A short email or article, a few bullet points on a slide, the
most important arguments outlined in a two-minute speech may attract a se-
nior manager’s interest. Approaching a local chief in the same way might have
the exact opposite effect.

The seed Media Selection & Mix (Seed 6.1) helps you assess advantages and
disadvantages of different channels and find the combination of channels that
will be the most suitable for your audiences.

Communication channels should be . e . ..
Select and use individual communication channels

appropriate to the audiences’

= information-seeking habits, = for specific rather than multiple objectives or purposes,

= preferred information sources, = that have a unique characteristic or advantage,

= ability to access, = which can easily accommodate ‘localised’ messages,

= media consumption patterns, = that can be locally developed, produced, and supported,

= communication networks. = that complement and reinforce other channels of the same

strategy, while offering distinct functional strengths.

Fig. 31. Media selection.© Manfred Oepen. ACT Assist.

Of course, you may not always be able to produce a specialised mix of commu-
nication channels for each stakeholder group. The good news is: Based on your
stakeholder analyses (Step 2), your KAP-related objectives (Step 3), your strate-
gic outline (Step 4) and the envisaged degrees of participation (Step 5) you may
group types of stakeholders within your conservation programme and address
them together with a suitable mix of channels. The rationale is that a coherent,
coordinated, and self-reinforcing system will cover differentiated knowledge,
attitude and practice (KAP) objectives of different types of groups.

The IF = THEN matrix (see Seed 4.1) introduced in Step 4 may also help you
create an effective media mix for your conservation programme.

In addition, there are digital tools such as social media analytics platforms and
dashboards that can assist with media selection and mix, and an initiative’s



performance across its different social networks. For example, Brandwatch

or Hootsuite can help you keep an eye on follower count, likes and favorites,
reach, replies and comments, mention volume, story link, website clicks, etc.
Dashboards such as Tableau or Google Data Studio are visual displays that
summarise key data, metrics and indicators in a single screen to track progress
and compare performance. In this context, setting up a feedback loop in order
to continuously evaluate the efficacy of the selected media mix is a crucial
measure.

Now, let's have a look at how the two case studies tackled this step.
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School visit by mascot in St. Lucia. © Sean Southey.
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Step 7: Message design

Workshop word association.
© Sean Southey.

What this step is about

Key question: \What are the most important messages for your target groups?

Relevant seed: Seed 7.1, Message design

Now that you have clarified the media and communication channels you can
use to reach your audiences, it is time to define the messages that you intend
to send through the different channels.

The messages are directly related to the communication objectives - but
they are not the same. The objective is what you want to achieve — the
change in knowledge, attitude, or practice of a particular group of stakehold-
ers. The messages are what you want to talk about — the new ideas, sugges-
tions, and practical recommendations you want to get across to a particular
audience. For example, communication objectives such as the ones suggested
in Step 3 are the desired results of communication activities. These now need
to be ‘translated’ into an informational, motivational or action appeal, and to
be packaged in a way that is tailored to the characteristics of the respective
stakeholder group.

The main difference between communication objectives and messages of

a conservation programme is that you do NOT necessarily talk about the
conservation programme itself. This may sound surprising — but the fact of the
matter is: Most people are not interested in a conservation programme. What
they want to know is: “What's in it for me and my group or community? How
does it affect me and my constituency?” That is, people are interested in the
advantages they can get out of the innovations a conservation programme
promises. And they want to know the costs, i.e., the price they will have to
pay or the effort they will have to make in return for enjoying the advantages.
For example, “If you participate in this dialogue with other stakeholders, you
will be able to influence the design of policies and regulations that work well
for you and your peers / sector / community / constituency.”

So, instead of talking about how complex and conflictive all these conservation
programme issues are, you draw an attractive image in front of your audience
of how great the future will feel and look like once people start engaging in
your conservation programme — in the ABS example on page 40, this will be
providing access to and sharing the benefits from the use of genetic resourc-
es. Successful salesmen and social marketing companies call this “selling the
sizzle” instead of the sausage — because it's the desirable sounds and smells
that whet people’s appetite. The lesson to learn is not to make a conservation
programme an expert issue for scientists or lawyers. Instead, you should look at
it from a marketing perspective, as something to sell.

Creating effective environmental communication strategies



Production

As most audiences today suffer from information overload, messages need to
be strategically positioned to stand out. Otherwise, they may go unnoticed, re-
gardless of how relevant they may be for the target audience. A few reflections
from social marketing may help you choose the right media, communication
channels and messages. At its core lies the proposition that individuals, groups
and organisations exchange resources for perceived benefits of a product or
service. A commonly used model is that of the “5Ps” of marketing: Product,
Price, Place, Promotion and Personnel.

Fig. 32. 5Ps of social marketing. © Manfred Oepen. ACT Assist.

The aim of communication interventions is to create voluntary exchanges: A
Product or service for a Price or costs involved. Translated to a conservation
programme, the “product” is the idea you want to sell or the particular prac-
tice you would like to see stakeholders adopt. The “price” may be conceived
as the stakeholders’ effort when changing from practice A to practice B in
order to reap any promised advantages from the innovation. The communica-
tion interventions take Place at various levels: individual, group, community,
sector, country etc. At these different levels, people need to be made aware of
the innovation through Promotion, by means of attractive media and commu-
nication channels, and convincing messages. This requires skilled Personnel
who are familiar with the related objectives and communication techniques. In
an extended version of the “Ps”, the “7Ps" of marketing, customer-oriented
process management and physical evidence of, e.g. an attractive point of sale
or customer retention exercises are added.

For example, you may want different stakeholders to participate in a series of
dialogues where the overall national strategy of your conservation programme
will be defined. The “product” in this case is the representatives’ participation
at events where they can contribute their views. This product comes with a
“price” — in this case, for example, they will need to spend time in workshops,
and they will only do so if there is “something in” for them. The “place” where
the “promotion” takes place may be formal invitations, but also, for example,
a series of strategically placed newspaper articles or social media posts. Once
the conservation programme is on the news it creates public attention. In both
cases, you will need skilled “personnel” who can put together an attractive
invitation and/or an interesting mass media input.

Many messages carry psychological and/or social appeals. They promise in-
centives or rewards, arouse fears, work with role models, make appeals to civic



Social marketing
recommendations

Big picture

Make connections,
demonstrate long term
thinking, blow myths

Technically correct

Be trustworthy, provide
transparency, give real
facts

Be cool

Be sexy, mainstream,
non-patronising, brave
— stand out!

Belong

Join a massive
worldwide change,
start positive confor-
mity, join a success

Only stories work Em-
pathy and emotions are
Eowerful, use stories to

old people’s attention

Optimism
Nature conservation is
achievable, avoid too
much guilt

Glory button
Nature conservation
makes you a great
person and we love
you for it

Change is for all
Break stereotypes, use
inclusive language and
images, push mass
ownership

We need more heroes
Introduce icons to emu-
late — ‘be like me’

Personal circle

Relate big ideas to
everyday life, give them
a familiar context

duty, etc. They may also support the communication strategy and its objectives
by being particularly humorous, popular or informal, by providing facts or sug-
gesting conclusions.

Effective messages also need to fit the selected media and communication
channels. In fact, “the medium is the message”: If you choose the wrong
media, your well-designed message may be lost or destroyed. For example,
if you disseminate information about your conservation programme through
media that your stakeholders’ mistrust, they will doubt the credibility of the
message as well. This is why messages should only be formulated at later
stages of the strategy development, when you know enough about the
stakeholders and have a clear picture of who trusts whom.

Effective positioning or framing requires the messages to have certain qualities
that also apply to good journalism. Messages have to be accessible, accurate,
verifiable, complete, timely and relevant. Social marketing experts often add a
few recommendations for communicating sustainable development in general.

In a nutshell, this framework suggests making the intended practices of a
conservation programme desirable and accessible to relevant audiences by
looking at the related messages from a stakeholder’s perspective. What are
the barriers that obstruct people from buying in? What are the advantages
and benefits of a new, environmentally friendly practice that will make people

How can you take this step

The First Golden Rule for creating successful messages is simple enough:
KISS AIDA, which stands for

Fig. 33. Kiss AIDA. © Manfred Oepen. ACT Assist.

The Second Golden Rule, as mentioned above under Getting Started, is:
“The worm has to be tasty to the fish, not the angler”. How effective a com-
munication strategy is dependent largely on how clear and attractive the
messages are for the target audience. They must understand and like the
messages — not you. Any message should therefore be designed to suit the
specific characteristics, the educational and intellectual background, and the
values and aspirations of the respective stakeholder group.
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Message design is also the step where recommendations for behavioral
interventions in nature conservation are most often applied in the psycho-
logical and/or social appeals the messages carry. Some behavioural change
considerations are mentioned here.

lllusion of transparency: There is the tendency
for people to overestimate the degree to which
their personal images and perceptions of the
world around them is known and shared by oth-
ers. But words or mental images do not mean the
same to all of us. How your audience interprets
your messages is shaped by their background,
world view, experience, and culture, not yours.
Which is why it is so important to design your
message from your audience’s perspective.

The human brain does not deal well with com-
plexity: The bad news is that most of us humans
deem the remote future as irrelevant — as can of-
ten be observed in the climate change debate.

Fig. 34. The Tree. © European Forest

The good news is that we can encourage short-term forms of investment and , !
Institute. . www.cyburbia.org.

efforts — including those for nature conservation — that will gain acceptance
when it pays off near-term and in a specific situation. This is important to
keep in mind as you are designing messages that deal with complexity and
longterm planning as is often the case in conservation programmes.

Bans or appeals to sacrifices need alternatives: \When entrenched habits
and common practices are supposed not to be valid any more people tend to
look for alternative practices. Therefore, most bans or appeals to sacrifices will
only be effective if an alternative to the practice to be banned or sacrificed can
be offered. Look at the successful bans on smoking in public places, on CFCs
in refrigerators, or on lightbulbs, which were followed through because there
were social respectively technical alternatives in place. The same can be said
for sacrifices that work better if there is hope, positive goals and narratives like
“l want to live in a world in which all humans strive for a balance with nature” in
the near future.

One crisis at a time: The human brain has difficulties dealing with multiple
crises at a time — as we can observe in public opinion polls and actions when
people are asked to deal with, for example, the wars in Ukraine and in Gaza in
2023/2024 at the same time. Hence, in your message design you should focus
on one crisis only at a time. The good news is that if we humans concentrate
on a problem, we are able to look at it from a fresh perspective and often
come up with creative solutions. This is also what communicating conservation
is all about.


http:// www.cyburbia.org

In Step 2, we mentioned change agents, influencers, and
innovators a lot, i.e., minorities who ultimately win over
the majority within a large group or society. The related
process is tricky however. For example, the more dogmatic
a minority position is perceived in the public eye — whether
‘right’ or ‘wrong’ — the less are chances to win over a majority
towards that position. Ultimately, critical minorities need at
least a quarter of the group or society to be won over. Instead
of segregating groups in society the key to success is the
opposite, namely embracing the ‘others’ by creating inclusive
messages and a common identity just as Gandhi or Martin

Fig. 35. Majorities & minorities. https://x.com/lichtstift Luther King or the Fridays for Future movement did.
er/status/1902674570156396708.

One good way to begin message design is to imagine you are at a stakeholder’s
door and you have one minute to engage and convert him or her to your cause.
What do you say? You need a clear, compelling, and short introduction that does
three basic things, namely

1. giving your neighbor a reason to care about your issue, by appealing to
values, e.g. “We care about our family’s health, and we feel a responsibili-
ty to protect their quality of life.”

2. describing a threat and who is responsible for the problem, e.g. “The lo-
cal water catchment area, which helps to clean our air and water, gives us
beauty and recreation, and is home to many plants and animals, is about to
be destroyed by a large-scale car factory.”

3. providing a solution by describing what action will address the threat and
by giving people something to do, a call to action that allows them to
respond to the threat, e.g. “We can prevent this destruction by making our
views known at the next regional council meeting. Here's the date. Please
come and bring a friend.”

However, you need to be very aware that sometimes what we are saying is not
what our audience is hearing. Different audiences have different perspectives
on issues, especially on conservation. No one set of preferred words or phrases
may be appropriate for all circumstances. So, the best advice is to be sensitive to
your audience and use language that speaks to your audience.

