Session No. 8

Course Title: Crisis and Risk Communications
Session 8: Early Risk Communication Campaign Planning
Time: 2 hours

Objectives:

8.1 Define market research and explain its importance in the context of planning a risk communication campaign.


8.2 Explain how and why communicators research existing communication efforts, and describe the gap analysis process.


8.3 Explain how communicators assess the feasibility of their project.


8.4 Define project goals and objectives and explain how and why they must be established. 

8.5 Discuss the importance of project management to the communication campaign.
Scope:

During this session, students will learn about actions that may be taken early in the campaign planning process to ensure that the campaign is appropriate given the range of communication that is already taking place, and that it is possible given any constraints that exist. Students will also learn how campaign planners provide structure to the campaign development process by establishing communication goals and objectives, and by implementing project management.  

Readings: 

Student Reading:

Coppola, Damon, and E.K. Maloney. 2009. Communicating Emergency Preparedness: Strategies for Creating a Disaster Resistant Public. Taylor & Francis. Oxford. Pp. 94–101 and 120–122.

Instructor Reading:

Coppola, Damon, and E.K. Maloney. 2009. Communicating Emergency Preparedness: Strategies for Creating a Disaster Resistant Public. Taylor & Francis. Oxford. Pp. 94–101 and 120–122.


General Requirements:

Provide lectures on the module content, facilitate class discussions, and lead class exercises that build upon the course content using the personal knowledge and experience of the instructor and students.

Objective 8.1: Define market research and explain its importance in the context of planning a risk communication campaign
Requirements:

Lead a classroom lecture that provides students with an explanation of market research and illustrates market research practices. Enable students to better understand how market research is conducted in the risk communication field, and how it informs the campaign planning process. Facilitate student interactions to further illustrate the lesson. 
Remarks:

I. The instructor can begin the session by initiating a structured group discussion about how communicators in the private sector—specifically advertising firms and product marketing firms—plan their campaign efforts.  

A. The instructor can start by asking students to name some very popular consumer products that have become household names.  

B. The instructor can ask students to discuss what role they feel that mass media advertising has played in establishing the popularity of the product or products they have named. Students may be able to name specific commercials or advertisements that have been used to sell the product, specific catchphrases or jingles they can recall, or specific aspects of the advertising that influenced their opinion about (or even their decision to purchase) the product.


C. The instructor can ask the students what they believe it is about themselves that the product advertisement appealed to, and how their beliefs and background may have affected the way they perceived the product given the advertising message or messages. Specifically, students should consider how the messages established an impression of quality for the product with them and, as a result, how they were convinced that using the product is/was a wise choice. Was it the message, the imagery, the communicator, statistics that were provided, or something else?


D. Finally, the instructor can ask the students to relate their thoughts on how marketing firms might be able to determine how much of an appeal their messages will have with consumers, what messages will be memorable, and what must be stated or shown in order to shed a positive light on a product.


II. Communicators cannot afford to ‘wing-it’, or improvise, when it comes to communicating with the public (Slide 8-3).  


A. Communicators must try to ensure that their messages are right the first time. Given the cost and time involved in communication, not to mention the risk to reputations and credibility, they must operate with a degree of tested confidence. 


B. Communicators need to know that their intended goal (be it disaster preparedness or product sales), and the appropriateness of the methods and means for getting there, are each valid.   


C. It is market research that communicators perform to gain this degree of insight about their audience and to test each of their working assumptions and/or proposed methods.


III. Market research can be broadly defined as an organized or structured research effort performed to gain information about markets, customers, or communication recipients (Slide 8-4).  


A. Market research is also referred to as communication research.


B. Market research utilizes small, representative groups (sample groups) made up of individuals drawn from the target population, to develop a better understanding of what many or most of the members of that group think, feel, or know.


C. Through market research, communicators are able to extrapolate a determination of how each of the issues they will address will likely appeal to members of the target audience. 


