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Speaker 1:	Hi, and welcome to topic one, Communications Plan Decisions. In this chapter we look at defining the broad goals of the communications plan, setting smart objectives, identifying influences. We look at how communication is done during the different outbreak phases and how we can do communications planning during emergencies. Let's start.
	Defining the goal of the plan. Goal definition answers the following questions. What are we trying to do with our communications activities? All good communication efforts are rooted in a vision for change. Do we want to change perception? Do we want to change behavior? And what is the big goal we have for changing the world? And I know this can seem very broad, but it is important to define these things from the start. What is the vision that our organization's mission is rooted in? Let's look at a couple of examples.
	The first one comes from the Africa CDC. A safer, healthier, integrated and prosperous Africa in which member states can efficiently prevent disease transmission, implements surveillance and detection, and always be prepared to respond effectively to health threats and outbreaks. So this statement is very clear. It really defines Africa CDC's role in the continent. The next one comes from ECOWAS WAHO. WAHO's vision is to be recognized by the member states and the international community as a proactive instrument of regional health integration that enables high impact and cost-effective interventions and programs. As a final example, let's look at the one from the World Health Organization. To improve equity in health, reduce health risks, promote healthy lifestyles and settings, and respond to the underlying determinants of health.
	So these three definitions or statements should clearly identify the role these organizations have in the world, in their region, on the continents that they represent. Your plan should have exactly the same thing, not exactly the same words, but should also define this kind of statement. Let's look at the difference between a mission and an objective. I put down a couple of examples here.
	You could work for an organization which has as a mission to end Lassa fever. In itself, of course a very good mission, but the objective would translate in [NERC 00:02:48] plan as increasing the number of households who store grain and other food stuff in rodent-proof containers by 60% in the next two months. So what you're doing here is you're taking your broad mission but translate it in workable objectives that you can use as tactics. So here we're going to increase the number of households, probably also in a specific geography we want to. So the tactic here is to make it so that they store their food in rodent-proof containers. And we want to increase this by 60% that's the amount that we want to reach. And also it is time bound. We want to do this in the next two months.
	Again, and foodborne illnesses is a nice mission, a good mission. And probably there is a whole missing mission statement behind that. But when you look at the objectives of NERC plan around this, it would be to increase the number of households who have access to safe water in our community by 40% this year. And again, the community will be well defined. We're talking about 40%. We're talking about this year, so it is time bound, and we have a clearly defined tactic. End Yellow fever, same principle. Within six months make vaccines available to 80% of Community Y and increase coverage by 30% in six weeks. So I think this slide clearly shows you the difference between a mission and a mission statement versus a practical, actionable objective.
	Now, how do we make these things S.M.A.R.T.? You've probably already heard that something's gone back again and again when we talk about objectives. The objective in itself should define what concrete steps we will take to achieve our vision. Flowing from those visions and goals that we've just seen, we should be able to establish a concrete measurable objective, or several ones. And a well defined objective is the most important component of a good strategy. If you don't have those defined written down in a S.M.A.R.T. way, then your plan probably will not succeed or will go wrong at one phase or the other of an emergency. So this is really crucial. If the objective is too broad, the decisions made from this point on will be very vague, virtually guaranteeing an ineffective effort.
	So let's look at S.M.A.R.T. S stands for specific. So our objective should clearly define the expected outcome. If we do this what will happen? And we need to really take this down, describe it in detail. The M stands for measurable. The objective should include an indicator of progress. In previous slides we've seen some people talk about increase of 10%. That is very measurable. Covering all the children in a certain geography. That is measurable. The A stands for attainable. The expected change defining the objective should be realistic. We should look at the resources that we have. What can we actually do with the resource that we have? It should be realistic and attainable.
	The R stands for relevant. So we are planning a communications activity here and we are setting objectives. We're going to communicate with a certain audience. Well, it should be relevant, of course. The objective should contribute to achieving the overall program goal. And finally, time bound. The objective should include a timeframe for achieving the desired change. And this can be anything from a couple of days, a week, over a month, over a couple of years, and as long as it's attainable, relevant, measurable and specific, you can put any kind of timeline on there but you should decide about a timeline.
	There are a couple of things that you can have as an objective. When we talk about communications and risk communications. We could have an objective that is focused on sharing knowledge so that our audience knows things that it doesn't know for the moment. It could also be that we want to increase trust, for instance, or that we want to have our audience like the things that we want to change or maybe create a sense of belonging. Or, and which is most of the case in risk communications planning, we want them to act or even advocate.
	You don't have to take just one of those. Of course, taking and focusing on one change that you can have here would make things easier, but most communication or risk communications plans are a mix of these different things because they are logical as well. You cannot ask someone to act on something if they don't know, do not have the information, if they don't trust you, if they don't like you, or if they don't have a sense of belonging. So most of the time you will start with information in the know phase, create trust by providing good information, then have the sense of belonging and liking. And then people will probably act on that information. And if you've done a good job, probably they will become advocates or supporters of the change you wanted to bring.