Here are some other general pieces of guidance: Avoid using bureaucratic words
and acronyms to describe a problem. Calling for standards is often better than
demanding regulations. Speak of protecting rivers and forests instead of talking
about natural resource protection. Ecosystem in comparison to habitat has the
added virtue of conveying that all things in the environment (eco) are connected
for a purpose (system). It is one of the best words to use when describing bio-
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diversity. Having a human anecdote or story that illustrates and amplifies your

message is critical to a successful communication effort. A true story could be

about benefits—including lives saved—from the protection of threatened and

endangered species. Pictures and images tell a story, evoke emotions and ap-

peal to values if chosen carefully. Images should reflect the message, including
a positive appeal to values and a description of the problem.

When using facts, be specific as the public has become skeptical of informa-
tion presented by advocates. Better provide the number of acres of the men-
tioned water catchment area instead of “vast amounts.” Use facts that relate to
people’s daily lives or experience, such as “the water we drink every day”.

Once messages have been designed, make it the mantra that is repeated  © Sean Southey
over and over again. You should have a maximum of 3-5 key messages and
stick with them. A high diversity of messages would result in a lack of clarity
and focus. To this end, a message map or board is highly efficient as it helps
organise the messages you want to communicate to your audience. It ensures
consistency and alignment across all media and materials and incorporates
core and supporting messages, and audience segmentation related to the
problem or theme to be addressed. Often, also, the call to action is specified,
i.e. what you want your audience to do after receiving the message. In the pilot
case of My Green Mongolia (see Entry Points, p 20), for example, stakeholders
engaged in environment education and media experts co-created a message
board and a story arch for a 26-episode radio drama series that became a
success in the country.

All three elements of message design — message, audience and messenger
— should complement each other. Conservation messages are most credible
when they come from people affected by an issue or problem and when their
issues are told through a story. Using endangered species as an example,
most people are aware of endangered species issues but they often think of
them in terms of rescuing a particular mammal or bird or whale. Therefore, it is
important to broaden the audience’s concern to the habitats on which wildlife
and plants depend. The key values you are seeking to tap are responsibility
to family and future generations, protection of human health and well-being,
enhancement of our quality of life, and nature’s right to exist. An overarching
message that works could be “We have a responsibility to protect the health
of our families and to maintain a healthy environment for future generations.
Nature's habitats provide us with clean air and clean water, make our cities
livable, give us beauty and recreation, and protect hundreds of species of
plants and animals. We humans need a balance with nature so that habitats
and species are protected, and the needs of future generations can be met”.
Appropriate messengers include citizens who steward and care for sensitive


https://drive.google.com/file/d/1503Sf8dLTIxk5APFVV1Ior9ZAat1ngIO/view?usp=drive_link
https://drive.google.com/file/d/1503Sf8dLTIxk5APFVV1Ior9ZAat1ngIO/view?usp=drive_link
http://my-green-mongolia.mn/en/media/radio-tv

habitats, a business owner benefiting from species protection and resulting tour-
ism adjacent to a protected area, a cancer patient who benefited from treatment
with pharmaceuticals derived from wild plant species, or grandparents, parents,
young children concerned about the future.

The seed Message Design (Seed 7.1) differentiates messages for different stake-
holders and helps you design attractive and persuasive messages by ‘packaging’
them with different kinds of appeals.

And here is a look at how the two case studies have designed the messages for
their initiatives:

oo Creating effective environmental communication strategies
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Step 8: Media production
& pretesting

Meet your What this step is about

al’;,dlenche Key question: \Who are the best producers for the media you have in mind?

where t €y Relevant seed: Seed 8.1, Media production and pretesting

are, not

Where yOU So far you have assessed the situation (Step 1) and the stakeholders in it (Step
2), have defined the communication objectives (Step 3) and outlined the

want them process (Step 4), have assessed or negotiated various degrees of stakeholder

articipation (Step 5), selected suitable media and communication channels
to pe. P P P

with and for different groups (Step 6), and drafted key messages to convey to
each of them (Step 7).

Step 8 takes you from preparation to operations — it's time to jump into the
water and swim, to create brochures or posters, produce radio or TV broad-
casts, launch a series of articles, prepare for meetings with stakeholders,
design and organise workshops and dialogues, and more. But remember to
choose your media and communication channels carefully. There is no point in
producing a radio or TV broadcast if your identified key stakeholders are best
influenced by interpersonal discussion. We all have a bias towards the media
and resources we have available and which we have used in the past — usually
for other purposes. Keep in mind the adage: “to a hammer, everything looks
like a nail”. So, instead of using the same media again and again for different
conservation programmes, stick to the recommendations in Step 6: Each
media should be appropriate to the audiences’ preferred information sources
and media consumption patterns, and each media should be used for specific
rather than multiple objectives or purposes.

Most communication strategies have this famous
‘Aha!’ moment or eureka effect when planners
and people involved suddenly understand a previ-
ously incomprehensible problem or concept and all
the pieces of a puzzle fall into place. This often hap-
pens in the planning or production phase. The “My
Green Mongolia” (MGM, see p 30) campaign, for
example, really took off during a 4-day co-creation
workshop for a 26-episode radio drama series when
planners, media professionals and environmental
experts, guided by the authors of this guide, de-
veloped and acted out the drama’s characters and
story arch.

Then, these participants took sketches from one episode on stage for a dress
rehearsal. There were bad guys, an attractive heroine, a love triangle, sleezy
hustlers, lots of tempting business opportunities, sex,crime, and quite a num-
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Production

ber of cashmere goats involved in the drama on biodiversity conservation and
environmental protection. And the invited guests and MGM stakeholders just
roared with laughter at the info-training and authentic play. At that moment,
the MGM stakeholders felt that the campaign would fly.

To increase media effectiveness, the media or material selected should not be
mass produced too early in the elaboration of the communication strategy. The
implementation of a multi-media communication strategy has a greater chance
of being successful if its impacts are assessed by means of a built-in formative
(continuous) and summative (ex-post) evaluation. In addition to the variety of
Monitoring & Evaluation methods that will be covered in Step 10, we provide
some examples below of how to pre-test the media and materials.

Another issue is some simple advise on visual design in the media production
process as outlined below.

Guidelines for Using Visual Aids

Title
All visual aids should have a title.

Structure

Less is more: Viewers should be able to grasp the essence of a visual aid at

a glance. Assign the headlines and sub-titles different colours. Form visual
blocks. Leave spaces blank instead of overloading posters, transparencies, or a
PowerPoint slide.

Graphical Support
As pictures tell more than words, use diagrams, illustrations, or drawings in
addition to text.

Colours

A poster or transparency will look more lively and attractive when some basic
colours are added. Colours also help structuring information, but use them
selectively and systematically.

Literacy

“You see what | mean?:” Visual information needs to be interpreted, too,
and the ‘visual literacy’ to do so is not shared interculturally. This often makes
pretesting necessary.

Legibility
Big visual aids such as posters or info boards should be legible from up to eight
meters.”



© Manfred Oepen.

How you can take this step

The most important recommendation at this point is: involve
professionals who have experience with the specific communi-
cation channels that you selected earlier. For example, trained
journalists are good at writing grammatically correct text in a
plain language style that appeals to a wide audience. A graphic
designer has an eye for attractive layouts of brochures, flyers,
or posters. Producing video clips or entire films is a profession
in itself. Meetings, seminars or multi-stakeholder workshops are
best designed and implemented with the help of experienced
facilitators using moderation and visualisation methods and
tools such as MOVE. This will help project teams hold more
effective discussions and make joint decisions with better judge-
ment based on informed choice. Step 9 below provides more
details on MOVE.

Ideally, some of those specialists will already have contributed
to earlier steps of creating the communication strategy. Writ-
ers, designers, producers, facilitators, etc. who have not been
involved so far should now be briefed thoroughly about the
target groups, objectives, desired contents and messages, the
set of selected media and communication channels, etc. Each
of them should know which other elements are incorporated in
the strategy. In turn, they will be able to advise you on the most
effective ways to use each element, for example, regarding
suitable layouts and design, typical persuasion and retention
rates of different media, or effective workshop dynamics and
methods. You may find this a rather time consuming exercise,
but it pays off!

This is also a good moment to put together an integrated pro-
duction schedule that includes all media and communication
channels to be employed in the strategy. Within your team, ev-
eryone should be informed about his or her role in the process
and about the timing of different strategy elements. Some team
members may need to be trained or updated to be able to fulfil
their role effectively. Be realistic in the amount of time needed
to reach the project outputs, and the time and inputs needed for
the organisational process. This is especially important when
your conservation programme closely works with partners and
intermediaries.
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As the saying goes, you only have one chance to make a good first impres-
sion. [t is very difficult to undo a bad first impression made by misguided and
ineffective elements of communication strategies. Therefore, especially where
large quantities of material are to be produced, pre-testing the strategy,
media, and messages can prevent costly mistakes. Pre-testing is an oppor-
tunity to consult with and listen to stakeholders to ensure that the mentioned
elements respond to and meet the audience’s needs, and it involves the latter
in the design and fine-tuning of the communication strategy.

To pre-test the effectiveness of media and communication channels, you can
employ a combination of qualitative and quantitative research methods. Here
are some examples to choose from:

Define objectives: Outline the goals of your communication strategy, and
Identify the key performance indicators (KPIs) you want to measure, e.g.
outreach, engagement, call to action, etc.

Choose relevant channels: Identify potential communication channels based
on your audience’s preferences that you have identified through a KAP survey,
for example.

Qualitative research: Conduct interviews, surveys, or focus group discussions
to gather subjective feedback. Ask participants about their preferences, percep-
tions, and experiences with different communication channels.

Quantitative research: Use analytics tools to measure quantitative data. Track
metrics such as reach, click-through rates, or engagement on each channel. t

A/B testing: Implement A/B testing to compare variations of your content
or messages. Test different headlines, images, or calls-to-action to determine
what resonates best with your audience.

Feedback mechanisms: Include feedback mechanisms within your channels,
such as comment sections, surveys, or polls. Analyze the feedback to under-
stand how your audience is responding.

Competitor analysis: Analyze the communication strategies of your compet-
itors. Identify which channels they are using successfully and learn from their
approaches.

Cost-effectiveness analysis: Evaluate the cost-effectiveness of each channel.
Compare the cost for each channel per click or conversion, i.e. the occurrence
of a desired action.

Monitor trends: Stay informed about trends and changes in consumer behav-
ior. Adjust your communication strategy based on emerging trends.

Iterate and optimise: Use the insights gained to refine your communication
strategy. Continuously optimise your content and channel selection based on
performance data.



By using some of these research methods, you'll gather valuable insights into
the effectiveness of different media and communication channels, enabling you
to make informed decisions and optimise your strategy over time.

It is useful to do a pre-testing on several levels. The strategy itself — as outlined
in Step 4 at the latest — can be pretested through participatory processes that
involve intended stakeholders through focus group discussions, rapid surveys,
or in-depth interviews. In this way, people who will be affected by the strate-
gy have an opportunity to provide feedback on improvements or things to be
avoided. The results of such a pretest usually provide information needed to re-
vise the strategy before it is implemented on a community, regional, or national
level. Pretesting the strategy could be done any time between Step 4 and Step
8. In some cases, as early as at Step 2, involving audience and KAP analyses,
relevant practices and products can be pretested. Observing people engaged
in desired activities in forest management or using new environment-friendly
products, for example, may identify barriers and benefits that will improve sub-
sequent steps and elements of the communication strategy.

At the same time, it is useful to pre-test media and messages by using pro-
totypes of print and mass media materials with groups or individuals who are
representative of the target audience. The latter is important because “the
worm has to be tasty to the fish, not the angler”, i.e., the message should suit
the specific characteristics, the educational and intellectual background, and the
values and aspirations of the respective stakeholder group.

Hence, it would not make sense to pretest a comic book meant for rural adults
with a group of urban university students. Often, multiple versions of the same
message or material are developed, and people are asked which ones they like
better and why. The relevance, textual and visual clarity, potential to motivate
and/or induce action, and the acceptance or credibility of the media and mes-
sages can also be tested in this way.