D. Market research can generate a great deal of useful information that ultimately becomes the basis of many of the key decisions communicators will make about their campaign strategy and their methods of communication. Specifically, market research can tell the planning team (Slide 8-5):


1. What types of things concern target audience members (whether they are hazards or just general difficulties in life (e.g., mortgage payments or crime)).


2. What target audience members are doing at the present time to address their risk.


3. How prepared target audience members believe themselves to be. 


4. What target audience members think will be provided to them in the event of an emergency.


5. How target audience members typically receive information about risk.


6. Which communicators (the specific people who speak the message or appear on message materials) appeal to target audience members, and which communicators they have a negative opinion of.


7. How certain message types, catch phrases, or ‘tag lines’ (such as a campaign logo) resonate with target audience members.


8. The instructor can ask the students what other aspects of the campaign, which will be developed in the early phases of the project, campaign planners might like to know ahead of time about the target audience in order to increase their chances of success. Other examples include knowledge about which preparedness or mitigation measures appeal to target audience members, for instance.


E. At the project outset, communicators will be operating to a significant degree on assumptions about how specific hazard risk topics apply to or affect the target audience, and what the target audience members feel. Many communicators discover, as a result of their market research efforts, that these assumptions were partially or wholly incorrect.


1. For instance, communicators may need to find out how members of the population feel about making the behavior change that will be prescribed by the campaign message. 


a. If the communicators assumed that the population’s members would be receptive to the idea, but through market research discover they are vehemently opposed to it, they will have saved themselves considerable time and money by having the option to change course at this early juncture. 


By failing to conduct such testing, they may not find out about such attitudes until the campaign has begun and resources have already been dedicated.


2. The instructor can use the example of the terrorism prevention campaigns that are running throughout the country that use the tag line “See Something, Say Something” or some variant.  


a. The instructor can begin by asking students how they feel about their government, whether local or national, asking them to report on their fellow citizens about suspicions of terrorism. Students may have differing views about what constitutes infringements of privacy or civil liberties, and what is good for the population as a whole.  


b. The instructor can then play the following Department of Homeland Security PSA for the class, and ask students to describe if their impressions have changed at all because of this video: http://www.dhs.gov/files/reportincidents/see-something-say-something-public-service-announcements.shtm 


c. If their impressions have changed, students should report what it was about the message or imagery that made them change their mind about the proposed action (reporting suspicious activity).


d. Other examples of similar campaign messages include:


1) New York MTA: http://www.mta.info/mta/security/


2) CT Bureau of Transportation: http://www.ct.gov/dot/cwp/view.asp?a=1386&q=424498 


3) Louisiana State University: https://sites01.lsu.edu/wp/lsupd/if-you-see-something-say-something/ 


F. Market research operates by working directly with members of the target audience.


1. In doing so, assumptions are validated or refuted, thereby providing communicators with more realistic impressions of what needs to be done, how successful their efforts methods or materials will be in practice, or how successful their conducted efforts have been in affecting change. 


At this early point in the process, communicators use market research methods to learn more about their proposed solution. 


2. In order to take the next steps—namely developing a message and choosing communication method—it is key to understand as much about the knowledge, attitudes and feelings, misperceptions, and assumptions that the audience holds with regard to the proposed mitigation or preparedness solution (Slide 8-6). 


3. It is within these bounds that the communication campaign will be designed, taking advantage of these factors in planning rather than encountering them unexpectedly along the way.


IV. There are several market research options available to communicators (Slide 8-7).


A. The chosen market research method is typically a matter of three factors, namely: 


1. Capacity


2. Time


3. Available funding


B. Because of their ease and cost, questionnaires (or surveys) are the most common method used.


C. Other methods that tend to have higher rates of accuracy, but which are more involved and more expensive, include:


1. Focus Groups (Slide 8-8)

a. A focus group is a qualitative, discussion based, in-person meeting involving a representative sample from the target audience.


b. To conduct a focus group, a moderator guides the invited members of the target population (typically around 8 to 10 participants is ideal) through a discussion of selected topics.


