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Speaker 1:	Welcome to the third chapter, which we call Strategic Choices. And in this chapter, we will look at two important parts of a communications plan. That is the audience and the stakeholders. So we'll dive into audience and stakeholder mapping, and then we'll look at the audience needs and concerns and how to identify those. So let's start.
Speaker 1:	As you probably already know, in many types of emergencies, public health will be integrated into a larger emergency response system. We work with different kinds of organizations. We work with law enforcement, fire departments, hospitals, medical services, all the crisis managers, probably from time to time with the military and intelligence agencies. So there is a sharing of leadership, and we need to map this out from the start when we create a plan to know how these interactions will take place and will be managed during an emergency. So cooperation with partners is a crucial part also of an effective media communications or emergency communications plan.
Speaker 1:	How do you do stakeholder mapping? Well, there are two different approaches. We could look at this one and again, you can use both of them and integrate them. They are just frameworks that will help you to map this out. But I would like to start with the first one, which is based on power, legitimacy and urgency. And that's also the name of this model. So we have three big circles where you have power, urgency and legitimacy. And what we want to do is put our stakeholders in there. Let's say that we have a certain emergency and we want to map out other public health organizations. It could very well be that they have a lot of power in that specific situation. They would have a legitimacy because it's about health. We're talking about a health crisis and they are a health organization, and then of course, will they be involved from the start? Will there be this sense of urgency?
Speaker 1:	So if they map all three of those different parts of this model, you would put them into the center. If they have an equal amount of power, legitimacy and urgency, then they would be a definitive stakeholder, which is right in those intersections of the three circles, which I've called seven definitive stakeholder. If you have other people which are very close to urgency, but maybe a bit less legitimacy or power, they would shift down on the left into what I've called here, number three, demanding stakeholder, and that's how you would map all your different colleagues, so to say, in an emergency.
Speaker 1:	Again, this is not looking at internal. This is also looking at who has the power to influence your activities. This is also looking at who is a legitimate defender or stopper in your plan. And of course, the urgency is where do they fit within the emergency cycle. And that will give you a first idea who you need to keep close, so to say, who you need to keep informed, who you need to maybe not inform on a regular basis, but simply monitor the situation on how they are involved in the emergency.
Speaker 1:	And again, the intersections are interesting as well because you have dangerous stakeholders, people with a lot of power and urgency but with not a lot of legitimacy who would be people and organizations that you would monitor, you would want to keep an eye on. You would also have people that you need to inform from time to time simply because they do have a bit of power and they are legitimate, but maybe they are not involved in the day to day emergency cycle. So this is the first model based on these three axes of power, urgency and legitimacy.
Speaker 1:	Another one is one that comes from operational risk management and it's also an interesting one. This is one that I use more than the previous one on a regular basis. And what we do here is we simply put two axes, one of interest and support and the other one of influence potential. And we would again map the different partners and organizations and stakeholders that we work with. We put them into those four boxes. So if you have someone with a low, or an organization with a low influence and a low interest and support for what you are doing, you would put them in the left bottom box, the A box, which means minimal effort. That means that from an information point of view, maybe you will inform them from time to time, but they have little influence and they have no impact on the emergency, so it's really those people, those organizations in that box really require minimal effort.
Speaker 1:	Of course, when you move up to the C box for instance, where they have a high influence, but maybe less interest and support, then that is what we call passive behavior with minor impact on the emergency, but those organizations are able to have a major influence, so you need to include them in all important decisions and in the planning phase because maybe they are passive, but they have a major influence, so you need to keep them informed and also involve them into the starting decisions of the establishing of your plan.
