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Chapter III A practical guide for communicating nature conservation 

.".. 

Planning effective internal communication 

To achieve internal communication, it is also necessary to first develop a plan, identifying what 

the problem is, what you want to achieve, who you have to reach, what your message is and 

how you are going to bring that message to your (internal) target audience. 

Goals of internal communication 

• All staff members know, accept and support the organisation's goals 

and the organisation's vision about how to reach these goals; 

•	 All staff members know, accept and support the organisation's specific 

activities and projects: 

• Staff members know, accept and support the communication goals, 

for the long term as well as for specific projects. 

•	 The benefits of internal communication, 
or, how to keep organis.ations efficient 

The benefits of good internal communication go further than just raising the quality of external 

communication. Keeping people informed about what is going on in the organisation, and why 

things are happening will: 

•	 Increase loyallY of staff members to the organisation; 

•	 Increase job satisfaction; 

•	 Increase efficient use of time and personnel. 

A positive altitude, loyalty and commitment of employees to policies and programs are absolutely 

crucial for their success. As everywhere, communication alone cannot do the \rick. Crucial are: 

•	 Meeting the employees' needs for recognition and appreciation, status and participation; 

•	 Good work conditions; 

• Fair wages and benefits; 

•	 Job stability and security. 

Employees who are badly paid, never praised for their work, in constant fear of losing their job are 

usually not the most dedicated and efficient employees, 110t even if the internal communication 

is perfectly organised. 



Target groups for internal communication: 

•	 Current staff members - either all of them or the staff of specific departments; 

•	 Current staff who are temporarily absent (because of illness, maternity leave, 

secondmenr, studies, etc.). They are easily forgotten and can lose touch 

with the organisation; 

•	 Former staff members (retired or disabled). Keeping them involved creates 

a feeling of solidarity and 'family' that also positively affects the currenr 

staff members; 

•	 Family of staff members - their support and understanding of the organisation 

has a positive effect on the employees. 

Messages for internal communication 

In general, there are fOUT categories of information which are very important for internal communi

cation. They prOVide information that the internal public wants and needs to have. If they do not 

know about these things, they will be frustrated and inefficient: 

• Logistical	 information about changes in administrative procedures, organisational 

structure and responsibilities, addresses, telephone numbers, etc.; general infor

mation about maintenance to the buildings or equipment; 

•	 Personnel information about changes in staff: new arrivals and people leaving. Gene

ral changes affecting salaries, pension, insurance, reilnbursements, working hours etc; 

• Policy and technical information: lnformation about new and completed projects, 

ongoing activities, and new publications. Changes in the direct environment of 

the organisation: law, procedures, other organisations working in the same field. 

Information about importanr events, important visitors to the organisations, etc; 

• Social	 information about weddings, births, etc. Announcements of excursions, 

office parries/celebrations and other social events. 

• Management style and internal communication 

It is said that 80% of a manager's time is spent on communicating. Much of the communication 

is downward throughout the organisation and an important element in the exercise of leadership. 

Organisations modelled after the military tend to have a strict 'chain of command' where the flow 

of information is primarily top down. In such a hierarchical organisation, the information flow 

is fast but oflen inaccurately understood by the recipients. Thus, it is likely to be ineffective even 

though it ives the appearance of being orderly and businesslike. 

Two-way communication appears to be more time consuming but results .in higher accuracy in terms 

of message sent and message r ceived. Two-way and lateral communication thrive in [latter organi

sational structures where the flow of information is nOI hampered by loO many layers of management. 

The freer exchange improves the quality of information, improves staff morale and productivity, 

and ultimately the organisation's ability to communicate with the outside. 
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Means and channels for internal communication 

In-house NewsIetter (eIectronic or printed): should appear regularly and be easy to make, 

reproduce and distribute so that it can be prepared qUickly. It will contain short, factual info 

about recent events. 

In-house Magazine: will appear less frequently than a Newsletter and will have more in depth 

articles that are also interesting for relatives and former employees. Ideally, it is sent to home 

addresses and not distributed at work. 

Employee Orientation Manual (electronic or printed): to introduce new staff to the organisa

tion. This manual will contain practical information about the organisation (where to go if you 

need office supplies, computer repairs, reimbursement of travel costs, etc.). It has to be kept updatedl 

If not, it will be entirely counterproductive. 

Policy Manual: provides information about the organisation's history, mission, current policies 

and activities. It also must be kept updated. 

Orientation Programme: an introductory programme for new staff, so that they quickly get 10 

know the organisation and its activities. It can include meetings, guided tours, mentorships, etc. 

Bulletin Boards: are a cheap and easy way to distribllte information quickly. If placed at a strategic 

location (near lift, photo-copier, coHee room), they are usually well read. However, they will not get 

information to external or mobile staff and can look messy. Bulletin Boards can be digitised. A web

site can serve the same function. 

Meetings: regular staff and work meetings are a good way to stimulate internal communication. 

However, they shou ld not focus totally on the technical side of work, but also give staff the oppor

tunity to discuss more general issues. And there should be two-way communication - staff should 

have as much chance to put issues on the agenda as management. 

If the objective is not only to keep staff informed, but also to generate more organisational cohesion 

and strengthen organisational culture, the following methods should also be considered: 

Social Events: excursions, dinners, celebrations. These can be small; they need not be extravagant. 

Skill Development: giving staff the opportunity for training makes them feel more at ease in their 

work. Also communication, negotiation and co-operation skills can be developed! 

Awards: schemes like 'employee of the month' give staff recognition for important achievements, 

so do magazine or newsletter articles highlighting successes. 
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• What managers can do for internal communication 

Imernal communication will improve if: 

•	 Management listens to employees and does oot merely dictate to them. Internal communication 

should actively encourage feedback. It is more motivating is staff feel they have some influence; 

•	 The content of internal communication is of concern to the workers as well as to management.; 

•	 What is communicated is understood: for example, messages about changes in pension-schemes 

or travel-reimbursement procedures should be brief and without jargon; 

•	 No propaganda is communicated: the internal public is more critical than the external public; 

they know what goes on behind the scenes and will be insulted if management tries 

to manipulate the information; 

•	 Management is honest in communication; you can not fool the internal public for long, 

the truth will always be found out. Loss of trust in internal communication is disastrous 

for any organisation. 

Target groups 

Analysing problem 

Defining organisational goal 

Setting communication goal 

internal 

Identifying target group --[ 
external 

Form uJating message 
IIlstrumental 

Selecting means and distribution channel 
--[ 

interactive
Evaluation 

Stakeholders and target groups 

People often confuse stakeholder groups with target groups. Stakeholder groups are all the groups 

of people or organisations that are somehow involved in a given issue or project, or have an interest 

in that issue. Stakeholder groups are related to an organisational goal. Target groups are those people 

you have selected as the target of your communication. Target groups are related to a communication 

goal. Usually all the target groups are stakeholders, but not all the stakeholders become target groups. 
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Identifying stakeholder groups 

To determine the right target groups, you first have to analyse the stakeholder groups: 

all the people or organisations that are involved in the issue you want to communicate about. 

