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1. Introduction to the strategy

This communication strategy, adopted in response to the creation and the subsequent reorganisation of DG DEVCO, is designed to project an image of a modern and ambitious organisation. It goes beyond setting out strategic objectives, as well as related actions.  It aims at instilling the spirit of communication, and at creating the foundations of a communication culture, inside our DG. 

Communication, like charity, begins at home. If we want to communicate better on the outside, externally, we have to improve the way we communicate internally. We need to encourage and open new communication channels, based on all available technologies and platforms, which would enable the good news from the field to reach Brussels first and then travel beyond it. Furthermore we need to focus how we communicate, not just on what we communicate. 

Specifically we need to put more emphasis on the style of the language we use and adapt it to the audiences we target. That means making sure the terms we use are understood. In formulating our arguments or statements we have to avoid academic complexity, technical development terms and bureaucratic jargon and use simple, clear language instead. 

Our messages should focus on the results we have achieved or are planning to achieve rather than on the amounts of money involved. Millions of Euros spent on aid may remain abstract concepts to the majority of people. In contrast the numbers of children saved from malnutrition or put in school mean something to everyone.

The task of communicating results will be made significantly easier if it is not limited to reporting after a project’s completion and treated as an afterthought. Successful communication has to be designed from the very beginning of any intervention. In fact the communication aspect, if taken seriously, should play an important role in the decision-making during programming and the identification phase of project design. 

"I would ask you from now on, for future programmes and projects, to take a moment to ask yourselves: "How will it change people's lives" and "What precisely do we want from these funds to achieve?" and "Will this provide children with a better future 10 years from now?

Commissioner Andris Piebalgs speaking to DEVCO Staff in February 2011

The idea of mainstreaming communication is not new. Knowing what we want to achieve and why, and putting it in words is both common sense and a requirement already. What is new in our approach is that we insist on having convincing arguments for our interventions which can be presented and defended outside. The flip side is that unconvincing proposals should be rejected.

The Commission has made numerous commitments to transparency. We pride ourselves on making information available on how much money we have committed and how it flowed through strict procedures until it reached its destination. The same rule applies to communication. In order to be transparent we need to prepare all interventions for public scrutiny.  Transparency means that we have to be ready to communicate - and sometimes defend - all our projects; not just the ones we choose to publicise.    

Due to limited human resources and financial capacities, we need to better define our targets and prioritise our activities in order to get the maximum impact. But our ambitions will be bigger if we join our forces and work together in all corners of our organisation, not only in the Communication units or through the communication correspondents’ networks. 

Finally, as the media landscape is changing, we need to communicate more effectively through digital and social platforms. 
2. The communication context

Faced with constricting national budgets across Member States, it has never been more important to demonstrate to European taxpayers that we are making a difference with their money. They want to see results – that every cent of every euro is reaching those who need it most. 
The changing political landscape, reshaped by the arrival of new donors, the constant rise of the emerging powers, as well as the financial crisis and the debt crisis, undermining the resources of Western and particularly European countries, has created new challenges for EU external relations.  EU development policy is not immune to them. 
The European Commission has taken significant steps in order to identify and address these challenges. Crucially it has put forward a proposal for an increase in funding for international development
 in order for the EU to meet its international obligations and further reduce world poverty. It has also argued that development is a form of profitable investment for the EU.  In the long run aid saves money, which would have to be spent otherwise on fighting the effects of inaction. It is often far cheaper to eliminate the root causes of poverty than deal with its symptoms further down the line.  
The EC has coupled this proposal with a bold review of the partner countries, in order to differentiate its involvement according to their level of development and to focus on other forms of cooperation, which are more appropriate and can yield better results. It has identified priority sectors where it has the greatest expertise and therefore can make the greatest impact. Additionally, the EC decided to sharpen its future tools, or instruments, and to make them more flexible, so that Europe can react quicker to political changes and inject more funds into countries in urgent need of support, such as in emerging democracies of North Africa, or in new states, like South Sudan. 
Finally, the EC has made its case on why acting together, for example, through joint programming with the Member states, is both more economical and more effective. 
The information about these policy changes and priorities has to be conveyed to all stakeholders, from EU leaders, through national parliament, the media and to EU citizens and taxpayers. It should also be the basis for us to define our key messages.
Despite the economic downturn most European citizens could support this new approach. The results of recent Eurobarometers show that Europeans remain staunch supporters of development aid (87% of Europeans attach a high value to development cooperation in 2011; 89% did so in 2010). They continue to back the EU strategy of increasing development aid as promised, with 62% agreeing that Europe should meet its ODA commitments or even spend more. However, a non-negligible proportion (32%) is ready to give up the promise, with 18% even calling for a reduction of aid. The 2010 survey also reconfirmed the ‘communication challenge’ that the EU is facing. Even with the strong support and pro-EU cooperation stance of the European public, the largest aid donor in the world is still under-recognised by its citizens.
All communication activities, even those not evidently linked to the Agenda for Change, should in fact serve the same purpose of reinforcing it. Each project has its own narrative, but it should also link up with the overarching priorities. This does not mean hiding the difficulties of our job or some disappointments on the way, or creating some sort of propaganda. It is about focusing our communication activities where we need to be better heard and encouraging information gathering so that we can actually demonstrate our results. Let us spell out what we mean specifically. 
2011/12 Strategic Communication Priorities:.