Speaker 1:	Then we look at the B box. That means that we have people there or organizations again with a high interest and support, but maybe with a lower form of influence, but still, they have great interest in the emergency. They hardly inference opportunities available. So what you want to do is involve them by setting up a good flow of information and win them over as an ally for certain decisions. So those could be people who are really enthusiastic. They don't have a lot of influence, but they really want to help. And so you would place them in the B box first, but then maybe move them up to what we call then the D box, which is the most important one because there you would put the stakeholders with a high influence potential and a high interest and support. Those are the most important stakeholder group with high impact and the outmost influence possibilities. Those organizations have to be included in the planning process and in important decisions at all times. Those are really the people who can help you or the organizations who can help you, who have an interest in helping you. They want to support you and they have influence, as well.
Speaker 1:	Now, if you take those four boxes, that is an easy way based on, again, interest and support and the potential influence that they can have on how to organize them, and that gives you a good view of also the efforts that you have to put in there to keep them satisfied from a communications and information point of view. So again, A box, low impact by the emergency and little influence, your information activities to those organizations are really minimal. When we look at the B box, great interest in the emergency but hardly influential. Still, involve them via good flow of information and maybe you can win them over so as they become a real ally and help you.
Speaker 1:	The C box, passive behavior with minor impact on the emergency but is able to have a major influence. Those organizations are maybe not at all involved but they could have a major influence. So do include them from the start in all the important decisions that you make. And then the most important one, the D box all the way up there on the right. The most important stakeholder group with high impact and the most influence that they can have. And so include them in the planning and important decisions from the start. Those are your allies. You have to keep them close, informed and also if at all possible, involve them in important decision making moments. So those two models can really help you to organize those stakeholders and map them out.
Speaker 1:	Now when we look at audiences, so those are the people that you communicate to, well, it's more than the general public. I personally don't even like this description of, "Let's communicate to the general public," because it's so large and so vast that you cannot really work with that concept of general public. What we want to do is segment our audiences and understand them. So if we understand our audience and are really clear about who we want to communicate with, that can really influence their comprehension and acceptance of your messages because your messages will be tailored to each and every segment of your different audiences. And that is an important aspect.
Speaker 1:	So if at all possible, stay away from the general public approach. Really try to segment your audiences, understand them, and adapt the messages to their comprehension of the situation. And also don't forget, different audiences have different priority information needs based on their relationship to the emergency. People who are far from the emergency will have different information needs than people who are close to the emergency
Speaker 1:	We can also organize audiences based on the relationship they have to an emergency, so if we take the emergency at the center of these different circles, where you have then different kind of audiences, if we look at the people closest to the emergency, those will probably be the survivors, the first responders, public health organizations and the medical staff. Those people have a different need of information and communication than the next circle out there, which is public immediately outside, family of survivors and responders and the media. It's different. So if you are a survivor, your information needs are totally different than the information needs of the media, for instance, or of the family of the survivors. You have to take that into account when we develop those plans and tactics.
Speaker 1:	And then the outer circle, that's the community at large, maybe on a national scale, regional scale. It is also the trade and industry organizations. Let's not forget, we looked at the different interactions between one health trade industry, different stakeholders. It could be at the international level and of course the officials. So the relationship that people have with an emergency will influence all the decisions that you take when you look at how you communicate with them, which kind of information they need, which kind of messages that they need.
Speaker 1:	What is an audience segment? Well, you start from the general public, and as I said, this is not a workable term. You would segment different audiences, and what is an audience segment? Well, it's a group within an audience defined by shared qualities. So who would be a member of an audience segment? All those people who share similar knowledge, similar concerns and motivations that determine health behaviors and inform tailoring of messages, because there's feedback loop here. The better you segment your audience, the better your messages will be. And most of the time, a specific audience segment can be reached through similar media, similar organizations or interpersonal channels.
Speaker 1:	If you look at the audience needs and concerns, then we have really a lot of things that we can take into account. If we look at demographics, for instance, so we're talking about age, marital status, family size, ethnicity, language. We can look at their current behaviors. What are the daily routines of our audience? What is their media use and habits? Do they practice preventive behaviors already?
