The Future of GPPAC Communications: Discussion Paper
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Introduction 

GPPAC is entering a new phase, in which communications, both internal and external, will play a pivotal role. With so many individuals and groups now involved in external communications (Ton Bervoets, Advocacy Project, Tom Glaisyer, Stacy Kosko, Aubrey Charette & Guido de Graaf Bierbrauwer, Media Focal Points, Ana Cutter) and the internal GPPAC structure up for discussion now that the conference is over, some sound planning is required to both determine what direction we want to move in and to coordinate all of our activities to that end. 
This discussion paper seeks to address some of the challenges faced by GPPAC communications people, both internally and externally, and identify some key goals and initiatives to achieve them. It is intended to provoke discussion amongst all the communications partners involved GPPAC, and is just an initial attempt to bring coherence to all of our ideas. 

We have divided the paper between internal and external communications, given their very different needs; however, there in some overlap in tools needed to achieve both, in particular the Media Focal Points idea, and so for simplicity it is just discussed where it first arises.
Finally, we have drawn some of the ideas and needs in this paper from the reviews of the GPPAC conducted by external consultants at the Global Conference, and from a research paper on communications undertaken by Michael Kraemer of the Masters in International Communications Management program at the The Hague University.

The story so far… 

From a communications standpoint, we have achieved a lot so far, forming a solid foundation for the future: 
· a global network of organisations that have now met face-to-face at the Global Conference to ‘form an international movement of people building peace.’
· A Global Directory of 1400+ peacebuilding organisations

· An International Steering Group which has become closer through more face-to-face meetings and the enormous challenge of the conference itself

· a degree of recognition from UN agencies (of GPPAC brand)

· a Global Action Agenda, uniting the network behind a common policy platform 

· A www.gppac.net website, with an easy content management system, by which the Regional Focal Points could publicise their own regional processes, promote GPPAC documents

· An secured ISG section on the GPPAC site for members of the International Steering Group for internal documents and for communication via task forces between meetings
· a catchy and versatile new logo

· two volumes of case studies of People Building Peace, the latter of which is currently being sold and promoted through Lynne Rienner Publishers and the ECCP

· the www.peoplebuildingpeace.org website, launched before the conference, connecting peacebuilders around the world via a blogging portal, peacebuilder profiles, news stories, a resource centre and news on GPPAC

· an e-newsletter which reaches all conference participants, all those who have signed up online, and other interested parties

· a News Bulletin on GPPAC activities distributed in hard copy (6 already printed)

· 7 – 9 ‘Media Focal Points’ identified in the majority of regions of GPPAC, 3 – 5 of which were very active in producing news articles at the conference itself

· a team of committed and talented media volunteers in New York

However, we continue to face some substantial challenges, both internally and externally: 

· Difficulties of coordination / cooperation across continents

· Possible residual negative feelings after retracted editorial / general coordination at the conference

· Uncertainty surrounding future, both structurally and programmatically, of GPPAC

· Reduced staff capacity at the ECCP

· Lack of a single or a couple innovative key messages / asks for conflict prevention 

· FUNDING
Overall Steering

It was clear at the conference in New York that the ‘chain of command’ as the conference support group called it, and the agreements made before the conference between the different parties involved, were not always clear. Respecting the principle of ultimate authority over all GPPAC/PBP communication tools & content residing with the ISG, a new proposed structure for GPPAC communications could take effect immediately.


ISG Communications Task Force: All GPPAC/PBP communications content & materials will be discussed in this forum, which reports to the ISG, meets in person in working sessions on the fringes of bi-annual ISG meetings, an via conference call once a month. Monthly calls determine the nature and content of the next month’s communications. 
Hierarchy: The ECCP as coordinator has final sign-off on all content of communications materials including newsletters, website changes, and other initiatives, and also coordinates meetings and reports to the full ISG.   
ISG approval: The task force requires full ISG approval for long-term strategic communications plans and all new communications initiatives. 

