EAPN – framework Communications strategy
Roadmap

· What result do we expect? Goals and Objectives

· Who do we talk to? Target audiences

· What do we tell them? Key messages

· How do we reach them? Communication mix

· How will we reach our objectives? Timing and resources

· How will we measure the impact? Impact assessment

4 main stages: 

Initiation (define objectives)

Planning (target audiences, communications/lobbying tools)

Execution

Closing

For each phase, a work package is set, listing all deliverables and people in charge.

I’d propose an excel file for the work package, listing all concrete actions. (Gantt chart)

I. INITIATION

1. Where are we now? Why we need an internal and external communications strategy

Where we are now

In the Strategic Plan (2008-2011), EAPN formally decided to improve its communication work and finally build EAPN’s communications strategy, as the organisation has never had an agreed common communications strategy.

EAPN does have a long practice in communications issues, but no strategy per se, done with, shared and known by its members and written down.

This strategy that is now being designed aims therefore at giving a clear idea for all members of all actions, why and how, with which tools and a work programme that everyone will be able to see and follow. It aims at organising communications actions, in order to optimise our chances to reach our objectives/expected outcomes. 

A questionnaire answered by most national networks of EAPN enabled the organisation to evaluate EAPN members’ work and needs in terms of communications. 
(See Summary of results of the Communications Questionnaire to all networks - answered by 21 national networks, (no European Organisation) and
Summary of comments of the Communications Questionnaire - Background content for the Comms Strategy).
A communications working group was also set up after the 2010 GA of EAPN, to take charge of the building of EAPN’s communications strategy, drawing on EAPN’s strategic planning and also on the evaluation of the above-mentioned questionnaire. 
1.1. How does the network present itself? 

(Who is EAPN – purpose – what makes EAPN unique)

EAPN is the largest European network of national, regional and local networks, involving anti-poverty NGOs and grassroot groups as well as European Organisations, active in the in the fight against poverty and social exclusion. 

EAPN’s vision, mission and values in EAPN’s strategic plan 2012-2014

· EAPN’s vision

The European Anti Poverty Network (EAPN) is working for a democratic and social Europe, free of poverty and social exclusion. 
· EAPN’s mission
· To promote and enhance the effectiveness of actions against poverty and social exclusion; 

· To help shape social policies and design action programmes 

· To lobby for and with people and groups experiencing poverty and social exclusion. 

· EAPN’s values

· EAPN believes that poverty and social exclusion are a violation of fundamental human rights and thus a failure to respect human dignity.
· EAPN believes that poverty and social exclusion arise from complex and multidimensional processes that cannot be dealt with in isolation or on the margins.

· EAPN believes that people living in poverty and social exclusion have the right to participate in society and to have their views and experiences listened to and acted on. 

· EAPN believes in gender equality, respect for cultural, religious and language diversity and non-discrimination. 

· EAPN believes in the organisation of our work in a democratic and transparent way, which respects the different specific tasks and views of the different bodies and members that make up the Network.

· EAPN believes in seeking to work in partnership with other relevant actors sharing a common vision including actors within: state authorities, public sector bodies, European Union Institutions and with trade unions, academics and employers, other NGOs and movements. 
· EAPN believes in the independence of Non Governmental Organisations (NGOs) and that public authorities have a responsibility to create and adhere to frameworks which support civil dialogue and respect NGO autonomy. 

· EAPN believes in the possibility to achieve a fairer sharing of wealth, opportunities and resources.
The communications strategy applies to the European Anti-Poverty Network, ie a group of entities formed of members, national networks and European organisations, statutory bodies, EXCO subgroups, taskforces and a Brussels office “EAPN Secretariat”. 

It aims at improving internal and external communications of the network, i.e. amongst EAPN entities (internal communication) and from them towards external audiences (external communication). 

It does not encroach on each member’s own strategy. However, each member of EAPN should ideally and logically have a strategy that supports the strategy of the whole network.

