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Preface

he world of development and the world of communication are changing rapidly. There

are new entrants to development, new ways of listening and encouraging participation,
and new needs for communication. It is not only the technology of communication and its
application that is changing rapidly, but also the way communication is viewed related to
development. The traditional view that communication is a one-way process of information
dissemination and is peripheral to the development process has been superseded by the
view that communication is integral to the very design of development itself.

Communication can help in the understanding of the political, social, and cultural
environments in which development is taking place. This contextual knowledge identifies
these non-financial risks, ascertains how societies interact and reveals their perceptions,
priorities, expectations, language codes, cultures and channels of communication. It reviews
the development initiative from the perspective of those affected by the development and
helps policymakers base their decisions on a clear understanding of beneficiaries’ perspectives
from the beginning of the development initiative. This facilitates improved project design
and meaningful participation and consultation processes.

As part of the development communication methodology used by the World Bank, the
Communication-based Assessment identifies the knowledge, perceptions, fears, and expec-
tations of the stakeholders affected by the development initiative. When used at the initial
stage of designing a development intervention, communication can make an integral con-
tribution to development.

This paper provides a mix of theory backed by practice in the field and a detailed guide
to undertaking a Communication-based Assessment. It is the compilation of many years
of field work in applying the framework. We hope project teams find this a useful guide to
incorporating communication into their work to help achieve results meaningful to the
people who are meant to benefit from development initiatives.
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CHAPTER 1

Introduction

he World Bank and other development organizations work closely with govern-

ments to improve the living conditions of people in developing countries, expand-

ing their development visions and helping them to achieve their goals. The impact
of these development interventions can be measured by social and economic outcomes
and by the sustainability of results across the wide range of sectors in which the work takes
place (health, education, infrastructure, and so forth). Ultimately development is about
change. The World Bank’s experience with development initiatives shows that the trans-
fer of knowledge alone cannot produce the behavior change necessary for success in pro-
jects and reforms. The necessary change is a complex process, one which requires strategic
communication interventions.

Development Communication for Success and Sustainability

Development communication is a client-oriented strategy, contributing a powerful set of
tools for the success of development initiatives. A well-designed development communi-
cation strategy based on a clear understanding of the client’s perspective assists develop-
ment practitioners in decisionmaking from design to evaluation. Shifting the emphasis
from the point of view of the change agent to the perspective of the people directly affected
by the reforms, development communication informs donors and engages stakeholders,
leading to the long-term sustainability of projects and reforms.

The Development Communication Division (DevComm) of the World Bank has the
responsibility and the challenge of providing technical assistance to client countries and
operational staff in the strategic use of communication during the project and reform
processes. DevComm assists in the selection and use of communications tools to complement

1
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development initiatives. The incorporation of well-conceived, professionally implemented
communication programs contributes an understanding of political, social and cultural
realities into the design and execution of initiatives and can make the difference between
success and failure.

Case for Strategic Communications

The World Bank and other development organizations have relied on traditional infor-
mation dissemination approaches to communication to achieve development goals. This
“one-way” communication process has proven insufficient, consuming significant finan-
cial resources for conventional information tools, such as advertising. Information dis-
semination alone has not created the enduring frameworks that allow for real changes in
clients’ behaviors, perceptions, or attitudes.

A more effective approach frames communication as an integral “two-way” process
that engages stakeholders, understands their socio-political context, and takes their per-
spectives into account through development process. This integrated two-way process con-
stitutes a new communication approach, providing a better understanding of the
development context, tailoring development initiatives during design and implementa-
tion, and contributing to more sustainable results by allowing project managers to better
recognize and mitigate risks.

Strategic communication can be understood as the development of programs designed
to achieve management objectives by influencing the voluntary behavior of key stakeholder
audiences. Changing behavior is particularly critical in development programs, where sim-
ply increasing awareness about a development issue is usually inadequate to achieve the
changes necessary for reform. People must have a base of knowledge and, equally impor-
tant, a positive attitude about the reform and a motivation to change current practices.

Economic and financial analyses are only part of the knowledge required to propose,
design, and implement a development initiative. A more comprehensive view or “situa-
tional knowledge” is necessary. This identifies the risks related to the political economy,
the social relationships related to the initiative, and the culture in which the initiative is
taking place. It ascertains how societies interact and reveals their perceptions, priorities,
expectations, language codes, cultures, influential organizations, mechanisms of partici-
pation, community relations, and channels of communication.

Often reforms are viewed from the standpoint of the implementing agencies and not
from the point of view of the people whose lives are directly affected by reform. Strategic
communication techniques inform and enable policymakers to base their decisions on a
clear understanding of beneficiaries’ perspectives from the beginning of a development
project or reform. The Communications-Based Assessment (CBA) is the initial strategic
tool that can improve significantly the outcomes of development initiatives.

Communications-Based Assessment: The First Step

The development communication methodology employed by DevComm challenges
World Bank staff and other practitioners to deepen their understanding of the social, political,
economic, and cultural environment in which they work. The enhanced understanding
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facilitates constructive participation and improves project design and execution, while
increasing the likelihood of sustainability for projects or reforms. This methodology allows
for dynamic and highly contextual investigations that complement the static financial and
economic analyses traditionally used.

The first stage of the methodology, the Communication-Based Assessment (CBA),
helps to identify the knowledge, perceptions, fears, and expectations—if any—of the main
stakeholders. Based on this information, appropriate adjustments are made to the design
of the development initiative. The CBA provides task managers and decision makers with
additional tools to assess the knowledge and attitudes of stakeholders, establish a stronger
rapport, and better respond to their expectations.

The CBA is most effective when applied at the earliest stage of the development
initiative—in the identification or design phase of a development intervention. The commu-
nication tools identify the societal networks of communication influencing development
and the political risk related to the initiatives. DevComm assists practitioners to integrate
key information elements into the design and implementation of development initiatives,
thereby improving understanding of the country and its stakeholders and achieving greater
impact. This paper presents the methodology used by DevComm and its clients to improve
development outcomes based on a Communication-Based Assessment (CBA) approach.






CHAPTER 2

Framework

beyond the transmission of messages and encompasses a two-way exchange of per-

ceptions, knowledge, and experiences. In the framework of development communi-
cation, information dissemination is only part of the communication process. (Windahl,
Signitzer, and Olson 1992). Only recently has this broader definition of communication
been adopted by the World Bank. Previously a project’s communication component was
often confined to “information and dissemination,” producing and transferring infor-
mation about the goals of a particular project through traditional media to the govern-
ment, general public, and other stakeholders. This traditional information dissemination
approach has proven valuable only for specific purposes and in limited circumstances.

This new approach of communication for development is starting to filter into the
political consciousness. In a November 2004 speech, Hilary Benn (MP), Secretary of State
for International Development in the UK, called for “not just communication that secures
column inches or airtime, but communication which educates and brings about better
ways of doing things; which helps government talk to its citizens and vice-versa; and which
puts the poorest of the poor at the centre of attention.”

Information is not the same as communication. The concept of communication goes

Research and Practice

In a broad sense “communication support helps create the human environment necessary
for a development project or program to succeed” (Perrett n.d.). Chances for success and
sustainability increase when the stakeholders join the process. In the case of public sector
reforms, “reformers often assume that the purpose of communication is merely to raise
awareness of the reform program after the program has been formulated by technocrats

5
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and policy advisers” (Cabanero-Verzosa and Mitchell 2002). Awareness of governmental
reforms, however, does not imply acceptance or sustainability. Researchers identify the
final outcome of the communication process as a change in social behavior (Cabanero-
Verzosa 2000). Without social or individual change, it is not possible to achieve sustain-
able change in a development intervention.

