Session No. 9

Course Title: Crisis and Risk Communications
Session 9: Forming a Planning Team or Coalition
Time: 1 hour

Objectives:

9.1 Understand the purpose of planning teams and coalitions, and explain the benefits they provide to the communication process.


Scope:

During this session, students will learn the purpose of communication campaign planning teams and coalitions, and how these are formed. Students will also learn about how different partners can help the planning and conduct of the communication campaign, and how partners may be encouraged to participate in the effort.    

Readings: 

Student Reading:

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

Instructor Reading:

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


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 9.1: Understand the purpose of planning teams and coalitions, and explain the benefits they provide to the communication process
Requirements:

Lead a classroom lecture that provides students with an explanation of what planning teams and coalitions are, and why the project team would want to form one or the other. Enable students to better understand how planning partners can help the planning process and enhance the communication effort, and how participation helps the partners themselves. Facilitate student interactions to further illustrate the lesson. 
Remarks:

I. The idea and motivation to develop and conduct a risk communication campaign may originate from a single organization or agency. However, to be successful in bringing about positive behavior change among members of the target audience, the input of many different stakeholders is likely to be required.


A. There are many different stakeholders, whether individuals or groups, that have much to offer the communication effort, whether by informing the process or even driving the campaign itself.


B. The value of these stakeholders derives from a number of factors associated with (Slide 9-3): 


1. Their stake in the success of the community and its citizens


2. Their personal or working relationship with the target audience(s)


3. Their knowledge of the hazard issues


4. Their ability to offer the type of assistance required, and 


5. Many, many other factors


C. The design and conduct of a communication campaign will involve many distinct tasks that are generally too diverse in nature to be effectively conceived of and outlined by just one person, or even one organization. It is primarily for this reason that the value of added perspectives that are gained through the input from a diverse team of planners cannot be underestimated. 


D. By establishing a group of different stakeholders—called a planning team or planning coalition—who share the common goal of bringing about positive behavior change, the project team will gain the ability to allocate individual task responsibilities to those that are best equipped to conduct such tasks.  


E. In doing so, the overall quality and impact of each distinct campaign function is likely to improve.

II. Forming a Campaign Planning Team or Coalition

A. Communication efforts do not often begin with teams of partners working together. Rather, they originate from a person or an organization that recognizes a need to reduce hazard risk and sets out to do so. Oftentimes, this organization is the local office of emergency management, but many exceptions exist.

B. After the overarching idea behind the hazard risk problem and the nature of the target audience have each been hashed out, the time will come when suitable help must be recruited. 
1. The originating organization carries the burden of determining what stakeholders merit inclusion in the planning team, given the knowledge and resources each has to offer.

2. Because the quality of the campaign that results will always be reflective of the diversity, knowledge, perspective, and experience of the stakeholders assembled to plan it, the project leader must be capable of identifying those individuals and groups who together satisfy all perceived project planning and operational needs (or they must identify those within the community who can help them to identify suitable partners) (Slide 9-4). 

3. The range of stakeholders that are able to help the campaign get off the ground is unique to each communication project, designated by a combination of knowledge, experience, or perspective they have that merits attention and inclusion. 

4. A key decision that must be made early on in the process is whether the agency or organization driving the communication effort wishes to form a planning team or a planning coalition.  


a. Planning Team (Slide 9-5)


A planning team, which is like a committee, acts like a group of advisors that helps the organization conducting the project to ensure the campaign is well informed and moving in the right direction.


1) A planning team is used if oversight and decision-making authority is retained within the organizational structure of the agency or organization leading the effort.


b. Planning Coalition (Slide 9-6)


1) In a planning coalition, project ownership becomes shared.


2) A planning coalition is used if project oversight and decision-making authority will be opened up to include outside organizations. 


c. Oftentimes, consideration of whether to utilize one approach over the other is derived from an assessment of what each of these organizations and individuals—many of whom are likely to be potential project partners—is able to offer, coupled with their own reasons for offering assistance in the first place. What they have to offer might include (for example) (Slide 9-7):


1) Expertise or knowledge on the preparedness topic


2) Time and effort (volunteer or otherwise)


3) Relevant skills


4) Access to contacts and other professional networks


5) Sponsorship


6) Financial support


d. The instructor can ask the students to describe other types of skills or resources that partners may be able to offer to the planning and conduct of a communication campaign.