Participation: each member / unit of the task force (grouped above) has responsibility over at least one aspect / output of GPPAC/PBP communications, which is outlined in greater detail below.

Funding: ISG meetings have traditionally been financed by the International Secretariat of GPPAC, which is likely to continue. All other regular discussions and meetings will be covered financially by their coordinator at the ECCP.

The Austrian Development Agency committed itself to continue funding a part of the communication budget of GPPAC/PBP, including staff time of the ECCP communications unit.

ECCP Communications Unit: Will take the lead role in coordination, reporting and final oversight of the task force; will also be responsible for producing the printed News Bulletins on the activities of GPPAC members, and for updates and new features on www.gppac.net. It will report to the full task force at each monthly meeting on the planned content of each.

Ana / media consultant: Responsible for media outreach around the priorities of the Global Partnership, through the coordination of the volunteer media team in New York, and coordination of the Media Focal Points in close collaboration with the ISG & International Secretariat (depending on funding and capacity: having regular contact with the Media Focal Points could also be a task that could be done through the Regional Coordinators at ECCP who in general know these persons already for quite some time and communicate more regularly with the regions)
Tom Glaisyer, Stacy Kosko, Advocacy Project & Sharon Roling: Responsible for the www.peoplebuildingpeace.org website, in close collaboration with the ECCP communications unit and the authors of the People Building Peace book, as well as editing / overseeing the bi-monthly e-newsletter of PBP and the blogging portal, with assistance from Media Focal Points and volunteer media team.
Funding
ECCP has until now taken a nearly exclusive lead in fundraising for GPPAC processes, and hopes to share this responsibility with the regions in the future. However, for GPPAC communications, it is logical that ECCP keeps its role, except for joint fundraising for the Media Focal Points. The current guaranteed funding for GPPAC communications is outlined below; there are also several more proposals out for additional amounts in each category. At the ISG meeting in October, the Communications Task Force must work out realistic workplans and funding arrangements for the next three to six months based on the available funding below. Any future, new initiatives could perhaps have a joint-fundraising strategy given the staff cutbacks at ECCP. 

Funding secured through the Austrian Development Agency:

Websites: 10,000 euros = US$12,900 for changes, maintenance & streamlining of www.gppac.net and www.peoplebuildingpeace.org
Media Focal Points follow-up: 20,000 euros = US$25,800
Brochures: 20,000 euros = US$25,800
Newsletters: 22,500 = US$29,000 (5 printed News bulletins and monthly or bi-monthly e-newsletters)

Internal Communications

ISG – Secretariat; Secretariat – GPPAC members

For a global network, few things are more important than solid communication between members, to coordinate activities, learn from each other, and instil a sense of common purpose. Communications are particularly important amongst members of a governing body (within the ISG, especially between the Secretariat and other ISG members), and between the governing body and the network’s members (the Secretariat, with delegated authority from the ISG, and GPPAC members), from which other network communication typically flows. Challenges and proposals for change are discussed for these relationships separately below. 
ISG - Secretariat
Problems / Challenges
Communication between ISG members, particularly with the Secretariat, remains problematic. The ECCP sends out countless messages, and most of the time receives little response. This may be caused by:

· information overload

· cultural differences in communication

· unclear roles within the Partnership: who to approach for what (currently everything is sent to everyone)
· standard use of tools; we may want to diversify our tools to the wishes of specific RIs. 

Goals & Evaluation
Our goal for the coming period is to improve communication within the ISG, reflected in improved survey / questionnaire results and general feedback at future ISG meetings.
Tools
1. ISG survey
We will review the way we communicated in the past and investigate what would work better in which circumstances through a survey / questionnaire to the ISG, rating different aspects of our past communications and asking for general comments. The areas that will be addressed are:

A. General communications tools: are they useful?

a. Websites: do they provide good info necessary to stay updated on the latest developments in GPPAC? Why are people not using it as we thought they would?

b. ISG section / task force section of the website: discussion boards only ever worked for the Drafting Task Force – should we continue with it, or only in certain circumstances when a true discussion and decision is needed? Is there a need for training?