The World Bank’s operational work can act as a catalyst to promote change, but the
change must come from the stakeholders in order to be sustainable. Promoting change
involves a thorough understanding of cultural, political, and social codes, as well as knowl-
edge of economic and financial environment.

The institutional framework is crucial for development. “One feature of good institu-
tions and policies is that they not only facilitate the transfer of knowledge, but also enhance
the likelihood that such knowledge will be used effectively” (Stiglitz 1998). In order to pro-
mote change, practitioners need to comprehend the complexity of the local and national
setting: the modus operandi of government; the value that governments and stakeholders
place on the proposed development model; the power of its supporters and opponents;
their access to information; and the institutional capacity for achieving the goals.

Development communication serves projects and reforms across sectors and con-
tributes to the involvement, ownership, and understanding of the range of stakeholders.
Recent studies by the World Bank’s Operations Evaluation Department (OED 2004) bear
this out. A study from Europe and Central Asia states that, “Experience in countries such
as Poland and Russia (coal restructuring) and Bulgaria (pension reform) shows that how-
ever well designed a reform, its rate of progress is largely determined by the government’s
ownership of it and degree of consensus it is able to mobilize in the society at large. A well-
informed civil society can become a major driver for change. Programs to generate stake-
holder awareness and participation should be replicated widely.”

The OED study goes on to state that “it appears an inadequate understanding of the
political and social situation contributed to failures in some operations. The design and
implementation of reform initiatives should be based on an understanding of the underly-
ing political and social processes at the core of government that determine the motivation
and behavior of stakeholders. Such understanding would enable the reforms to take into
account the realities that help explain the functioning of public institutions. Stakeholder
analysis, which until recently was largely absent from the ECA regions” work programs,
should be standard practice, and an integral part of the program and project design.”

In the evaluation of Cape Verde’s privatization program, OED concluded that the pro-
gram’s success was based on “strategic communications focused on political commitment
and support for privatization; ownership building and stakeholder participation; labor
retrenchment through consultation; and communication campaigns to build public sup-
port and ensure transparency.” The communication process is complex and must interact
with all the other components of a project to build the appropriate support for accom-
plishing the objectives. Achieving transparency and trust is a crucial part of this task.

Trust and Transparency in the Communications Relationship

Trust is a key factor in achieving positive development outcomes. Neither general infor-
mation nor targeted messages are absorbed and shared if the recipients do not trust the
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source. The economic and human returns of trust are evident. Knack and Keefer (1997)
state that trusting societies not only have stronger incentives to innovate and accumulate
physical capital but also are likely to have higher returns to accumulation of human capi-
tal. In addition to its effect on economic outcome, trust also has a positive effect on the
credibility, transparency, and legitimacy of a project’s performance. An inclusive commu-
nication strategy incorporating feedback helps to build trust and promote transparency.
The open channels of communication empower stakeholders, establish ownership, and
lead to successful development outcomes.

Simply disseminating or disclosing information does not achieve transparency. Prac-
titioners need to know the level of public trust in the governmental agencies and institu-
tions that will implement the project or the reform. In addition, if the project language is
not clear or if the political “champion” delivering the information does not have enough
credibility, these efforts to connect with and persuade audiences can be useless. A devel-
opment communication strategy can measure public confidence and help to clean and to
clear the path for trust to grow.

Important communication-related questions should be asked during the design phase
of the project to avoid problems in later phases. Is the terminology of the project or reform
understood by all relevant audiences? Is the political “champion” of the project trusted by
the most relevant stakeholders? Failure to look at these multiple communication dimen-
sions often leads to a crisis requiring corrective measures. A range of different method-
ologies exists for the communication specialist to diagnose problems related to a project,
government, and beneficiaries. If these methodologies are applied too late, however, prob-
lems acquire greater dimensions. By adopting more preventive measures, such as incor-
porating a development communication approach and conducting a Communication-Based
Assessment at the first design stage of the process, potential risks can be diminished.






CHAPTER 3

The Development
Communication Methodology

Communication support for development generally encompasses four dimensions:

Internal communication achieves internal consensus on goals and messages before
going “outside.” This dimension is essential whether it is applied to a policy initia-
tive, a campaign, or a project.

Corporate communication explains what an organization is and does. It builds a base
of trust, allowing the institution to engage in dialogue and to strengthen belief in
its work, which in the case of the World Bank is development. Corporate commu-
nication should not simply boost the image of the organization but should also
serve the goals of the stakeholders.

Advocacy communication consists of programs to raise the profile of an issue to the
point where action is taken.

Operational support comprises communication programs that directly support
operations through risk analysis and mitigation work.

Regardless of the complexity of the development initiative—whether it is a campaign
to encourage hand washing or to build consensus on the need for economic reforms—the
development communication approach implies a standard methodology with four main
stages (Mefalopulos Forthcoming; see Figure 1):

1. Communication-Based Assessment: The initial stage gathers information about stake-
holders’ knowledge, perceptions, attitudes, expectations, and practices that can tailor
the design of the development initiative. This research can identify indicators for ex-
ante evaluation, analyze the social and political risks for the development initiative, and
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Figure 1. Development Communication
Approach

Communication-Based
Assessment

Communication Strategy
Design

Communication
Implementation

Communication-Based
M&E

assess the capacity of the government to
implement and supervise the commu-
nication strategy. At the end of the
assessment, the communication objec-
tives are identified and probed further.
This stage may also identify the areas
where further and deeper public opin-
ion research, both quantitative and
qualitative, is required.

. Communication Strategy Design: Based

on the assessment results, the devel-
opment communication objectives are
now reviewed, finalized, and adjusted
to the overall goals of the development
initiative. In the case of projects, the
assessment research and communi-
cation objectives can improve the
information/dissemination compo-
nent, and they can modify and adapt

the Terms of Reference for hiring a firm or a consultant. In addition, the research
and objectives can highlight guidelines and activities for strengthening the govern-
ment’s capacity. The communication strategy should answer the following five
management questions (Cabanero-Verzosa and Paul Mitchell 2002):

a) Which audiences need to be reached by the communication component?
b) What are the required behavior changes?

d) Which channels of communication will be most effective?
e) How will the communication process be monitored and evaluated?

(
(
(c¢) What messages are more appropriate?
(
(

3. Communication Implementation: This stage relies mainly on the capacity of the gov-
ernment to manage, deliver, and monitor the communication strategy. Govern-
ments can build this capacity (training on strategic communications can be carried
out), buy it (hiring a local firm or consultants), or import it into the country (hiring
international consultants). Supervision is required for this stage of the work. Fur-
thermore, some indicators for the non-financial—social, cultural, institutional, and
political—aspects of the project, policy, or reform to be addressed by the commu-
nication program may be developed and included in the monitoring and evaluation
(M&E) system already planned for the overall project.

4. Communication-Based M¢>E: Traditional results and ex-post evaluations (based on
the indicators of the ex-ante evaluation) should be developed for all communication
interventions. However, given that development reforms and the corresponding
communication interventions are highly contextual and that any communication
intervention can change the conditions of the project, the development initiative
needs to receive periodic feedback from the main stakeholders. This feedback may
help redefine both the implementation of the development initiative itself and the
communication program in order to better accomplish the development goals.