When working with local communities, you may want to focus on co-creation
with your partners. This means spending significant time in the field to dig
deeper into local experiences and learn about community members’ day-to-day
lives. For the same reason you should compensate people for their time and ef-
fort, and you should make a commitment to share pre-testing results with those
who participated in the test and to incorporate the results into the media and
materials you produce. Yes, pretesting, qualitative research and co-designing
solutions with community members takes time, but these approaches are key to
success of your communication strategy.

The seed Media Production and Pretesting (Seed 8.1) helps you summarise
the information gathered.
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And here is how Provita and #NatureForAll, the case studies, dealt with media
production and pretesting.

mobmooo oo



Step 9: Media use in the

flield

Fig. 36. Media use & field
implementation. © Manfred
Oepen. ACT Assist.

What this step is about

Key question: How do you disseminate and effectively use the media and
materials you produced in the field?

Relevant seed: Seed 9.1, Media use & field implementation

A multi-media communication strategy has the best chance for success if the
combination of media, materials and dialogue platforms is well coordinated.
Good coordination means that the different media and messages used comple-
ment and build on each other — and, most importantly, that messages are timely
and actionable.

One of the greatest obstacles to success of a communication strategy is
that the messages are untimely or unactionable. For example, large-scale
battery recycling schemes in the Netherlands or organic waste collection bins
in Germany in the 1980s initially failed because awareness raising campaigns
were launched before the actual physical collection logistics were in place and
working. This frustrated people — and many did not even want to listen any
more during similar campaigns some time later. Therefore, the best advice is
“Be ready when the people are”.

Similarly, a delay in communication activities may trigger domino effects. For
example, you may have succeeded in motivating all the main stakeholders to
participate in a conservation programme workshop, but a key input — a study,
for example — is not available by the time of the event. The resulting frustration
of the participants may undermine your credibility in any future communication.

In short, running a multi-channel communication strategy requires a good
information management system that provides rapid feedback on key activi-
ties. This will enable you to adjust the strategy when necessary. The information
system should enable the proper and timely coordination of various activities,
which often need to be carried out simultaneously. Also, the capacity-building
efforts of local partners that began in the assessment and planning and design
steps need to continue throughout implementation. In order safeguard the sus-
tainability of your conservation programme, implementation should be locally
run, with outside technical guidance provided only as needed.

At this point it is also good to remember that change does not happen over-
night. Instead, change is a process that moves along a continuum of practice
changes. In general, there are five stages commonly observed as the process
of changing practices unfolds. During the awareness stage, a stakeholder
group is exposed to something innovative but is not interested in altering prac-
tices in order to address an environmental problem. It takes the interest stage
for them to look for detailed information before, in the decision stage, they
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Action & reflection

weigh the advantages and disadvantages of the innovation and either adopt or
reject it. In the implementation stage, they use and evaluate the new practice,
and finally, in the confirmation stage, they decide to continue using the inno-
vation or finally reject it.

Fig. 37. AIDIC. © Manfred Oepen. ACT Assist.

People need different kinds of messages, materials, training, and support in
each of these stages. For example, people who are unaware that their practic-
es are harmful to the environment may need better information from sources
they trust. Others who are thinking about trying out a new environmentally
friendly practice may need social support and skills training. When people
first try a new practice, they may experience confusion and frustration. At this
point, they need encouragement and recognition. Ultimately, for a behavior to
be maintained, repetition is critical.

Hence, assess where your target audience is on the continuum and then take
steps to support them to move on from one stage to the next, from passive
onlookers to actively engaged individuals or groups.

How you can take this step

The seed Media Use & Field Implementation (Seed 9.1) helps you gather
and keep track of the most essential management information.

Fig. 38. © Manfred Oepen. ACT Assist.



Participant in a Lao environmen
tal communication training using
MOVE. © Manfred Oepen.

As mentioned earlier, it's important to make realistic time estimates — both per
media and communication channel and per stakeholder group, considering the
most appropriate events, occasions, times, and places. For example, you can
plan workshops back-to-back with other events where some key stakeholders
are already present. Also, you can use or create events where you can ‘stage’
and present inputs such as culture festivals, VIP visits, etc. Where mass media
are being employed, try to plan other activities around them as to harness
public attention. Try to ‘cross-fertilise’ different channels, e.g., the emotional
appeal of the radio with the factual one of print media. It is also possible to
achieve multiplication and feedback effects among various media. Consider

a decision maker who, on the same day, reads about your conservation pro-
gramme in the newspaper, finds a brochure on it on her desk and is asked

by a colleague what she thinks about the latest social media posts in relation
with your programme. Compare that to a decision maker who learns about
your conservation programme only through a monthly electronic newsletter. In
summary: Try to ‘piggy-back’ and combine media and communication chan-
nels as much as possible, and to get ‘free rides’ on existing media, platforms,
events, or other communication channels.

In interpersonal communication what helps is balancing
advocacy and inquiry by laying out our reasoning and
thinking, and then encourage others to respond and

to question the view presented. This is best achieved

in interactive dialogue formats such as facilitation or
MOVE — Moderation and Visualization for Group Events. In
essence, “moderor” is Latin and means to lead, navigate,
or control while the Latin origin of “facilitation” means

to make something easier. The focus is on processes that
make it easier for a group to share knowledge and gener-
ate new ideas by comparing and choosing between op-
tions, and making decisions and plans for implementation.

Dialogue has at least two dimensions: the ‘What' and the 'How,” meaning the
technical subject matters and the methodological know-how. Technical and
professional expertise alone is not enough. Rather, it is equally important
‘how’ conservation subject matters are conveyed. Conservation professionals
often rely on their technical competence and analytical skills. In this guide, we
stress the need for an approach to communication between us and our stake-
holders that cultivates the individual and institutional willingness and ability to
learn in an interactive and participatory way. This will help project teams hold
more effective discussions and make joint decisions with better judgement
based on informed choice.
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To this end, MOVE is an effective method. It elicits ideas and reach group
consensus on key issues or courses of action interactively. The process needs
a skilled moderator who stimulates communication by posing precisely formu-
lated questions that the group works on. Each individual is given time to think
and to note down main ideas on cards. The cards are then presented, dis-
cussed and clustered to represent the collective reflection of the participants.
The method is based on three major working principles - moderation, visual-
isation and experiential learning - and a set of major features: Transparency
in decision making, needs orientation, cooperation & participation, learning
by self-reflection, 10% theory/60% group work/30% discussions, professional
moderation and visualisation, and evaluation.

It is also useful to have a few prepared ‘elevator speeches’ at hand to use

whenever an opportunity arises, for example on the supporting, provisioning,

regulating, and cultural functions of ecosystem services that are the basis of

life on earth. An elevator speech or pitch is a brief, think 30-90 seconds, way

of introducing yourself and your cause, getting across a key point or two, and

making a connection with someone. The goal is to convince that person or

group of a conservation idea or concept in an exciting style so that further

contacts or meetings can be arranged. Be ready for such occasions — and grab

them. While it is good to plan communication strategically, it is also necessary Fig. 39. Ecosystem Services. Melanie
to be prepared for any unforeseen or unplanned opportunities, especially in Vogelpoh, Deutsche Bundesstiftung
communication with top-level decision makers who are hard to reach. Although Umwelt.

prepared in advance, an elevator speech should not sound memorised but

conversational and natural. You want to appear confident, enthusiastic, poised,

and professional.
Example of an

Now, let's have a look at how #NatureForAll tackled this step. Elevator Speech

“We provide sustain-
able energy solutions
Provita that reduce your com-
pany’s environmental
impact and cut energy
Have a look at the Provita case study in Step 8. costs.We believe that
gomg green should
enefit both the planet
and your bottom line.

As a matter of fact, we
#NatureForAll helped [company that

works in the same in-
The website has been a place to showcase partner stories, case studies dustry] cut ’%76‘_ e’%gfflc-
and successes. It allows partners access toolkits and resources they would ’[% ‘,:,gsi;]'s, "\"/f/; tef:’irni tfaeﬁs
otherwise not be able to develop on their own, but also share their own something you'd be
materials so others can benefit from them. It also provides space to assem- interested in, as you
ble, learn from, and share evidence-based research. Social media channels fg#é‘sj ‘;givgr’gsﬁﬁ:i‘ﬂ;:ﬁt
allowed partners to coalesce around a rallying hashtag, to have their work goal of the company].
amplified to a different audience and to connect with a global community. Let’s talk further and

discuss this more!”



Step 10: Monitoring and
evaluation

What this step is about

Key question: How do you know you are successful with your campaign?

Relevant seeds: Seed 10.1, Monitoring & evaluation

Seed 3.2, Indicators for communication objectives

Assessing the effectiveness of communication strategy is complex because its
interventions are not isolated events. As most target audiences are bombarded
constantly with messages from many sources, it is hard to attribute outcomes
or effects to any one element of your strategy. Even if an effect has been
observed and measured, one should not deduce from this that the result came
about through your conservation programme alone. This is called an ‘“attribution
gap’. However, it is not always necessary to prove that a particular input has
had a specific impact. It is often sufficient to make a case for the fact that the
programme as a whole has contributed to the observed change.

Another way of minimising the risks of attribution gaps is to involve intended
audiences and local people not just as sources of information but as active
participants. If stakeholders are proactively integrated into the monitoring

and evaluation (M&E) procedures, they evaluate as insiders while you as an
outsider facilitate the process. M&E then means additional human capacity
development of stakeholder for analysis and problem solving. This process
will build commitment for implementing conclusions and recommendations of
your conservation programme. So — don’t do M&E just by yourself but do it
together with your stakeholders and partners.

M&E have two major objectives: they support you in steering the communica-
tion strategy, and they help all involved to learn from both success and failure.
M&E should therefore be a continuous effort throughout the communication
strategy — from planning to implementation. It should focus on the efficiency of
strategy implementation, and on the relevance and impact of individual activi-
ties or the overall programme.

There are different types of M&E: Ex-ante appraisals are part of the planning
to assess the envisaged outcomes and impacts. Formative evaluation is done
during implementation and helps you check whether the programme is on
course. Ex-post impact assessment after implementation assesses the effects
of the intervention and rates the sustainability of those effects.

To make evaluations useful and to reduce their cost, determine during the
assessment stage the indicators needed to measure success and focus the
evaluation on measuring those specific indicators, the yardsticks of your strate-
gy. For example, if the goal of your communication strategy is just to increase
information, then focus the evaluation on measuring knowledge gains. If the
goal is to change practices, focus on measuring the specific environmentally
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Action & reflection

friendly practices you want the target audiences to achieve. Often, your communication
strategy in Step 3 has defined knowledge, attitude and practice (KAP) objectives. In this
case, a combination of several related indicators will be your yardsticks of choice. Have a
look at the example overleaf which is related to communication objectives and their KAP
indicators as defined in Step 3.

Knowing whether your communication strategy has made an impact requires a
comparison of current conditions with a previous status, another site, or a different

group of people. Changes in knowledge, attitudes, and practices may be measured by
comparing levels before and after your interventions. Changes may also be measured

by comparing the actions of people who were involved in an activity or exposed to
communication such as television or radio spots, billboards, or printed materials, for
example, with people who were not. If there is no comparison, there can be no evaluation.
This is why often pre- and post-KAP surveys are conducted.

But keep in mind that M&E should be done regularly throughout implementation so that
its results can be used to refine and re-plan the strategy and its media, messages, and
materials. Evaluation can also provide vital information that decision makers, practitioners,
and donors can use to guide the development and implementation of your conservation
programme. Don't wait until the project is over to evaluate but use smaller, in-between
evaluation samples and methods so that related results can still be applied to make nec-
essary in changes in the management and implementation of your communication strate-
gy and conservation programme.

How you can take this step

The best way to implement M&E is to assess
whether the (KAP-related) communication
objectives— of a campaign or communication
strategy have been reached. These objectives
were formulated in Step 3 for each stakeholder
group. Let’s take the example we used in Step
3, i.e. “within May — September in the year N,
we want 30% of registered visitors of the Par-
adise Mountain protected area (PA) to collect
their garbage and drop it at designated dis-
posal sites” as overall conservation programme
objective. In this example, KAP-related com-
munication objectives were formulated and you
can measure whether or not your campaign has
been successful in reaching these goals. Here
is an example. More ways how to measure the
impact of a communication strategy or cam-
paign are listed overleaf.