c. NEWS bulletins: do people read them, distribute them? Are they interesting?

d. E-newsletters: same as above

B. Preferred communications mechanisms: what works best for each RI?

a. Email: centralised through Adriana, or decentralised through regional coordinators? 

b. Listserves: some people love them, some people hate them… Their one innovation on group emails are that they keep a record of all messages, in order. 

c. Telephone calls / conferences: relatively time-efficient for RIs, but no record is kept of discussions / decisions. 

d. In general: how do we become more ‘predictable’ in our communications – contact only at certain (scheduled) times? We once talked about a coding / filing system of priority for emails? 

C. Style: some of the RIs interviewed by Michael Kraemer indicated that the ECCP does not sufficiently understand the regional differences in style, process and language, and even suggested that ECCP staff undertake intercultural communication training. Financially, this is not feasible, but frank feedback and constructive criticism will help us to address these issues, if they are widely felt, internally at the ECCP.
2. www.gppac.net 

The site needs to be made more dynamic and attractive, and have more extensive links with peoplebuildingpeace.org. Changes will be drawn from the recommendations from the survey above, but some long-awaiting alternations can already be put into motion:  
· Revisions to content and structure have already been made after Conference; more regular maintenance of News section in particular required, with the assistance of the communications intern at the ECCP.
· MFPs will update Regions page; more regular requests for updates should be circulated

· Links to pbp.org: banner on homepage; already links to the news site in About, Network and Conference

· Proposals for making the homepage dynamic are included in Annex 1.

Management & funding: ECCP Communications Unit, with input from Media Focal Points
Secretariat – GPPAC members

Problems / Challenges
1- Communication from the centre to all the members of the network is fragmented and diverse, undertaken through the Regional Initiators with no central database or contact system. This has led to inefficiencies of cost and time for all involved, and has added to the burden of the already-stretched Regional Initiators. The effect on campaigns, such as soliciting endorsements of the Global Action Agenda, garnering attention for www.peoplebuildingpeace.org and gathering memberships directly to the Secretariat, has been excessive complexity at the Secretariat and an uneven distribution across regions. 
2- Equally, the Secretariat does not receive sufficient regular input from the grassroots members on their activities and projects to adequately promote them and the network as a whole on an international level.
Goal

Our goal over the coming year is to improve two-way communications between the Secretariat and the members of the network, reflected by more input of grassroots and regional activities in the external communications of the Secretariat, less time spent on distributing relevant information to the regions by the Secretariat and Regional Initiators, and a growing database of contacts. 
Tools

1. Developing a suitable database
Revamping and building on the current ECCP database is the most logical starting point for a centralised database, given its inclusion of ECCP and GPPAC donors, European partners, and the directory of peacebuilding organisations as well as the commitment of our tech partners to improve upon our system.
Revamping the database requires a three-stage plan:
a) Clean-up: ECCP communications intern to be hired, with this as a primary task – eliminating duplicates, eliminating superfluous groups (with assistance of JV, PvT and GGB) and updating contact info

b) Technical changes: increased search capabilities, no impossible email addresses, no duplicates, tags for new members, self-updating capacities 
c) Collection of the regional network contact lists from Regional Initiators and insertion into common database
Funding & management

ECCP will raise funds for staffing and technical changes through its directories programme, and will oversee an intern to maintain the database for two days a week.  It will also manage the central database.
2. Media Focal Points

Despite the difficulties inherent in initialising and utilising a network of Media Focal Points, as demonstrated at the conference, the idea of having a network of individuals in each region to both channel peacebuilding stories up to the international level and to do media outreach in their own region is still highly attractive. Salary funding for a designated amount of time per week and focussed benefits of participation in activities such as workshops would hopefully improve commitment levels. Much more thought and effort, conducted with current MFPs and with the commitment of RIs are needed for a global plan and regional coordination to ensure the success of this highly ambitious and highly risky project. 
Benefits: 