Participants may be provided with information about the topic (the hazard risks), asked to listen to message statements or to information regarding their personal risk, asked about their experience with the hazard, or other topics. They are then permitted to speak freely and spontaneously. 


c. Focus groups are effective in identifying previously unknown issues or concerns and for exploring target audience member reactions to potential actions, benefits, or concepts that will be applied in the campaign development process. 


2. In-depth interviews (Slide 8-9)

a. In-depth interviews, as the title suggests, are qualitative research efforts involving a trained interviewer who works one-on-one with members of the target audience.


b. The interviewer guides the individual through a discussion of a selected topic, allowing the person to talk freely and spontaneously. 


c. As was true with the focus groups, this technique is often used to identify previously unknown issues or concerns, or to explore reactions to potential actions, benefits, or concepts during the planning and development stages. However, the responses may differ in that people may feel more comfortable speaking frankly in the absence of their peers, or they may have more of an opportunity to go into depth about specific issues that might not otherwise emerge in a focus group setting. However, this method is more time consuming and more expensive.


3. Theater-style testing (Slide 8-10)

a. In a theater-style test, a larger number of representatives drawn from the intended target audience are invited to a conveniently located meeting room. 


b. This facility may be set up specifically for broadcasting or viewing of sample radio, TV, or print messages, or other materials.  


c. Participants are generally not told the real purpose of the session, only that their reactions to a television program are being sought. 


d. Once in the session, participants are exposed to an irrelevant television program. 


The program can be any entertaining video approximately 15 to 30 minutes in length. 


1) The viewing is interrupted about halfway through by a sequence of several commercials. The emergency preparedness message is inserted between the second and third commercials. 


2) At the conclusion of the program, participants receive a questionnaire and answer questions designed to gauge their reactions, first to the program and then to the advertisements. 


3) Finally, the risk communication message is played again and participants complete several questions about it. The majority of these questions should be closed-ended to enable an easy and accurate summary of participant responses.

V. The instructor can perform an exercise with students to increase their understanding about market research.  


A. The instructor can divide the class into two major groups. Each group should be provided with a specific hazard, and its job is to identify the following from the other group, which represents the “target audience”:


1. Do they feel they are at risk from the hazard?


2. Have they had any direct experience with the hazard?


3. Are they already doing anything to reduce their risk about the hazard?

4. What would it require to get them to take additional measures to protect themselves or otherwise prepare for disaster events caused by this hazard?


B. The instructor can provide each group with preparedness information about each hazard as found on Ready.Gov, which details specific preparedness and mitigation measures.


Depending on the amount of time the instructor wishes to spend on the exercise, students can simply draw up the questions they would ask and report these questions to the class, or they can actually simulate focus group sessions. If the latter is chosen, groups should describe whether or not they feel that a campaign is needed to increase preparedness among these target audience members, or if they are already at a satisfactory level or preparedness given the risk they face.


Supplemental Considerations:
N/A

Objective 8.2: 
Explain how and why communicators research existing communication efforts, and describe the gap analysis process
Requirements:

Lead a classroom lecture that describes for students the reasoning behind existing program research. Define the gap analysis and justify its purpose. Facilitate student interactions to further illustrate the lesson. 

Remarks:

I. The instructor can begin this objective with a class discussion that helps students understand the impact of previous communication efforts.


A. The instructor can ask students if they know CPR. It is likely that at least one student knows (or is certified) in the method, and that most or all know what it is.


1. The instructor can ask the students to write down on a piece of paper the steps involved in CPR.  


2. For years, CPR instruction taught participants that resuscitation required the CPR provider to alternate between giving the victim breaths of air, and using chest compressions to replace the beating of the heart (and therefore to help blood to move through the body).


3. In recent years, a new form of CPR has emerged as being equally effective, and under some conditions, much more effective, as traditional CPR. In this new method, CPR providers give rapid and constant compressions but do not give the victim breaths of air.


The exercise should show that, because of existing communication, there are differences in what individuals feel to be correct, and any CPR course, whether teaching the traditional or new methods, will have to at least acknowledge and address the other method to address confusion that exists.