Fig. 40. KAP Chart. © Manfred Oepen. ACT Assist.



It is often not possible — and not always necessary — to commission a largescale
study for M&E. Don't worry about this: A ‘light’ version of M&E will often be
sufficient. The most important thing is to think in advance how you will notice
success: How will you see, hear, or feel that you have reached your objectives?
The second most important element is to define and assess this together
with others — with a handful of colleagues, or at a workshop with stakeholder
representatives. This is because different people perceive and interpret things
differently, and it is very difficult if not impossible to evaluate the effects of a
communication strategy all by oneself. The seed Monitoring & Evaluation
(Seed 10.1) provides a format for this exercise. Also, the key indicators defined
in Step 3 (Indicators for Communication Objectives, Seed 3.2) help you
assess the outcomes of communi—cation interventions and track the inputs and
processes that contribute to success.

In addition, involving and training community members to measure prac-
tice-oriented and environmental indicators, is another emerging and powerful
tool to shape and measure change. It is powerful because it assists citizens in
making informed decisions - that is, to seek, organise, and use data to im-
prove both their built and natural environments. In addition, sharing research
results with stakeholders builds constituencies and advocates. It also ensures
that everyone learns from successes and avoids common mistakes. Involve key
decision makers and influencers early to develop understanding of and com-
mitment to the M&E process. This helps ensure that these results will be shared
and used. Holding press conferences or informing journalists about M&E results
encourages media coverage of conservation issues. As an additional benefit,
increased media coverage provides reinforcement of the desired environmental
practices.

Here are some questions you may want to consider in the context of M&E:

About the issues that are being communicated
= Who ‘owns’ the issues?
m  How relevant are the issues to the audience?

= To what extent does the audience understand the root causes, dy-
namics, consequences, etc. of the issues?

m= Do the issues generate emotions: interest, anger, frustration, etc.?

About the media selection and mix

=  How suitable is the media selection and mix in light of the audience’s
preferences audio-visual literacy?
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m  How appropriate is the amount of information provided - is there an
overload or a shortage?

= To what extent do the selected media and messengers help strengthen
the message?

m  Does the choice of media respect the socio-cultural sensitivities of the
audience?

About the impact

® s the core message oriented towards people rather than technical
issues or projects?

= Does the core message support values, self-confidence and initiative of
local audiences?

= Are the best possible messengers engaged in order to increase mes-
sage effectiveness?

m Is the message heard, understood and accepted as intended?
m  To what extent does the message boost confidence and initiative?

= To what extent does the message motivate people to change their atti-
tudes and practices, and mobilise for action?

Measuring the impact of a communication campaign is crucial to assess its
effectiveness and make informed decisions for future strategies.

Here are several ways how you can measure the impact of a communication
strategy or campaign:

Set Clear Objectives and Key Performance Indicators (KPIs): Define
specific and measurable objectives for your campaign. Identify key perfor-
mance indicators (KPIs) that align with your goals, such as increased brand
awareness, website traffic, lead generation, or sales.

Surveys and Feedback: Conduct surveys before and after the campaign
to gauge changes in audience perception, attitudes, and behavior. Collect
feedback through online forms, interviews, or focus groups to understand
the impact on the target audience.

Website Analytics: Monitor website traffic and user behavior using tools
like Google or Facebook Analytics. Track changes in the number of visitors,
page views, and the time spent on the site during and after the campaign.

Social Media Metrics: Analyze social media engagement metrics, in-
cluding likes, shares, comments, and follower growth. Use social media
analytics tools to track the reach and impact of your campaign across
different platforms.



Media Mentions and PR Impact: Measure the quantity and quality of
media coverage related to your campaign. Evaluate the sentiment of
media mentions and assess how the campaign has been portrayed in the

Conversion Rates: Track conversion rates, i.e. occurrences of a desired ac-
tion related to your campaign, such as sign-ups, downloads, or purchases.

Brand Awareness and Recognition: Monitor changes in brand awareness
and recognition, and evaluate whether the campaign has positively impact-
ed brand recall among the target audience.

Email Campaign Metrics: If your campaign includes social marketing
through emails, track measure the impact of this communication on user
engagement and conversions such as open rates, click-through rates, and
conversion rates.

Cost-Effectiveness: Evaluate the cost-effectiveness of the campaign by
comparing the results achieved with the resources invested.

Stakeholder Feedback and Reviews: Monitor stakeholder feedback and
online reviews to understand how the campaign has influenced stakeholder
satisfaction and loyalty. Assess whether there are notable changes in senti-
ment and perception among your stakeholder base.

By choosing from or combining these methods, you can gain a comprehensive
understanding of the impact of your communication campaign and make da-
ta-driven decisions for future initiatives. By choosing from or combining these
methods, you can gain a comprehensive understanding of the impact of your
communication campaign and make data-driven decisions for future initiatives.
Throughout the implementation phase, stress the value of frequent check-ins
through real-time monitoring.

Retro planning is another M&E approach used to plan and organise tasks and
activities in a logical order. However, its specificity is that it starts backwards
from the expected project completion date. This is particularly useful when you
have to keep milestones and deadlines. In addition to Miradi (see also Seed
4.1) and concept mapping tools, retro planning tools such as Reetro or Wimi
that allow for better time management, breaking down tasks, allocating re-
sources and staff, etc. as part of team work.

Now, let's have a look at how the two case studies tackled this step.

Creating effective environmental communication strategies
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INntroduction

This annex offers a selection of aids that enable you to apply the 10 Step
Guide to your own conservation context and initiative. We decided to call
these aids ‘seeds’ instead of ‘tools’ as this term better reflects the very nature
of our conservation ambitions.

Structure of the Seedbox

The seeds are organised and numbered according to the ten steps of strategic
communication. There is at least one seed — and often several — for each step.

Some seeds complement each other, for example in Step 3: Communication
Objectives (Seed 3.1) and the Indicators for Communication Objectives
(Seed 3.2). Other seeds are interchangeable, even if they are related to the
same step. They may offer different lenses through which to view similar ques-
tions. Where there are several seeds for a particular step, you don’t necessarily
need to use them all.

Nature of the Seeds

Most seeds are designed to help you organise your thoughts or structure a
group discussion about a particular issue or set of questions. They often come
with matrices or graphs to support the visualization and documentation of the
results.

Other seeds are general approaches to a particular activity, for example Ne-
gotiation (Seed 5.3). The related descriptions summarise some key principles
that have proven useful in the context of multi-stakeholder processes in the
field of environment and/or international co-operation.

Using the Seeds

Every seed is described on a maximum of two pages, so that you can easily
print or copy it and take it along to a meeting or workshop.

We strongly recommend that, wherever possible, you use the seeds in a team
or workshop setting. Of course, it is possible to use the seeds on your own —
only you, a pen and a sheet of paper. But it is not a good idea. Developing an
effective communication strategy requires many different types of expertise
and perspectives. A group of colleagues and/or stakeholder representatives is
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simply more knowledgeable, experienced and creative than one single person.
You will get better results if you involve other people, and this will make your
communication strategy more effective and successful. Put differently: You
may not always have the budget to commission a study or hire a consultant

to help you develop the strategy. But it is always important to bring in diverse
perspectives by working together with others.

For group discussions, we recommend that you copy and use the visual aids
(tables or graphs) on a flipchart or pinboard, so that all participants can see
what is being written down. This helps you focus the discussion and makes it
easier for them to contribute to both the process and the results.



Step 1

Einstein

You may ask why so
much time is put into the
assessment stage (steps
1-3) of the communi-
cation strategy. Albert
Einstein had an answer:
“If I had one hour to
solve a problem, | would
take 45 min to study the
situation in which the
problem occurs, 1o min
to design a solution and
5 min to implement the
solution.”

- Situation analysis

Seed 1.1 Situation analysis

When to use the Seed

Before you start wondering how to communicate, you need to clarify what you
want to communicate: What are the issues, and what do you want to achieve?

Implementing conservation programmes is a socio-political change process.
For example, the change in different fields of action may consist of: Moving
from parliamentarians’ unawareness of conservation issues to the ratification
of laws and regulations. Moving from a lack of or inconsistencies in conserva-
tion policies to a broadly accepted, coherent set of conservation policies in an
area or country. Moving from unclear roles and responsibilities to a transparent
landscape of conservation-related institutions. And so on.

This simple seed helps you clarify what you actually need to achieve in partic-
ular fields or problems of a conservation programme, considering the specific
situation of your community, area or country. It will also shed light on some of
the challenges you may face along the way.

An important term here is “critical practice” — a paraphrase for all those new
ideas, suggestions, calls for action or practices you intend to introduce. Like in
any other change process, this means moving through a series of phases (see
page 78): (1) Awareness — people know and think about a particular issue, (2)
Interest — for example, they participate in a stakeholder meeting or workshop,
(3) Decision — they consider the options, what to do about the issue, (4) Imple-
mentation — they evaluate the advantages and disadvantages of recommend-
ed new practices, (5) Confirmation — they continue using the new practices or
finally reject it. In each of these phases, there is something new that you put on
the agenda or ask others to do or decide about. This is what “critical practice”
means.

How to use the Seed
Use the format on the next page to discuss and note down:

1 - Critical practices: What are your intentions? What are the critical practices
you want to see happening to solve the problem identified?

2 - Key opportunities: \What supports your intentions? What may promote the
critical practice? And who is on your side?

3 - Key challenges: What stands against your intentions? What is hampering
the critical practice? Who is against you?

4 - Alternatives: \What if you don't succeed, if the critical practice doesn't pre-
vail? Which second-best option could you pursue?
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Seed 1.2 Policy field analysis review

When to use the Seed

This seed helps you establish the system boundaries of a conservation pro-
gramme. Departing from a variety of sources, it helps you clarify which insti-
tutions and social groups are truly relevant, so that the scope, audiences and
activities of the communication strategy become well focused.

As the term “review” implies, this seed requires the use of existing policy anal-
yses. The questions below should not be discussed in a vacuum but based on
solid established sources.

One very useful source for this seed are the analyses of Step 2, in particular the
stakeholder map and the analysis of the knowledge, attitudes and practices
(KAP) of key stakeholders.

How to use the Seed
1 - Collect relevant documents

To begin, you will need to obtain a picture of the information available for
analyzing the policy fields relevant to the problems identified. There are usu-
ally various sources — e.g. [IUCN data on the status of species or ecosystems,
national or sub-national policy, local zoning codes, corporate policy or strate-
gic plans, municipal long-term plans, relevant NGO activities or programmes —
from which this information can be taken. Some may be available within, others
outside your own sector or institution. In order to utilise these for learning
purposes, they will now all be combined to produce a single picture.

2 - Review policy field analysis with reference to key questions

From these sources, it may be helpful to answer the following key questions
when producing a coherent overall picture of the policy field:

B Who (organizations, institutions, individuals) possesses which resources,
and by what logic are these utilised and distributed?

B What knowledge and what core expertise are particularly important in
the respective policy field, and what knowledge and experience are
lacking?

B Who is pursuing which interests?
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What are the dominant coalitions in the policy field?
How does the policy cycle work in this policy field?

How and by whom are the key problems of the policy field defined?

What is the history (of experience) behind the problems as currently
defined?
Which factors influence agenda setting in the policy field?

3 - Identify learning objectives for stakeholder groups to achieve the
policy goals

Questions to be raised here include:

B How can we change or utilise the settings and framework conditions for
learning?

B Which organizational capacities need to be developed among our part-
ners so that the policy goals can be achieved sustainably?

B Which capacities need to be developed so that the stakeholders will be
able to engage productively in the process?

B How would we be able to determine whether change has taken?

Adapted from: Capacity WORKS Manual, GIZ 2015.



Seed 1.3 Big picture chart

When to use the Seed

Before you can draft a clear and effective communication strategy for any
conservation programme, you need a clear and agreed set of objectives for
this programme. This seed helps you formulate a high-level strategy for sup-
porting the objectives through the communication strategy.