· Providing a civil society perspective on conflicts in all regions

· Potential for a media ‘early warning system’ of budding or simmering conflicts

· Strengthening the global GPPAC network by strengthening info-sharing between the regions and from the regional to the international level

· Developing regional media contact databases

· Increased opportunities for interregional network-building

· Opportunities for media & communications-related capacity-building in the regions

· More powerful awareness-raising at the international level

· Increased awareness & profile for regional activities

Risks: 

· Lack of commitment / gaps in international coverage

· Insufficient capacity for all activities

· Insufficient time / capacity for comprehensive regional coverage ( partial, selective, possibly unrepresentative

· particularly acute in large & diverse regions such as LAC, Eastern & Central Africa

Goals:

In the long run, we aim to have a ‘media early warning system,’ in which the Media Focal Points provide the media, both in the region and internationally, with updated information on conflicts as they arise and escalate. This system would also function as a network of spokespeople from civil society on conflict prevention and security issues, raising the profile of conflict prevention issues and being a credible source of information on important issues from a civil society perspective. In addition to improving the effectiveness of early warning systems, such a network would raise the importance and capacity of civil society in conflict prevention, a key aim of the Global Partnership in its Global Action Agenda.
In the shorter term (till 2007), we aim for a network of Media Focal Points from each region, who are able to channel information on their regional processes, regional issues and GPPAC priorities to local media outlets, the International Secretariat and international media. 

Suggested MFP tasks:

· contribute stories to peoplebuildingpeace e-newsletter (1/month, for example)

· submit peacebuilder profiles to www.peoplebuildingpeace.org
· blogging!

· responsibility for updating and maintaining regional process page on www.gppac.net 

· participation in regular meetings / workshops for networking and / or capacity-building

· general PR on peacebuilding & conflict prevention in their region, including:

· media outreach: developing media lists, cultivating contacts & soliciting the development of relevant stories

· submitting news stories to regional publications

Required activities / next steps:

· Identification of additional capacity needs or desired activities of the MFPs by the RIs and existing MFPs

· Serious commitment of RIs to this process from the beginning, with commitments of joint fundraising

· A presentation & discussion at the ISG meeting in October necessary?

· Development of detailed proposal including timelines & budgets, with approval of all RIs 

· Consultation with organisations that have expertise in this 
· Consultation with existing MFPs for their support & input into proposal

General management: 

20,000 euros has been secured for preliminary planning for this initiative. Next steps / action points will be determined at the Communications Task Force meeting at the ISG meeting in October 2005.   

External Communications
The external communications of GPPAC have thus far been largely focussed on the peacebuilding community that already exists, including UN representatives and friendly governments. However, in order to broaden the network into more of a movement, and to support the lobbying and advocacy efforts of GPPAC, efforts must be made to gain the awareness and support of the general public as well. However, this aim is secondary to the aim of improving internal communications.

Problems / Challenges
The concepts of conflict prevention and peacebuilding are more complicated, less catchy and less measurable than those of other successful movements, such as landmines or small arms. This complexity is magnified by the technical and difficult nature of many of GPPAC’s materials, such as the Global Action Agenda, and the lack of ‘key messages’ or visionary ideas that the network can rally around.
GPPAC has made some improvements to the public appeal of its message, seizing upon the slogan ‘people building peace’ and focusing on real stories of civil society peacebuilders to highlight the role of civil society. However, these efforts are hindered by limited participation by grassroots civil society organisations, on whose knowledge and stories the success of this approach relies. 
Goals & Evaluation
The goal in the coming period is to develop accessible messages and materials to engage public opinion in conflict prevention issues, and to disseminate them widely. 
Tools
The following tools will help GPPAC to develop a coherent message and strategy for a public awareness campaign, and gain the local information required to develop good materials and outreach to a wider audience.
1. ISG Strategy Discussions
A particularly vital aspect of GPPAC communications in the coming months are a couple of strategic questions with vast implications, which must be answered before we can proceed. These would be best addressed by decisions by the ISG in October and follow-up strategy discussions within the Communications Task Force.
A. Rebranding: PBP or GPPAC as the name / identity of the network?