To identify stakeholder groups, you ask yourself the following questions: 

•	 Whose permission, approval or (financial) support
 

do I need to reach my goal?
 primary 

stakeholders• Who is directly affected by the plan or activity? 

• Who will benefit? Who will suffer loss or damage? 

• Who is indirectly affected?	 _ secondary 

• Who is not directly involved. but can influence Opitlions? _ tertiary 

• Example: identifying sfakeholders 

Goal: expand the boundaries of a protected area to include all of an important forest 

which preselllly lies partly outside. 

Primary stakeholders 

•	 Whose permission. approval or (financial) support do 1 need to reach my goal? 

Regional autbority; Ministry of Nature Conservation; Ministry of Forestry; 

Ministry of Regional Planning ... 

•	 Who is directly affected by the plan or activity? 

Landowners/residents in tbe forest; 

Forestry companies; 

Tourism operators; 

Recreational users: hunters, bird watchers, bikers, hikers, riders, photographers ... 

Secondary stakeholders 

•	 Who is indirectly affected? 

Local business; 

Landowners/residents not inside the protected area, but quite near; 

Environmental NGOs ... 

Tertiary stakeholders 

•	 Who is not directly involved. but can influence opinions either for or against 

the plan or activity? 

Local opinion leaders (church. business and trade union leaders, teachers, 

loca I celebrities); 

Local media .. 

Ecology dcpts. of universities, ecological research institutes ... 



Checklist of stakeholders in nature conservation issues: 

Commercial land and resource users Non-commercial land and resource users " 
• farmers 

• foresters 

• professional hunters/ fishermen/ 

gatherers of mushrooms, berries etc. 

• tourism operatiors 

• mining and quarrying companies 

• electricity companies 

• water companies 

• unions, accociations and federations 

representing the above 

• residents 

• amateur hunters, fishermen, gatherers 

• scientists 

• military 

Authorities 

• local and regional authorities 

(nature, environment, water, defence, 

agriculture, economic affairs ... ) 

• ministries (nature, environment, water, 

defence agriculture, economic affairs ... ) 

• international organisations 

(European Union, United Nations) 

• politicians (local, regional and national) 

'Colleagues/allies' 

• national parks 

• protected area managers 

• land-managing NGOs 

• other NGOs 

• international organisations 

Visitors 

• for exercise: walkers, hikers, riders, bikers, 

climbers, para-sailers, swimmers, sailors, 

rowers, canoers ... 

• for nature: birdwatchers, photographers, 

amateur botanists, zoologists... 

• for education: schoolchildren, students 

• for recreation: picknicks, barbecues, parties 

gomes, etc. 

Mediators and intermediaries 

• media 

• opinion leaders 

• celebrities 

• scientific organisations 

• educational system/teachers 

• women's organisations 

Internal groups 

• current staff 

• former staff 

• out-posted staff 
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Stakeholder characteristics 

see also As the exam.ple shows. many different stakeholder groups can be involved in an issue. It is important 

1.6.4, to know as much about them as you can, as these groups can be powerful supporters or opponents. 

1.7.1  Try to find out at least the following about each stakeholder group: 

1.7.3 

Interest: are they interested in the issue you want to communicate about? 

If a group has no interest in an issue at all. it makes it very difficult to establish communication 

with them. There is a good chance that they will not read the letters you send them. will not come 

to meetings or hearings. and will not watch the video you have made. High interest in an issue 

makes it easier to communicate with a group. They will be keen to read, listen to or discuss 

anything concerning this topic. 

Knowledge: how much do they know?
 

It is important to determine the amount of knowledge a group has about an issue. If there is little
 

knowledge. be prepared to provide a great deal of information before expecting that effective two


way communication can start.
 

Attitude: how do they feel about the issue?
 

Is the group in favour of or against your plan. and are their feelings strong? Communication with
 

a group that has very strong feelings against your idea requires a lot of time and effort. Sometimes
 

these feelings can be so strong that direct communication becomes impossible for a while. Groups
 

that are strongly in favour of an issue require less communication effon.
 

How does the group look for information?
 

How does the group get information? Do they get it from other members of the group. or from
 

local opinion leaders? Do they read newspapers and magazines, watch television. use the Internet?
 

Will they actively look for information. make phone calls, go to the library, search databases?
 

Do they attend meetings and public hearings?
 

What are the beliefs, norms and values of the group?
 

Is this a very traditional group or a very unconventional group? Are they very formal in their
 

contacts with others, or informal? Do they have specific religious or political beliefs?
 



• A warning about attitudes 

It is easy to think that on every given subject we have only one attitude, and that this aLtitude 

is very clear, consistent and stable. Our attitudes are very flexible and dynamic and they change 

depending on the position we take when looking at or talking about a specific issue. When we are 

on holiday, we may appreciate nature and beautiful landscapes very much. But as consumers, we 

want to buy cheap products and don't want to pay more for nature-friendly food. If you ask people 

abouL nature, many people will say they have a positive attitude. Lf you ask them LO choose between 

nature and cheap food, or nature and a well paid job in a company tbat c1earcuts forests, their 

atlitude LOwards nature may suddenly be less positive. 

Choosing target groups 

see also	 Once you have made an inventory of stakeholder groups and know something about them, choose 

1.7.3	 the target groups for which your communication will really make a difference. To do this, look 

at each one of your stakeholder groups ,and ask yourself the following questions: 

Is communication with this group necessary? 

• Can	 this group create a lot of trouble for me in reaching 

my communication goals? 

•	 Can this group offer advice or support in reaching my communication goals? 

•	 Can this group help me reach other groups that are essential for achieving 

my communication goals? 

If the answer to all of these questions is no, then it may be a waste of time and effort to start 

a major communication effort. If the answer to one of the questions is yes, then it may be worth

while to start communication. But is there a chance that communication will have the outcome 

you desire? To find that out, there is a new set of questions: 

Is communication with this group possible? 

•	 Is this group willing to communicate with me? Does this group see me 

or my organisation as reliable, trustworthy and honest? 

•	 Is this group accessible for communication? Do I know who the members 

are and where they are? Will my communication reach them? 

Is there any chance of successful communication with this group? 

• Are the group's feelings about this issue neutral or positive? 

•	 Does this group have some interest in the issue I want to communicate about? 

• Does the group have some knowledge about the subject? 



1.6.4 
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If the answer to a majority of these questions is 'no', then it will be very difficult to establish any 

form of communication with this specific group and your effort may not be productive. In that case, 

perhaps your goals are too ambitious. Or perhaps communication is not the best way to reach your 

goal. Go back to step one: setting goals, and rethink your strategy. 

Don't give up on groups too quickly 

see also	 Although some groups will be difficult to reach, there are few groups that are impossible to reach. 