CHAPTER 4

The Communication-Based
Assessment (CBA)

ful outcomes when designing, implementing, and evaluating development initia-

tives. This feedback is a crucial and complex factor for development sustainability.
It is based—from a communication perspective—on stakeholder participation and own-
ership. The traditional economic analysis carried out by World Bank staff, therefore, must
be complemented with a comprehensive analysis of the social, cultural, institutional, and
political context, as well as an assessment of the stakeholders involved in the development
initiative. In Joseph Stiglitz’s words “in development work, the focus has shifted to the
intangibles of knowledge, institutions and culture.”!

In addition to the conventional methodologies used by the World Bank, the
Communication-Based Assessment (CBA) implemented and/or monitored by DevComm
can help obtain a better understanding of the dynamics of the development initiative. This
research methodology implies a two-way process to initiate and maintain information flow
among practitioners and stakeholders. Through the CBA, development professionals recognize
the initiative’s environment; make adjustments prior to project implementation; bring certain
stakeholders into the process; and identify and bridge information and communication gaps.

The Bank and its client governments require feedback from stakeholders for success-

Situational Knowledge

The CBA is an important complement to the traditional cost-benefit analysis of the project
and the socio-demographic profile of beneficiaries, which then World Bank typically
undertakes. The CBA provides the task managers with a situational knowledge and political

1. Joseph Stiglitz, “Public Policy for a Knowledge Economy,” The World Bank Group.

1
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risk analysis that they can use to reshape their strategic approach to a country and to indi-
vidual development projects. With its capture of empirical information related to the
social, political, cultural, and institutional context of a development intervention, the CBA
also determines the role that communication can play.

In communication terms, “‘situational knowledge’ refers to the ability to appropri-
ately and effectively communicate in a specific situation.” This situational analysis is based
on two aspects:

The facts: observable aspects, such as societal structure, political system, power rela-
tionships, among others.

The perceptions: the images that prevail in society, among both individuals and
organizations, about the different actors in development projects, including the
World Bank.

The second factor, perceptions, strongly shapes both the design and the implementa-
tion of the development initiative. Projects undertaken without the guidance of relevant
stakeholders’ perceptions and expectations can represent a weak approach to development.
Kaufmann, Kraay, and Zoido-Lobaton (1999) developed a cross-country study in more
than 150 countries, which concluded that subjective perceptions can have significant influ-
ence in future economic outcomes. The CBA offers situational knowledge, which helps
Bank staff and other practitioners to make better decisions and to decrease the risks inher-
ent in projects due to social and political factors and to poor communications.

Socio-political Analysis

The CBA performs a socio-political environment analysis that identifies key actors—
individuals and groups—in a society and their sources of influence, interests, resources, and
relationships. Various analytical tools, like public opinion polling, assist decision makers in
governments, development institutions, the private sector, and NGOs to understand the stake-
holder dynamics at the country, sector, and project level. The CBA identifies pre-reform, polit-
ical or economic, potential influences of change in society: the media, NGOs, universities, think
tanks, ethnic, and religious groups. Socio-political analysis used as a communications assess-
ment tool can uncover the range of channels for action to achieve desired outcomes.

Through systematic analysis of external actors, local leaders, pressure and interest
groups, and cultural influences, one can capture the relationships among key internal and
external actors and between those groups and government authorities. The CBA also pro-
vides practitioners with an understanding of stakeholder groups relative to their degree of
support for the government, for a specific policy (such as reform), or for their degree of
impact on the policy process.

Currently the World Bank is not undertaking socio-political analysis in a systematic,
structured fashion. There is a tendency within the institution to view socio-political research

2. K.K. Reardon, Interpersonal Communication: Where Minds Meet (Belmont: Wadsworth, 1987)
quoted in Windahl, Signitzer, and Olson (1992).
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as “soft” research—the usefulness of which is not adequately and widely understood. In
addition, a perception exists in the Bank that socio-political analysis is too political. Socio-
political analysis is crucial, however, because any Bank loan or development intervention,
leading to reform or not, has inherent political ramifications. Expenditure controls and allo-
cations create new winners and losers on the political as well as the economic side. Funding
for individual projects and broader adjustments, for example, economic reform, education
reform, or privatization, affects both electoral politics and the political economy.

General Application of CBA in Reform Cases

CBA and its socio-political analysis can lead to a more comprehensive and strategic use of
communication for reform. It is a tool for social transformation, behavior change, improv-
ing understanding, and consensus building. A growing body of empirical evidence proves
that using strategic communication in reform programs can substantially reduce political
risk, inform project design, and promote acceptance of the reform.

The CBA, socio-political frameworks, and related approaches provide information to
guide reformers on the selection, management, and expansion of stakeholders’ interests
that constitute the basic support for the reforms. Interventions, such as audience segmen-
tation, polling, and behavior change mapping, assist in the design of a reform agenda.
These tools indicate how to spread the burden of adjustment more evenly without harm-
ing supportive coalitions and how to sequence measures to compensate or convince those
who stand to lose something from the reforms.

The CBA helps set priorities for reform programs by identifying where early gains can
be made or by indicating which types of reform have the greatest chance of success. Joan
M. Nelson, Noel Ramirez, Marc Lindenberg, and Benjamin Crosby, among other authors
reveal the value added of socio-political analysis for implementing reforms. The socio-
political analysis in the CBA can help reformers understand who belongs to their “coali-
tions” of support, in order to sequence reform programs in a manner that maintains and
expands support among key groups.

As a powerful set of tools for a government that is mounting a reform program, a CBA
can help determine whether the government has enough of a political base to continue cur-
rent reform policies or to embark on new ones. If the appropriate analysis is made, devel-
oping countries can save valuable resources by avoiding implementing projects that may
promise high economic returns and technical sustainability but which would ultimately
suffer from adverse political environments and lack of public support.

In addition, the CBA evaluates the varied reactions of different stakeholders to the same
development intervention. For example, during the CBA for the West Africa Gas Pipeline,
the DevComm team determined the range of critical issues for key stakeholders: in Ghana
it was the financial viability of the program; in Benin it was compensation; in Nigeria it was
the extraction of the gas from the Niger Delta area, where there are on-going questions
about human rights and land titles. Parliaments in all of these countries were concerned that
they were not receiving the full information they needed for their legislative programs.’

3. Paul Mitchell, BTOR West Africa Gas Pipeline, 2004.
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Figure 2. Analytical Work of CBA

Analytical work of CBA reveals that, for each desired reform outcome,
there are:
¢ Winners, losers and fence sitters
Winners may not know they are winners
Losers may not know they are not losers
All winners and fence sitters need to be mobilized
Opponents whose issues need to be identified
An overall vision is needed—where to start, what change outcome is desired,
where to go and how to sequence the desired interventions?

Reforms are highly contextual to country, sector, issue, time, project, and the prevail-
ing international environment. Individual reforms in each country have different sets of
supporters and opponents existing in various political, social, and cultural contexts. Trade
unions may oppose economic reform; yet support health or education reform. In differ-
ent circumstances, unions can be proponents, opponents, or mediating institutions. In the
water reform program in Ghana, the Trade Union Congress was opposed to the reforms,
yet the union representing utility workers supported the reform program. Similarly in
Ghana, the NGO most opposed to the water sector reform program was a partner in a
World Bank financed land reform program.

Country typologies are useless: reforms are contextual along every axis within and
between countries. There may be similar elements, but these are only apparent after the
analysis related to the specific reform objective has been completed. Broader societal map-
ping is necessary to assess the social norms, culture, citizenship skills, ethnic factors, and
political values.