Using the exhaustive list of potential campaign partners, the project leader determines which individuals and organizations are capable of providing the type of assistance that would be both useful and appropriate (keeping in mind the need to maintain representation from the greatest number of stakeholders), and which of these would be dedicated to the project and capable of working collaboratively with all other teams or coalition partners. 


5. Members of this culled list are then invited to join the planning process, and provided with enough background information to make an informed decision. 


6. Partners are chosen for the value they add to the project, whether as a result of their knowledge, their resources, or their relationship with the target audience.


a. The nature of the target itself heavily influences the team or coalition membership, but is only one of many factors driving partner selection. 


b. One of the greatest benefits of including a wide range of stakeholders is that each will provide important input into the process specific to each individual perspective, and will likewise become a vocal advocate for preparedness in general and the project at hand. 


c. The following are examples of stakeholders that may be included in a public education planning effort (Slide 9-8):


1) Emergency responders (fire, police, EMS) and emergency managers 


2) Local, State, and Federal governmental agency officials
3) Private sector/business/industry leaders 


4) Volunteer organization representatives 


5) Community and faith-based organization leaders
6) Elected officials 


7) News media representatives (television, newspapers, radio, Internet) 


d. The instructor can ask the students to name other potential partners, and to describe why each might be considered an asset in the planning and conduct of the campaign. There are many other examples of potential partners in the required reading for this session which include (but are not limited to):


1) Representatives from the target audience 


2) Educators and school administrators (from schools, colleges, and universities) 


3) Concerned individuals 


4) Civic and business organizations


5) Businesses 

7. It must be remembered that the potential partners’ backgrounds do not have to be drawn from the public education or emergency management fields. 


a. While both communication and risk subject matter experts provide value that relates directly to the task at hand, participation by teachers, respected community officials, businesspeople or leaders, concerned parents and volunteers, and others representative of the target audience also lends significant value. 


b. The advantages of including individuals and organizations with such varied backgrounds include (Slide 9-9):


1) Access to a wider range of ideas, perspectives, and expertise


2) Increased message coverage


3) Specialized knowledge of or greater access to the target audience


4) Endorsement or sponsorship


c. Examples of the greatly expanded set of skills and resources that are specific to a communication campaign, but might not otherwise be so readily available to the organization conducting the campaign, can include such things as (Slide 9-10): 


1) Graphic design software, skills, and equipment 


2) Printing materials and equipment 


3) Advertising space or time 


4) Additional people to communicate the public education message 


5) Space to hold events and equipment required to do so 


6) Food, drinks, and other supplies to draw people to events


7) Storage, transport, or distribution of materials 


8) Experience with the hazards addressed 


9) Training resources 


d. The instructor can ask the students to name other advantages that might be gained by including individuals and backgrounds with varied backgrounds. Many additional examples are provided in the required reading, and include (but are not limited to):


1) Access to additional partners


2) A minimized risk of faulty assumptions and methods


3) Increased message credibility


4) Increased levels of trust and attention from target audiences

8. The goal in creating a partnership should be to bring together the knowledge, resources, and commitment of multiple organizations—in this case, members or leaders from different organizations with a stake in the disaster resilience of the community. 

C. Forming a successful planning team (Slide 9-11)

1. The success of a planning team is contingent upon the commitment of planning partners to participate constructively in planning meetings and to participate as agreed upon.  

2. Planning team members can agree to as little or as much as they wish, as long as they provide what has been promised.

3. The organization conducting the campaign maintains complete oversight and management of the project, but it owes the planning team partners a detailed understanding of the campaign planning and operational structure, including schedules, deadlines, milestones, and expectations.

Forming a successful coalition (Slide 9-12)


4. A coalition requires much more of a defined operating structure than is required in the case of a planning team given that the coalition itself is assumed to be managing the project (as opposed to a planning team scenario, wherein the organization conducting the campaign maintains overall management of the project).