Take care not to exclude groups because you have had bad experiences with them in the past, 

or because they have a bad reputation. 

Different roles, different goals 

You select your target group with a specific communication goal in mind, but not all these groups 

will play the same role in achieving the goal. This also means that for every target group you will 

have a different communication target. 

Choose your friends with care: allies and intermediaries 

Usually, you know which of the stakeho,lders are on your side. These people can help you obtain 

your goal. Having allies in communication usually gives you more chance of success. However, 

it can also diminish your chance of success if your 'ally' has a bad reputation or a troubled relation

ship with one of your target groups. Always be aware of this before you begin a communication 

partnership and find out whether you and your ally have the same goals. 

When it is very difficult to establish successful communication with a particular target group, perhaps 

because there have been conflicts in the past, then it is a great help if another group can serve as 

an intermediary (a negotiator and messenger) between you and the target group. For this to work, 

the intermediary: 

• Has to have the [(list of both you and the group you want to reach; 

• Have no clear interests in the issue; 

• Be prepared to undertake this role. 



• Example: selecting target groups, allies and intermediaries 

Let's go back to the example we gave earlier in this section. Your organisational goa] is to expand the 

boundaries of your protected area to include an important forest. We'll assume thal the legal process 

of designaling lhis sile is in mOlion. Now you want to creale local support for lhis plan, so lhat there 

will not be massive opposition when the plans are put forward for public consultation. This is your 

communication goal. You already have a list of alllhe Slakeholders to go with the organisational goal. 

Now you should determine which ones become target groups for your communication. You wanl 

to selecl those groups from all the stakeholders where communication will really make a difference. 

So you look al all the stakeholders and ask your self: 

Is communication with this group necessary? 

•	 Can this group create a Jot of trouble for me in reaching my communication goals? 

• Can lhis group offer advice or support in reaching my communication goals? 

•	 Can this group help me reach olher groups that are essential for reaching my communication goals? 

Is communication with this group possible? 

•	 Is lhis group willing to communicate with me? Does this group see me or my organisation 

as reliable, trustworthy and honest? 

• Is	 this group accessible for communication,) Do r know who the members are and where they arc? 

Will my communication reach them? 

Will communication with this group be easy? 

•	 Are the groups feelings about this issue neutral or positive? 

•	 Does this group have some interest in the issue r want to communicate about') 

•	 Does the group have some knowledge about the subject? 

Local foresters 

Lets look at the firSl two questions on the Jist: who can cause trouble, and who can give you advice 

or support. Obviously, the local forestry companies could cause a lot of trouble, so that would make 

them an important target group. But now lets go further down the lisls of queslions: Attitudes: both 

the owners and the employees of the local forestry companies have very strong feelings about the 

issuc of designating this forest. they feel it is an attack on their livelihood. Relations between the 

companies and the nature conservation organisation have been deteriorating rapidly for years now. 

The owners no longer respond to letters or phone calls, and your colleague was chased off one of 

their siles not long ago. The local foresters are very illlcrested in the issue and know a lot about it. 

but communicating with them would be almost impossible. The question is whether it is worth it 

lO invest a huge effort in communicating with the local foresters at this point, since the resulLs will 

probably be disappoiming. This may be a case where communication alone is not enough to get 

the support (or at least the acceptance) of the foresters financial and legal instruments may be 

necessary as well. 
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local businesses 

With other local businessmen - such as the owners of shops, hotels and restaurants - the situation 

is quite different. They, too, could cause problems for your plans, but their interest and attitude 

towards the plans will be more mixed than those of the foresters. Some of the local business people 

will not be thal interested in any plans to protect a bit of forest. Olhers may be in favour because 

they think it will attract more tourism to the area. Still others may be against the plans because 

they are afraid the forestry company will close down and that might negatively affect their business. 

Some will know a little about the plans; others won·t. Local business people usually have good connec

tions in the local community and are often active in local politics, so they can also give you advice 

and support. or help you reach other groups. By giving local businesses information and involVing 

them in your plans, you can make this group become your ally. They might even help you further 

achieve your goals. such as helping you reach the foresters. Thus, making the local businesses 

a priority target group is a good idea. 

local NGOs 

Local environmental NGOs should definitely become a target group. They can be a major source of 

trouble or of support and help. In some ways, they qre easy to communicate with because they will 

be interested in protecting forests, will know about their importance and will have a positive attitude 

towards the idea. However, their willingness to communicate with a government authority may be 

a problem. Sometimes the relationship between NGOs and conservation authorities can be troubled. 

So can their relationship with other stakeholder groups such as farmers or local business, and that is 

an aspect to keep in mind when developing a communication plan. Investing lime in communication 

with local NGOs is certainly worthwhile and can make a difference to the success of your plans. 

Communicating with the general public? 

In communicating about nature, we often tend to focus on the general public - but in the actual 

everyday practice of communication 'the general public' is not a real stakeholder in most issues, 

because: 

• You	 do not need the support of the general public, you need the support 

of specific authorities, organisations and individuals; 

•	 It is not the general public that is directly or indirectly affected by your plans and 

ideas, but specific groups or sections of the public, such as landowners, tourists ... 

It is true that 'public opinion' can be a powerful support in reaching our goals, so in some cases the 

general public can be an intermediary. But even in those cases we will have to divide the general 

public up into groups in order to create target groups that we can reach and that have to be approached 

in different ways: children and adults, groups with different levels of education; groups with diffe

rent cultural backgrounds. 



Useful tools: address lists, databases, surveys etc. 

Stakeholders and target groups are identified in relation to a specific issue and a specific communi

cation goal. Every time you plan a new communication activity, you have to go through the exercise 

of defining stakeholders and target groups again. However, some groups will appear again and again. 

Whatever activity you plan in a protected area, the local residents will always be a stakeholder and 

almost always a target group for communication. To make your communication more efficient, 

having an information system on your main stakeholder groups is a very useful tool. (Beware that 

in many countries there are laws that deal w.ith databases containing information on individuals!) 

A stakeholder information system should at least comain: 

•	 Names, addresses and telephone numbers of individual stakeholders; 

•	 Names, addresses and telephone numbers of organisations representing 

the stakeholders (fanners' organisations, associations of hunters and fishermen, 

NGOs .. ) and of relevant contact persons; 

•	 Information on earlier communication with stakeholders, induding feedback! 

Ideally, you should also have the following types of information: 

•	 Demographic and socio-economic information on the composition of stakeholder 

groups, such as age, gender, income, level of education, political preferences; 

Information on attitudes, knowledge and behaviour concerning relevant issues; 

•	 Information on preferences for certain newspapers, magazines, radio and 

1. v. stations etc. 

Sometimes you can find this kind of useful information on Stakeholders and target groups in statistical 

databases, or in surveys carried out by national or local authorities. In most cases, however, you will 

have to carry out or commission your own surveys to find out more specific information. This can 

be an expensive exercise. Whatever kind of information system you make, remember that the public 

is constantly changing and information has to be kept updated. Not only addresses and telephone 

numbers change, but also attitudes and behaviour, as we all know from personal experience. 