Arguments for PBP:

· far more accessible & understandable

· better logo, more design & colour versatility

· simplicity of only one message

Arguments for GPPAC

· already known at UN, by some governments

· sets a distinction between network / coalition (GPPAC) and a movement of individuals interested in peace (PBP), given the support in the Interim Review for the Partnership to remain relatively selective and not open-ended

· this would also make communications easier, with two distinct target audiences targeted with different materials

Recommendation: 

1) To retain both GPPAC and PBP, while gradually migrating to the logo, colours and design of PBP materials (website, key messages flyer) for everything. PBP can refer to this new movement we are driving, and GPPAC to the network of ‘approved’ organizations who also subscribe to the Statement of Commitment and / or endorse the Global Action Agenda. Regional meetings and consultations will take place in the framework of the Global Partnership, with wider public initiatives, awareness-raising, the Media Focal Points and public lobbying efforts under the banner of People Building Peace. 

2) Another idea would be to call the network the Global Partnership of People Building Peace, with www.gppac.net becoming the website of the Global Partnership and pbp.org remaining People Building Peace. 

Next steps: development of a proposal with the different options for Oct ISG meeting, for final decision

B. Vision for the network / initiatives to rally around

Despite an extensive action agenda, there is no innovative couple or set of tangible goals that we want to achieve, aside from support for the Peacebuilding Commission, and some advocacy for the development of Millennium Peace and Security Goals. Iain at one point suggested something like a Conflict Prevention Fund to support civil society initiatives; Guido has discussed developing concrete recommendations for civil society inclusion in various fora and structures. David, Gottlieb and Catherine are working on a advocacy strategy which may come up with more concrete asks as well, but in the meantime we still have much work to do on our key messages, aims and initiatives.

Next steps: 

· Regular strategy discussions in the ISG Communications Task Force; agenda set by ECCP / GGB to ensure this happens
· Development of proposal by ECCP / GGB for the ISG meeting in October on possible priorities for the global network

2. www.peoplebuildingpeace.org  

The infrastructure has been created and momentum built around the site from the conference; we should address how to perpetuate this momentum as well as better integrate it with the rest of the GPPAC materials, in look and content. 
In general, in keeping with the approach of using real peacebuilding stories and in this website as a PR tool, there should be more focus on the People Building Peace book in the short term, which contains a collection of stories and photos, and on other ways of collecting peacebuilder stories in the longer term. We should also investigate opportunities for interested people to ‘get involved’ – adopt-a-peacebuilder programmes like IKV developed in the Netherlands or direct funding of grassroots organizations via PeaceDirect?
Recommendations for specific changes:
· General: we were hoping that the peacebuilder profiles (currently in people section) can become a more prominent part of the website, merging the current profiles with the more in-depth news articles in a short story about individuals and their successes in conflict prevention. This would also achieve some more integration with our other initiatives (the book), but I also think it’s the ‘sexiest’ part of the site – real inspiring stories.

· Case studies from the book can be adapted and used, in addition to the pictures we’ve been collecting

· We can continue to solicit stories of successful peacebuilding from MFPs and in general to make this more interactive and reinforce our network 

· Awareness-raising can centre more around these tangible stories, making conflict prevention more understandable to the general public. 

· These stories can be shared across regions in between book publications, sharing lessons learned & other benefits of sharing.
· Definition of PBP: mention of the PBP book and GPPAC, and perhaps a little ‘about us’ button which explains the conference, the Partnership and the book in more detail? I’d also like to add the designer’s explanation of the logo once we have it. 

· Partners section: another brief blurb on GPPAC and weblink to gppac.net; also perhaps the contact details for all the Regional Initiators as main contacts in the region. Also a place to sign up for e-newsletter and link to Directory of Peacebuilding Organisations.