( demonstrating the value, the impact and results of EU development cooperation 

( arguing for an Agenda for Change, which encompasses mutual interest, differentiation between countries, sector priorities, and innovative tools
( making a case for an increased level of funding in the new Multiannual Financial Framework while demonstrating added value of European development cooperation
3. The communication objectives 
The three strategic communication priorities should be reflected in all that we communicate, from press release to projects' websites. However more concretely we need to identify a number of communication objectives with achievable and measurable indicators to see to what extent we are achieving these objectives. 
1 - Create a culture of communication in DG DEVCO and Delegations, so communication is taken into account at every stage of our work.
2 - Let our audience know that we are delivering results and making the best use of taxpayers' money by being efficient and transparent.

3 - Strengthen EuropeAid branding and its image as an expertise hub for aid policy design and implementation 
4 - Maximise the visibility of our work in external cooperation inside and outside the EU
5- Contribute to public support for increased spending on EU aid.

4. Our target audiences

With the available budget, it is not possible to reach large numbers of citizens directly, so our communication will therefore target current and future multipliers: selected stakeholders, the media and young people.
WITHIN THE EU

1- Stakeholders 
The stakeholder group includes, for example, NGOs, academics, the donor community, national authorities or other EU institutions (e.g. Parliament, Court of Auditors). Stakeholders are an increasingly important target group in terms of promoting the visibility and impact of the EU's actions in external cooperation and its accountability in delivering results.

As this group is large and heterogeneous, we need to focus on the specific targets that correspond to our strategic objectives and that would allow us to have the biggest impact.
Based on a stakeholder’s analysis carried out recently, the most relevant targets are:

· NGOs and organised civil society,

· The donor community (Member states governments, Parliaments and development agencies, International Organisations, International financial institutions, foundations)

· Networks which have a multiplier function ( or which act as opinion makers (think tanks, development fora, academic organisations etc)
Communication toward this target audience aims to provide information that is relevant from a political, technical or academic point of view on the one hand, and to raise and hold their interest through transparent, positive and interactive approaches on the other..
2- The Media
The media can act as multipliers and serve as effective communication channels for us to raise awareness of the general public. However they are not a uniform target and may require different approaches:

· The EU press corps is composed of around 700 journalists accredited and reporting for national media and also Brussels-based EU media. They are in close contact with the Spokespersons, receive the press releases and follow the EC press conferences. 

· Some European specialised media cover development issues. We have a database of around 700 journalists who receive regular press releases and memos on our activities. Some of them are invited to join our journalists' seminars.

· Other national or regional media can be targeted directly or through the Reps. Some of these journalists are invited to our journalist seminars.

· Women's magazines, bloggers and Diaspora media can also be targeted with tailored material.

3- Young people: future opinion formers and decision makers
Students are seen as generally sensitive to aid issues, open to discussion and represent the future of Europe. We will target, for example, students that are studying development-related issues, international relations or journalism.
They can be reached directly through social medias and targeted campaigns or through education- related activities to be carried out with the support of other DGs (DG COM initiatives), events or partners.

OUTSIDE THE EU

As a leading donor, the EU should strengthen its visibility outside the EU. This means not only ensuring that the EU cooperation is visible on the ground but also that people recognise and support the role of the EU in their country. In that sense, visibility and communication will strengthen the influence / profile of the EU abroad.
Due to limited resources and capacities, audiences outside the EU will be targeted mainly through the EU Delegations and through implementing partners who have to give adequate visibility to EU- financed projects. 

Outside the EU, the main target audiences are:

· In-country media
· Stakeholders: stakeholders include national and sub-national partners, the diplomatic and donor communities, civil society and grass-roots initiatives, and so on.

