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Communications—the exchange of ideas, messages, or information, by speech, images, signals, writing or behaviour.

Internal Communications (IC) - within your office or ministry
· All communications within an organization between and among employees
· Strong internal communications allow the organization to function well and succeed by organizing and clarifying goals. Internal communications provides a “vision for the future”

External Communications (EC) - public outreach
· Communications outside an organization to explain the organization’s mission, responsibilities, and functions
· Strong external communications allow the organization to achieve public support to achieve the organisations objectives

How you communicate within your organization (internal communications) influences how effectively you communicate your organization’s mission to the general public (external communications).

STRONG INTERNAL COMMUNICATIONS      STRONGER ORGANISATION BETTER EXTERNAL COMMUNICATIONS

	Tool

	IC
	EC
	What & When
	Delivery Mechanism
	Planning Advice

	Media Advisory
	
	
	· It is not a press release, it is short and concise, and has less information than a press release
· Use it to alert journalists of a news event 
· Most common reason to send a media advisory: a news or press conference
· The event may or may not be for the public. Regardless, the media advisory is not meant for public eyes

	· Send via email or in-person
· Make sure your release is  approved by a senior person before you send to the media
· Make sure it has the official ministry name and logo on it and one contact person who is approved to speak to the media.
	· Media Advisories should inform journalists of the Who?, What?, When?, Where?, and Why?
· Provide additional details relevant to them, fo example: parking or security. 
· Information should be timely and newsworthy
· Call media to follow-up on advisory to persuade them the event is news worthy, don’t expect them to come just because you sent them this advisory


	Event Press Release
	
	
	· A one page notice to the media to raise awareness about an upcoming event
· The goal is to entice the media to report on the upcoming event, prior to the event happening,  to increase public attendance at the event

	· Send via email or in-person
· Make sure your release is  approved by a senior person before you send to the media
· Make sure it has the official ministry name and logo on it and one contact person who is approved to speak to the media.
	· Make sure the release is interesting and exciting, or benefits the public so the media want to promote this event
· Call media to follow-up on release, don’t expect them to simply print your release
· Remember to include Who?, What?, When?, Where?, and Why?
· Provide additional details relevant to them, for example: parking or security. 


	News or Press Release
still often called “press release” in reference to print journalism many years ago, before TV and radio 
	
	
	· A one page summary of an important news story or event that is written in a way that is both enticing and informative to the media
· It should attract favourable media attention to an event you consider newsworthy
· It should include quotes and details the media can use in their story
Use the pyramid news principle in writing this, the top is short and to the point, the bottom has more detail and provides the foundation:
· Start with a one line summary of the issue that is interesting and makes people want to keep reading. E.g. Minister saves lives through farming innovation. 
· The next paragraph has all the basic facts. 
· The next paragraph develops the story. 
· Include quotes from Ministers or Public Figures if you can, so the media can quote them
	· Deliver this to all media via email or in-person
· Hand it out at the door of a press conference, in addition to having sent it out before
· Make sure your release is  approved by a senior person before you send to the media
· Make sure it has the official ministry name and logo on it and one contact person who is approved to speak to the media.
	· You must “hook” the media with an interesting story, or they won’t report on it!
· Media in Afghanistan will often publish a News Release word for word as a story, without asking you more questions. Make sure all the facts are correct!
· Attach photos if you have them.
· Always offer a photo opportunity, or an interview so media are engaged in your activity, they send their own journalists, and don’t just print your press release

	Media Pack
	
	
	· This is a pack that includes a press release, photos, audio grabs and video footage all on one CD in an electronic format that the media can use in their publications.
· The material must ENTICE the media. They must WANT to publish your story using this material.
· This is a very successful way of getting international and local TV, radio and print media to cover your story, especially about places the media can’t get to easily (Farah, etc)
	· In-person, hand deliver to media manager, don’t just drop at reception, it is too expensive to lie about on a desk
· Have copies for all media at an event, press conference, news briefing etc.
	· The material must be short and ready for publication, it should not need a lot of editing
· This is expensive and needs high quality production; use journalists who are experienced in preparing materials that the media will WANT to use.
· Make sure files on CD are in easy to access formats

	Press Conference or  
Media Briefing
	
	
	· A special event created just for the media: TV, Radio and Print Media so they can film, photograph, record and interview your “talent”. 
· Ideally you would have a Minister or public figure as your main attraction. The media will come for them. 
· Your speakers should be prepared with a short, colourful, and accurate speech that clearly delivers your key messages. They should be easy to quote. They should speak to the heart of the community they are targeting.
· 15-30 minutes is the ideal length of a media briefing
· 50% of time should be allowed for media questions. 
· The speaker should be well prepared for all questions the media may ask, especially tough or unfair question, he/she should have an answer read. This requires research before the event and is very important