· Stories section: Reorganisation of page with a toolbar on the right hand side to indicate all the categories of news that are on this page.

· People section: perhaps open with a selected profile-of-the-week or month, and a big picture, with the alphabetical country list above? This section could also link to the directory of peacebuilding organizations on the gppac.net site. 
· Resources section: we can add all the working group reports, once they are done. Also to mention that the categories of issues come from the Global Conference & the Global Action Agenda, with links to those

Management & funding: 

Upcoming content etc to be discussed at monthly communications task force meetings; responsibilities divided as decided at Communications Task Force meeting at the ISG meeting in October.
There is 10,000 euros in guaranteed funding for both this and the gppac.net websites; a further 20,000 euros has been sought in recent proposals for the ongoing collection and profiling of peacebuilder stories, the development of e-newsletters till the end of 2006 and the maintenance of the blogging portal. 

3. Brochures
Updated brochures, one in fall 2005 and one in fall 2006, are needed for donors and would-be members, to learn about the past, present & future of GPPAC and how they can help. 
Suggested changes:

· Language should be revised to be more accessible; less about past & process

· Rebranding in accordance with ISG Strategy discussion (see first tool in this section)
Management & funding: ECCP, with Ton Bervoets. 20,000 euros has been secured.
4. Newsletters
After the conference, GPPAC will perpetuate the two newsletters initiated before and during the conference: the PBP e-newsletter and the printed News Bulletin.
The PBP e-newsletter is directly related to the www.peoplebuildingpeace.org portal, circulating new articles and content posted on the site and drawing readers back to the site. The content is thus aimed at a general audience, and focussed on stories of pecebuilding that will interest and inspire the general public to get involved. Media Focal Points and the Media Volunteer Team in New York will be relied on extensively for contributions. 
Suggested changes:

· More graphics, including, at a minimum, the PBP logo

· Link to www.gppac.net as well as www.peoplebuildingpeace.org 

Distribution: will include all those who attended conference (whose emails we already have), those who sign up online and those whose information we receive from the Regional Initiators as members of regional networks  (see Internal Communications ( Secretariat – Members ( Database section).

Produced in print, the GPPAC News Bulletin, which was initiated before the Conference as a way of keeping members updated on regional processes in other regions, will continue to connect the network, inform interested parties of new GPPAC initiatives, and highlight successes for donors and potential partners. It will be primarily focussed on the activities of GPPAC members related to the GPPAC process, and therefore will be a more technical, network-focussed publication than the PBP e-newsletter. 

Suggested changes: 

· Guest writers from the regions will be invited to contribute directly 
· Language will be more newsy, less focussed on process and more about experience- and lesson-sharing

· An electronic version will be developed (in PDF) and circulated to all those for whom we have no mailing address

· Rebranding will be consistent with whatever decisions come out of the ISG Strategy discussions (see Strategy section)
· Link to  www.peoplebuildingpeace.org
Distribution: current list of interested parties & Paul’s contacts, all those who sign up on gppac.net and those whose information we receive from the Regional Initiators as members of regional networks (see Internal Communications ( Secretariat – Members ( Database section).

Management & funding: AP & Sharon Roling will develop PBP e-newsletter; ECCP will be responsible for News Bulletins; all content will be discussed and approved at monthly editorial conference calls. ECCP will fundraise for both, including database improvements.
22,500 in secured funding. 
5. Media outreach

(clearly Ana’s domain; below are just preliminary thoughts in the meantime!)

In the absence of an innovative rallying point or initiative, indiscriminate media outreach is probably a bit futile. Instead, focus on capacity- and network-building for the Media Focal Points, with one aim of cultivating media contacts in their region is probably a more productive strategy (see Internal Communications Tools ( Media Focal Points).

Ideas for the future: 

· op-eds at the international level around opportunities identified by the Advocacy Task Force
· developing celebrity spokespeople (like Jody Williams) to speak / raise awareness on our behalf

Management: Ana is key media contact / consultant.
ISG Communications Task Force 
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