· Final beneficiaries
5. Key messages

We want all our staff to know why we're communicating. Our strategy is therefore encapsulated in the following three memorable key messages:
1) EU development aid works and provides value for money 
· As the biggest donor in the world, the EU provides more than half of total aid to developing countries and is making a difference in 150 countries worldwide.
· Thanks to Commission support, since 2004, more than 31 million people have been connected to drinking water, more than 9 million pupils have been enrolled in primary education and 7.7 million people have been given insecticide-treated nets. There is still more to do but these are encouraging signs. 

· Acting as one makes financial sense and can actually save money for European taxpayers. A recent survey by the Paris Declaration found that better coordination of programming and policies at EU level could save up to 4bn euros per year.
2) 
EU aid is transparent and accountable
· The EU is fully accountable – sometimes more so than Member States – and all of its programmes are subject to strict audits to make sure that they achieve the expected results

· We always look for the best ways of reaching those people who are most in need on the ground; where the right conditions are in place, we work with governments; where they are not met, we give money through charities and international organisations. 
· The EU is one of the most transparent aid bodies in the world. We provide transparent information online on where and how our funds are spent. We want taxpayers to see exactly where their money is being used.

3) 
European cooperation is a win-win solution – it benefits EU citizens, too  
· Aid is a medicine which addresses the root causes -not only the symptoms - of problems which affect Europe and the rest of the world - such as pandemics, illegal migration, terrorism, drug or human trafficking and environmental disasters.
· Poverty affects us all –it exports problems from poor countries to richer countries and has no borders.
· Poverty is relative; even in times of crisis, any EU country is far more prosperous than African or some Asian countries: we have enough food to eat; healthcare, schools for all, and roads and electricity. 
These messages are primarily aimed at the EU audience but some are also relevant for our communications outside the EU. The following messages can be used outside the EU:

· EU development aid works

· Europe cares (solidarity) but cooperation works on a partnership basis with mutual benefits

· The EU is transparent and accountable and encourages civil society to scrutinise the use of money by their own government 
6. The Strategy in action
( Develop a culture of communication 

( Staff should be well informed about the priorities of the organisation, the key communication messages and the processes for communication. In that sense, both the availability and the circulation of information should be improved.
( Staff will be expected to consider the impact of their projects in terms of communication at every stage from design to completion: why are we intervening, what results can we expect, is there a story to communicate on? 

( Staff will be expected to draft communication content such as background material, draft press releases, etc. and to respond quickly to media requests in collaboration with the Communication unit. Colleagues can also be expected to do presentations and take photos of projects during missions, for example.

( Staff will also be expected to contact their information correspondent to let them know about any positive communication potential of their project or to report any media coverage (including negative ones).

What will we do?

In terms of processes, this means:
· Mainstream communication in the decision-making process, including programming and project design.

· Conclusions of the management meeting should include the mention of the topics that should be communicated as a priority.

· Encourage top managers to participate in public debates 

· Strategic priorities as well as communication priorities should be widely available on the intranet and disseminated through other tools. 

· Regular briefings to be organised by the communication unit on the communication strategy and its implementation. 

· The role of the information correspondent will be reinforced. Their communication role should be a full time job.
In terms of tools, we will:
· Develop a new intranet site and exploit the collaborative functions of Capacity4Dev

· Use the InfoPoint as a space for staff to develop its knowledge 
· Develop internal communication tools 

· Offer training to staff willing to strengthen communication skills
( Focus on results and impact
( It's time for a sea change in the way we think – we need to drive the whole organisation towards a more result-centred approach.
( We need a change of focus for communication, emphasizing results of our cooperation rather than the money spent.

( We should make better use of our stories from the field - they are our chance to show exactly what our projects are achieving.
What will we do?

In terms of processes, this means:

· Within a result-based approach, provide support to staff for formulating communication messages based on the results expected or achieved. 
· Improve the collection of results from the field with the support of Delegations as well as external contractors.
In terms of tools, we will:
· Improve the case study tool (new design, multimedia functionalities). Increase the stock of case studies by encouraging project managers to produce them more systematically. When relevant, provide access to the application to our main implementing partners so that they can upload case studies online themselves. 

· Contract journalists to the field to prepare human result-based stories in advance, illustrating our main communication priorities 

· Produce media material - publications, photos and videos that highlight these results

· Disseminate results widely by using different internet and media platforms (blogs, mobile phone technologies etc.) and share them with partners (NGOs, IO? , other donors).

( Focus on digital and social media
( We need to reduce the number of printed publications

( We need to review and improve our presence in digital media and social media 
What will we do?