In the past, the World Bank promoted reforms solely through policy or administra-
tive tools, such as loans and technical assistance to governments. In the absence of suffi-
cient understanding of the cultural, social, and political context, these tools alone have not
achieved the desired results. A thorough understanding of the context, through analytical
work, identifies those reforms that are possible, swift to undertake, and have substantial
pay-offs with acceptable domestic political risks. This socio-political assessment should be
combined with economic analysis for designing sustainable reforms. This joint analytical work
identifies a first-generation set of reforms (for example, political, social, macro-economic,
and so forth). Following this, a professional communication analysis can develop a second-
generation set of strategies for promoting change.

CBA Procedure

The CBA can be carried out either by the World Bank (DevComm) or client governments.
The Bank’s research is a fairly rapid (about two weeks) but comprehensive tool mainly
focused on the characteristics of the development initiative and the stakeholders’ perceptions
and attitudes towards it. The main objective is to provide new and different information
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to the World Bank team and/or to the government to better understand the constraints to
success and the need to adjust concept/design of the development initiative.

The diagnostic employed by the CBA, combined with desk research, provides enough
information to create strategic communication guidelines, requiring no additional stud-
ies. At other times, complementary research is done by the client usually with the techni-
cal assistance of DevComm. This further public opinion research is a more in-depth
perception exercise, and its main objective is to identify the stakeholders’ needs regarding
the development initiative, as well as to measure their perceptions and expectations. This
includes more rigorous methodology and tools such as surveys, focus groups, and other
qualitative and quantitative research methods and tools. The results of the polling and
other in-depth research are combined with the preliminary results found in the diagnos-
tic to give the client the necessary information to proceed with design of both the devel-
opment initiative and the related communication strategy.

In either case, the information obtained by the CBA—both diagnostic and in-depth—
depends on the nature of the development initiative. In the case of public policy or public
reform initiatives, the CBA delivers a broader understanding of the relevant political con-
text; the government’s communication capacities via its constituencies, stakeholders, other
agencies, and its own inter-sectoral governmental coordination. Alternatively for a specific
project or program to be implemented in a particular sector, the CBA employs a narrower
approach, focused on project’s technical characteristics and on design and implementa-
tion of the project’s communication component.






CHAPTER 5

Opening the Dialogue:
Components of the
Communication-Based
Assessment

he CBA brings relevant information in four key areas of analysis to assist in
I decisionmaking and to adjust in the design and implementation of development
initiatives:
Governmental and political risk analysis,
Stakeholder analysis,
Media, communication research environment, and local capacity, and
Social and participatory communication analysis.

A complete CBA raises a set of questions in each of these areas. Depending on the
research objectives, the nature of the development initiative, and the audiences to be reached,
the research team can choose among the potential questions. The final outcome of these
analyses provides enough input to develop an initial strategic communication guideline.
This plan identifies the areas of communication that need emphasis and the research vari-
ables to consider for more indepth analysis (through public opinion polls to identify mag-
nitude or through other qualitative and quantitative tools).

Governmental and Political Risk Analysis

Public policies and development interventions cannot be effective without an under-
standing of the political environment. The CBA provides details on political risk, trans-
parency, communication capacity, institutional support, human resources, and legal
considerations.

17
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Political Risks of the Reform, Policy, or Project

The opposition of key political actors can affect the design and implementation of the pro-
ject. It is critical, therefore, to anticipate the risks that the reform or project presents to
the status quo for the political actors in the system. This is not only a matter of identifying
the key politicians, but also the degree of influence they might exert over the project. The
analysis must be attached to the general perceptions of the government success in deliver-
ing services, programs, and achieving results. Furthermore, the development initiative
should identify and engage a political champion who could generates favorable public
opinion around the development initiative. Several initiatives have failed to identify appro-
priate political champions, which in turn has led to public mistrust and lack of credibility
in the process.

Interestingly some legal frameworks may need to be changed prior the implementa-
tion of a project. This step becomes a bottleneck if there has been insufficient communi-
cation with internal governmental actors, such as the executive cabinet or parliament,
among other political leaders. It is interesting to analyze the political behavior of parlia-
ments faced with approving loans for projects. DevComm research indicates that about 80
percent of countries where the World Bank is active have parliaments that must approve
all World Bank initiatives. At the macro level, the CBA can track the political tendency to
support or oppose World Bank operations in the country.

Understanding Government Approach in Past Initiatives

Through a review of secondary sources and in-depth interviews of some key actors, the CBA
provides information about past experiences in similar projects and the legacy these have
generated among stakeholders. This analysis helps the task manager obtain a more accurate
idea of a government’s pattern of dealing with similar topics. Knowledge about prior com-
munication experiences assists in the transfer of knowledge to new governments, eliminat-
ing the need to start from ground zero. This stage of analysis is crucial to understand public
perceptions about particular issues. This understanding is of particular importance in pri-
vatization projects, where past experiences define how upcoming projects are perceived.

Campbell-White and Bhatia cite the case of Senegal where the privatization program
came to a halt because the there was no consensus in favor of privatization when it was
launched. Politicians, employees of public enterprise, and the general public resisted the
concept of privatization. In analyzing the communication aspect of this initiative, the
authors noted that there was no public announcement of the policy; only weak efforts to
involve stakeholders in the reform process; and feeble attempts to address directly people’s
concern about how privatization would alleviate poverty. Hence, the outcome—strong
resistance to privatization—was hardly surprising.

Government Capacity to Communicate with Stakeholders

An analysis of the government’s traditional model of communication with stakeholders is
crucial to reveal how it might shape the communications activities of development pro-
jects, public sector reforms, and other governmental agendas, which World Bank opera-
tions support.
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A government’s ability to communicate effectively with its people is the key to the success
of its development agenda, which includes stabilizing and building the macro-economic
framework; enhancing transparency and good governance; improving sector development
(health, education, agriculture, transportation, and so forth); building consensus among
politicians and stakeholders for development policies. Governments with low levels of
communication infrastructure and strategies or with past failures of communication
strategies for reform programs can face more limitations in conveying their messages and
intentions to society.

Institutional Support for Development Communications

The institutional analysis reveals the understanding of and support for the role of com-
munication within the government agencies responsible for the development initiative.
Without such support, money may be wasted. A result, for instance, could be Terms of
Reference for firms that do not address the communication needs of the project and over-
budgeting the communication component with unnecessary advertising campaigns. In
addition, political will for an initiative can be lost. Within the institutional support analysis,
the “champions” are identified along with their level of knowledge and willingness to com-
municate with different audiences.

This analysis helps build the local ownership needed for decreasing potential political
barriers. It also examines the structures of government to determine whether the organi-
zation is appropriate to support the communication intervention or whether this also
needs reform.

Human Resources to Design, Implement, and Evaluate
Communication Strategy

One of the main challenges country clients have is to properly address the communication
component in a project and to identify the human resources needed to accomplish the task.
It is important to identify key public officials who can assume the technical and manager-
ial responsibility for implementing the communication strategy.

Traditionally the Press Office or Public Relations Office of a governmental institution
is in charge of implementing activities related to media, events, and announcements,
among other dissemination activities. Strategic communication for development requires
a different approach. Either the project must strengthen the existing office in charge of the
dissemination and information component, or new Terms of Reference are required to
bring in additional human resources to take charge of the process.