4. Other examples the instructor can research and use in class include:


a. Whether infants should sleep on their stomach or their back to prevent Sudden Infant Death Syndrome (SIDS).


b. Whether or not butter should be applied to burns.


c. How long water should be boiled if there is a question of whether it is potable (such as after a major disaster). 


II. It is only in the rarest of instances that no previous efforts have been made to communicate with the target audience about the preparedness topic at hand
(Slide 8-11).  


A. Of course, it is highly unlikely that the very same messages or methods were used, but in some way or other people have received (or are currently receiving) information that relates to the risk communication method being planned.


B. Rather than communicating in a vacuum, it is important that the risk communication planning team be aware of, and then work together with (or counter to) these existing messages.


C. Existing messages may be accurate, relevant, and helpful in achieving the desired behavior change. In this case, communicators want to be aware of such efforts because alignment with them will support the intended outcome.


D. Existing messages may be inaccurate, or run counter to the desired behavior change. In this case, communicators will have to address the inconsistencies and ensure that their messages can build credibility despite these counter arguments.


III. Existing communication research is conducted to provide a descriptive snapshot of the following (Slide 8-12):


A. What has already been done to address the issue.


B. What is currently being done to address the issue.


C. What were the outcomes of previous and current actions (in terms of vulnerability reduction and behavior change).


IV. Clearly, there is no sense in simply repeating the work of others. It is also unwise to conduct a campaign whose message differs from or even contradicts the message of other campaigns, without first planning how to explain the differences. 


V. In many cases, even when no other organization or agency has addressed the problem in exactly the same way, it has tackled some part of the problem or addressed similar issues with the same population. 


VI. Existing program research is conducted for the following reasons (Slide 8-13): 


A. To avoid reinventing the wheel.


B. To build upon the successes of other programs and benefit from the trust they have gained. 


C. To find collaborative opportunities. 


D. To understand and learn from the failures of other programs. 


E. To understand any misconceptions, mistrust, or other incorrect or negative feelings that may exist because of a prior communication attempt.


VII. A gap analysis is a specific type of existing program research (Slide 8-14).


A. A gap analysis considers two factors:


1. What do people need to know in order to address their hazard risk?


2. What is currently being communicated to them in order to inform them of this knowledge?


B. The difference between these two is what is referred to as a gap.


C. The gap can help the communication planning team to determine more specific, individual communication needs or actions that their campaign can focus on, specifically as these actions exist within the larger overall spectrum of ongoing efforts. 


VIII. A gap analysis can look at these problems with increasing levels of specificity. For instance:


A. The analysis can identify how messages are reaching different segments of the population.


B. Within single populations, it can look at which specific points are being received, and which are not.

IX. Communicators can use a gap analysis to focus their efforts on those areas where communication is most needed in regards to a risk, and simply supplement in the other areas where communication is already being performed by another agency or entity. 
Supplemental Considerations:
N/A

Objective 8.3: 
 Explain how communicators assess the feasibility of their project
Requirements:

Lead a classroom lecture that explains to students how the early project planning process informs the project planners about whether or not the project is feasible. Facilitate student interactions to further illustrate the lesson. 

Remarks:

I. There are several possible components of a comprehensive public disaster preparedness campaign, as described in Session 5. These include:


A. Communication


B. Facilitation


C. Funding 


D. Financial incentives


E. Policy changes


F. Technology


II. In the early planning process, described in the previous sessions and Objectives 8.1 and 8.2, planners will have developed a fairly comprehensive sense of what it is that needs to be done to effect behavior change among members of the target population in a manner that results in measurable risk reduction.  


With an enhanced comprehension of the problem to be addressed, and a better understanding of how the target population is uniquely affected by the hazard risk, communicators can better determine which of these components will be necessary to actually bring about measurable vulnerability reduction. 


A. If communication alone will do little to change attitudes in the absence of a change in policy, and no effort to bring about a policy change exists within the campaign strategy, it would be better to change the campaign such that there are achievable goals, rather than moving ahead with the intended course of action. 