• Checklist: defining target groups 

•	 Identify stakeholders affected by your plans; 

• Assess their interests and influence in termS of the outcome of your goal; 

•	 Determine which groups should form the target iludience; 

•	 Involve other stakeholders in appropriate roles to assist you with the delivery of your messages; 

•	 Evaluate to learn lessons for future activities. 
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The message 

Analysing problem 

Defining organisa tional goal 

Setting communication goal 
internal 

Id,nUfying '"gO' ,mup -[ 
external 

Formulating message 

instrumental 

Selecting means and distribution channel 
-[ 

interac{lve
Evaluation 

Formulating the message 

see also	 Once you have determined the goal of your communication and the target group. you can start 

to work on the message. Spend some time and attention to get the message just right so that it will 

increase the chance that your target group interprets yom message in the way you intended it. 

To get any message right, you should first 

•	 Make a rough outline of what you want to say to your target group. 

Then you should find out 

•	 How much the target group knows about the subject: 

•	 How the target group feels about the subject; 

•	 Whether your organisation has communicated about this topic with the target 

group before; 

•	 Whether others have communicated about this topic with the target group. 

Then you decide 

•	 What information you have to give to be understood; 

•	 Which arguments you are going to use to convince the target group. 

Finally 

•	 Write down the message - even if it will not be delivered in writing! 

•	 Check whether it still contributes to reaching your communication goal. 

If not. start again, or rethink your communication goals; 

• Ask a	 member of the target group, or someone who knows the target group well, 

to read what you have written and give comments. 



Honesty and truth 

The key ingredients of every message you 'send out' - and of good communication in general 

should be honesty and truth. Your target group will see dishonest communication as propaganda 

or, worse, as a cynical attempt to fool them. False communication can cause more damage than 

no communication. 

In your messages to target groups: 

• Don't lie; 

• Don't exaggerate; 

• Don't make promises you can't keep. 

If you do, you can be sure that this will come back to haunt you and the effect will be that 

communication will be very difficult, if not impossible, for a long time to come. 

• Honesty in communi9ating: the role of management 

Only by maintaining high standards of truthfulness Gill trust be built up with the outside world.
 

This will lead to public support for the organisation. As we emphasize time and again, public support
 

is essential for any organisation's success. Managers must set the example. Honesty in communica


tion with the outside world will only be achieved if management ensures a culture of openness and
 

honesty within the organisation, and in all its dealings with the outside world. Honesty in commu


nication begins with a standard of organisational honesty set by its highest officer and expressed
 

in every policy, directive. decision, and so on.
 

Thinking from the perspective of others 

When developing a message it is crucial that you put yourself in the pOSition of your target group. 

see also You have to look at the issue you are communicating about through the eyes of the target group, 

1.6.4	 and in your message show thar you know. understand and respect their ideas, feelings, concerns 

and problems. The more you know about them, the more effective the message is likely to be. This 

means that you may have to do some homework to find out more about the target group. This can 

be done by: 

• Talking to members or the target group; 

• Talking to people who know the target group well; 

• Surveys and questionnaires; 

• Reports, newspaper articles. etc. 

This can reveal quite surprising things about the target group. All too often we believe we know all 

about others, while in fact their ideas and opinions and motivations can be quite different. 
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Some advice on developing a good message: 

Begin with the good news and not with the controversial issue 

see also Always try to find a positive opening for your message. Begin with the things you and your target 

1.7.5	 group have in common - the things you agree on. If you open your message with a Jist of differences 

of opinion, you will antagonise your target group immediately. Begin with what has already 

been achieved, and then mention what was not successful. 

Speak in the language of others 

see also Whether your message will be delivered in a brochure, a video-film, a letter, a speech, a scientific 

1.7.2	 journal or a face to face meeting, you have to deliver it in a way that your target group will under

stand and appreciate. A first step is to check whether your text is understandable to the education 

level of your target group. But speaking the language of others goes further. It means that ideas, 

examples and even the jokes you use have to be selected from the perspective of the others. 

Make clear what you want 

[[ you are communicating with a ta rget gToup because you want them to do something, this should 

be very clear. Your target group should know what you would like them to do, and how they should 

go about doing it. 

• Example: thinking from the perspective of the other 

Some conservationists dislike hunting as much as the clear cutting of forests. When hunters and tree 

cutters are your target audience and you, as the manager of a protected area, view them with hosti 

lity and suspicion, your communication will reveal this fact and you will not be able to bridge the 

gap that separates you. What do you do when working with your target audience seems impossible, 

yel achieving their co-operation through a harmonious relationship is desirable? 

As you plan your communication. try to put yourself in the shoes of the hunters and tree cutters. 

Learn about their motivations, ideas and values. This approach can provide you with valuable new 

insights as to how people act. You will likely discover areas of cOIllJl1oninterest and gain a better 

understanding of the other person's views. Armed with this newly gained perspective and knowledge, 

you will be able to fashion your communication in a way that will be 1110re credible in the eyes 

of the target audience and, thereby, have a much better chance to succeed. 



Make sure you have something to communicate about 

To maintain credibility with the media and the public, put out Newsletters or Press Releases only 

about genuine and newsworthy issues. Be selective. Remember that what is important to you may 

not be important to somebody else. 

Feedback 

Develop your message in such a way that you encourage feedback from your target group. Commu

nication is not complete unless there is a clear reaction. Feedback provides the receiver with the 

opportunity to ask questions, seek clarification, contribute ideas or express disagreement. Oppor

tunities for feedback make it clear to the target group that they playa meaningful role in the commu

nication process. The organisation benefits from feedback by finding out how well its messages are 

received and understood. Its communication effort then has achieved its goal. Without feedback 

options, the communication process is flawed. It will be perceived as an exercise in public relations 

or propaganda. 

Pre-testing 

However much care you take in developing your message, you should still pre-test it before passing 

it to your targer group. Pre-testing will make it possible for you to find out: 

•	 Whether the target group will understand the message. This kind of pre-testing 

you can do yourself. For every language there are simple formulas to determine 

how many years of schooling somebody requires to understand a text; 

•	 How the target group will react to the message. This you can not test yourself. 

The easiest and cheapest way to do this is to ask members of the target group 

to read your draft message and to put a plus (+) in the margin where they like, 

approve or agree with your message, and a minus (-) where they do not like it. 

disapprove or disagree. After they have finished marking the message in this 

way, you can discuss it with the target group members and ask them to explain. 

If it is difficulT to ask target group members to help you pre-test the message, 

then ask people who know the target group well. 

• Checklist for preparing a strong message 

•	 Is your message clearly related to the communication objectives? 

•	 Is it linked to the goals of your organisation? 

• Is your message of interest to your audience? 

• Will your language, references, anecdotes, symbols be understood? 