1.2. Why do we need a communications strategy?
(Strengths and weaknesses, then explaining why internal comms first then external comms)

Why is the communications strategy needed? 

EAPN is a large network working at all levels: local, regional, national and EU levels. 

Its members are very diverse, work on different issues, in different languages, different social and cultural backgrounds. Together, as members of the European Anti-Poverty Network, they share a common identity, common values, objectives and desired outcomes, transcribed in their common strategic plan. 

What is a communications strategy? 

The communications strategy supports/helps reaching the desired outcomes of the strategic planning of an organisation, defining communications objectives, tools and practices. 

The communications strategy is a set of common tools and practices that: 

- organizes the internal collaboration of all internal stakeholders through working methods and communications tools (internal communications)
- articulates, explains and promotes a vision and a set of well-defined goals. 

- creates a consistent, unified “voice” that links diverse activities and goals in a way that appeals to our partners and stakeholders (external communications)
Internal communication applies to how members collaborate and communicate all together (methods of communications, of exchange, how the information is relayed to each member and amongst members, with which tools…). 

External communication creates a consistent, unified “voice” that links diverse activities and goals and therefore defines the messages to deliver, how to deliver them, to which audiences, with which tools. 

In order to set up a coherent and efficient external communications strategy, it is key to have a strong, coherent and efficient internal communications strategy as well, i.e. define the ways and the appropriate tools of working together. 

In order to reach this set of goals and objectives, it is essential to have a clear strategy, understood and agreed by all members, on the messages we want to convey, how, with which tools, to whom, in order to make the utmost of EAPN’s potential as a lobbying and campaigning organization, taking into account its resources and capacities.  

2. What are EAPN’s objectives in terms of communication?

What do we want to achieve in terms of communication and lobbying?

What do we want people to think, believe or do?

Overarching goal: 

EAPN’s communications strategy supports the implementation of the strategic plan 2012-2014 through effective internal and external communications. 

1. INTERNAL COMMUNICATION objectives and sub-objectives
Overarching goal of EAPN’s internal communications strategy: 

Improve the exchange of information and collaboration within EAPN, between all structures and members.
1.1. Improve the dissemination of knowledge about EU and national policy

- dissemination of outcomes of meetings is improved (e.g. EXCO, task forces…) from members to their networks
- working methods and tools are defined for a better collaboration amongst EAPN structures 

- information is more understandable and accessible for national networks, who disseminate the information to grassroots level and people experiencing poverty (PEP)
- EAPN Secretariat gives regular and appropriate information on EU policy and national networks provide regular and appropriate information on national policy. 
1.2. Improve capacity building on European policy

EAPN identifies and uses appropriate information and communications tools to support capacity-building activities.
1.3. Improve the exchange of information and good practices between members 

- EAPN organizes regular exchange sessions between members
- Members and EAPN Secretariat collaborate to improve the visibility of their work, projects, activities, campaigns on EAPN’s website 
1.4. EAPN makes good use of communications tools at its disposal

- EAPN members are aware of, appreciate and feel confident in the use of all the existing tools at their disposal

- EAPN members and structures are trained on ICTs including social media, identify the ICTs they need and make good use of them
2. EXTERNAL COMMUNICATION objectives and sub-objectives
Overarching goal of EAPN’s external communications strategy: 

“Being heard, understood and supported by as many people as possible, on who we are, what we do, what we want”.

2.1. EAPN improves its lobbying effectiveness at EU and national levels

- EAPN maintains its active communication with the institutions at EU and national levels.
- EAPN Secretariat supports effectively national networks in lobbying their national and European representatives

- EAPN strengthens its existing alliance relationships and creates new ones 

- EAPN events raise EAPN’s profile as a lobbying organisation, relayed at national levels