B. On the other hand, if we consider a situation where the target population lacks only the funding and knowledge to bring about change, and a partner organization or sponsor is willing to assist by helping those unable to afford the necessary measures (such as purchasing a weather radio, go-kit, or smoke detector, for instance), it is easy to imagine how this combination would likely bring about much greater change than communication alone.


III. Once the campaign planners have determined that the proposed communication “solution” has the potential to bring about actual change, there are a few final factors that must be considered before setting out on the full campaign effort. These include the following (Slide 8-15):


A. Does the organization planning the campaign have the necessary expertise and resources to conduct the campaign? If not, can these be acquired? 


B. Does the organization planning the campaign have the necessary authority or mandate to bring about the changes or measures being proposed? 


C. How much time does the organization have to dedicate to campaign planning and implementation? What, if anything, can be accomplished in that time?

IV. The instructor help the students to better understand feasibility by looking at what they, as a class, could possibly hope to accomplish to address a certain risk communication need.  


A. The instructor can ask the students to describe what they could possibly accomplish.


B. Students should first think about the resources they have to offer. This might be:


1. Time


2. Skills (including such things as graphic design, website development, marketing, and others)


3. Subject matter expertise (specific to the task at hand)


4. Internet access


5. Personal and professional networks


6. Others


C. The instructor can present to students a specific example if that would help them to conceptualize the exercise. For instance, the instructor can ask the students to consider whether or not they could conduct a campaign to promote earthquake, hurricane, tornado, or “active shooter” preparedness among students in the school, if it were determined that students were not personally prepared and communication alone would likely bring about a measurable change in behavior.
Supplemental Considerations:
N/A

Objective 8.4: 
Define project goals and objectives and explain how and why they must be established 
Requirements:

Lead a classroom lecture that defines project goals and objectives, both in general and in the context of risk communication campaigns. Provide instruction in effective goal- and objective-setting practices. Lead a class exercise that allows students to practice creating goals and objectives for hypothetical risk communication campaigns.  
Remarks:

I. At this point in the campaign, communicators will have established the following:


A. Who the target audience is


B. What hazard or hazards they will address


C. What target audience members can do to reduce their risk


D. How the communicator’s impressions of the hazards, problems, and solutions appeal or fail to appeal to a sample of target audience members


E. Whether or not the project is feasible


II. With this wealth of information gained in these initial planning steps, communicators will finally be able to establish what it is they are trying to achieve, which is the campaign goal. They will also be able to describe what it is that must be completed in order to achieve this goal. These are the project objectives. 


A. The project goal and objectives are what the communication planning team will use to guide the design and methodology of the campaign. 


B. In fact, all previous research efforts regarding the problems, the audience, and the solutions will have been conducted just to ensure that the project goal and objectives are accurate and achievable.


III. The campaign goal is defined as the general emergency preparedness outcome that the communication team hopes to create (Slide 8-16). 


A. Examples of campaign goals include:


1. To increase the number of senior citizens in Springfield County who are prepared to evacuate or shelter-in-place in the event of a major disaster. 


2. To reduce the number of residents in Madison that is highly vulnerable to wildfires. 


B. All aspects of the campaign will be designed to meet this central goal. 


C. The goal does not indicate how, to what level of success, or in what timeframe this outcome will be achieved. 


D. The Centers for Disease Control and Prevention (CDC) describe the characteristics of effective goals in their resource, “Writing Good Goals.” These characteristics include (Slide 8-17):


1. Declarative statement

a. Provides a complete sentence that describes a program outcome.


2. Jargon-Free


a. Uses language that most people, whether they are involved in the project or not, will find easy to understand.


3. Short

a. The goal uses few words to make a statement.


4. Concise 

a. Gets the complete idea of your goal across as simply and briefly as possible, leaving out unnecessary detail.


5. Easily understood 

a. Uses language that is clear and for which there is a clear rationale.


6. Positive terms 

a. Frames the outcomes in positive terms or in terms of a decrease in behaviors that increase risk or vulnerability; avoids the use of double negatives.