• Have you started with points of agreement and good news before dealing with difficult issues? 

• Are you providing an opportunity for feedback? 

•	 If yOll are seeking action, have you made this clear? 

•	 Are your concluding remarks reinforcing the message you want to deliver? 
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• Checklist for effective writing 

It is said the pen is migbtier than the sword, indicating the power of the written word when used effec

tively. Unfortunately.. much written communication is too bureaucratic, formal or jargon-filled in style. 

Preparation 

•	 Determine the objective of the written communication. Answer the question, why are you writing it? 

• Take	 notes on the ideas that answer these basic questions: What is it I am trying 10 communicate" 

Who is my audience? Why should the reader be interested? 

•	 Prepare an outline in logical sequence of the points you want LO communicate. 

Structure 

•	 Begin with a 'lead' that tells the main story in a way lhal grabs the reader's attention. 

The lead, or introduction, should provide answers to the following basic questions: 

who, what, where, when and why; 

•	 Keep the words, sentences and story simple; 

•	 After the introduction, state the details 9J your message in descending order of importance, 

beginning with the most significant details and then including other interesting, but not 

essential, information; 

• Close your text by briefly summarising your main point. 

Style 

•	 Write your text in a personal, conversational style. Use personal stories that your audience 

can identify with; 

•	 Paint a picture with words. Use a clear, silnple language thaI your audience will understand; 

• Appeal for action. A message without a specific rcquest is a wasted opportunity: 

•	 Use a level of language appropriate for the target audience. It should match the education level 

and culture of the readership. However, the use of simple words and sentence structure is always 

preferred to a complex, 'academic' style; 

• Write in a	 readable slyle. Most readable writing is technically well constructed and cODversation

al in lone. The use of specific detail and quotes makes for lively, interesting writing that holds 

the reader's attention; 

• Use	 the 'active voice' rather than the 'passive voice' in writing sentences. [n an active voice 

sentence. the subject of the sentence performs the action of the verb. For example, saying that 

'The park ranger explained to the visitors the importance of not feeling wild animals' is more 

forceful than saying, 'The importance of not feeding wild animals was explained to the visitors 

by the park ranger;' 

• Avoid	 being repetitious in sentence length and structure. Repetition is boring; varying sentence 

types helps maintain the interest of the reader; 

• Avoid using cliche's and acronyms, as well as humour containing elements that might offend. 

Review 

•	 Review and revise your text, looking for clarity, accuracy and brevity; 

• Ask someone not connected to your work 10 critically review your text for you and suggest 

changes as appropriate. 



Means and channels 

Analysing problem 

Defining organisational goal 

Setting comm unication goal 
internal 

Id'n(Hying '''g'' ,wup -[ 

external 
Formulating message 

-[

instrumental
 

interactive 

In Chapters I and II the difference between instrumental communication and interactive communi

cation was explained. In instrunlental communication an organisation communicates to generate 

support for plans or policies, give information about its activities or specific subjects or raise the 

see also	 attention of certain stakeholders about an issue and stimulate discussion. The organisation starts 

II.!.3	 communicating once it has decided what it wants to do, The organisation already has a very con

crete organisational goal and uses communication as an instrument to influence the behaviour 

(or opinion) of certain groups in favour of this goal. 

Interactive communication is appropriate when an organisation wants to reach agreement 

see also between itself and relevant stakeholders about what the goal should be. This is usually done througb 

II.4	 an ongoing process of communication and negotiation. In this section we will deal with selecting 

means for instrumental communication. Chapter IlL8 will deal with interactive communication. 

Means for instrumental communication 

see also	 Once the communication objectives and messages have been set, it is necessary to choose what 

1.6.3	 communication means and cbannels should be used. Too often means and channels are selected 

only on the basis o[ convenience. This is one reason for many communication failures. Means 

and channels of commun ication can de spoken, written. visual or digital. (see page 81.) 

The right means for the job 

There is a natural tendency to choose the most modern or most glamorous means of communicating, 

such as video films, computer animations and glossy brochures. We tend to believe that those will be 

the most powerful and efficient. Sometimes this is the right choice. In other cases, traditionaL small 

scale communication such as a letter or a meeting is required to achieve a specific communication 

objective. It all depends on: 

• The purpose of the communications; 

• The messages to be transmitted; 

• The target group: 

• Available resources (financial and staff). 
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Means and channels for communication 

/'
Spoken Written/printed Visual Digital """ 
• meetings 

• press conferences 

• training sessions 

• radio broadcasts 

• discussion groups 

• hearings 

• etcetera 

'

• newspapers 

• books 

• magazines 

• pamphlets 

• in-house 

publications 

• posters 

• brochures 

• letters 

• etcetera 

• television 

• slide shows 

• videos 

• etcetera 

• the internet 

• cd-roms 

• pc-demo's 

• list servers 

• e-mail bulletins 

• discussion groups 

• on line 

conferences 

• etcetera 

Personal communication 

Even in this sophisticated electronic media age, people still prefer to meet face-to-face when there 

is something important to discuss. Personal comrnunication is the most effective way of getting 

a message across and establishing communication. It gives the opportunity for immediate and clear 

feedback and allows instant modifications or elaboration of the message. This form of communica

Lion has more potential for building good understanding with target groups than any other method. 

Natural.ly, face-to-face communication is not possible in all situations. It is the right choice when: 

• The target audience is small; 

• The issues are complex or sensitive; 

• Instant feedback is required; 

• The communicator's personal presence gives credibility to the event. 

I! is always a good idea to go for the most personal form of communication possible. Don't make an 

(impersonal) broch me if it is possible to send the target group a personal letter. Don't send letters if 

it is possible to make a phone call or arrange a meeting. The more personal the communication, the 

more effective it is likely to be. (But don't think that personal communication is cheaper! If you con

sider the staff time involved, it can be much more expensive than other means of communicating.). 

How to select communication means 

The communication pattern of the target group 

To assess whether a particular means of communication is suitable for a particular target group, you 

have to know where they normally gel their information. There is no point making lots of informa

tion available on the Internet if your target group does not use computers. A brochure is of no use if 

people can only get it at your head office, a long way from where they live. This is a question of expo

sure to communication. But [he target group must not only be exposed to the communication, they 

must also notice it. A small announcement in a newspaper can easily be overlooked, and even a leaf

let delivered door to door can get lost among all the junk mail. This is i.l question of perception. 



Feedback options
 

If you can, choose means of communication that can provide feedback. As explained before, feed


back is essential for successful communication. Feedback should be possible, and actively stimulated.
 

This can be done simply by:
 

•	 Including the names of contact persons, telephone numbers and addresses 

in all communications; 

•	 Including pre-printed forms to ask for more information; 

•	 Making available forms in which people can indicate their opinion
 

of the communication;
 

•	 Surveys and interviews among target groups; 

•	 Establishing an information desk or information telephone number 

which deals with all questions and suggestions. 