Sometimes, governments have the human resources to design, implement, and mon-
itor the communication campaign, and just a few services are outsourced. Building gov-
ernment capacity contributes to the sustainability of communications activities as a
support mechanism for ongoing development projects. These professionals are not only
the liaison between the World Bank staff and the firm or consultants in charge of execut-
ing the strategy, but they also have responsibility within government for carrying out pro-
grams. Their position allows them to be the “ears on the ground” to monitor the
communication activities of the project.
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Box 1: Governmental and Political Analysis (Issues to be Covered by the CBA)

Political risk of the reform, policy, or project

— How cohesive is the Cabinet? What are the political interests that could affect the normal imple-
mentation of the project/reform/policy?

—What is the nature of the relations between the executive and the legislative branches? Are there
opposing views?

—Who are the main political actors who should be persuaded/involved? Does the initiative have
a “political champion”? What do the audiences think about him/her?

—What is the relevance of the initiative within the government’s agenda? Can the initiative be
properly positioned within the key government institutions? Among key political actors?

— Have there been any public statements of the opposition related to the initiative?

— Has the project been discussed in a parliamentary commission? What has been the position of
the opposition? What actions have been undertaken to improve project positioning in the par-
liament? Which laws need to be approved to move forward?

—How much trust/popularity does the government have? What are the main causes? What level
of credibility does the implementation agency have?

— What was the turnout during elections? How legitimate is the present government/cabinet min-
ister? How powerful is the counterpart minister internally? Is there a strong civil service (not
politically appointed) supporting the project?

Transparency in similar initiatives

—What are the past experiences in communicating similar reforms, policy, or projects?
—Which agency was in charge of implementation? Which were its main allies? Its main enemies?
—How are they perceived at government/political level, externally?

Government capacity to communicate with stakeholders

—What kind of experience in communicating policies does this government/agency have?

—What are the policies for communications and media relations?

— Does any other agency revise the communication policies of the governmental agency under
which the project/policy falls?

Institutional support for development communications

—Is there any central government public communication/information structure? Where is it
located (level of influence) within the government? To whom does the unit report?

—Are there sector-/agency-level and local-level communication structures? Are there geographi-
cally and organizational decentralized communication services?

—What are the relationships among the various communication structures?

—Up to what level in the communication structures are the appointments political?

—Does the implementation agency understand and “own” the initiative and its various compo-
nents? Does it support the communications activities for the reform/policy/project, or does it use
them as “potential propaganda” strategy?

—Where did the request for the communication component come from? World Bank or client?

—If the World Bank suggested it, was there any resistance?

—Is the client willing to borrow for the component or use grant money only?

Human resources to implement and evaluate communication strategy

—Does the government agency have a communication strategist or a press official?
—Does this official have a team? What kind of professional background do they have? What are the
official’s main activities in the agency?

(Continued)
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Box 1: Governmental and Political Analysis (Issues to be Covered by the CBA) (Continued)

—Does this team have previous experience in implementing strategies for the government?

—(Can the communication office implement a communication strategy for the project? For hiring
and supervising a firm? Can the team develop indicators for result or impact evaluation in com-
munication?

Legal framework for communication activities

—What is the legislation concerning freedom of expression and classified documents?

—Does the legal framework limit communication performance? What are the laws for example
related to criminal defamation?

—Does the legal framework restrict the government communication budget?

In some countries, DevComm has trained government officials in the development
communication approach and guided them when implementing communication activi-
ties. Terms of Reference for further communication research and subsequent strategic
communication design and implementation are written with the government communi-
cation or technical team.

Legal Framework for Communication Activities

Analyzing a project’s legal framework and the country’s broader approach to information
flows is crucial to defining the level of information that can be disseminated through the
mass media (television, radio, newspapers). Communication objectives, like overall pro-
ject objectives, must be made with reference to the legal framework. The legal environment
can affect the type and intensity of possible interventions and may constrain the dissemi-
nation of messages through the mass media (certain government systems could limit com-
munication interventions). In such cases, alternative communication tools should be
developed and implemented.

Stakeholder Analysis

Stakeholder analysis is one of the most complex and important components of any devel-
opment initiative. It assesses not only stakeholders’ acceptance of the government but also
their perceptions and the priority they place on the development initiative. Identifying, dis-
aggregating, and tracking stakeholders’ perceptions and expectations leads to a better
understanding of the opportunities and limitations of the project. The information the
CBA reveals includes audience segmentation, identification of opinion leaders, and recog-
nition of relevant social topics, similar experiences, and expectations.

Segmenting Stakeholders and Audiences

The project must identify its main beneficiaries and other key actors both within and out-
side the country. These include “hidden” stakeholders who have particular interests that
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might affect the implementation of the project. Mapping stakeholders helps to prevent the
unexpected by providing a clear idea of the potential degree of influence each group has
toward the project. Based on the stakeholder analysis, the development initiative can define
its main audiences and those audiences to be addressed by the strategic communication
campaign.

There are two major strategic advances in the segmentation and targeting of messages,
according to Rice and Atkin (2001). The first implies segmenting the audiences according
to their importance and receptivity to the messages. For instance, the direct beneficiaries
of any given project—properly segmented by age, gender, or other relevant criteria—
belong to this segment. The second refers to segmenting audiences by predisposition and
ability. In this case, one community leader who is not directly affected by the project but
has the ability to influence relevant groups might be considered as an audience as well. CBA
brings enough information to develop a strategic approach to addressing messages to the
identified and segmented audiences according to their interests and expectations.

Identifying Public Opinion Leaders or Allies

Societies listen best to their own leaders. These can be politicians, journalists, political
actors, civil society representatives, religious leaders, and artists, among others. The
leaders need to be identified to understand their position on the development initiative,
if it exists, and to analyze the possibility of them becoming allies for the development
initiative, if necessary.

Opinion leaders can become a “third voice” supporting the development initia-
tive. This voice is particularly important if the initiative’s key political champion has
low credibility or if the initiative is not favored by public opinion. For example, com-
munication (or educational) campaigns for health projects, especially those addressed
to teenagers, depict the “successful teenager” in the figure of popular singers, athletes,
and actors.

In addition, institutions working within the same sector as a project can be allies if they
do not perceive a threat from the project. In most cases, the institutions that feel threat-
ened by a project become opponents of the initiative. If a project does lead to competition,
preventive actions and targeted messages can be prepared to avoid public confusion.

Recognizing Socially-relevant Topics

Studying stakeholders’ social dynamics allows the project staff to become aware of people’s
priorities and values. These values are the driving forces of the society and may influence
stakeholders’ perceptions and their understanding of any relevant issues that may or may
not be directly related to the development initiative.

It is important to establish the political and social links among groups. For example,
do NGOs have internal connections with the political structures and external ones with
other NGOs? Is the trade union affiliated with a political party or media organization?
In addition, the CBA provides preliminary insight into the fears and myths that may
surround the project and the sources of information people trust on the related issues.
Other targeted public opinion polling or in-depth research can complement this initial
analysis later.
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Understanding Expectations and Perceptions

The CBA provides a general panorama of key players’ expectations related to the develop-
ment initiative. The analysis takes into account the political promises made and the level
of acceptance and confidence the government enjoys in the society. One of the main mis-
steps of projects is the failure to measure and then to manage expectations. For example,
if people expect that a power reform will bring benefits to them within one year, yet the
project managers know these benefits will not accrue for five years but do not manage
expectations accordingly, then people will believe the project has failed when they do not
see the benefits after one year. While a CBA can provide an initial review of these expecta-
tions, further targeted polling presents a deeper view to be used as part of the project or
policy design and also to develop a baseline for both project performance and communi-
cation strategy design.