7. Framework for objectives 

a. Provides a framework so that the objectives are stepping stones to make progress to achieve the goal. 


IV. Campaign objectives, on the other hand, are specific, plainly measurable action points that the communication team hopes to achieve in its drive to meet their goal
(Slide 8-18). 


A. Objectives are more specific than goals in that they offer some quantifiable target outcome involving specific knowledge, beliefs, attitudes, or behaviors of intended audience members. 


B. Examples of campaign objectives that relate to the previous examples of project goals include: 

1. To increase the number of senior citizens with personal or family emergency plans to 40% within 2 years.


2. To ensure that 75% of Madison residents living in the wildland-urban interface have been provided with written guidance on effective ways that they can reduce underbrush around their homes within 90 days.

C. Note that while 100% achievement in any of these would be optimal, goals must be realistic if they are to be achievable.  


1. It is unrealistic to expect that any single campaign could completely solve a problem. 


2. The NIH suggests that practitioners seek the guidance of statisticians or emergency preparedness experts to help to determine realistic rates of change before setting quantifiable communication objectives. 


3. NIH points out that even commercial marketers consider a 2 to 3% increase in sales to be a great success. 


D. Objectives should always be:


1. Attainable


2. Measurable


3. Time specific


E. Objectives do not necessarily have to be so closely linked to achievement of the goal, as long as their action ultimately leads to it. 


F. The instructor can present to students other objectives that would indirectly address the previously mentioned goal regarding senior citizen preparedness, yet still help to achieve the desired outcome–for instance: 

1. To expand by 30% the number of senior citizens who are registered with the Springfield County Special Needs Registry within 1 year.


2. To ensure that 50% of assisted living facilities in Springfield County have in place procedures to conduct annual exercise evacuation procedures with residents by July of 2013.

G. If a single target audience has been selected, then objectives will pertain entirely to this audience. 


1. However, if segmentation is used and several audiences are to be targeted, then each will require its own unique set of objectives. 


2. Each of these objectives, in turn, will be achieved through the performance of one or more tasks, to be described in the project-planning phase. 


3. For each target audience, communicators must ask themselves
(Slide 8-19): 

a. What behavior change can the intended audience realistically make? 


b. How willing will the group be to make the change? 


c. How much time will be required to make these changes? 


d. Will the achievement of this objective help to reach the emergency preparedness campaign goal? 


e. To what extent will we be able to measure our progress? 


H. Without objectives, it is impossible to truly measure whether the project has achieved what it had intended to, which makes it extremely difficult to report successes to supporters, partners, and other stakeholders. 


1. Often, there is a tendency to see outcomes in terms of what we hope them to be, rather than as they truly are. 


2. Setting measurable objectives before the start of the campaign keeps us honest with others and ourselves in determining if the campaign achieved what it set out to do. 


3. Therefore, it is vital that these objectives be reasonable and realistic in order to give the campaign a fair chance at being deemed a success. 

I. There is wide availability of guidance to help project planners to establish project objectives. This session will present two different methods: The National Institutes of Health (NIH) “Setting Reasonable and Realistic Objectives”, and CDC’s “Writing SMART Objectives.”

1. NIH “Setting Reasonable and Realistic Objectives”

a. The NIH recommends that communication campaign objectives be assessed to determine how reasonable and realistic each is concerning the organization’s capacity to achieve them. 


b. The following is an adaptation from these recommendations
(Slide 8-20): 


1) Be reasonable

(a) Objectives describe the intermediate steps that must be taken to accomplish broader goals; they describe the desired outcome, but not the steps involved in attaining it. 


Develop reasonable communication objectives by looking at the program’s goal and asking, “What can communication feasibly contribute to attaining this goal, given what we know about the type of changes the intended audiences can and will make?”  


(b) Communication efforts alone cannot achieve all objectives. Appropriate purposes for communication include: 


(i) Creating a supportive environment for a change (societal or organizational) by influencing attitudes, beliefs, or policies. 


(ii) Contributing to a broader behavior change initiative by offering messages that motivate, persuade, or enable behavior change within a specific intended audience. 