Ideally, the individuals who are steering the process have already established

the goals in documents to which you have access. Otherwise, you may need to
clarify them in personal conversations. Once you know what the objectives are,
you can assess how the communication strategy may best support these goals.

How to use the Seed
Use the format on the next page to discuss and note down:
1 - Policy and practice change objectives

List the established objectives in the first row of the table.

2 - Identify driving and restraining forces

Identify any driving forces and restraining forces that you can think of in the
respective programme. Driving forces are circumstances that support the ob-
jectives, restraining forces are circumstances that stand against them. Driving
forces carry you toward attaining the objectives, restraining forces bring about
resistance.

If the restraining forces are stronger than the driving forces, the objectives
are unlikely to be achieved. When the driving forces are stronger, chances for
success are obviously much greater. List the driving and restraining forces in
the two corresponding columns.

3 - Ways to maximise driving forces and minimise restraining forces

Think of ways to trengthen the driving forces and weaken the restraining forces
to the point where the driving forces are stronger.

Discuss and take notes on how your communication strategy could be used
to capitalise on the driving forces and minimise the impact of the restraining
forces.

The chart you create with this seed will be a valuable guidepost for developing
and implementing your communication strategy.
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Seed 1.4 Miradi

When to use the Seed

Miradi is a project management software tool developed by the Conservation
Measures Partnership (CMP) specifically designed for conservation practi-
tioners. You can use the tool to assist in the planning, monitoring, and eval-
uation of conservation projects, supporting practitioners in making informed
decisions and achieving their conservation goals effectively. It's built upon a
structured approach to conservation planning known as the Open Standards
for the Practice of Conservation.

Key components and features of Miradi include:

B Conservation planning: Miradi helps users systematically plan conser-
vation projects by guiding them through a step-by-step process. This
includes defining the project’s scope, identifying key threats and oppor-
tunities, setting clear objectives, defining strategies, and creating action
plans.

B Logic model framework: The software employs a logic model framework
to help users conceptualise their conservation interventions. It breaks
down the project into key components such as inputs, activities, out-
puts, outcomes, and impacts. This framework aids in understanding how
actions lead to desired conservation outcomes.

B Adaptive management: Miradi promotes adaptive management by al-
lowing practitioners to monitor and track the progress of their projects.
It enables them to collect and analyze data, assess the effectiveness of
their strategies, and make adjustments as needed to achieve better con-
servation outcomes.

B Collaboration and communication: The tool facilitates collaboration
among team members by providing a platform for sharing project infor-
mation, documents, and progress updates. It also supports communica-
tion with stakeholders by generating reports and visual representations
of project plans and results.

Using Miradi typically involves the following steps:

B Project initiation: Define the project’s goals, objectives, scope, and
stakeholders involved.

B Planning: Use the software to create a detailed plan, including strate-
gies, activities, and indicators for monitoring progress.
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B Implementation: Execute the planned activities while continuously
monitoring progress and collecting data.

B Evaluation: Assess the effectiveness of strategies and interventions
based on collected data.

B Adaptation: Make necessary adjustments to the project based on eval-
uation findings and lessons learned.

How to use the Seed

Full descriptions, examples and training modules on Miradi are available on the
Conservation Measures Partnership website. You can customise Miradi to fit the
specific needs of your conservation projects, allowing for flexibility in the plan-
ning and management process. It helps streamline project management tasks,
promotes evidence-based decision-making, and fosters adaptive management
practices in conservation efforts.

Miradi has elements that make it an effective tool to facilitate communication
planning within conservation projects. Miradi was built on the belief that effec-
tive communication is crucial in ensuring that all stakeholders involved in a con-
servation project are well-informed, engaged, and aligned with the project’s
objectives and progress. Miradi offers several features that can directly support
your communication planning:

B Stakeholder engagement: The software helps identify and manage
stakeholders involved in the project. It allows users to record and an-
alyze stakeholder information, including their interests, concerns, and
roles within the project. This information can be used to tailor communi-
cation strategies for different stakeholder groups.

B Document sharing and collaboration: Miradi provides a platform for
sharing project information, documents, and updates among team
members and stakeholders. This feature enables seamless collabora-
tion and ensures that everyone involved has access to the latest project
details.

B Reporting and visualisation: The tool generates reports and visual repre-
sentations of project plans, progress, and results. These reports can be
customised to suit different audiences, making it easier to communicate
project achievements, challenges, and goals effectively.

B Customizable communication plans: Users can develop communication
plans within Miradi, outlining strategies for effectively communicating
with various stakeholders throughout the project lifecycle. These plans
can include communication objectives, key messages, preferred com-
munication channels, and timelines for engagement.



B Adaptive communication strategies: Miradi’s adaptive management
approach allows for adjustments based on evaluation findings and
stakeholder feedback. This flexibility extends to communication strat-
egies, enabling practitioners to refine their approaches based on the
evolving needs and preferences of stakeholders.

By incorporating communication planning into its framework, Miradi assists
conservation practitioners in ensuring that communication efforts are intention-
al, targeted, and aligned with the overall goals of the project. Effective com-
munication helps build support, manage expectations, and foster collaboration
among stakeholders, ultimately contributing to the success of conservation
initiatives.

Fig. 43. Conservation Standards. Miradi. https://www.miradishare.org/ux/about#miradi-an-essen
tial-tool-for-conservation.
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Step 2: Stakeholder and

KA

P analysis

Seed 2.1 Overview of strategic stakeholders

When to use the Seed

Based on the situational analysis in Step 1, you can now examine the
stakeholder landscape.

How to use the Seed
Use the table on the next page to discuss and take notes:

1 - Strategic stakeholders. List all the strategic stakeholders. Two
groups are considered “strategic”:

B Primary stakeholders, i.e. individuals, groups or institutions who have
an interest or rule power relevant to the conservation programme issue
in question. These are the people whom you expect to change from one
type of attitude or practice to another — or from inaction to action.

B Intermediaries, sometimes also called ‘secondary stakeholders, i.e. in-
dividuals, groups or institutions who may help you achieve your policy
and communication objectives by reaching out to other stakeholders and
lobbying for support.

B Make sure that the groups you list are relatively homogeneous, i.e., the
people within each group share similar characteristics. For example, de-
cision makers of different organizations may have more in common than
the middle management of the same organizations.

1 - Core interests. For each stakeholder (individual, group or institution) list
what their main interests are: What are the driving forces or motivation behind
their observed attitudes, practices and positions? Note that positions are open
expressions of what people really want. The interests are the motivation behind
the position — why people want or do something. This is not always apparent
at first sight. The interests tell you how people perceive risks, opportunities,
incentives and other values which may later become crucial elements of your
communication approach.

2 - Critical practices. List for each stakeholder what you want them to do — the
action you want them to take or the new practice they are supposed to adopt.

3 - "Allies’ and "adversaries’. Finally, try to identify potential ‘allies’ and ‘adver-
saries’ in each group: Who will probably stand against your intentions, and who is
likely to be on your side? You can later involve the latter as promoters or change
agents, and you will need to win over at least some of the former.
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Seed 2.2 Stakeholder map

When to use the Seed

A stakeholder map allows you to visualise the landscape of individuals, groups
and organizations who play a role in the conservation programme you are
working in. It is a very flexible seed that can be structured according to your
needs. It also provides you with insights about both the relative importance of
each stakeholder, and their relationships to each other. There are several forms
of stakeholder maps. The one we suggest here takes the shape of an onion.

How to use the Seed

As is the case with most other seeds, a stakeholder map is best created in
collaboration with others. The discussion about who the actual stakeholders
are, how relevant they are and where they should be placed vis-a-vis one
another brings out interesting insights that you can use later in the process.

Ideally, use colored cards, felt pens and a pin board or flipchart for this seed. If
you don't have cards, you can easily produce them by cutting paper into pieces,
about the size of an envelope or three equal pieces of an A4 sheet.

1 - Define the structure

Define three broad categories into which you will group the stakeholders. For
most conservation programme purposes, distinguishing state, private sector
and civil society makes most sense. In some cases, a structure of, for example,
global, national and local players may be a useful alternative.

2 - Prepare the map

Draw the “onion” onto a flipchart or a large board, as shown on the picture:
with an inner circle for “primary stakeholders” and an outer circle for “inter-
mediaries”, and with marks for the three defined categories.

3 - Collect the stakeholders

Brainstorm all the stakeholders you can think of in this particular programme.
Write each of them on one card, using different colors for each category of
stakeholders (for example, yellow for state, blue for private sector, and green
for civil society).

4 - Place the stakeholders on the map

Put the cards on the map, according to the three categories and two circles.
Use the distance from the center as an indicator for the relative importance of
each stakeholder, and place stakeholders that have a close relationship — for
example, because they co-operate — near to each other on the map.
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5 - Add any additional relevant information

Finally, you can add information on individual stakeholders or the relationships
between them. For example, you can mark veto players by putting a “V” on
the respective card. Or you could draw solid and dotted lines between certain
stakeholders, indicating the relative strength of their relationship.

Fig. 45. Stakeholders Circles. Adapted from: Capacity WORKS Manual, GlZ, 2015.



Seed 2.3 Four-field analysis of stakeholders

When to use the Seed

This seed helps you develop and structure hypotheses and insights about indi-
vidual stakeholders, so as to assess their willingness and capacity for dialogue
and co-operation. It can be used in two ways:

B Before the beginning of a process, you can build hypotheses about
each stakeholder group. This provides you with hints on how to address
the different groups, and on opportunities and challenges that may arise
in the co-operation.

B If done together with stakeholders, for example, in a joint workshop, it
can contribute to a better mutual understanding, and to overcoming
disturbances in the co-operation. A basic level of trust between the
stakeholders is, however, required for a participatory process like this.

The results of a Four-Field Analysis may vary for different fields of action, even
for the same group of stakeholders. This is because the different policy ob-
jectives can bring about different perspectives held by individual groups. It is
therefore useful to repeat the analysis from time to time.

How to use the Seed

As the name implies, this seed looks at stakeholders from four different angles:
interests, relationships, organization, and perception. The best way to use it is
to copy the format shown on the next page onto a large board and fill in the
following aspects for each stakeholder group:

1 - Interests

Interests are basic motives of individuals and organizations, linked to priority
needs in a certain context. Typical interests are access to resources, safety,
recognition, a sense of belonging, or self- determination. Interests should not
be confused with positions in negotiations. A position is a single expression of
an interest, while the interest may be much broader. Positions tend to be in-
flexible, while there are usually several options to satisfy an interest. Important
aspects of interests are:

B Interests related to the topic at hand: These are frequently based on
values and convictions, and/or they may have a strong material motive.
For example, business organizations are very concerned about profits,
protecting ownership, etc., while civil society organizations put much
emphasis on their mission and on safeguarding their credibility vis-a-vis
their constituencies.
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B Interests related to the co-operation partners: Individuals and orga-
nizations also have an interest to secure their own standing in a set of
partners. For example, they may feel a need to demarcate and protect
their identity, or be concerned about their relative power and influence.

2 - Relationships

Every stakeholder is part of a network. This includes allies and opponents, sup-
pliers and customers, authorities, etc. The characteristics of different types of
relationships will influence the practices and room for maneuver among stake-
holders. This is usually not discussed openly, but it always plays a invisible role
at the negotiating table. Important aspects of relationships are

B mutual dependencies, obligations and responsibilities,

B the level of existing or potential benefits that stakeholders derive from
co-operating,

the degree of competition and the level of trust,

B their joint history: old rivalries or friendships, successful vs. failed
co-operations.

3 - Organization

Understanding the internal structures and processes of stakeholder organi-
zations makes it easier to design realistic dialogues and to understand the
stakeholders’ behavior. In addition, it allows assessing the stakeholders’ mutual
capacity for co-operation. Important aspects of organization are

B Decision making: Who are the decision makers, and how long do they
take to make a decision?

B Mandates of representatives: What can they decide, and what must first
be legitimised by internal consultation processes?

M Practical constraints: Shortages of resources, and how the organization
deals with them.

B Planning culture: How long-term and binding are plans in the organiza-
tion?

B Communication culture: What is considered ‘good’ communication:
Comprehensive, oral and participatory? Or to the point, decisive and
written? How are emotions and rationality rated?