	· Send a media advisory as an invitation to all media who you would like to see at the event
· Hand out press releases and “media packs” at the door as media arrive, this helps them develop their questions 
· Unique venues and events are great places for news briefings, e.g. the planting of 10,000 trees is a good visual, a minister visiting a school connecting with children, etc.
	· Keep speeches short and on key message. The media are not there for introductions. They are only there for the “meat” of the story – the substance.
· The speech made must be well crafted carrying only 1-4 key messages, repeated in many ways.
· The venue must be visually pleasing, have good audio and lighting so it looks good on TV and sounds good on radio
· You need people to manage the venue, participants and equipment so that media can get good audio and TV footage that is not obstructed by microphones or journalists heads bobbing up and down.

	Mass Media Options: *Radio
*TV
*Print
	
	
	· Use radio, TV or newspapers when you have a clear message to deliver to a broad general public: for example public service announcements (PSAs), documentaries, special programming etc.
Select your media well: chose the one that reaches your target audiences and matches strengthens your message:
· RADIO is the most common media in Afghanistan, with close to 80% of houses owning a radio, this is because it is cheap to set up and run in all provinces; it also bridges the literacy gap. Radio also resonates with the oral culture of Afghanistan. 
· Local radio and national radio are also very different in style and content. Local radio set up in one town is often run by local businesses, volunteers, schools or governors. National Radio is either government or commercial, and they have very different content and therefore different audiences
· TV is growing in Afghanistan, satellite is common, but Afghan owned and produced TV reaches only the capital cities with less than 50% audience reach across Afghanistan
· NEWSPAPERS are the least used media, and mainly exist in Kabul, given the poor roads and low literacy across provinces. However newspapers still have a lot of influence as opinion leaders and media use them as a primary information resource, especially on politics and governance.

	· Afghanistan now has an open media, so you are free to contact directly the media you would like to use
· You can also contract a media house to arrange for media placement.
· You will usually have to pay for this service
· Choose times and days that fit your message and your audience
	· The government radio and TV is trusted by the community for Government information. 
· Commercial radio & TV is trusted for information and entertainment, and seen to be independent from Government, but is often thought to have some form of political or  ideological bias or association 
· Local radio is trusted for local information and for being independent of government

	Face to Face Meetings

	
	
	· Face to face meetings are one of the most effective ways to communicate a message
· The most efficient and effective forms of face to face communication are “one on one consultation” and addressing small groups and team meetings, where 2 way communication is maximised.
· Other effective methods include: information sessions, briefings, workshops, training sessions, focus groups, etc.
· Most people prefer to receive information from someone they know and respect; in the workplace this means someone they report to, or from colleagues in their area. 

	· In-person
· Chose a quiet place with no distractions
· Record what is said in meetings, and provide those notes on soft or hard copies
	· Face to face methods are time consuming--maximise these opportunities by targeting your audience, and focussing on key messages. 
· Back up face to face communication with written information that people can access electronically or in hard copy.
· Try to record informal communication so that important knowledge is not lost.

	Public Meeting
	
	
	· Public Meetings are larger than face to face meetings, so more economical. But, they need to be managed more tightly in terms of message control and audience interaction.
· Public meetings work very well across all Afghan cultures, and communities, as they provide a familiar and trust worthy way of getting information across
· People will often believe a person in front of them talking, rather than someone talking to them through the radio, TV or newspaper. 
· People feel valued if someone makes the time to come to their village, school or community to talk with them - NOT at them.  
· Public meetings are also good for audiences with low literacy levels, such is provincial communities.
· Don’t raise people’s expectations. Don’t promise things you can’t deliver. This can lead to frustration and anger. You can lose credibility, and people may not trust you again. 
	· Choose a safe, comfortable venue
· Make sure it is quiet with no outside distractions
· Make sure everyone can hear the speaker easily, otherwise they will be distracted and start their own conversations
· Visuals on stage in poster format or power point is good to keep people focussed on the stage
	· Engage the audience, don’t just speak at them. Let them include ideas or thoughts (but stay in control of time and flow of questions)
· Make sure you identify your audiences and your key messages. 
· Know why you are doing this and what you want to change; identify your behaviour change goals as a result of your meeting
INFORMING or CONSULTING?
· Make sure you establish, before the public meeting, whether you are consulting or informing the public. If you are consulting, the public will want to see proof they were heard. How will you use their advice? If you can’t tell them this, don’t do it.
· Make sure you can deliver what you promise, or don’t promise it.