	So setting S.M.A.R.T. objectives is a tactic, a very important one, and an easy way of developing measurable communication objective is to ask different questions. And specifically these three. So what do you want your audience to do? When do you want your audience to do it? And what is the benefit to the audience if they do what you want them to do? By asking these questions and then of course answering them, you already look into the S, M, A, R, T parts of setting objectives because you're asking yourself what do you want your audience to do. So how do you want them to behave, to act? When do you want the audience to do it? So that will play into your timeline setting. And of course the benefits are very important because if there is no perceived benefit by your audience, you could communicate as long as you want but your audience will not react as you are.
	Let's go into detail. So if you start with the first communication objective, within the next three days, all the households in Community X will know the importance of washing hands with soap to stop the spread of cholera. So what do we want to try there? What is the behavioral factor we address with that objective? It's about knowledge. So we want that our audience knows about the importance of washing hands. That is very knowledge focused. And an indicator there, so, what are we going to measure, is for instance, the percentage of households that know about the importance of washing their hands with soap.
	Let's look at another one. Within the next 10 days, hand-washing with soap among households in Community X will have increased from 55% to 95%. That is very specifically about behavior change. And example indictor there is the percentage of households washing their hands with soap, because we can find them back into the objective if we want to increase it from 55% to 95% within the next 10 days.
	The last one. Within the next 10 days, all CHWs in Community X will counsel household members on the importance of hand-washing with soap to prevent cholera. That is really a service provision. We are going to send out people, we'll do community engagement to a specific set of households and explain them the importance of hand-washing. Again, there the indicator will be the number of people trained to counsel household's members to practice hand-washing in Community X.
	So let's look at all those elements now. We have clear, defined objectives. We have addressed different behavioral factors, increasing knowledge, changing behavior, increasing service provision, and we have also defined indicators, because at the end of the day you will want to measure how much your communication has impacted the different factors.
	So how do you go from indicators to very specific measurable objectives and reference points and targets? So a reference point is important because a reference point act as a measure of comparison. So that is your starting point or baseline. Where do we start from? Let's say we start from zero and we want to increase 10%. So we need to know that reference point. And the targets, of course, define the amount of change that should be seen in the program indicators. Do we want to increase by 10%? Do we want to cover a hundred people? Or do we want to increase by more? Less? That is important. So a reference point and a realistic target.
	Let's break it all down. We have a communications objective, increased hand-washing with soap among households in Community X by 30% in three months. What is the indicator here? The percentage of households in Community X washing their hands with soap at the five critical times. What is the reference point? Well, currently we only have 7% of the households in Community X wash their hands with soap at the five critical times. Go back to the first line. We want to increase that by 30%. What is the target then? Among the households surveyed, currently 20% wash their hands with soap at the five critical times. With all these data, so the indicator, reference point, and a realistic target, we can really use this to plan and to measure all our activities. And that is so crucial. In every single definition of a risk communications plan we should have these things written down from the beginning.
	And of course, we have to be realistic about this. We will have intangibles. We will have things change over time. We will maybe not have simply the time to create all these very specific percentages and things. But we should try from the start, as good as possible with what we have at the time, to create clear objectives, indicators, reference points, and realistic targets.
	Couple of tips. It helps when you prioritize behaviors that will have the greatest impact. Use only one action verb in each objective, but do use them. Be specific about the target population audience. Something like the general public is really not helping with creating S.M.A.R.T. objectives. You need to define exactly who you will talk to, who you will engage in your plan. And develop different objectives for each phase of the emergency. Because of course, when we start out in peacetime and then go into emergency cycle, those objectives will change throughout the time. You will have other priorities, maybe other communities to talk with, and other target lines. So keep in mind that this changes over the different phases of the emergency, but you should have a starting phase and a starting list of smart objectives
	To end, let's look at again at the same slide that we've seen here with the communication objectives, the indicators, the reference points, the targets, et cetera. I understand that this is of course the best scenario, and in emergency situations this will probably be something which can not be completed at 100%. The resources couldn't be there, maybe the time pressure is too big. But one thing which is important though is to dedicate as much time as possible in defining these S.M.A.R.T. objectives. They are so crucial. Because otherwise what happens is that during the emergency you will be driven by what happens and not by what you have planned.
	So by any means possible with the resources that you have on the ground, and they could be very limited, but do continue to think about S.M.A.R.T. objectives. Why are we doing this? How are we going to measure this? What is the current situation? What is the indicator? Where do we want to go with this piece of communication? What is the reference point? The concepts are very important and sometimes it's just a couple of sentences and a couple of data points on a piece of paper quickly written. But you need those small objectives. They will influence what you do and they are crucial in navigating the emergency life cycle.
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