(c) Raising awareness or increasing knowledge among individuals or the organizations that reach them is also feasible; however, do not assume that accomplishing such an objective will lead to behavior change. 


(i) For example, it is unreasonable to expect communication to cause a sustained change of complex behaviors or compensate for a lack of basic emergency services. 


(ii) The ability and willingness of the intended audience to make certain changes also affect the reasonableness of various communication objectives. 


(iii) Your objectives will be reasonable for a particular intended audience only if audience members can make a particular behavior change and are willing to do so.


2) Be realistic

(a) Once your program has developed reasonable communication objectives, determine which of them are realistic, given your available resources, by answering these questions: 


(i) Which objectives cover the areas that most need to reach the program goal?


(ii) What communication activities will contribute the most to addressing these needs? 
(iii) What resources are available? Include: 


(a) Staff and other human resources


(b) Committee members, associates from other programs, volunteers, and others who have the requisite skills and time 


(c) Overhead resources such as computer time, mailing costs, and printing


(d) Services available from another source, such as educational materials available free or at cost and the effort by other organizations willing to help


(e) Information about the issue, the intended audience, the community, and media structures, or about available educational materials 


(f) Budget available to fund the program 


(g) Time (weeks, months, or years available to complete the program) 


(iv) What supportive factors exist (e.g., community activities, other organizations’ interests, positive community attitudes)? 


(v) What barriers exist (e.g., obstacles to approval, absence of funding, sensitivity of an issue, intended audience constraints)? 


(vi) Which objectives would best use the resources your program has identified and fit within the identified constraints? 


(b) Your answers to the last question should become your priority objectives. 


(c) Sometimes you may feel so constrained by a lack of funds that proceeding appears impossible. An honest assessment may lead you to conclude that a productive communication effort is not possible. 


(d) However, creative use of the resources already identified may enable you to develop a communication program that can make valuable contributions.

2. CDC “Writing SMART Objectives” (Slide 8-21)


a. Objectives are more immediate than the project goal, and represent mileposts that your program needs to achieve in order to accomplish its goal.

b. Objectives are the basis for monitoring implementation of your strategies and progress toward achieving your program goal.

c. Objectives also help set targets for accountability and are a source for program evaluation questions.


d. In order to be able to monitor project progress, planners need to write objectives that are SMART (Specific, Measurable, Achievable, Realistic, and Time-Phased). 


1) Specific


(a) Objectives should provide the “who” and “what” of program activities. 


(b) Use only one action verb since objectives with more than one verb imply that more than one activity or behavior is being measured. 


(c) Avoid verbs that may have vague meanings to describe intended outcomes (e.g., “understand” or “know”) since it may prove difficult to measure them. Instead, use verbs that document action (e.g., “At the end of the training program, participants will list three actions they can take...”) 


(d) Remember, the greater the specificity, the greater the measurability. 


2) Measurable


(a) The focus is on “how much” change is expected.


(b) Objectives should quantify the amount of change expected. 


(c) It is impossible to determine whether objectives have been met unless they can be measured. 


(d) The objective provides a reference point from which a change in the target population can clearly be measured.


3) Achievable


(a) Objectives should be attainable within a given timeframe and with available program resources. 


4) Realistic


(a) Objectives are most useful when they accurately address the scope of the problem and programmatic steps that can be implemented within a specific timeframe. 


(b) Objectives that do not directly relate to the program goal will not help toward achieving the goal. 


5) Time-phased

(a) Objectives should provide a timeframe indicating when the objective will be measured or a time by which the objective will be met. 


(b) Including a timeframe in the objectives helps in planning and evaluating the program. 

V. The instructor can lead a class exercise that allows students to create, and to evaluate, program goals and objectives.  

A. The instructor can begin by dividing the class into two or more groups.


B. Each group will be assigned a risk problem, and will create a hypothetical program to address this problem.


C. As this exercise is purely hypothetical, they can make any assumptions they so wish about their “organization”, their target audience, and more.