Recognizing Reactions to Similar Experiences

The CBA conveys information about public perceptions related to similar project or
reform experiences. People are more likely to reject initiatives that remind them of past
negative outcomes, especially those within the same sector. Analyzing these experiences
helps to determine public perception and to anticipate possible resistance to the project or
reform. Tracking the perceptions, expectations, and practices gives a picture of the poten-
tial “behavioral path” of the stakeholders for the development initiative.

Media, Communication Research Environment, and Local Capacity
Media Environment

Two steps help to determine the media tools needed for different target audiences: iden-
tification of the channels each segment of society uses to receive and disseminate infor-
mation and evaluation of the degree of trust existing in each channel. Radio, TV, and
newspapers are the three most common mass media channels. Not all media or chan-
nels, however, are useful for the purposes of development communication. Methods
outside of the mass media can be effective. While advertising and billboards are options
that reach broadly into societies, face-to-face interventions might be better to reach
many groups of stakeholders. The CBA’s media analysis provides a good picture of dif-
ferent stakeholders’ reasons for using specific communication channels; their level of
trust in their sources; and the expectations generated by receiving information through
mass media channels.

A review of past project experience is useful. In a labor training program for youth in
Peru, for instance, whereas radio and newspaper were deemed as the most widely used
channels, the communication strategy focused on local/district based radio because the
media analysis showed this type of radio had the broadest reach and the most credibility
among the youth. Media analysis frequently shows that people in rural areas listen to
national radio stations, broadcasting in vernacular languages, while urban dwellers listen
to private FM stations delivered in a second language. Some people may review all three
main media channels in order to develop a full picture of development issues. For others,
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Box 2: Stakeholder Analysis (Issues to be Covered by the CBA)

Segmenting stakeholders and audiences

—Who are the internal and external stakeholders related to the project? Will they be winners or
losers? What is their political influence? Do they know they will be winners? Do they know they
will be losers? What are their issues?

—Who are the potential beneficiaries? Who might be adversely impacted?

—What are the relationships among these stakeholders? Power relations?

—How can stakeholders be divided into manageable groups? Does the general trade union feder-
ation, for example, have a different view than the specialized unions who represent workers
directly affected by the initiative?

Identifying public opinion leaders or allies

—Do the present leaders drive the project demand? If not, who should lead it? Why?

—Who should not be involved in the process? Why?

—Who are the partners or potential partners in the program/project?

—What institutions or NGOs are working on the same sector? Can alliances be built with those
potential partners? What are the risks?

—Have supporters and opponents been identified?

Recognizing socially-relevant topics

—Regarding the problem that the development initiative is trying to resolve, what is its position/
priority in people minds?

—What is the link between the initiative and people’s priority concerns?

—(an people identify and understand the benefits of the initiative related to their concerns?

—Is the development initiative considered among the alternatives that people mention?

Understanding expectations and perceptions

—What are the expectations the project or reform has generated among stakeholders? Has any
opinion or attitudinal research been done? If so, has it been reviewed for implications to the
project or to determine additional needs? Have the results been included in the project
design?

—What is the opinion about the governmental agency in charge of project implementation? Could
this opinion affect the project?

—What activities could obtain public support for the agency performance? What are the different
scenarios? Do people understand the general benefits and disadvantages of the project? What
are their opinions about the process? Is there public support for the project? Is there any quan-
titative data on this aspect?

—What are stakeholders’ opinions about the political actors involved?

—Is there any other project that, in people’s minds, competes with this project? How?

—What are the risks people identify with the project? What do they see as the strengths of the
project?

Recognizing reactions to similar experiences

—Is there a past history of similar projects? What do people associate with these?

—What associations (institutions, people, models, etc.) do people make with the current
project?

—What aspects are remembered as positive? Why? (Evaluate the arguments.)

—Have experiences with past projects created any sectoral relationships in people’s minds?
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media may only be the third source of information after other channels of information,
such as word of mouth or web-based chat rooms and services.

During communication work in support of economic reform in Kuwait, DevComm
found that there were only about 260,000 households registered to Kuwait citizens—the
several million other residents in the country are guest workers. At this scale, information
could be sent directly to the households of Kuwaiti citizens through the mail without the
mediating influence of the media. Additional studies show that the majority of key opin-
ion leaders get most of their information about the World Bank and its projects from its
web sites and not from the media.

Media and Government Relationship

In many countries, the media is owned by the state (usually broadcast) or by large families
(usually newspapers) with strong connections to political parties. Research by the World
Bank (2002) shows that about 90 percent of global media is controlled in one of these two
ways. Media businesses are based on advertising. In developed countries advertising
comes primarily from the private sector, which invests significant amounts of money in
newspapers, radio, and TV. This is not the case in all developing countries. With the
exception of resident transnational business and some larger local business organizations,
the government tends to be one of the major advertisers. This situation can affect the cov-
erage of a development project and thus the success of its implementation. A general map-
ping of the relationship between media and government can help identify a priori possible
scenarios.

Economic and Political Interests as Information Drivers

The influence of government in the media business and vice versa is significant to the
development process. Political and economic interests can shape the provision and drive
the dissemination of information. It is important to identify these intricate relationships,
to reveal the potential messages sent, and to discover possible alternative media channels
to balance the influence or pressure on some media organizations.

Quality of Analysis and Provision of Information

Besides the economic or political influence of corporate media owners, journalists also
have a significant influence in shaping public opinion. Whether or not they have accurate
information, journalists may have a bias for or against a development initiative, which may
affect their reporting. The level of analysis provided through the media helps to define and
to shape perceptions and expectations among the public. The media rarely provides the
full details about projects because governments often do not supply clear, sufficient, or
timely information. The press offices do not address press releases with an overall strate-
gic approach to the development initiative. The CBA identifies all these relationships. In
some cases, it also identifies the need to develop and deliver training for journalists to bet-
ter understand the development initiative.
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Coverage of Media

For development purposes, it is important to know in empirical terms the level of pene-
tration each media channel has in society. Combined with messages and audiences, this
sets the parameters for the communication campaign. For instance, there are often large
distinctions made between how rural and urban dwellers receive information. There may
be large distinctions among urban dwellers’ use of radio, television, or newspapers as their
primary source of information. Most countries have a private sector polling company,
which, reviews and disaggregates the media habits of the country at least annually. While
this work is done for the advertising industry, the information is of equal value for a media
analysis of the society. This type of study also identifies the degree to which people listen
to media delivered from outside their country. People in Africa and South Asia, for exam-
ple, listen to the BBC World Service more than they listen to local media outlets. For bet-
ter impact, communication programs and costs can be adjusted by using the most
appropriate channels for the specific target audience.

Alternative Means of Accessing Information

Do people access information through means other than the mass media? In specific coun-
tries, depending on the topic to be disseminated, web-based sources of information or SMS
text messaging are used more often than traditional media. In other countries depending
on the topic, word of mouth, direct mail, posters, billboards, and organized discussion
groups may be more effective ways of reaching people. Often word of mouth, for example,
talking to village women at the water pump, may be a more effective way to reach people
than traditional media.

The level of education, socio-cultural behavioral patterns, gender issues, traditional
sources of information, daily habits of the audiences, among other considerations, should
be reviewed before identifying or designing an alternative information mechanism. Fur-
thermore, testing the messages and the channels of dissemination can guarantee the com-
munication strategy’s desired impact.