Input-output 

In trying to match the appropriate means with the target audience, 'input' has to be weighed against 

'output'. Input is the time and cost required in developing and distributing a particular means of 

communication. Output is the number:of people contacted and the impact of the message if it is 

delivered in this particular way. To do this right, you must know the advantages and disadvantages 

of each kind of communication means. 

The ideal means of communication 

' h h f~ reaching the target group 
•	 has a hIg c ance 0 

being noticed by the tartget group 

• stimulates --------_e feedback and interaction 

• but also has low costs and takes little time to prepare and deliver 

Intermediaries 

If it is not possible to send a direct message to the target group, you can use intermediaries. Instead 

of approaching the local farmers directly, you can reach them through a newspaper that they read, 

or a radio-programme they listen to. 

Ensure delivery 

Developing communication means is useless if you do not know in advance how you <lre going 

to get it to the target group. A brochure has to be distributed, a video film has to be shown somewhere. 

This has consequences for planning and for your budget. but it is often overlooked. Make it part 

of your communication plan from the beginning. 
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see also 

1.6.5 

see also 

11.1.4 

Multi-media 

In some cases, it may be necessary to deliver one message via a number of different means - you 

might organise a public meeting, but also send a letter and distribute a leaflet. This 'multi-media' 

approach increases the chance that the message will reach the target public. Also, messages sent 

through multi-media channels will be reinforced, giving them a greater impact. However, few or

ganisations have the funds for this kind of saturation campaign, and in most cases it is not required. 

By carefully targeting communication, much can be achieved. 

Can you use one means of communication to reach different groups and objectives? 

When you have determined your target groups. the objectives you have for these groups, and the 

messages you want to give to them, you may see that it is possible to develop one means TO reach all 

of them. This is not a problem if the objectives and messages are really similar, and if the groups are 

comparable. Limited time and budgets can make it tempting to cluster together groups that have diffe

rent interests, attitudes and issues and that need to receive different messages. This may not be a 

smart thing to do. For example, if you want to expand a protected area, it may not be a good idea to 

organise one meeting for local farmers, tourism operators and bird watching organisations. There 

is a risk that all will be unhappy about the meeting, because there was no time to deal with their 

specific concerns and ideas. 

'The medium is the message' 

When selecting the appropriate communication means, always bear in mind that means and message 

cannot be separated. A computer simulation on CD-ROM promoting a new strategy to protect wet

lands, communicates more than just the information on the wetlands management plan. It also com

municates that the organisation responsible is modern and 'state of the art', and that nature conser

vation is a high-tech business. An annual report on glossy paper with many colour photographs tells 

your target group what your organisation did last yeaL but also tells them that you have some money. 

(So it might not be a good idea to make such an annual report, send it to your fUl1ders or members, 

and then one week later send them a letter asking for more money.). The way staff members dress, 

the way they talk, the way your offices look, the kind of car your staff drives, all of this communicates 

some son of message. That the medium is part of the message certainly applies to personal presenta

tions. A professional presentation not only aids getting the message across, it also adds to the confidence 

the listeners have in the presenter and the presentation, and will increase the chance that they will 

accept the message presented. 

Mass media 

Especially for the mass media, such as television, newspapers or the Internet, contact does not mean 

communication and communication does not necessarily mean success in persuasion. A lot of time 

is often spent in getting messages into the newspapers or on television. If you are successful, you 

indeed have the chance of reaching thousands or millions of people. But how many will be motiva

ted to watch or read your message, and if they do, how many will really think about it? Achieving 

changes in behaviour or attitude via the mass media is difficult. Usually, people select those bits of 

information that meet their interests and even confirm their existing attitudes and opinions. People 

who watch programmes about nature conservation are usually already interested in the subject, so 

you are preaching to the converted. Mass media are effective in spreading information, and bringing 

your issue to the attention of the public. They are less effective in changing attitudes or behaViour. 



Checklist for communication means and instruments 

Advantages Disadvantages Points to remember 

/.Pnnted 

Letters Personal mode of communi

cation, high chance of being 

noticed and read by intended 

target group; mail-merge soft

ware makes it easier to send 

personalised letters to larger 

groups. 

Unsuitable for very large 

groups. 

Requires up to date database 

with names, addresses etc. 

Annual report Good opportunity to give 

information about organisa

tion's operations. 

, 

Can be quite costly and time 

consuming to produce and 

distribute; often lost in the 

flood of annual reports that 

is sent out every year; little 

chance of feedback. 

Often an annual report is 

required by law. If you are 

making one anyway, it might 

as well be good! 

Brochures 

+ leaflets 

Can reach large number of 

people; costs can be controlled 

- when made in bulk fairly 

cheap; can be kept in store 

ta answer questions. 

Little chance of feedback; if 

distributed in the wrong way 

easily overlooked; mass distri

bution will result in high was

tage; limited space to explain 

details. 

Also plan the distribution; 

always pre-test. 

Reports Can present information 

in detail. 

Can easily be overlooked 

because of high number 

of reports published; little 

feedback option 

Develop guidelines for lan

guage and lay-out for techni

cal writing; plan distribution 

and publicity well in time. 

Journals 

+ Magazines 

\.. 

Good way to reach speciali

sed audience; articles usually 

published without cost. 

Limited circulation; little 

feedback. 

Keep lists of specialised 

journals + addresses 

of editors etc. 

/ 
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/"
Advantages Disadvantages Points to remember 

/ Visual 

Visitor centres Attractive way to present 

information; if staff available 

direct feed back opportunity; 

chance to appeal to all senses. 

Will not reach those not 

interested; con be costly to 

design, build and maintain. 

There is a tendency to become 

over - extravagant in 

designing visitor centres 

- simple but effective 

is what to aim for. 

Displays/ 

exhibitionsPosters 

Attractive woy to present 

information; if staff present 

there is a direct feed back 

opportunity; long life span. 

Can be costly; if damaged 

or outdated gives a bad 

image of the organisation. 

Go for light-weight, porta

ble, and easily changeable 

systems; Don't present too 

much information. 

Slides Attractive, eye-catching, can 

have wide audience; useful 

as a support for other comm\J

nication activities. 

No feed back option; distribu

tion can be costly; when old, 

faded and damaged will re-

fleet badly on organisational 

image. 

Don't forget to plan 

distribution! 

Can be used to support other 

forms oF communication (pre

sentations) or as communica

tion in its own right. When 

used to support communica

tion, direct feedback possible. 

Very durable, can be combi

ned into new combination. 

Needs special equipment and 

darkened room; slightly tricky 

in use. Tendency to put too 

much information on one 

slide. 

Aim for no more than 5 lines 

with 5 words. 

Overhead sheets Cheap and easy to make. 

When used to support 

communication, direct 

feedback possible. Very 

durable, can be combined 

into new combination. 

Needs special equipment. 

Not as readable as slides. 

Tendency to put too much 

information on one sheet. 