In terms of processes, this means:

· Establish a clear rule on the fact that digital or audiovisual formats are preferable to printed publications. 

· Review and rationalise our presence on the web. Specifically, migrate websites built outside the DEVCO website within the new DEVCO website.
· Disseminate guidelines on how to work with social media.
In terms of tools, we will:
· Develop a new website for EuropeAid which uses social media and interactive functionalities. The current website has around 100 000 unique visitors per month but its content and structure are currently not fit for purpose and should be improved. The website should reflect our communication strategy; putting emphasis on results, success stories and generally making the case for EU development cooperation. The website will be a modern website providing easy access to information and focussed on the needs of the user.
The website will also help the Commission to deliver on its transparency commitments either directly or through links with other web-based platforms ( e.g. public version of CRIS GIS Atlas) 
· Develop a mobile version of our internet.

· Contribute to improve and enrich the “project pages” on Delegations’ websites to include more details on the projects (e.g. photos, videos).

· Further develop Capacity4dev as the main extranet site of DEVCO to strengthen our relations with stakeholders. We will aim at expanding the network of active users currently at 3200.
· Invest in social media: we will develop our Facebook group (which currently has over 6,000 'friends') as well as Twitter. We will increase our presence on the blogosphere, for example, by contributing to development blogs. We will explore possibilities of amplifying our messages through our partners e.g. NGOs, other donors and online development-related communities.
· Use social media as the cornerstone for our relations with young people. Our Facebook group will be the main platform but we will explore other possibilities such posting articles on development on “young people online platforms”, engaging with them through an online chat, or developing larger web campaigns in relation to a specific event (e.g. DEV DAYS )or topic (e.g. volunteering).

· Encourage the production by our implementing partners, or by colleagues of podcasts or short videos (testimonies, interviews of supportive voices or experts). 
· Improve the dissemination of the videos through our website (on a specific page and on the home page), Delegation websites, videos channels (YouTube and Dailymotion) or partners’ websites.

· Explore the possibility of creating audiovisual content and disseminating that content through TV (e.g. Euronews)

( Strengthen relations with the media
( We need to focus on journalists; the main multipliers for our messages. We need to build good relationships, strengthen our reputation as a centre of development expertise, and act quickly to correct any misunderstandings about our work.
What will we do?

In terms of processes, this means:

· Strengthen our relations with key journalists, offering them opportunities for background briefings with Directors and Heads of unit. Consider a more strategic approach, e.g. focus on a smaller sub-set of key themes, for which the EC can be considered to be ‘the’ source of information. 

· Prepare stories with a human angle, backed up with facts and figures and access to specialists to support stories. Stories should be short with clear messages.

· Follow the news agenda closely and look for opportunities to use different current affairs/news events to feed in messages about EuropeAid's work.
· Make sure we respond to negative stories in the media, rebutting them and providing our argument in response.
In terms of tools, we will:

· Train senior EC staff on how to interact and be most effective in dealing with different types of media (press, radio, TV).
· Organise, where relevant, press trips, field visits, background briefings and targeted press seminars to give journalists the opportunity to report on our stories.
· Increase the number of press trips with the Commissioner. Make sure these visits showcase our projects and work in the field
· Build on the current online media corner to provide an area where journalists can find all the information they need.
· Provide background briefings with DG experts for journalists to raise awareness of our work as a hub of expertise.

· Roll out a new format of press release, which focuses on results, and how many people are being helped by our work, rather than how much money is being spent.
· For journalists outside the EU, organise press seminars in media hubs where there are large groups of European stringers (eg Johannesburg) and organise press visits in Brussels.
· Look for proactive opportunities to promote EuropeAid and the Commissioner in the media wherever possible – eg Local Heroes campaign for staff, organise press breakfasts with Heads of EU Delegations in Brussels,  ideas for features, producing materials around events in the development calendar (eg International Women's Day).
· Provide lines to take (LTT) online;  either on capacity4dev or on the new intranet 
· Cooperate with EC Reps to get more coverage at national level
( Focus on key events and improve planning
( We need to "Seize the day”; use the big events – including the unforeseen ones – in order to convey our key messages.

( We need to improve planning and prioritising in order to allocate resources to the main hooks.

( We need to develop our own targeted events and campaigns.

What will we do?

In terms of processes, this means:

· Building a calendar which includes the main priorities (national, EU, international) that can serve as "hooks" for our messages. Use a planning ahead system to develop material and mobilise resources in advance to cover the main priorities. Communication activities should also be ranked according to their level of priority (1 to 3)

· Organise the production of communication tools in relation to the priorities.
In terms of tools, we will:

· Develop our own events such as the European Development Days (EDD), the Lorenzo Natali Prize, etc.