Communication Capacity in the Country

It is critical to know how much the private sector, universities, and NGOs, among other
organizations, can deliver in terms of communication-related activities. Are there organi-
zations that deliver polling, and what is their relationship to international companies? Are
there companies that can develop and deliver communication strategies and campaigns?
Are there advertisers, web designers, graphic designers, printing companies, and individ-
ual communications consultants in the country? Are there people at the universities or
NGOs who can do some of this work? Since implementation is done locally, if the govern-
ment lacks the capacity, the CBA identifies and assesses the local capacity and suggests
some combination to achieve the communication goals. Options include hiring individ-
ual consultants who work with an international consultant and hiring a single firm or a
consortium of firms, private or NGOs to fulfill the service required, among others. The goal
is to develop an integrated vision of the magnitude of the work and the best alternative pos-
sible for the country team to achieve it.
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Box 3: Media and Communication Research Environment Analysis
(Issues to be Covered by the CBA)

Media environment

—What are the most credible media channels (radio, TV, newspaper) in the society? Are there pri-
vate sector companies that do polling, communications, and media analysis for advertisers?

—Are there any journalists with credibility among the public?

—Are there alternative media which people access? Where are they?

—How do people receive information? What influence do these channels have on their actions?
—look at the influence of each channel in terms of behavior change
—ascertain informal methods of communication

Relationship with government

—Does the government invest money in advertising? How often? In which media?

—Is there any relationship between members of government and the media?

—What has been the position of the media in similar development interventions? Who are the nat-
ural media allies?

Economic and political interests driving the provision of information

—Who owns the media businesses in the country? What other business do they own? Are there
some potential conflicts with the project?
—What is the political tendency of the media?

Quality of analysis and provision of information

—Does the government provide information to the media? How often? What kind of information?

—How do journalists obtain the information? What are their information sources for the issues
related to the development initiative?

—What press or communication materials has the development initiative disseminated among
journalists? What are the messages? (Evaluate the messages in terms of strategic objectives of the
development initiative.)

Coverage of media

—What media channels exist in the country?

—What has been the experience of using the media channels in similar initiatives? Has there been
an impact evaluation of communication in those initiatives?

—What could be the most suitable media combination to reach the main stakeholders of the ini-
tiative? Does the budget allow for media planning? What alternatives do we have?

Communication capacity in the country

—Are there communication research companies? Do they undertake social or attitudinal market-
ing? Do they have experience in similar projects? What are the approximate costs?

—Are there private marketing, advertising, or communication companies? What is their track
record and capacity? What are the approximate costs?

—Are there individual consultants who can design and implement communication campaigns?

—What are the most active and influential private sector (profit and non-profit) public communi-
cation structures (public relations and advertising companies, universities, think tanks, advocacy
groups, etc.)?

—Have any of these organizations delivered public communication programs with similar
objectives?
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Social and Participatory Communication

The participation of beneficiaries and main stakeholders in development initiatives leads
to better and more sustainable results. In his report “Assessing Aid”, David Dollar states
that projects that involved beneficiaries had a 70 percent success rate. Those that did not
had a 10 percent success rate. Consultation implies the active solicitation of stakeholder
perspectives to help shape the formulation of projects and policy, ensuring that the mech-
anisms are in place for a two-way flow of information and for building consensus among
stakeholders about the development agenda (Mozammel and Barbara Zatlokal 2002). The
CBA approach provides task team leaders and World Bank staff with the social mapping
needed to include the participation of beneficiaries from the beginning of the project.

Social Forms of Information

Social spaces exist for the interchange of certain kinds of information that cannot be dis-
seminated through the mass media or traditional communication process. The CBA iden-
tifies these alternative methods of communication and incorporates them into the
decisionmaking process to guarantee adequate feedback. In addition, civil society organi-
zations and representatives of beneficiaries are taken into account to develop the commu-
nication process without breaking the informal (or formal) system they currently use.

When considered as part of the development initiative design, the identification,
engagement, and possible strengthening of the traditional social mechanisms of decision-
making may yield significant results. This can facilitate stakeholder’s ownership of the ini-
tiative by valuing the stakeholders’ current mechanisms and by avoiding conflict through
creation of new mechanisms. If a space for decisionmaking or social discussion does not
exist in the sector where the development initiative will be implemented, new space should
be established. In this case, the representation of the civil society organizations, govern-
ment institutions (central and local), and especially the beneficiaries play a critical role in
facilitating the sustainability and accountability of the initiative.

Participation through a Two-way Communication Process

Project sustainability is based on the real participation of beneficiaries and other stake-
holders involved. There is a tendency to incorporate beneficiaries’ participation after deci-
sionmaking is complete and implementation begins. This represents a weak two-way
communication process. To integrate their expectations, needs, and perceptions, the pro-
ject should include beneficiaries from the beginning of the project cycle. The CBA helps
this inclusion and promotes authentic participation in the development initiative. In addi-
tion, transparent and clear communication mechanisms should be developed to verify the
messages and to ensure beneficiaries are correctly understood.

The capacity to gather feedback from the stakeholders and successfully incorporate it
into the design and/or implementation of the initiative is a major weaknesses and a main
challenge for a development initiative. The establishment of mechanisms of participation
is just one area of the participatory process. Without proper communication, these mech-
anisms of participation can create false expectations among the stakeholders, which can
lead to the ultimate failure of the project or reform.
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Box 4: Social and Participatory Communication Analysis (Issues to be Covered
by the CBA)

Social forms of information

—What are the spaces (schools, churches, etc.) of social interaction for the community?

—How are the beneficiaries represented? How are those leaders elected? Is the development ini-
tiative aware of these activities?

—How does the community take decisions (meetings, committees, etc.) about common problems?
How often? Have they discussed the topics related to the project in their meetings? What did they
agree on?

—Have the beneficiaries produced some communication products in their communities? Can the
project use these as communication mechanism?

—Are there informal organizations in the community? What kind of groups? What are their main
activities?

Participation through a two-way communication process

—Have the beneficiaries been consulted about the initiative? When? How were they informed?
Which materials or messages did they receive? Which institution produced them? What was the
final outcome of the consultation? What are the next steps for strengthening communication/
interaction with them?

—How do the beneficiaries participate in the project? When did they start this process? What are
the communication mechanisms they use?

—Is the local political culture familiar with the concepts and outputs of the project?

Building consensus

—Has the interest of the formal and informal community/local leaders been identified in project
benefits/changes? What is the relationship among them? Have they worked together on past
experiences? What were the results?

—Have there been previous conflicts among these people? Current conflicts? What is the magni-
tude? Can they affect the project?

—What are the common points identified for starting a consensus-building project? What is the
degree of commitment for negotiating?

—Does the government support the community agreements? What is the community opinion of gov-
ernmental intervention? What about other stakeholders’ interventions (private sector, NGO, etc.)?

Identifying networks

—Who are the champions of the development initiative? How important are they for the benefi-
ciaries and stakeholders?

—What other institutions are participating in community development? How do they coordinate
to take actions? What is the level of community involvement? How do the other institutions mea-
sure this involvement?