2.2. EAPN raises its profile as a campaign organisation 

EAPN develops its campaigning work giving more opportunities to grassroots members to engage and to help influence public opinion. 
2.3. EAPN raises its profile as an organisation working directly with and empowering people experiencing poverty
- EAPN continues to develop tools to ensure that people experiencing poverty and their organisations know that they are encouraged to play an active part in EAPN.
- EAPN highlights the importance of dialogue with people experiencing poverty in developing anti-poverty policy.
2.4. EAPN improves its media coverage at EU and national levels

- EAPN organizes a training and good-practice exchange session for all its members on media relations at EU and national levels

- Each EAPN member is encouraged to have its own media database

- EAPN members raise awareness amongst media and improve the quality of media reporting on poverty
II. AUDIENCES, MESSAGES and TOOLS
This part includes EAPN’s current audiences, messages and communications tools. Along the implementation of the communications strategy, this part may change (e.g. introduction of new tools). 

Messages are what we communicate externally. No need to come up with internal messages that would only repeat the internal communications’ objectives. 

On tools, of course we have internal communications tools and external communications tools, and some tools are useful for both internal and external purposes.  
3. Audiences 

Who do we want to communicate with and influence? 

Internal audiences
· National networks
· European organisations

· Regional networks

· Grassroots organisations

· Grassroot-level Individuals working/involved in the network 

· EAPN structured groups 

· Bureau, 

· Exco and subgroups,
· EU-inclusion and subgroups, 
· Task forces,
· Brussels Secretariat 
External audiences

· policy makers and politicians

· NGOs

· Faith-based organisations

· Trade unions

· International organisations

· Private/business sector

· Academics

· Media

· People experiencing poverty

· General public 

4. Messages

What do you tell your audience?

What are the core messages that will guide all your communications efforts?

EAPN’s key messages for external communications, as stated by the strategic plan 2012-2014

· Participation of people experiencing poverty is key to understanding and addressing the causes of poverty and social exclusion.

· Realising social inclusion is part of the solution to Europe’s crisis.

· The fight against poverty is everyone’s responsibility and must be mainstreamed across all policies.

· More equal societies are better for everyone - A society that works for the prevention of poverty and social exclusion is an economically richer society that can allocate its financial resources in sustainable development and social cohesion, without spending its resources in trying to counteract the outcomes of poverty and social exclusion. 

· The fight against poverty in Europe and the fight against poverty globally is part of the same struggle. 
Communications work ensures that these messages are adequately articulated to correspond to each of the audiences they are intended to reach.
In all our work areas, specific messages will be developed and communicated, consistently with the above overarching messages. 

5. Communications/lobbying tools 

· Online communication: 
· EAPN website, 
· EAPN minimum income campaign website,

· e-newsletter, 
· e-mailings, 
· Facebook applications
· Photo (Picasa) albums

· Core material all online

· Media (local, national and European media, print and online press and media): 
· Press releases
· Media alerts, 
· Interviews

· Briefing notes

· Press kits

· Social media (Facebook accounts) 

· Events: 
· EAPN and EAPN members conferences and hearings
· Participation in external stakeholders conferences and events
· Meetings with external stakeholders
· Core materials: 
· Position papers
· Reports
· Briefings
· Books (books, booklets, explainers)

· Policy briefs

· Leaflets

· Brochures

· Magazine

· Newsletter

· Posters

· Postcards

· Videos

Channels and tools are selected to get the appropriate message to the appropriate audience.
III. EXECUTION

6. Actions and Timeline

Action plan - milestones:

· timeline of the plan

1. Break down the plan in work packages 

2. Break down each work package in well-defined tasks 

3. Check proposed work package and tasks against the Goals and objectives of the EAPN Strategic Plan 2012-2014 and adjust proposals if necessary.

4. For each of them: What resources do we need? Human, material and financial What capacities and commitments of allies?

5. Evaluate the duration required for each task.

6. Set key milestones (with timing and deliverables)

7. Establish the deliverables before passing to the next stage

8. Follow up working time consumed

· Compare operations achieved with those scheduled 

· Modify scheduling if needed

IV. CLOSING

Administration and finances

Evaluation and impact assessment of the communications plan and tools