	Team Meetings
	
	
	· Team meetings are an effective way to clarify “mission” and progress
· Attending meetings is a great way to achieve quality face to face communication, but can be resource intensive in terms of time and scheduling difficulties..
	· A comfortable, appropriate venue
	· Take meeting notes that you make available to all participants

	Work Teams
	
	
	· Appropriate for developing & disseminating complex information.
· Good for generating new and innovative ideas.
· Teams encourage greater ownership and collaboration of projects across the organisation.
· Good opportunity for staff at all levels, and from all areas to share ideas. 
· Good for achieving long term cultural change.
· Good for tapping into informal networks of communication.
	· Comfortable and appropriate venue with work space
	· Time and resource intensive
· This can be a slower method of communicating new processes across the organisation.


	Focus Groups


	
	
	· Enable deep analysis of organisational trends & opportunities
· A Monitoring and Evaluation tool
· Appropriate for developing & disseminating complex information.
· Good for exploring new and innovative ideas
· Good for tapping into informal networks of communication
	· Consider your group make up and representation: cross-culture, ethnicity, gender and age. 

	· Time and resource intensive
· This can be a slower method of communicating new processes across the organisation.
· Make certain your group matches your target audience
· Can provide a baseline assessment and change assessment


	Delegated Officers
	
	
	· Identify officers responsible for gathering information and reporting back to your department/team. (for example: from other ministries)
· This is an efficient way of accessing and circulating information 
	· Rotation of these roles, where possible, will lead to greater knowledge sharing.
	· Ensure your delegate officer is a good representative, capable or articulating a clear message and bring make clear messages to a team. Follow through on information sharing with action

	Education Officers
	
	
	· Nominated officers responsible for communicating specific   information with regard to new business systems or  practices (for example, IT department)
· This is an efficient way of accessing and circulating complex information to targeted areas of operation.
	· A trainer, tech specialist, etc. Best delivery face to face or team meeting/ support group
	· Best to educate through experience 

	Informal Networking
	
	
	· Successful and quick way of circulating knowledge around the organisation.
· It provides a forum for the development of innovative ideas 
· This system can be utilised by targeting key people in the organisation who share information readily and are well networked through their work or by their personal nature.
	· Utilise social forums for sharing knowledge, developing relationships and opening up new opportunities for ongoing communication  – lunches, coffee shops, social gatherings, farewells, celebrations, etc, all assist the social fabric, and enable easier communication.
	· Acknowledge this system of communication as a legitimate way to circulate knowledge.
· Where possible record knowledge and information that is shared through informal networks.
· Key information sharers can be recruited for focus group, information sessions, etc.


	Business Letter
	
	
	· A formal inquiry or proposal with a clear purpose
· To let the reader know what you expect him or her to do
	· Use letter head, get approval from your boss before you send it 
· Deliver in person or attach to an email
	· Make your proposal/topic sound attractive
· Make your objective clear and keep to the point
· Supply references or guarantees , if needed

	Proposal
	
	
	· Is a detailed selling document, used to persuade your reader (boss, donor, board) to commit to any activity you need money or support for. Your reader needs to see clearly how their investment will benefit them or their goals
· An Executive Summary (ES) begins the proposal and should only be one page long. It includes a needs statement: why this project needs to happen, what  proof you have it is needed, not just what you believe. It should also include total budget/cost, project goals, expected outcomes and key staff. It should also include the contact details of the person who will be responsible to negotiate the level of support needed.  
· Background: comes next (page 2) and includes an outline or history of what has lead to this project. Here you can explain in more detail why this project is needed, and any research supporting your argument.
· Detailed Activity Plan: This is where you explain in detail how you will achieve the goals, a detailed outline of implementation, all the tasks you will do, delivery mechanisms, methodology, etc.
· Action Plan: This is where you state who will be responsible for what and by when. This is often presented in a table format. Break activities down into components
· Resources & Budget: This is the final section and often provided as an attachment. Estimate the resources required, and show in a detailed budget that matches the  proposed activities and meets the financial criteria
	· Send a hard copy in person and a soft copy via email, or on CD 
· Include pictures and samples, if allowed
· Ensure a logo and official letterhead is used
· Use page numbering and footers to keep the name of the project on each page
· Use layout that is easy to read 
	· Research your audience, find out the kinds of things they like to fund or support, and have supported in the past
· Use language that is relevant to your audience, chose words, examples and concepts that would appeal to them
· Support your statements by fact, not just your opinion  