5. The National Institutes of Health (NIH) recommends using the following guidelines to create a successful planning coalition:


a. Formalize the relationship to create greater commitment — Formal arrangements include written memoranda of understanding, bylaws, mission statements, and regular reminders of the coalition’s purpose and progress. 


b. Make sure that the responsibilities of each organization and its staff are clear—in particular, staff members need to know whether to take direction from the coalition chairperson or from the agency that pays their salary. 


c. Structure aspects of the coalition’s operation—Elect officers. Form standing committees. Have regularly scheduled meetings with written agenda and minutes. Expect and support action, not just discussion, at these meetings. Circulate action items resulting from meetings among coalition members. Establish communication channels and use them frequently. 


d. Ensure the involvement of representatives who show leadership characteristics, such as the ability to obtain resources, problem-solve, and promote collaboration and equality among members; members with political knowledge, administrative or communication skills, or access to the media and decision-makers are also valuable. 


e. Create and reinforce positive expectations by providing information on the coalition’s progress; optimism and success sustain member interest. 


f. Formalize accountability and develop criteria for judging whether coalition members are honoring their commitments. 


Be flexible—Losing prospective partners can limit a program’s effectiveness. 


g. Provide training to help members complete their tasks—for example, coalition members may need training in how to be effective advocates for your program’s issues.


h. Give members a stake in the coalition and an active role in decision-making. 


i. Seek external resources to augment member resources. 


j. Evaluate the effectiveness of the coalition periodically and make necessary changes. This should include process evaluation of the coalition’s functioning and assessment of the coalition’s impact on the health problem being addressed.


6. Not all coalitions are the same. Communication experts Tucker and McNerney describe four kinds of coalitions (Slide 9-13). How each relates to a public disaster preparedness education campaign is indicated. These include: 


a. Coalition of representatives from different groups who have grown weary of costly confrontation. They need to build consensus, using a specific issue as common ground. Example: Various voluntary community groups, competing to garner the most support from private and corporate donations, might instead combine efforts on the topic of community preparedness, and share otherwise limited resources to achieve a wider level of preparedness.


Coalition of representatives from different groups who, although of different missions or opinions, realize that they share a common perspective on a specific issue. Example: Insurance companies and emergency preparedness authorities might have different goals (selling insurance to cover disaster claims versus providing adequate responses in a major population emergency), but both will benefit if the community is prepared (less damage/less claims, and less dependence on limited police/fire/ambulance resources in a disaster).


b. Coalition of representatives from groups with varied goals and perspectives, who are more likely to be sensitive to the specific point of view. Example: A municipal health department with oversight for ambulance, public health, hospital, and clinic services might be sensitive to community emergency preparedness because the public’s health needs in an emergency will affect the agency by demanding a response for many who, if not prepared, might otherwise become injured, need medical services, or become homeless. 


c. Coalition of representatives from varied groups that share a position that already has widespread acceptance. Example: Businesses, service organizations, and governmental agencies all might climb on the bandwagon to publicize a smoke detector installation campaign in residences. Such efforts can sell detectors, reduce overall insurance liability, limit loss of life and property, and make the jobs of fire departments safer and more effective.

III. Problems associated with planning partnerships

A. Planners should be aware that there can be drawbacks to including partners in the planning process and in the facilitation of the campaign itself, but awareness of these issues can help them to be minimized. 


B. Drawbacks to including partners can include (Slide 9-14): 


1. Identifying partners, persuading them to join your efforts, waiting for them to make a decision, training them in the relevant issues, and coordinating with the additional team members, all often serve to increase the burden of time involved in planning. 


2. The different wants, needs, perspectives, experiences, capabilities, and ideals of each partner can require that the nature of the campaign be altered to ensure that all partners are satisfied. 


3. Partner organizations may try to use the program for their own needs, or take credit for the program’s successes beyond the contribution they provided. 


Staffing problems, funding shortages, or mismanagement in partner organizations can all lead to delays, mismanagement, or complete failure of the campaign. 


IV. While some potential partners may jump at the chance to join a preparedness campaign, most must be convinced of the value added by joining or participating in the partnership.  


A. This is especially true if the partner will be expected to provide resources to the effort. In such cases, participation must be presented according to the balance of costs versus benefits.  