B Interfaces: How does the organization shape its internal and external re-
lationships, e.g. through official contacts, or through personal contacts
and informal “trust building”?



4 - Perception

Every person, group or organization has images and ideas about itself and oth-
ers. These perceptions influence how they look at others, e.g. are they “good”
or “evil”, “friends” or “enemies”, how they interpret information provided by
others, etc. Important aspects of perception are

B What are their fundamental values, principles and ideals?
What is their overall goal or mission?
What are things that they are proud of?

Which motives and values do they attribute to other stakeholders?

Which practices does the organization approve or disapprove of in
other stakeholders?

B How does the organization distinguish between “friends” and “ene-
mies”?

5 - Conclusions from a Four-Field analysis

A thoughtful Four-Field analysis is likely to provide you with new and inter-
esting insights and hypotheses about individual stakeholders. After complet-
ing the analysis, you can use it to draw further conclusions and check

B which specific aspects may support or obstruct the willingness and
capacity of individual stakeholder groups to co-operate,

M where different stakeholders are similar and where they are different —
and whether this presents an opportunity or a potential difficulty in the
process. Note that differences are not necessarily obstacles — they may
as well be complementary.
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Fig. 46. Four-Field Analysis of Stakeholders. © Manfred Oepen. ACT Assist.




Seed 2.4 Force field analysis

When to use the Seed

This seed illustrates the relative power of different stakeholders when it comes
to influencing the outcomes of a dialogue or negotiation. It departs from the
idea of mutual dependence of the stakeholders, who are all trying to optimise
their individual advantages. The seed allows you to assess to what degree
person or group X is able to influence the outcome for person or group Y.

The Force Field Analysis can be applied to any number of stakeholders and
will help you find out which stakeholders you need to focus on, and by which
approach, in your communication strategy.

How to use the Seed
1 - Assess the relative influence of each stakeholder

Use the format below — adapted to the number of stakeholders of your case -
to assess how much influence each stakeholder has on the advantages that can
be reached by the others, using a scale where 0 = no influence, 1 = little influ-
ence, 2 = moderate influence and 3 = strong influence.

Example for four stakeholder groups

Fig. 47. Four-Field Analysis Example. © Manfred Oepen. ACT Assist.

Sum up the totals of each row and each column. The sums of the rows indi-
cate "active influence”, i.e. how much influence each stakeholder has over all
others. The sums of the columns indicate “passive influence”, i.e. how much
influence is exerted on this stakeholder by all others.

2 - Creating and interpreting the landscape of influence

Use the diagram on the next page — copied onto a flipchart or board - to posi-
tion each stakeholder according to the active and passive totals you calculated
in the last step.

The highest totals achieved are entered at the ends of the x- and y-axis,
respectively. All other values are entered according to their proportion, a
socalled relative scale.
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From this you can derive insights into each stakeholder’s negotiating power,
their motivational strength, and whether they play a critical or a more passive
role in the network of relationships.

Critical: These stakeholders are central, bridging figures.
They strongly affect the results of the process and the
advantages that others can achieve. In turn, they also
depend on most other stakeholders. In most cases, this
makes them eager to co-operate. In terms of commu-
nication, these people should always be involved in the
process. No effort is too great to satisfy their need for
information.

Active: These stakeholders are central and often domi-
nant figures: The others strongly depend on them — but
not vice versa. If they leave or block the process for any
reason, the entire co-operation may fail. There is a risk
for these stakeholders to dominate the process, and they
may try to functionalise the co-operation for other than
the stated objectives.

Regarding communication, these people need information and should be sat- ~ Fig. 48. Example: Diagram
isfied, but they don't want to be swamped with too much detail. Regular prog- ~ showing stakeholders’ relative

ress summaries may be sufficient. influence and negotiating power.

. . . . . © Manfred Oepen. ACT Assist.
Passive: These stakeholders are very interested in co-operation and dialogue, P

as they strongly depend on others - but not vice versa. They don't have much
influence on the success of the others, so that the latter tend to be indifferent
about the presence or absence of “passive” stakeholders. In some cases the
latter are even mobbed by the others. In relation with your communication
strategy, these people can be very helpful when the process needs specific
support. They should therefore be kept appropriately informed and not made
to feel excluded.

Inactive: These stakeholders are candidates for dropping out. Their success
depends little upon the other stakeholders — and they hardly influence the
outcome for other stakeholders. Since their presence doesn’t make much of a
difference, the motivation to include them in the dialogue is generally low.

In communication, these people should be kept in mind, but not be bothered
with information that they never asked for and presumably don’t want.



3 - Assessing the forces at play

The insights gaied from this seed can be further refined by using the Big Pic-
ture Chart (Seed 1.3) applied to individual stakeholders, to identify forces for
and against a particular proposal within relevant stakeholder groups.

Fig. 48. Force Field Analysis Forces. Adapted from: Kurt Lewin, 1943.
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Fig. 49. Force Field Analysis. © Manfred Oepen. ACT Assist.



Seed 2.5 Knowledge - Attitudes - Practices (KAP)

When to use the Seed

Based on your identification of the most relevant individuals, groups or organizations in the process - e.g.
from Seed 2.1, Overview of Strategic Stakeholders, or Seed 2.2, the Stakeholder Map - you can pro-
ceed to analyze what those stakeholders know, feel and do about a particular conservation programme.
This will provide you with key hints for the definition of communication objectives in Step 3.

How to use the Seed
1 - KAP

Use the table on the next page to list all the relevant stakeholders. Then try to assess what each of them
knows (Knowledge), feels (Attitudes) and does (Practices) about your current conservation programme,
and the related environmentally friendly commitments, activities or innovations the stakeholders are
supposed to engage in?

2 - Drivers for adoption

Here, you look at the positive side of things: Which individuals or sub-groups, and which existing practices
can the communication strategy build on? List the driving forces for each group, the advantages that will
motivate most of them to make the change from attitude and, most importantly, practice A to B. These
advantages are not necessarily monetary. Recognition or socio-cultural values such as fair play, solidarity,
pride or honor may be just as important. Your communication strategy will be built on incentives you can
identify and promise. Individuals who are clearly on your side may later become your change agents or
innovators, helping you win over the majority of the entire group.

3 - Reasons for rejection

Here, you build hypotheses around factors that may make a stakeholder group reject the desired practic-
es. Most important to look at are the reasons for negative attitudes or rejection. For example, is it a matter
of understanding? Are people afraid of risks — which risks? Do they mistrust the communicator, e.g. the
conservation programme focal point or the political party advocating the conservation programme? Are
the incentives or advantages of the new practice not promising enough? Are there other, political, eco-
nomic or social reasons that make people skeptical? Later, you will need to counterbalance at least part

of these reservations. This is where the mindset of the late majority (see page 34) of the groups, organiza-
tions or individuals you will need to win over will turn out to be a crucial factor to make your communica-
tion strategy a success.

4 - Media preferences

Finally, for each group, list the preferred media, communication channels and sources of information re-
garding conservation. Look at media consumption preferences — but don’t stop at mass media: experience
shows that interpersonal communication - e.g. among neighbors, colleagues, participants in group meet-
ings, etc. — can have also be impactful. Ask who the groups usually ask for information regarding environ-
mental issues and related issues. The resulting findings will later play a role in your selection of partners,
media and message appeals (Steps 5-7).
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Step 3: Communication
objective

Seed 3.1 Communication objective

When to use the Seed

At this point, you have already assessed the overall situation (Step 1) and the
knowledge, attitudes and practices (KAP) of the strategic stakeholders (Step 2).
That is, you have an idea of what the relevant individuals and groups know, feel
and do about your conservation programme.

Based on those results, you can use this seed to develop the communication
objectives for each stakeholder group. This is closely related to the KAP re-
sults and other information you collected and analyzed in Step 2. In fact, you
now look at knowledge, attitudes and practices again — just in reverse order.
Ultimately, you want people to do something different, something more envi-
ronmentally friendly from what they are doing now. So you start by defining the
desired practices (P) of the stakeholders, and then ask what attitudes (A) they
need to adopt and what knowledge (K) is necessary for them to change their
practices.

How to use the Seed
Use the format on the next page to discuss and note down for each stakeholder:

1 - Practices

What are the practices (P) that you want to see as a result of your communica-
tion efforts? What practices do you want the stakeholders to adopt, what action
do you want them to take, what type of commitment(s) do you need from rele-
vant individuals and groups? Define precisely what you want them to do, so that
the policy objective in a particular conservation programme can be achieved.

2 - Attitudes

Now, clarify which attitudes (A) are necessary for the change in practices to
happen: What do relevant individuals or groups need to feel, think and believe,
so that they change their practices in the intended direction?

3 - Knowledge

Finally, move further down to the knowledge (K) that is necessary for the atti-
tude change to happen, and define: What knowledge do the strategic groups
need to have or gain, so that they will change their attitudes in the intended
direction?

As a general advice, try to formulate all objectives in a SMART way, that is,
make them Specific, Measurable, Attractive, Realistic, and Timed. Look at the
communication objectives in the “Paradise Mountain” case of Step 3 (see page
41) as an example.
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Seed 3.2 Indicators for communication objectives

When to use the Seed

The purpose of this seed is to help you assess how effective your communication strategy is for achieving
the objectives, which you defined in Seed 3.1, Communication Objectives. The indicators that you for-
mulate now will later serve as a reference for monitoring and evaluating the success of the strategy (see
Step 10).

How to use the Seed

Looking back at the KAP objectives you defined for the different stakeholder groups, use the table on the
next page to reflect and discuss: How will you notice that your communication efforts are leading to the
desired effects? How will you know whether you are on the right track?

1 - Define indicators of positive change

List any events, practices or other aspects that enable you to observe whether your communication strat-
egy is effective. Examples include the degree to which members of the strategic groups:

B support, encourage and participate in debates about conservation programme,

®m ask for additional information, and/or show interest in learning new skills related to
conservation programme,

B show that they are familiar with and understand the information that they received from you,

B demonstrate a willingness to contribute to conservation programme processes, and/or initiate
their own processes,
M react positively to your messages.

2 - Define how to measure the indicators

For each indicator, record how you will measure it and how you will track the measurement. Also, indicate
whether the measure you selected is a quantitative or qualitative one. Quantitative measures provide
numbers for easy comparison, such as the percentage of people who attend a presentation or respond to
a mailing, and differences in favorable ratings before and after you communicate a message. Qualitative
measures are anything that you can observe but not count. Examples include the content of reports, of
minutes of meetings, or of feedback you receive from others. A positive atmosphere at a conservation pro-
gramme-related conference, a constructive dialogue between two stakeholders who don't usually talk to
each other, or a request for information from a relevant ministry may also be considered qualitative indica-
tors of success.

Note that you may not be able to foresee everything that will happen as a consequence of your strategy
— and neither will you be able to observe each and every indicator you define up-front. Don't worry about
that: The indicators are there for steering and learning — not for control. At any rate, thinking well about
how you will be able to see that you are on the right track helps you focus your attention on the effects —
rather than just the activities — of your strategy.
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Indicators for communication objectives
Indicator Measure and tracking method Is this a quantitative or quali-
tative measure?
Quantitative Qualitative
a a
a a
a a
a a
a a
a a
a a
a a
a a
a a

Fig. 52. Indicators for Communication Objectives. Adapted from: Communication Strategy Toolkit, Miller Consultants.

© Manfred Oepen.



Step 4: Testing the
hypotheses

Seed 4.1 IF - THEN matrix

When to use the Seed

By now, all steps of the Assessment phase have been completed. You have
collected information about the situation with its opportunities, challenges and
needs (Step 1). You've gathered information and hypotheses about the stake-
holders and their knowledge, attitudes and practices (Step 2). And you have
formulated the communication objectives (Step 3). Now it is time to move to
the Planning phase.

Step 4 is at the interface of understanding where you are (Steps 1-3) and de-
signing where you want to go. This seed allows you to summarise the informa-
tion gathered during the assessment, and to draft a first sketch of everything
that follows (Steps 5-10).