Speaker 1:	There's also the determinants of behavior. What are their beliefs? What are they knowledge? What are their risk perception? What are the social norms that influences our audience? Family and social networks are important. What is the relationship with family and friends? What is the relationship with community leaders? Because we know that community leaders, different kinds of community leaders can be really strong allies in our work of emergency communications. What is their physical environments? Home and neighborhood services, transport? Media availability. Do they have internet connection? Are there local radios that could be used in the emergency communications plan? Psychographics, their beliefs, the values, the attitudes, motivations and aspirations. As far as you can have them, psychographics are an important factor in identifying audiences' needs and concerns.
Speaker 1:	And so of course, that all comes down to perceived barriers and benefits of desired behaviors. We want to know which facilitators can be encouraged and help us with the practice of design behaviors, and then of course the cultural and social norms. Gender norm, we've covered that, and one of the very important topics that we need to take into account is gender, and of course traditional practices and beliefs. So all these things can help you in identifying and really describing very well a specific audience segment. And of course, it will probably not be possible to have all these things written down and set up and identified and researched, but this gives you a good idea of what you can look at when you do research, when you do audience segmentation, because all these topics here will influence the type of communication that you will do, probably also the timing that you will do that communication and also the messages and the words and the imagery that you will be using.
Speaker 1:	One of the things that we've learned in communications from our marketing colleagues is that we can create what we call personas, and these are just to help us not to forget our audiences when we're in that communications phase and we are in the middle of the emergency and we want to communicate, but it's good from time to time to come back to a, let's say kind of CV or profile of our different audiences. And I've created just one. It's totally invented by myself. I've taken a picture of someone. I've given that person a name, first name, last name, location and age, the language that person speaks, the location again and then the occupation. It's a fisherman called Epiphane Martin. He speaks French. He's 46.
Speaker 1:	But what I can do then is create a kind of profile where I would list cultural and social norms for instance, where I would list physical environment, where I would list current behaviors if I have that information, if I can research that. And what I then do is that I simply create an A4 and print it out for all my different audiences and I make them as specific as possible. Now again, you cannot probably fill in all the gaps but it's good to have that in front of you in the emergency communications room if you have one and just put them on the wall so that you do not forget who you're talking to, who you're communicating with.
Speaker 1:	We update them regularly in the different stage of communication. We do keep these profiles in view during the emergency. Again, it's as simple as printing it out and putting it on the wall, and it really makes your communications human because you are, when you are developing messages, looking at those faces, at those CVS, at those pictures and those names and you really remember very well, "Okay, this is really the person I'm talking to," and it's not just one single person. In this case for instance, we're talking to male fishermen who speak French in a certain location. That already helps you identify very well what kind of information they would need, how you can reach them, how you would develop communication activities and products.
Speaker 1:	A little tip, the tool I'm using, it's a very simple one. It's a free one to create effective user personas, and you can do that together as well with a team and you can create them online and then simply print them off. So a little tool tip here. Just go to userforge.com. It is, again, a free tool that you can use to create these personas, but I can tell you from experience, it really helps if you have those people in front of you during the emergency when you're creating communication products. So that will help you not to go back to the general public aspects, which again will not help you in the face of an emergency. Try to be as specific as possible when you define your audiences.
Speaker 1:	Audience needs and concerns, when we come back to those circles, are different. So here, I just wanted to again have a look at the audiences affected by an emergency for instance and then their primary concern. So if you have a community identified which is directly affected by the emergency, probably the primary concerns are personal safety, family safety, property damage, loss of livelihood and disruption to normal activities.
Speaker 1:	If you have a community immediately outside of an effected area, those people, again, those audiences will have a bit slightly different primary concerns. It will be about how they can keep the emergency from affecting them, how they can help risks to self and family, disruption to normal activities. So while some of those primary concerns are the same, they will shift and change depending on how directly your community or your audiences are affected by the emergency. And again, it's very good practice to map those things out because the primary concerns will always influence your communication messages, the type of communication you're going to do, probably also the timing and the form and format in which you're going to communicate.
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