B. Possible benefits to participants in exchange for their participation in the campaign might include (Slide 9-15):

1. The opportunity to share credit for success 


2. Membership and participation in a forum whereby community problems are discussed, addressed, and resolved 


3. Networking opportunities 


4. The opportunity to foster good community relations 


5. Increased awareness of the hazards faced by community residents and businesses 


C. The instructor can ask the students to name other benefits that might be gained by partners if they participate in a communication effort. Several additional examples are provided in the required reading, and include (among others):


1. Local and collective ownership for the resolution of community problems 


2. Increased visibility and credibility in the community 


3. The opportunity to build organizational capacities and other skills 


4. Increased positive media coverage, perceived credibility, and community visibility 


5. Assurance of message accuracy


The instructor can initiate a class exercise with students that helps to illustrate the partnership issue from both sides of the request (namely why a communication team would want to involve a certain partner, and why that partner would want to participate in the communication project).


D. The instructor can begin the exercise by presenting a scenario wherein risk communication will be conducted. The instructor should provide a scenario that addresses each of the planning considerations discussed thus far in this course, which include: 


1. A hazard to be addressed


2. A target audience


3. A solution to be presented


E. The instructor can choose a hypothetical community, or can use the community where the school is located, to provide a geographic and demographic context to the exercise.


F. For example, the campaign might be, “A campaign to increase the number of tourists (namely hotel guests) that are aware of how to evacuate a coastal area in the event that a Tsunami Warning is issued.” 


G. The instructor can break the class into groups, and assign each group a partner “type.” These might include:


1. A local business

2. A local community organization

3. A public safety organization

4. A religious organization

5. A school

6. A local media outlet

7. A leader from the target audience community

H. The instructor can assign the general category, as is shown (e.g., a community organization), or assign a specific example from that category (e.g., the local Red Cross chapter).  


I. Each group should discuss and report on the following information:


1. In what ways could the partner help the campaign?


2. In what ways would participation in the campaign help the partner?


3. What risks (if any) are there to the campaign by having the partner participate?


4. What risks (if any) are there to the partner that might result from its participation?


J. For instance, consider the example of a local business, such as a hotel.


1. In what ways would the participation of a hotel help the campaign?


a. The hotel has unique access to tourists in that many tourists stay in hotel rooms.  


b. The hotel could provide information about recognizing warnings and how to evacuate in the lobby and in the individual rooms.


c. The hotel could provide supplies (paper, ink, posters).


d. The hotel could print materials on its machines.


e. Hotel staff could be educated such that they are able to inform guests as they check in.


f. The reputation of the hotel may make the message more credible, especially if the organization conducting the campaign will not be recognized by tourists.


2. In what ways would the participation of a hotel help the hotel?


a. Hotels depend upon their good reputation among community members. A project such as this can significantly raise their profile within the community as being proactive in increasing resilience, and among hotel guests who see the hotel as looking out for their safety. 


b. The hotel staff and executives will become more informed about the hazard risk that impacts their guests, their staff, and their facilities, and likewise be able to take action to protect each (and, in turn, make the business more resilient).


c. If the project received media publicity, the hotel will receive exposure that is equivalent, if not better, than standard advertising, but at no cost. 


3. What risks (if any) are there to the campaign by having the partner participate?


a. The hotel may try to use the campaign for its own benefits, and change the message in the process or turn people off to the idea completely.


b. A crisis of reputation (the hotel’s) external to the project may impact the project nonetheless.


c. The hotel may decide to pull out of the partnership after much work has gone into utilizing the relationship (such as printing special materials or training staff).  


4. What risks (if any) are there to the partner that might result from its participation?


a. Guests may see the hotel as ‘unsafe’ and decide to stay elsewhere.


b. A crisis of reputation relating to the organization conducting the campaign, regardless of whether it is due to the project or some other external factor, may harm the reputation of the hotel because of its association with the project.


c. The materials and time required exceed what it had planned to dedicate.


K. The required readings provide information about costs, benefits, and risks associated with other partner types.


V. The Media as a Partner (Slide 9-16)


A. Partnership with the media can offer incredible value to a preparedness effort.  


1. News media outlets include:


a. Television


b. Print (newspapers)


c. Radio


d. Internet-based companies


2. These outlets already play a significant role in disaster and emergency management, both before and after disasters occur. 

3. In cases where such a partnership is possible, the media may be the most important and influential component of the communication effort.  


B. The nature of the news media is such that a large portion of the general public already turn to them for information, much of which relates to hazard risk.