Aim for no more than 5 lines 

with 5 words. 

Film/video Good to address groups of 

various sizes. Easy to trans

port and to reproduce. Can 

also be sent out. Can be 

watched at many locations. 

Can be expensive. Needs pro

fessional skills. No feedback 

possible. Difficult to change. 

~ 
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Points to rememberAdvantages Disadvantages " 

Digital 

Not accessible to everyone;Web sites Attractive way to present Ensure linkages From other 

different kinds of information; needs to be kept updated; reloted sites to you web sites 

interadivity possible, and requires some technical exper to increase chance of being 

direct feedback; possibility tise; can easily be overlooked. Found. 

to check how many people 

accessed speciFic information. 

Good way to present complex Requires technical expertise 

inFormation; interactivity possi-

CD Roms 

to develop; requires equipment 

ble; no direct feedback; can to use; not accessible to every-

be distributed to various one.
 

locations.
 

: 
Mass media 

No Feedback; contad does not 

to most can be received any-

Radio broadcasts High local interest; accessible 

mean communication; lacks 

where; low production costs; personal appeal; scheduling 

audiences can be targeted. problematic sometimes. 

Wide audience, accessible No Feedback; with increasing 

to most people; very popular 

TV broadcasts 

choice of channels loses the 

medium; opportunity to combine dimension of mass con tad; 

sound and vision, animation no control over final message, 

etc.; with increasing choice dependent on editors and 

of channels chance to target journalists.
 

speciFic audiences; can be
 

taped for later use.
 

Usually wide circulation; No control over content Newspaper 

- depends on editors and 

quickly. 

articles information can be distributed 

journalists; no interaction 

possible. 

Chance to deliver more com- Takes some preparation, staff 

plex information to the media; 

Press conference 

needs to be trained in handling 

has opportunity for feedback. media questions. 

Cheap way to draw attention Media receive dozens of press Keep an updates lists 

of media to newsworthy events; 

Press releases 

releases; requires some skill to of media addresses 

good For fairly straightForward write; no direct feedback From and contact persons. 

issues; can be produced quickly. journalists. 

Adopted From: B.S. Sadler: Communication strategies For heightening awareness of water. Unesco, 1987. 
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Interactive communication and negotiations 

interactive 

Analysing problem 

Defining organisational goal 

Setting communication goal 
internal 

Id,ntifying "'go< "oup -[ 

external 
Formulating message 

So far we have been discussing 'instrumental communication'. As mentioned in the introduction 

see also of section IIL7, instrumental communication is appropriate when an organisation has already decided 

11.1.3	 what it wants to do. The organisation already has a very concrete organisational goal and uses com

munication as an instrument to influence the behaviour (or opinion) of certain groups in favour 

of this goal. In Chapter II of this manual we discussed that communication can also be used in a different 

way. Through an ongoing process of communication and negotiation an organisation can try to reach 

see also	 agreement between itself and relevant stakeholders about what the goal should be. This is called 

11.2.1 	 in-teractive communication. In this section we will give practical advice for entering into interactive 

U.2.7	 communication and negotiation processes. 

What is interactive communication? 

Interactive communication is a process of negotiation, discussion and exchange of information. 

It involves all the major stakeholders involved in a specific issue. During the process the partici 

pants learn from each other and about each other, and hopefully manage to come to consensus 

about the best way forward. In interactive communication the stakeholders involved in an issue 

can come together for a number of reasons: 

• To analyse the exact nature of a problem; 

• To make an inventory of solutions; 

• To reach agreement on the best solution; 

• To monitor how the process of problem solVing is progressing; 

• To evaluate the process. 



• An example: when to go 'interactive'. 

The ministry of nature protection wants to protect the important cultural landscape and sensitive 

ecosystems of an area. To do this would involve local town councils, regional authorities, water 

management authorities, tourism operators, farmers, foresters, hunters etc. The Ministry could 

deveJop a projection plan and start an instrumental communication campaign targeting these groups 

to get their support. But although all these groups care about their region, they have diHerent inte

rests, and different ideas about what is importal1l in their area. The Ministry would get stuck between 

all the different stakeholders and the protection plan would probably not be reaJly liked by anyone, 

and therefore would be very difficult to implement. But if all these stakeholders were involved at 

a very early stage to discuss what are the major problems in the area, and what are the most important 

things to protect, and the best way to protect them, then there is a good chance that a plan would 

be developed that would have the support of all the stakeholders and could be implemented with success. 

How do you plan for interactive communication? 

Basically the process starts in the same way as the development of an instrumental communication 

campaign. That means you: 

• Analyse the problem; 

• Set the goals; 

• Make an inventory of stakeholders; 

• Analyse the stakeholders. 

At this point it could become clear that instrumental communication will not be successful. 

Possible causes can be: 

• The problem is too complex; 

• The goals are controversial; 

• There are major differences in interests, opinion, attitude, knowledge among 

the stakeholders. 

Whatever the causes, you decide that it will be no use to develop an instrumental campaign where

by you deliver messages to stakeholders via specific channels and means. The only way to make 

progress is to bring all the stakeholders together to discuss and negotiate. 



II.2.5 
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see also 

11.2.4 and 

When can you successfully start a process of interactive communication? 

For interactive processes to have a chance of success: 

People should have reason to participate in the process. There has to be a goal 

which they share with you; they should realise they are involved in a problem; 

All stakeholders with significant interest in the issue should have the oppor

tunity to be involved. Particular attention is needed to involve those groups 

traditionally excluded in the past; 

Participation should be voluntary. People should be there because they want to. 

not because they are threatened with sanctions if they do not participate; 

All stakeholders should have equal access to relevant information. Nothing is 

more damaging to a process based on trust than withholding information from 

certain groups; 

• All	 stakeholders should have the opportunity to participate effectively. Sometimes 

this requires the provision of funds to support participants lacking resources; 

•	 Acceptance of diverse values. interests and knowledge of the parries in t.he nego

tiations is essential. All participants should be willing to accept that their view 

is one of many possible vie~s. and that it is only logical that people in a different 

position have different ideas. 

(adapted from the Canadian Round Tables. 1993) 

What methods are there for interactive communication? 

There are several methods that can be used in interactive processes. We tend to think mainly 

of meetings. hearing. round-tables etc. But printed material also plays an important role - provided 

there is a good opportunity for feedback and the reactions received are taken seriously. When selec

ting the appropriate methods to start a process of interactive communication. you have to consider 

a number of issues: 

•	 Reach. Will an instrument or channel reach the most involved stakeholder 

groups? 

•	 Costs. Obviously. budgets are always limited; 

•	 Interactivjty. Does the channel or instrument offer the possibility for direct 

interactive communication? 

•	 'Internal speed'. Here we do not mean the speed with which a certain instrument 

or channel transfers information. What we mean is whether or not an instrument 

gives the stakeholders a chance to determine for themselves at what speed they 

will digest the information. During a face to face meeting, there is very little 

time to think about what is being said. You often need to react immediately. 