· Develop the activities of our Infopoint with more targeted events
· Better exploit the visits of our Commissioner or Director General to raise awareness on what we do.

· Explore the possibility of organising new media events, for example a Development Prize.

( Work in partnership 

( We need to focus on multipliers; from NGOs to national parliaments in MS in order to get the messages across to the general public and to governments. Relays, think thanks and opinion formers should get more attention.

( Increase relations with EC Reps to increase the impact of our communications at national level

( We need to engage with supportive voices who can increase the credibility of our messages.
( We need to work in partnership with other organisations and relays to better reach national audiences (e.g. National development agencies).

( Outside the EU, we have to work in close cooperation with Delegations.
What will we do?
In terms of processes, this means:
· Produce a mapping of our key stakeholders and improve our databases
· Engage with opinion formers; giving them opportunities to meet, to be consulted, and to access to information that is of interest for them.
· Strengthen links with supportive voices who can spread common messages. It can be recognized organisations or individuals acting as “development ambassadors”.
· Work more at national level with the support of EC Reps and in partnership with relays, national development agencies, think thanks, etc. Identify potential synergies, opportunities to organise an event, to carry out a campaign or to prepare communication products.

· Outside the EU, work with Delegations to make sure that EU development assistance get sufficient visibility and that this visibility can be used to amplify our messages.

In terms of tools, we will:
· Target specific groups with customised events, e.g. for national parliamentarians, a parliamentary colloquium, for academics, a summer school, etc.

· EDD will be a key event for us to strengthen relations with stakeholders. The InfoPoint will also allow more targeted opportunities for debate.

· CiSocH and Capacity4Dev offer opportunities to exchange information and views  online 
· Produce common messages or common material e.g. for world international days and cooperate on other donors' campaigns or key priorities?
( Strengthen our image as an expertise hub 

( We need to improve our branding

( We need to strengthen the image of the Commission as an expertise hub on development 
What will we do?

In terms of processes, this means:
· Strengthen our relations with think tanks, academics and development specialists
· Better identify and list the events where the Commission should participate. Exploit opportunities to meet with stakeholders or do presentations at events. 

· Build a team of public speakers across the DG.
In terms of tools, we will:
· Improve the branding of EuropeAid

· Produce high quality user-friendly reports and papers including the European Development Report, the Annual report on EU development policies and their implementation etc.
· Improve the online dissemination of our policy papers and technical manuals
· Contribute to the development debate during events (EDD, Kapuscinski lectures).
· Offer platforms for exchange and debate online (Capacity4 dev) and contribute to the debate (development blogs)
( Increase information transparency 

( We need to provide access to clear information on what we are doing
What will we do?

· Give easy access to information on what we do and how we spend the money online. This includes the roll-out out of the IATI registry later this year, which will allow users to see exactly how external resources are allocated and spent, through the online IATI database. 
( Improve communications and project visibility outside the EU 
( We need to increase projects’ visibility and communication outside the EU.
( We need to improve and rationalise communications on cooperation outside the EU.
( We need to strengthen relations with EU Delegations and cooperate with the external relations DGs and the EEAS.
( We need to raise the profile of the visibility requirements in the project cycle.
What will we do?

In terms of processes, this means we will:
· Monitor and advise on the mainstreaming of the visibility clause through the project and programme cycle. 
· Monitor the implementation of the visibility requirements by implementing partners through the EAMR and contacts with Delegations 
· Encourage a better integration of communications on cooperation with the other communication activities of the Delegation when relevant.
· Exchange practices and give guidelines on how to better exploit project’s communication potential.

· If possible, provide financial support to targeted Delegations' initiatives designed to better communicate on the results of our cooperation.
In terms of tools, we will:
· Build a collaborative group online to exchange best practices in projects’ visibility

· Provide training and tools to Delegations to help them to better exploit the communication potential of projects

· Participate to or co-organise the Press and information officers (PIOs) regional seminars

(Evaluate our work 
( We need to know our audience better 

( We need to know what the impact of our communication activities is.
What will we do?

· Carry out a Eurobarometer to assess public perceptions.
· Regularly evaluate the impact of our communication activities such as web usability test, focus groups, etc.
ANNEX: Action plan
� The budget for the EU as a global player 2007-2013 is €56 billion. The proposed increased external relations budget for 2014-2020 is €70.2 billion. This would be complemented by the EDF (€29.9 billion).