How to use the Seed

1 - Summarising the assessment

Use the “IF” columns of the matrix to summarise your KAP assessment of the
strategic stakeholders. For each of them, note down how you rate their current
degree of knowledge, attitudes or practices regarding your conservation pro-
gramme Field: "high’, ‘medium’ or ‘low’. For attitudes and practices, you may
alternatively want to think in terms of ‘positive’, ‘intermediate’ or ‘negative’.

2 - Drafting a sketch of the strategy

Use the “THEN" columns of the matrix to sketch out the focus of

a. your communication strategy with different stakeholders, based on the
communication objectives for each of them,

b. the communication channels you deem suitable in each case.

For instance, IF a stakeholder group already has a high level of knowledge and
a relatively positive attitude towards the conservation programme policy at
hand, but has not yet turned that into practice, THEN the strategy should focus
on action: There is no need to provide more information or motivate them
much further. Instead, you may want to provide, for example, skills training or
coaching. Mass media will play a subordinate role in this case, while platforms
for dialogue or training as well as interpersonal communication will be very
important. Have a look at the example provided in Step 4 (see page 48).
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Step 5: Involvement
of partners

Seed 5.1 Involvement of partners

When to use the Seed

Now that you have defined where to focus your communication efforts (Step 4),
you can proceed to the actual planning of the strategy. You will now look more
specifically at different media and communication channels, and at the messages
that you need to convey to different stakeholders. The important point here is:
Don't do it all by yourself!

Communication processes — using media products or implementing dialogues —
should not be prepared for or about stakeholders. It is much more effective to
develop them with and by these groups. The key word is ownership: The earli-
er and the more you involve your strategic stakeholder groups, the more open,
interested and committed will they be in the end. They can be intermediaries
or contributors. For example, you may ask stakeholder representatives to help
you outline and later review a conservation programme brochure that you are
writing. Representatives of relevant institutions whom you involve in planning a
meeting may open the door to decision makers — who may then offer to hold
the meeting at their premises, or to give a speech at the opening. Members of
a community may tell you about preferred communication channels at the local
level, and what type of messages will be most motivating. In any case, participa-
tion of stakeholders in the planning process will promote creativity and improve
the socio-cultural flavor and validity of your communication approaches.

This seed helps you decide whom to approach for what type of involvement.

How to use the Seed

1 - Primary stakeholders. List the primary stakeholders on whom
you focus with your communication strategy, i.e., individuals, groups
or institutions who have an interest or exercise power in the particular
conservation programme.

2 - Intermediaries. Link the primary stakeholders with intermediaries,
i.e. individuals, groups or institutions that can help you reach out to
the primary stakeholders and achieve your policy and communication
objectives. Intermediaries often control or have influence over specific
media or communication channels that you may otherwise not be able to
access. Remember also that a primary stakeholder can, at the same time,
be an intermediary with regards to another stakeholder. You may want to
consult the results from the Stakeholder Map (Seed 2.2) and Force Field
Analysis (Seed 2.4) to assess how much influence individual stakeholders
exercise over others.

3 - Communication channels. Draft a list of the media that you consider
most suitable for reaching out to the primary stakeholders.
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Fig. 54. Involvement of Partners. Adapted from: Training material “Communication Strategy Design,” 2022. © Manfred Oepen.
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Seed 5.2 Forms of cooperation and roles

When to use the Seed

This seed helps you assess the developmental stage of the cooperation system
in a particular conservation programme, and it allows you to identify patterns
and roles within this system.

How to use the Seed
1 - Determine the stage of development

Any cooperation system consists of exchanges between two or more actors.
The lowest intensity, a simple exchange of information, may evolve into to the
most intense stage of coordinated or joint action, where all sides are equally
empowered. Yet there are many co-operation relationships which, often for
important reasons, remain at very low levels of development. To assess and
understand the intensity of a given cooperation it is helpful to refer back to the
five stages described earlier (see page ?7?): Information — Consultation — Joint
planning — Decision making - Empowerment.

2 - Identify areas of potential conflict in the cooperation system

Cooperation systems develop over time. They vary in terms of purpose, size,
openness, degree of formalization, etc. Each of these features is a potential
source of conflict:

B Number of actors: Should few or many actors be involved? As the
number of actors increases, the negotiation and steering requirements
rise exponentially.

B Homogeneity of the actors: Are the actors similar in terms of sector,
activity areas, size, life cycle, region of origin, etc., or do they differ?
Homogenous groups may be perceived as boring, they lack innovation
or tend to behave competitively. Heterogeneous groups have a high
potential for innovation, but may disintegrate if their differences are not
capitalised upon.

B Dominance of individual actors: Is there one or a small number of very
dominant partners, or do all have a similar degree of influence? A lack
of transparency in the division of roles and decision-making tends to
disrupt the co-operation system.

B Openness of the cooperation: To what extent are the co-operation
partners interested in involving new members? How easy or difficult will
new partners find it to join the cooperation system? Too much open-
ness can overstretch the co-operation system, as it constantly strives to
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integrate new partners. Too little openness can stifle growth and the
capacity to innovate.

B Degree of formalization: Are the decision-making processes rather
formal, or do the partners work more on the basis of verbal agreements
and personal relationships? A balance needs to be struck between a
minimum of formal regulation and a maximum of informal flexibility.
Otherwise, transaction costs will rise, and the confidence in the cooper-
ation system will dwindle.

B Intensity of coordination: How necessary is it that the actors often see
each other to coordinate activities? The costs of co-ordination must be
proportionate to the anticipated benefits.

B Duration of the commitment: Is the cooperation planned to be of a
short, medium or long-term nature? Cooperation systems can be insti-
tutionalised, but they can also become moribund if the benefit to the
participants is not evident and there is no joint strategic orientation.

3 - Identify patterns of cooperation

To characterise an existing or future cooperation system, it is useful to compare
three perspectives and identify the patterns of cooperation which then become
evident.

Perspective 1: Where does our cooperation system stand today? Where
should it be moving? What are sub-systems, and where are they?

Perspective 2: \What are typical links between actors and actions in this co-
operation system?

Perspective 3: How are power and influence exercised in this cooperation
system?

4 — Understand roles

Another step toward obtaining a clear picture of the cooperation involves
focusing on the various roles played by different actors. Some roles formally al-
located, for example by job descriptions or institutional responsibilities. Percep-
tion also plays a role: The conservation programme focal point, for example,
may consider himself a neutral facilitator, while some stakeholders may perceive
him as a representative of government — and therefore a stakeholder, too. This
implies that every player in a system may actually have several roles — depend-
ing on existing perceptions. Roles are not necessarily fixed, either. They may be
negotiated, or they may vary with changing mutual expectations. Nevertheless,
it can be helpful to reflect on the existing roles within the cooperation system,
so as to prepare for the negotiation of possible roles and tasks within that sys-
tem.



5 — Draw conclusions

Once you have a clearer picture of the developmental stage of the coopera-
tion, its patterns and the roles involved, you may conclude by answering the
following questions:

B s the intensity / developmental stage of the cooperation conducive
to achieving the objective? Do other stages need to be achieved in
specific areas?

B Are the identified patterns of cooperation functional? Are any changes
necessary?

B Are the roles that are performed and perceived by the cooperating
partners suitable for achieving the objective? If not, what roles are
missing, and who could take them over?

Some typical roles in cooperation systems

Stakeholder

Stakeholder have interests ("stakes”) and therefore are not neutral. Stake-
holders may coordinate a cooperation. In this case, however, others will
closely observe their behaviour and they can easily find themselves caught
up in a conflict of interests.

Broker

The notion of an “honest broker”, who can integrate individual interests to
the greater benefit of all. The broker has no interest of his own and therefore
enjoys the trust of all stakeholders.

Facilitator

Similar to the broker, a facilitator is neutral with regard to both the issues and
the stakeholders. Facilitators are experts of communication tools and skills that
are required for dialogue events.

Expert

The expert contributes technical expertise to the dialogue. Because of their
experience, experts are usually not entirely neutral, however they have no
personal stakes in the issue at hand.

Eminent person

An eminent person is often used in dialogues with a high conflict potential.
This is a neutral individual who usually has a high position in society and is
respected by all stakeholders.
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Fig. 55. Teamwork. Adapted from: Capacity WORKS Manual, GIZ 2015.



Seed 5.3 Negotiation

When to use the Seed

Involving stakeholders in your conservation programme - e.g. developing a
national conservation programme system, policies, laws, institutions or specif-
ic implementation mechanisms — inevitably means dealing with a broad array
of different interests. Individuals, groups and organizations come with differ-
ent world views, interests, and objectives. And even when they agree on the
objectives, they may still have considerably different ideas about the best way
to reach these. This is the time for negotiation.

There are many different approaches to negotiation, and countless books have
been written about it. For the purposes of this guide, this seed summarises

a few valuable steps that have proven useful in the context of environmental
policy development and project implementation.

In a nutshell, negotiation involves

B acknowledging different interests of the stakeholders,
B clarifying the advantages and drawbacks of different options,

B remaining open for new elements: other people, new ideas, uncon-
ventional solutions, and

B developing solutions that are better for the participants than no solu-
tion at all or than leaving the partnership.

How to use the Seed

1 - Separate positions from facts. To generate a fair and open partnership, it
is helpful for all parties to declare their interests in the issues being negotiated.
For a successful negotiation process, the participants ought to be as clear and
transparent as possible about their own positions, as well as their reasons for
holding them.

2 - Obtain new information jointly. Next, the issues of negotiation should be
jointly analyzed in detail. At this stage it may be useful to obtain further infor-
mation or listen to the opinions of experts. The feeling of having obtained new
information jointly paves the way for the next step.

3 - Build trust. Good negotiation results are built on mutual trust. Often,
possible favorable solutions require each party to show goodwill. Being open
about mutual expectations and exchanging information on the issues at stake
as well as on possible solutions helps to develop trust.

4 - Develop alternative options. Don't jump to solutions prematurely; in-
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Planning

stead, ensure that all available information has been gathered and is being
used to develop alternative options. Try to promote creative thinking about
different options. As new options emerge from a joint process, the participants
will develop a sense of ownership and become open to select from those op-
tions.

S - Agree on assessment criteria. Finally, decide jointly on a solution, and
agree on criteria by which it can be assessed. At this stage, it is possible to
include compensatory elements in case there is any remaining sense of unease.

You may use the checklist overleaf to note down ideas on how you will use the

Negotiation in a particular negotiation process
Negotiated issue(s) and participants:

Step How to go about it

Separate positions from
facts: declare interests,
explain reasons for own
position.

Obtain new information
jointly: analyze facts in
detail, listen to experts.

Build trust: clarify mutual
expectations, exchange
information on the
co-operating partners.

Develop alternative op-
tions: identify new in-
formation on the issues,
promote creativity.

Agree on criteria for
assessment: evaluate
solutions, consider com-
pensation.

Fig. 56. Negotiation in a negotiation process. Adapted from: Capacity WORKS Manual, GIZ 2015. © Manfred Oepen.



Seed 5.4 Chairs in the Corner

When to use the Seed

Cooperation and communication are more efficient than competition. This
seed may serve as an eye-opener in trainings or stakeholder workshops. It
brings out the advantages of cooperation over competition, and shows how
conflict can be managed in a constructive way.

How to use the Seed

You need four chairs, a flipchart with the instructions, and 60 minutes for this
exercise.

1 - Preparation (5 minutes)

Keep only four chairs in the room and remove all the other chairs. Put the four
chairs in the center of the room. Split the participants into four teams of equal

size. Each team gathers in one of the four corners of the room, which should
be labelled A, B, C and D.

2 - Instructions (5 minutes)

Explain the exercise and ask all teams to carefully read the instructions on the
flipchart:

B There are four chairs in the room, and four corners.

B Your goal as a team is to collect the four chairs in ‘your’ corner of the
room.

You have 20 minutes for this exercise.
There will be a maximum of 12 rounds for this exercise.

In each round, only one team is allowed to carry a maximum of three
chairs. Then, the next team will follow. That means, group A will start in
round 1. In round 2, group B can carry chairs. Etc.

B You are not allowed to communicate with the other teams during the
rounds. Negotiations between the teams will only be allowed after
rounds 4 and 8, for a maximum of five minutes.