With printed text or with Internet information, you can decide to read a text 

two or three times, or skip it if you think it is not relevant. 



Checklist for interactive communication means and instruments 

/"0 f ..e Inltlon Advantages Disadvantages 
'\ 

/"H .eanngs Usually a formal consultotion 

of the public. Often required 

by law. Purpose to discuss 

proposed plans. 

Suitable for two way commu

nication. Good opportunity for 

stakeholder to voice opinions 

and ask questions. Can reach 

fairly large groups. 

Less suitable to reach con

sensus. People sometimes 

afraid to speak in public. 

Requires preparation. Usually 

limited time available. Difficult 

when atmosphere is hostile. 

Round table 

meetings 

Informal process to discuss 

or explore a specific issue, 

involving different stakeholder 

on a basis of equality. 

Suitable for more in depth 

discussion with smaller groups. 

Can be used to reach consesus. 

Needs skilled facilitators/ 

discussion leaders. 

Focus group Small group of citizens/stake

holder representatives that an 

organisation can use to assess 

reaction to plans, ideas e·tc. 

It has no formal advisory role. 

Useful for organisation to get 

insight into stakeholder/public 

ideas. wishes and perceptions. 

Workshops Meeting of different stakehol

ders to actively work on ana-

lysing issues and finding 

solutions. 

Good opportunity for two-way 

communication; will provide 

chance for obtaining insight 

into each other's motivation, 

ideas and knowledge. 

Needs careful preparation 

and good facilitation; 

purpose of workshop has 

to very clear to all partici

pants; clarity needed about 

way results will be used 

Electronic 

discussion groups 

Different stakeholders discuss 

issues using the internet. 

Deals with problem of people 

being afraid to speok in public. 

Discussion can be reread later, 

No direct personal contact. 

Non-verbal aspects of com

munication are lost. No sense 

to see how arguments develo

ped and locate misunderstan

dings. People do not have to 

travel to a central location. 

of being a real group. Needs 

technical skills and facilities 

not available to all. 

Discussion can be either open 

to the public or private. 

Telephone 

'

Information numbers which 

stakeholders can ring to get 

information, give their 

opinion etc. 

Establishes direct contact with 

stakeholders; easily accessible 

to many people. 

Can be quite costly to set 

up and run; service has 

to be made known. 

~ 
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/D f " e Inltlon Advantages Disadvantages " 
Live radio shows Stakehalders can ring radio 

studio and talk 'live' with 

experts, give their opinion, 

ask questions etc. 

Establishes direct contact; 

reaches wide audience; 

low costs. 

People will be afraid to 

go 'live' on radio; requires 

considerable personal 

communication skills. 

Internet Web sites. Offer the possibility to give 

a lot of information, and via 

e-mail feedback is possible. 

No direct personal contact. 

Needs technical skills and 

facilities not available to all. 

Site visits Visits to locations/sites that 

are at the heart of the problem 

under discussion. 

Provides opportunity to make 

participants aware of dimen

sian of the problems. 

Can be expensive. 

Adapted from: B.S. Sadler: Communication strategies for heightend awareness of water. Unesco, 1987 

Timing and mixing 

In an interactive communication process you will probably have to select several of these possible 

methods and combine them. Always keep in mind that the methods should not just be good for 

you - they should also be efficient and easy to use for the other stakeholders. 

Which instrument is chosen also depends on the stage the process is in. The first step of an interactive 

process is introducing the issue to the stakeholders. You will have to identify which stakeholders are 

see also	 involved in the process, assess their attitudes, knowledge and interest in the subject, and then decide 

rr.2.6	 on the right channels and means to introduce the subject you want to communicate about. Your aim 

will be to draw their attention to the subject. give them information and convince them that a discussion 

would be a good thing. You will also indicate how you believe the further interactive process might 

take shape. In this phase you can still use many of the means of instrumental communication 

(brochures, letters, newspapers, radio and t.v.), provided they have good feedback options. 

In the next phase, exchange of knowledge about the issue under discussion will be very important. 

This should be a two-way process - all participants should be willing to learn from each other and 

should respect each others knowledge and interpretation of facts. For the exchange of knowledge, 

printed material is very useful. but the Internet is also becoming increasingly important. 

When it comes to developing shared opinions and consensus about the issue and the action to 

be taken, you will need to organise meetings and face to face discussions. In this phase of the inter

active process negotiation skills will become very important. 



11.2.7 

How do you create successful negotiations and interactive processes? 

see also	 In Chapter II we already went into the conditions for good negotiations and successful interactive 

communication. Here we will just summarise the main points: 

•	 Focus on shared needs and issues - create a feeling of mutual dependency. 

The stakeholders should realise that they all need each other; 

• Clarify	 perceptions - spend some time on finding out what people think, 

what certain words or ideas mean to them. This will a void confusion later on; 

•	 Create and maintain positive power sharing among all participants. None of 

the stakeholders should dominate the process. All should take part on an equal basis; 

•	 Separate the people from the problems. Do not blame people for the problems 

they have or the problems they want to discuss: 

• Understand the difference between interests and positions; 

• Pursue fairness; 

• Generate options that bear the support of participants: 

• Make agreements that are mutually beneficial; 

•	 Make it clear what can and what cannot be changed. From the beginning all 

the stakeholders shpuld be aware o[ the 'limits' of the process. No group of 

stakeholders has the power to change to law or spend money that is not available. 

• All participants should have room to negotiate; 

• There should be a chance to experiment with new solutions. 

(Adapted from Dudley Weeks, Los Angeles: Jeremy P. TarcheT. Inc. 1992 and from 

the Negotiations Skills Company, P.O. B. 172 Ride's Crossing, MA 01965, USA.) 

Outside help 

In an interactive process it can be very useful to involve neutral outsiders to guide discussions 

and steer the process. However they should be really neutral and not in any way associated 

to one of the stakeholders. 
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GD Evaluation 

Analysing problem 

Defining organisational goal 

Setting communication goal 

Identifying target group 

Formulating message 
IJ1strumental
 

Selecting means and distribution channel:
 
-[ 

mteraClive 

Evaluation 

Once you completed you communicatiori activity, you should take the time to look back 

and evaluate the process. 

The most important question of course is whether or not your communication activity brought 

you nearer to achieving your (organisational or communication) goal. But your evaluation should 

look at other issues as well. For the entire process from setting your goals, to choosing the media 

and channels you should look back at the decisions you made and decide whether you would 

do anything different next time. 

It is worth while to write a small report (if only [or yourself) after you have finished an activity, 

listing mistakes as well as successes, and the reasons for them. This is an important learning process, 

and will help yOLl make your next communication activity easier to organise and even more successful. 

Where possible - but certainly for interactive processes - involve the various stakeholders that were 

pan of the communication activity in the evaluation process. Their experience may be quite different 

from your own. 
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