	Report
	
	
	· A formal document that outlines progress or completion of a project. 
· Reports use formal, no informal language, as they are often available to the general public
· Reports begin with a summary of the whole report in 1 or 2 sentences; then outline the proposed activities compared to the completed activities; followed by a conclusion
· Good reports end with recommendations for action or “next steps”

	· Hard and soft copy
· Quality layout for public viewing
	· Research your report – check every fact to ensure accuracy – it may end up as a public document
· Structure your report – summarize the main conclusions of your report in the opening paragraphs. Support your findings with evidence.
· Be concise – cut out any unnecessary words

	News & Events Calendar
	
	
	· Use Events Calendars to inform people about up-coming events/important dates. 
· Events Calendars’ encourage advanced planning and organization.
	· Public Notice Boards
· Office Notice Boards
· Bill Boards
· Web sites
· Event press release
	· Keep information short and simple, it must fit in small calendar space
· Include event name, time, place, date

	Newsletter
	
	
	· Newsletters are an effective way of getting simple messages out to a targeted public or staff 
· Newsletter are also an effective public outreach tool
· Gives an opportunity to use pictures to convey messages as well as words, good for low literacy communities
· People can take them home and read them again and again if they are interesting or useful
	· Distribute in person or via  mail, email, website or internal mail
· Have supervisors distribute to staff at their next team meeting

	· Publisher software makes creating newsletters easy. 
· Support the goal of a paperless office by using email or publishing your newsletter on your website
· Note: too many newsletters could create information overload


	Website
	
	
	· Effective for an international or donor audience. 
· In Afghanistan be careful to make the content match your audience. Most Afghans don’t have access to internet. Design a website for people who can access it (e.g. Afghan leaders, media, donors), not the general public.  
· Websites reduce the sense of information overload. One document is accessible to many people at any time rather than everyone having a copy of every document 
	· Use simple websites with minimal graphics so they don’t take a long time to download
· Content management systems are good for basic publishing, the software is free and sites are easy for anyone to update
· Great for storing large public documents, photo archives, etc.
	· First, identify your audience. If you are developing a public outreach campaign for farmers in Balkh, don’t waste money on an internet site. Instead, use radio or face to face meetings, public meetings, training workshops or farmers markets.
· Break down information into bite size chunks that can be accessed quickly 
· Ensure you have some form of version control so people know they are reading the most current document.


	Email
	
	
	· In 2009 this is not the best form of communication in Afghanistan despite what many international advisers may say or think. This will change, but don’t depend too much on this tool. 
· Emails are good for contacting all media, donors and your office colleagues or boss
· Use short and concise email messages to people you know who sit at their desk using email every day.
· It reduces paper wastage in the office (unless of course you print out every email you get!)  
· There is some frustration by staff when email is not used effectively (i.e. if messages are too long and confused, irrelevant information is emailed out to the whole organisation)
· Email can be good for distributing and storing documents as attachments.



	· In Afghanistan only 6% of the population has access to internet, and many of these people don’t even use email daily for work. People who have access to internet are a tiny number of people, who usually are senior in an organisation and working in the NGO or private sector and are usually the most senior staff.
· Email can be useful for media liaison, most journalists have email access, but it is best to contact them or follow-up with them by phone.


	· Don’t think you have done your job just by sending an email, then complaining no-one came to the meeting “I sent an email” – if people don’t respond it is your job to chase them 
· When internet is more available in Afghanistan, it may become the most important daily communication tools, but that may be in 5-10 years.
· Use simple language and avoid too much detail & information overload.
· Try breaking your messages into bite size chunks by using the titles: WHO, WHAT, WHEN, WHERE, & WHY
· Limit your email to 1 or 2 paragraphs. 
· Use colour or effects only on key words
· Don’t attach large documents—i.e. over approx. 1MB

	Notice Boards

	
	
	· Good information “hub” or centre for notices and community events
· Keep people interested by keeping the information new, exciting and colourful, not just boring official notices 
	· Hang in a public place that has a lot of visitors (Shop, Cafe, toilet, hospital, etc)
· Remove inappropriate, or out of date notices
	· Set guideline for notice board use.  i.e. event postings are removed as soon as the event is on . 
· Include date, contact info, and person who posted

	Systematic Docu - mentation
	
	
	· Keeping a record of business procedures & business information ensures institutional knowledge is maintained – that is - knowledge is not lost when people leave the organisation or change positions.
· Common ways to document knowledge are through policies and procedures manuals, Quality Assurance Management systems, Business Planning documents, Meeting Minutes, Reports, Proposals, etc.

	· This information can be made accessible by publishing it on the Intranet and archiving it electronically.
· Also have hard copies of manuals
	· Try and ensure some version control system  in your documentation so that out of date documents can be easily identified and updated, and so that source of knowledge is also traceable.