D. The instructor can use any hazard and target audience assignments he or she wishes, but the following examples are provided:


1. In a rural community with a population of 10,000, there are many homes that exist in the floodplain. Several damaging floods have occurred in the past decade. The town council would like to run a communication campaign that targets businesses whose facilities are located in the floodplain.


2. A university campus has hired a new emergency manager—the first official dedicated solely to that function. The university police department has developed procedures for dealing with an active shooter situation, but students have not been informed about this plan in any way. The university would like to ensure that students know what to do in the event that there is a warning of an active shooter on campus.


3. Heat waves have been occurring with greater frequency in a southern State. There is a particular county that has become a popular destination for retirees. Senior citizens, however, are at particularly high risk when heat waves happen. The County Division of Emergency Management would like to increase social networks among senior citizens such that no seniors are left without anyone checking on them when a heat wave happens.


4. A large city has discovered through surveys that very few people in the city are taking any action at all to prepare their household for disasters (such as making a family plan, building an emergency kit, or getting informed about their risk). The community has tried PSAs, but these have thus far had low impacts on risk. There is a feeling among many in government that promoting family preparedness in schools might be a more effective way to bring these messages to the household level. The city would like to see a much more positive response regarding family emergency planning in future preparedness surveys.

E. Each group should come up with a goal for a hypothetical communication project they would conduct to address the problem. There are no incorrect solutions, as the point is to practice setting goals and objectives.


F. Once each group has developed a goal, it should develop three objectives that work towards that goal.


G. At the end of a pre-set discussion period, each group will present its proposed solution, and read its goal and objectives to the rest of the class.  


H. The instructor can distribute three copies of Handout 8-1 to each group. Group members should assess each goal and objective according to the checklist found on this objective.


I. The instructor can guide discussions about what makes a good goal and good objectives by critiquing each group’s answers.
Supplemental Considerations:
N/A

Objective 8.5: 
Discuss the importance of project management to the communication campaign 
Requirements:

Lead a classroom lecture that describes project management, and provides methods and tools to manage.  
Remarks:

I. Like all projects, public education campaigns require project management
(Slide 8-22). 

A. The ongoing conduct of the project, and ultimately its success, are both reliant upon a project manager who is able to direct all players and resources according to the tasks required and the timetable desired. 

B. Project management must cover the project from planning and development, through implementation, to evaluation. 

C. The most effective method of maintaining project management is to create a visualization of each of these elements. Identifying and describing all tasks at the start of the project is very effective in ensuring that the project does not run into hidden or unexpected overruns in time or cost. 


II. The tasks involved in a public disaster preparedness education campaign are not typically conducted in a purely linear fashion. 


A. Oftentimes, different members of the campaign conduct many tasks at once. 


B. To increase the efficiency of time, labor, and resources, and to minimize the time required for project development and campaign facilitation, the project manager will need to be aware of each task and its current status. 


C. This is usually conducted with a task list.


1. Task lists are most effective when they are ordered by start date, with the anticipated time to conduct the task noted. 


2. An effective means to illustrate the task list is a cascade Gantt chart, so called because of its waterfall-like appearance. 


3. The instructor can illustrate Gantt charts to students using Microsoft Project or by finding a suitable example on the internet.


4. The Gantt chart is a timeline that associates specific dates and milestones to each task, respective to all other tasks in the project.  


5. The Gantt chart can also indicate the assignment of responsibility whether to individuals or organizations, and the resources required to conduct the task.


6. The project manager, who is responsible for assigning people and organizations to tasks, can use a Gantt chart or similar illustrative task list to ensure that no one is double-booked, and that all resources are identified, acquired, and assigned to no more than one task. 


7. These figures also make it easier for the project manager to ensure that tasks are being conducted on time and in the order in which they are needed. 


8. While by no means required, there exists off-the-shelf software, like Microsoft Project or EasyProjects.Net, which guide the project management process. 


9. Whatever method is used, it should be flexible enough to allow for changes as the project progresses, and the true completion dates and costs become apparent. 
Supplemental Considerations:
N/A
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