3 - Exercise (approx. 20 minutes)

Run the exercise according to the instructions. Keep the time and ensure that
the rules are observed. (Anything that is not in the rules is allowed to happen —
but do not say this to the participants!)
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4 - Debriefing (approx. 30 minutes)

Ask the teams to discuss and visualise the following questions:

B What happened during this exercise?

B How could a strategy be developed so that ALL groups can achieve
their goal?

B Which conclusions can you draw for your daily work?

Often, but not always, the teams realise after a while that if they share the limit-
ed resources (four chairs), each team can still achieve its goal. For example, the
four chairs can be collected in the four corners one after the other, so that each
group has the four chairs for a while. The instructions do not imply that the
chairs must be used for one’s own team all the time.

You may use the image on the next page to conclude the debriefing: first, the
two donkeys fight over two haystacks. Then, they find a way to eat all the hay —
together, one haystack after the other.

Fig. 57. Compete or cooperate? Adapted from: MOVE —
Moderation and Visualization for Group Events, ACT & GIZ

Planning



Step 6: Media selection
& MiX

Seed 6.1 Media selection & mix

When to use the Seed

One communication channel does not serve all purposes. Each has its own ad-
vantages and disadvantages. Also, the channels need to be mixed to achieve an
effective combination of one-way information dissemination and two-way, inter-
active communication. Before you decide which channels to use for your conser-
vation program communication strategy, it is good to assess your options.

How to use the Seed
1 - Primary stakeholders

List the primary stakeholders again, as in Seed 5.1.

2 - Identify suitable communication channels

For each primary stakeholder, assign a suitable and balanced mix of different
media and communication channels. As a general orientation, the mix should
target ‘'K’ as in knowledge, ‘A’ as in attitudes and P’ as in practice, and it
should cover different types of reception such as reading, watching, hearing
— or even, where possible, experiencing (the latter, for example, by offering
an interactive test on a website, or by organising a topic-related field trip or a
learning game at a conference.).

3 - Assess different options and make a choice

Note down the advantages and disadvantages of each medium or channel
in terms of your stakeholders’ preferences. You may want to use your re-
sults of the KAP analysis (Seed 2.5) for this, and consider factors such as the
socio-cultural characteristics of each stakeholder group, the overall thematic
context and the production, distribution and maintenance costs involved.

Based on this assessment, you will be able to make a well-informed choice of
suitable channels for your communication objectives with each stakeholder.
Also, you will be able to check how your first-choice channels compare to other
options in terms of budget.

Creating effective environmental communication strategies



Planning

(%]
[
oo
©
)
(=
©
>
T
©
2
a
7]
2 |9
E s
o3 | €
@®©
c |3
8 |3
E | <
i
]
v
5 |
g | g
S | c
. | @
2 |S
& |c
2 | O
@ |5
©
2
=
=]
£
£
o
o
S
(']
3
o
<
Q
=
©
e
(%]
>
S
@©
£
‘=
o

Fig. 58. Media Selection & Mix. Adapted from: Training material “Communication Strategy Design,” 2022.
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Step 7: Message design

Seed 7.1 Message design

When to use the Seed

Once you've decided which media and communication channels you want to use in order to reach your
audiences, you are ready to design the messages that you intend to feed into the different channels. This
seed helps you define messages with different kinds of appeals and approaches. The messages need to
suit both the strategic groups and the specific communication channels you are going to use. Reaching the
right people through the right channels with the right messages: this is the essence of your communication
strategy and will help you achieve your objectives.

How to use the Seed

1 - Primary stakeholders. Once again, list the primary stakeholders, as in Seed 5.1.

2 - Communication objectives. Summarise the communication objectives (from Seed 3.1). If you need to
prioritise, begin with the practice-oriented objectives (the 'P" in KAP). If it seems difficult to achieve these
directly, target attitude- or knowledge-oriented ones first ('A’ or ‘K’).

3 - Messages. Formulate 2-3 messages per stakeholder and communication objective. Remember that
the communication objective is what you ultimately want to achieve: the change in knowledge, attitude
or practice. The message is what you want to get across to the audience: what you write, show or speak
about. This means, you need to ‘translate’ the objectives into an informational, motivational or action ap-
peal, and package it in a way that is tailored to the specific characteristics of each stakeholder group.

4 - Media. Finally, assign the appropriate media and communication channels. For each objective and

message there is a specific suitable media mix to transport the core message to the intended audience.
Remember that different media are good for different purposes. For example, TV or radio are good for
emotional appeals (‘A’ like attitudes) and may complement information provided by print media ('K’ like
knowledge) and interpersonal guidance or training (‘P like practice).

Communication objectives, messages and channels: an example

Consider an attitude-oriented objective such as: “A representative mix of ... groups formulate the
priorities they want to be covered in the national conservation program, and contribute these ... in

”

multi-stakeholder workshops....".

This objective could be ‘translated’ into a motivational message for private sector representatives as fol-
lows: “Make your priorities and interests count in the National Conservation Strategy. Join the Stakehold-
er Workshop on ....". A suitable channel for this busy target group — who likes to read short text — could
be a flyer or poster. A second, last minute message related to the same group and objective could be, for
example: “Have you submitted your position paper on the National Conservation Strategy yet? Others
have already used their influence. Don't let the opportunity pass by without your voice being heard!”.
This time, the channel could be a personalised e-mail, to reinforce the appeal.

Creating effective environmental communication strategies
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Step 8: Media production
& pretesting

Seed 8.1 Media production & pretesting

When to use the Seed

Publishing brochures or posters, launching radio or TV broadcasts, and holding stakeholder meetings or
workshops, are all costly and time-consuming exercises. Therefore, before you start producing and imple-
menting, it is wise to spend a little time and effort on pre-testing the impact of the media and platforms
you intend to use. With this seed, you evaluate the text and visuals, thematic relevance, credibility with
stakeholders, and motivating and mobilising potential.

You do this after you have completed the final drafts of written, audio and visual media, or of concepts for
communication platforms, and before everything goes into print, production or action.

How to use the Seed

Large communication campaigns are ideally pre-tested professionally, using scientific methods. However,
this is not always possible, either because the products or activities are too small in scale, or because there
is no budget for comprehensive tests. Still, it is worthwhile to pre-assess the impact of your communica-
tion activities. You can do this by testing them with a small group of colleagues, and/or of people who
represent the stakeholders you intend to reach.

1 - Preparation

List all the relevant media or other channels you have prepared in the left column of the matrix on the next
page. Then, make two copies of the sheet.

2 - Feedback from the producer

Give the communication material you want to test to the producer, editor or planner, and ask them to look
at it carefully. Give them only a few minutes for each product or concept. Then ask them to look at the
matrix. What do they expect: how will the intended audiences rate the different aspects shown in each
column? Ask them to (a) briefly describe and (b) score the effects (0 = low; 10 = high).

3 - Feedback from the audience

Ask the small group of colleagues and/or stakeholder representatives to do the same, on the second copy
of the matrix. Again, limit the time to a few minutes per product or concept.

4 - Check for consistency

Compare the feedback of both sides. If it is the same — go ahead with producing the media or preparing
the dialogue. However, should the producer’s view differ substantially from that of the audience —then it is
better to go back to keep working on the material.

Remember that “it's the fish, not the angler, who should like the taste of the bait”. For example, a produc-
er or editor (‘angler’) may well like a particular illustration or image (‘bait’) because of its aesthetical value
and the meaning he/she puts in it. Still, a representative of the audience ('fish’) may dislike the picture
and misinterpret its meaning. If that is case, the worm (illustration) will not catch the fish (audience) even
though the angler (producer/planner) found it tasty. This is particularly true for all types of visual informa-
tion, with technical language in print and electronic media, and with a lack of visualization during events,
which often suffer from text and information overload.
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Step 9: Media use in the
fielo

Seed 9.1 Media use & field implementation

When to use the Seed

At this point, you know who the primary stakeholders are and what they know, feel and do about your
conservation program, and you've defined your communication objectives, the channels to be employed
and the messages to be conveyed. Now it is time to prepare an integrated schedule for production and
delivery.

A multi-channel communication strategy has the best chance for success if the combination of media and
dialogues is well coordinated. Good coordination means that the various channels and messages not only
complement each other, but that whatever is necessary for the audiences to adopt the desired change is
available on time.

This requires a good information management system that provides you with rapid feedback on key ac-
tivities, so that you can adjust the strategy if and when necessary. Therefore, you are well advised to keep
using this seed throughout your communication strategy, until the very end.

How to use the Seed
Use the matrix on the next page to clarify:

1 - Channels and audiences

List all the relevant communication channels (publications, media, dialogues, platforms) you intend to use,
and then add the related audiences (primary stakeholders).

2 - Context

Briefly describe the context in which each communication channel will be used. For example: will a film be
broadcasted on TV, as part of an educational series on the environment, or be shown ‘on stage’ as part of
a competition or festival? Is a particular event planned in the form of a traditional conference with presen-
tations and lectures, or is it going to be a facilitated, interactive workshop?

3 - Responsibilities

Differentiate between production and distribution responsibilities. Include commitments of intermediaries
who have offered to let you use their communication channels, e.g. placing a public announcement or an
article in a newspaper or magazine or broadcasting your video on TV.

4 — Resources

List all monetary and non-monetary costs (staff, time, logistics) that are related to the communication
channels and platforms you intend to employ.
5 - Timing

Ensure that the various production deadlines and starting points of individual elements of your multi-
channel strategy are well synchronised. Try to ‘cross-fertilise’ different channels as much as possible with
multiplication and feedback effects, so that, for example, a news article refers to an upcoming event, or
that a film you produce makes it into an existing educational series on TV.
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Step 10: Monitoring and
evaluation & documentation

Seed 10.1 Monitoring & evaluation
When to use the Seed

Monitoring and evaluation (M&E) help steer your communication efforts, by
assessing the impact of individual activities and of the strategy as a whole. The
simplest way is to assess to what extent the KAP-related communication objec-
tives and indicators that you formulated in Step 3 have been reached.

This seed supports you in your M&E efforts. The focus is on internal, formative
evaluation — not on external legitimization. You can monitor any time — and
should do it regularly — during strategy implementation as well as for impact
assessment after implementation.

The seed is best used in a workshop setting because this allows you to ask
different people for assessment at the same time, and you can immediately
discuss the result. Different people may have diverse opinions on the effects
of your strategy, and it will be helpful for you to bring these opinions and their
reasons to light.

How to use the Seed
Use the matrix on the next page to follow these steps:

1 - KAP objectives. Summarise the communication objectives (from Seed 3.1)
per stakeholder group, differentiating between practices (P), attitudes (A) and
knowledge (K). Make copies of the sheet so you can give it to several people.

2 - Your assessment. Fill in the right column by yourself, by briefly describing
what makes you notice that you have been successful: How do you see, hear,
or feel that you have reached your objectives? Note down any changes you
perceive in your conservation program. Are there any differences in the sta-
teof-play or in opinions before and after having implemented the communica-
tion strategy?

3 - Other people’s assessment. Ask a small group of colleagues or people
who represent the primary stakeholders to do the same, by providing them with
additional copies of the format.

4 - Compare, discuss, and draw conclusions. Compare your own assessment
with that of the others. In most instances, different people will perceive and inter-
pret things differently. If the results are similar and mostly positive, your strategy
has been a success. If they are identical but mostly negative, chances are that
you have failed to achieve the gains in the stakeholders’ knowledge, the im-
provements of attitude and the changes in practice that you originally intended.
If that is the case, discuss with colleagues and stakeholder representatives what
went wrong, and how the strategy could be improved.
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You may also use the key indicators defined in Seed 3.2 Indicators for Commu-
nication Objectives to assess the outcomes of your communication process, and
to track the inputs and activities that contribute or fail to contribute to success.

Indicators for communication objectives

Indicator Measure and tracking method Is this a quantitative or quali-
tative measure?
Quantitative Qualitative
a a
a a
a a
a a
a a
a a
a a
a a

Fig. 63. Indicators for Communication Objectives. Adapted from: Training material “Communication Strategy Design,”
2022. © Manfred Oepen. ACT Assist.
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Radio design workshop with Fauna and Flora International in Liberia (above). © Sean Southey.
Mucho Corazon television series filming in Mexico (below). © Sean Southey.
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