	Audio Visual Facilities
	
	
	· Information sessions and briefings can be greatly improved with quality presentations. 
· Great for meeting the diverse needs of staff and how they absorb information (people learn differently: some learn through seeing, others through hearing, others through body movement)
	· Power Point presentations, videos, projected photos, charts, graphs, multi-media etc.
	· Use technology to support your face to face meetings
· Keep multimedia effects simple and focus on the outcome of getting your message across.


	Communications Blockers – Things to avoid!
Things that work against good communication 

	Tool
	What not to & When not to
	Tips

	Adhoc
Communications
	· Lack of planning leads to the distribution of adhoc information—inconsistent, mixed messages etc.
· No one person responsible for communications can also result in competing messages being circulated around the organisation.
· These lead to lack of trust in the communications process
	· Build a communication plan into any work or project that impacts on how people do things. 
· Make sure there is a clear vision or message for each work-plan.
· Identify key messages & target audiences carefully
· Pick communications tools that meet your needs and that are within your available resources. 

	Competing 
Strategies
	· Know what your colleagues or competitors are doing so that your communications strategy is not competing with theirs 
· Coordinate with other teams / departments / agencies where possible
	· Find out what other projects are running at the same time as yours 
· Try to plan your project communication at quiet times, when there are fewer competing projects.
·  Link up with other projects communications plans  (e.g. organise joint information sessions or events) 


	Information Overload
	· Too many emails, notices or documents distributed to everyone. 
· Information relevant to a few is distributed to all – remember to target the relevant audience only.
· Too much detail in communication puts the onus of editing on the receiver, which can result in simple rejection of information.
· Jargon, technical & complex language requiring specialised knowledge will alienate most receivers.
	· Identify your audience and distribute information only to those affected by your work.
· Be succinct in communication, summarise where possible
· Don’t distribute lengthy documents that people will be too overwhelmed to read. 
· Acknowledge that people have other work or priorities, make your information interesting and concise to get their attention, they need to know straight away how your project impacts on them, or they won’t pay attention

	Version Control
	· Poor systems for recording dates, version and owner of forms, policies & strategies leads to inconsistencies in work practices and loss of confidence in procedures and systems
	· Add date, author and version on all organisation wide documentation

	Technology Driven Communic-ation
	· Too much emphasis on technological solutions undermines good communication and human solutions.
	· Use technology to support face to face communication and human relations – not the other way around – it should not be used to replace it.

	Slow Change Technology
	· Waiting for the latest & best communications technology to be implemented can be frustrating and result in delays in communications that should happen immediately.  
	· Don’t depend on new communications technology to get your message across.
· Remember that face to face communication is the most successful way of communicating to staff.

	Poor Quality
	· Not enough thought or cleverness put into communications content or selection of audience results in people feeling that their time has been wasted.
· Loss of credibility in your work.
	· Take time, and be thoughtful, in preparing simple and concise communication.  
· Target your audience carefully.

	One-way
Communication
	· Too much reliance on email, and internal mail, does not allow for 2-way communication.
· Talking at people, shows you have no interest in them and they lose interest in you. 
	· Where possible, use communications tools that provide the opportunity for feedback. (e.g. Face to face, surveys, feedback forms, etc.) 
· Use email, memos and newsletters to back up face to face communication where possible. 
· Ensure all face to face communications replicates some form of conversation – engage your audience in the issue by getting them involved in it

	Culture of Conflict
	· “Staff versus Management” culture leads to conflict, it perpetuates oppositional relationships
· Punishing or disciplining the audience will not win them over, try and present information from their point of view, then you will have more success getting them to see your point of view 
	· Maximise multi-directional, non-hierarchical, communications in teams and informal networking opportunities.
· Plan non-hierarchical communications strategies.
· Cater for difference in culture, gender, thinking preferences, abilities, in all communications. 
· Aim for “organisational connectedness” in all communications.
· Utilise cross hierarchical Focus Groups, Work Groups, Info Sessions, etc. 

	Power Plays
	· Information hoarding and trading, and individual ownership of information, perpetuates a culture where information is not shared and difficult to access.
	· Practice and reward information sharing in your work area and projects.

	Gossip
	· Informal communication systems are used for miss-information as often as they are for constructive information sharing.
	· Actively value and use informal systems of communication.
· Address misinformation by giving the facts, this will discourage people from sharing the wrong facts, as they lose credibility
· There is no need to publicly humiliate or blame “gossips”, this can make people uncomfortable, and can have a chilling effect on informal communications networks. Dispel misinformation by provision of accurate information
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