C. However, the media role is not perfect, and should not be overestimated by campaign planners.


1. While it has been found that personal preparedness is most likely to be undertaken by people attentive to the news media, this tendency is usually accompanied by other behavioral characteristics that support preparedness actions and attitudes (e.g., personal experience and expendable income). 

2. In this sense, the media role should be seen as an important supplemental component in a preparedness campaign, not the answer to its problems. 

3. Campaigns that rely too heavily on the media without addressing the reasons why people do not or are unable to prepare will not succeed. 

D. The instructor can ask the students to discuss the benefits and risks of involving the media in a campaign.  

1. Examples of the benefits include:

a. The media has a pre-existing audience that is easy to tap into.

b. The media outlet may have credibility as a communicator among target audience members.

c. The media has communications equipment and expertise.

2. Examples of risks that exist include: 


a. While the media is effective at raising awareness about issues and communicating degrees of urgency, they often avoid contributing solutions to problems. 


b. The media is often unable to educate the public about risk in such a way as to give citizens an accurate perception of personal vulnerability. 


c. The media often speaks to a general audience rather than addressing the specific needs of a more focused target population. 

d. The media may twist the message such that it becomes sensationalist rather than educational.


E. With the right strategy, planners can tap into media resources and reach wider audiences easier and quicker than they ever could by other means. 

F. In the FEMA publication, Project Impact: Building a Disaster Resistant Community, it is stated that you will want to target print, radio, and television outlets at planned intervals with your messages. As gatekeepers to your community, the media affect and shape our opinions and our behavior. They influence our preferences and our choices. By encouraging reporters to write or broadcast your messages, you will generate awareness and interest.


VI. Drawing Up Partnership Plans (Slide 9-17)

A. Projects run more smoothly when everyone involved assumes their role with an accurate impression and full understanding of what they are expected to contribute. This certainly holds true with partners. 


B. Partnership plans and agreements can be drawn up to manage expectations. 


C. Such agreements not only ensure that partners understand what role they are expected to play, they also help to prevent them from overstepping their bounds and taking too much control of the project. 


D. Project managers can easily lose control and ownership if any one organization begins working far beyond the expectations of the original partnership agreement, and the partnership plan is a good reference that keeps these risks in check.

Supplemental Considerations

FEMA describes six steps that may be used to build and organize coalitions. The following is an adaptation of these steps:
I. Develop a position


A. Evaluate the importance of the preparedness issue, who is driving it, and who is likely to be affected or think they will be affected by it. 

B. Create a position that will benefit your organization’s success with the program, as well as those you are trying to educate. 


II. Create a strategy for pursuing your position


A. Questions to consider include: 

1. How can you accelerate the opportunity to enhance community preparedness? 

2. How can you make adjustments to adapt to the community’s need or capitalize on a given trend? 

3. Is there a mutual benefit for the community and for businesses to promote preparedness education and activities? 

4. Can you get a major organization to back the concept or offer incentives for those taking specific training or actions? 

5. Is there a sense of ownership among participants? 

6. A key strategy is to help develop a sense of ownership of specific outcomes among coalition participants. 

B. The partners must understand and embrace these outcomes as goals they want to achieve. 


III. Identify coalition participants


A. For each organization considered, planners should think about the following questions: 

1. What are their positions? 

2. How credible is the organization/individual with other organizations or individuals? 

3. Will they want to be official sponsors of the effort? Who are the leaders of those organizations? 

4. Will they participate themselves or will they recommend someone who will? 

5. How can I work with others within those organizations or who have influence on them to help shape their opinion and see the preparedness point of view more favorably?


IV. Conduct research


A. Try to get a baseline on the level of community preparedness before beginning a campaign. 

B. This evidence is used to support the need for your preparedness education programs. 


V. Organize your meeting


A. Try to find common ground among invited coalition members. Questions to ask include:

1. Where do we agree and disagree? 

2. Where can we work together? 

B. Try to identify common philosophical values and look for misperceptions and unrealistic expectations. With groups of differing perspectives, building consensus will not be easy. 

C. Participants will need to work through the process, so everyone must be able to let their positions be known. 


VI. Plan the campaign 
Source: Federal Emergency Management Agency (FEMA). 1998. Making Your Community Disaster Resistant: Project Impact Media Partnership Guide. Washington, DC.: FEMA.
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