A challenge for the World Bank staff is to decide what actions should be taken with the
feedback or information provided by the stakeholders. These data do not necessarily coin-
cide with the financial and technical approaches used in the project. Therefore, the data
could be discarded, underestimated, or simply ignored, creating a gap between the techni-
cal approach and the socio-cultural perspective of the stakeholders. Often the Inspection
Panel reports show that the complaints of communities or groups are not related back into
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the project itself. Instead, the complaints relate to the project communication process both
with the manner in which the local teams approached the communities and how their
views were taken into consideration. To properly manage those expectations during the
project cycle, the CBA provides an interesting and useful picture of the stakeholders’ expec-
tations, regarding their participation in the development initiatives.

Building Consensus

Trust among participants, transparent information, appropriate feedback, and leadership
are some of the key components for building consensus. The communication strategy
should implement activities to strengthen those activities, incorporating the human com-
munication dimensions needed for negotiating among the stakeholders. As Masud Moza-
mmel and Barbara Zatlokal (2002) point out in a World Bank report, “in order to ensure
a two-way flow of information, it is necessary to take into account both internal and exter-
nal factors that influence human communication.” Building consensus is a process that
not only involves good knowledge of human relationships and dynamics but also deter-
mines the appropriate information that needs to be shared with the stakeholders.

From DevComm’s perspective, building consensus is a communication process per se
that should have the appropriate approach to achieve success. The CBA provides infor-
mation about formal and informal relationships among the key stakeholders; power and
influence of each stakeholder; and past conflicts that might affect the future process.

Identifying Networks

At the local level, the map of different actors is useful to identify possible networks with
which the development initiative might work. NGOs, church organizations, schools, and
so forth are just some of these institutions that should be included in an integral develop-
ment approach for a communication campaign. This part of the analysis also helps to illus-
trate how the actors relate to each other and to their own organizations to identify potential
interests that are not evident at first glance.



CHAPTER 6

Contribution of the CBA
to Operational Projects

dynamics influencing a desired reform. Through the systematic identification of

problems, sources of influence, effective methods, and timing for change, the
CBA framework helps to mitigate risks and to improve the efficiency and sustainability of
World Bank projects. This section outlines the main outcomes provided by the CBA.

Numerous frameworks exist to analyze the political, social, cultural, and economic

Alignment of Development Objectives

The CBA identifies the relevant concerns and priorities of the main stakeholders involved
in a development initiative. It enables Bank staff to determine whether the priorities pre-
viously identified in the technical and economic analyses correspond with the concerns or
expectations of the affected stakeholders. If they do not align, suggestions and recommen-
dations from the CBA can help bridge the gap.

Without the CBA, the Bank may give erroneous advice to the client government on
the perceived priorities of affected people. The role of the CBA in aligning the objectives
of development initiatives to the real concerns and priorities of the beneficiaries is critical
in designing projects. The following chart from the Ghana Urban Water Reform program
shows, for example, that the issue of water is highly important to people. Further research
indicates that the main reason relates to health issues, thereby tracking with a major Bank
investment in the water sector (see Figure 3).

An additional piece of research breaks down the issue even further. Countering per-
ceptions that the main issue with water would be the expected increase in its price, the real
issue was availability. This again sets the right context for Bank investment (see Figure 4).

31
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Figure 3. Importance of Issues (Ghana Urban Water Reform)

issues for respondents.

Health, water, and access to education were the most personally important

Notatall | Nottoo | Somewhat Very
Issue important | important | important | important
Health 0% 0% 6% 94%
Water 0% 1% 7% 92%
Access to education 0% 1% 8% 91%
Unemployment 1% 2% 9% 88%
Future for the country’s youth 0% 1% 15% 84%
Economic growth for the country 0% 2% 15% 84%
Electricity 1% 3% 17% 80%
Government effectiveness 1% 2% 19% 80%
Sanitation 0% 2% 20% 78%

Identification of Audiences

The CBA identifies and disaggregates audiences, their issues and behaviors. For example,
in the Ghana Urban Water Reform project, the CBA identified the main audiences as:

Politicians, in particular the majority whip, the Minister, Cabinet and members of
two House subcommittees;

A set of civil society organizations including a major local NGO, which owned a
newspaper and had links to a major global NGO based in the United States. There

were also a set of NGOs who supported the reform program;

Figure 4. Most Important Aspect of Water Service (Ghana Urban Water Reform)
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The Trade Union Congress (TUC), the union representing the workers in gov-
ernment utilities, and the staff of the Ghana Water Corporation.

With this case, it was important to break apart the audiences. For example, a trade union
is often thought of as a single entity. In reality it can be composed of many groups, each
one affected differently and with varied political interests and communication needs. In
this case, while the TUC was opposed to the reform, the union representing the workers in
the water utility supported the reform. Rank and file workers have different issues and
needs and could be further sub-divided. On the political front, the Minister for Water had
to be convinced that the reform program was supported by the public; the cabinet had to
approve a change from a lease agreement to a management contract; which then had to be
agreed to by the parliamentary subcommittees. Therefore, within the grouping “parlia-
mentarians”, there were very different audiences and concerns.

Another case, the West Africa Gas Pipeline, illustrates audience concerns across bor-
ders. The pipeline, starting in Nigeria, would supply gas to Benin, Togo and Ghana. Each
country had a set of internal audiences highly dependent on its predominant national
interest. There were some overarching audiences, such as NGOs, but this played out dif-
ferently in each country. Parliamentarians were also a common audience who in this case
had a common issue—lack of information on the laws and regulations they were expected
to pass. The issue in Nigeria was mainly driven by an NGO that had lingering concerns
related to land rights, shared benefits, and human rights issues in the Niger Delta, where
the gas originated. In Ghana, the question was surrounded the economics of the project,
and in Benin it was compensation. In Ghana the NGOs were mainly supportive of the pro-
ject as it would use gas instead of light crude to generate power and there would be many
environmental benefits.

In an example in Mauritius, the government committed to private sector participa-
tion for water and sanitation. As part of the IFC advisory services to the government of
Mauritius, a CBA was carried out to identify risks and opportunities. Figure 5 shows the
identification of the main audiences for this project.

In each of these countries cited, there were different audiences linked to different
issues. Their level of interest and influence was dependent on the impact of the project in
each place. The main audience was also different: in Ghana it was the political establish-
ment, in Nigeria the NGO community, in Benin it was the local people affected by the pro-
ject and in Mauritius the employees and consumers.

Assessment and Mitigation of Social and Political Risks

The CBA identifies the level of government support for the initiative and the resistance
from opposition groups, such as domestic and foreign pressure groups, political parties,
and social sectors. If this is done at the beginning of the project cycle, an assessment of
the potential political issues associated with development initiatives allows Bank staff
to design appropriate risk mitigation measures to facilitate the implementation of these
initiatives.

There is a tendency to underestimate the potential risks posed by groups viewed
as “marginal” or “irrelevant.” Teams often assume that these groups are outside the target
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Figure 5. Major Audiences’ (Mauritius)

Primary audiences: those ultimately affected, CWA and WMA employees, CWA end users,
either positively (beneficiaries) or negatively (for WMA connected costumers, water service
example, those involuntarily resettled). providers, people living near major infrastructure

work, poor and vulnerable groups, public at large,
small farmers.

Secondary audiences: those with some Other ministries: Health, Fisheries, Local
intermediary role. development, Finance, Environment, Education.
Water Resource Unit, Irrigation authority,
Members of Parliament, Police de | ’environment
Donors: EU, UNDP. NGOs: environmental and
social NGOs, National Councils. Sugar Cane
Producers. Expatriates.

Key stakeholders: in a PSP plan are those who Religious groups: Hindu Maha Sabha, Muslim,
can significantly influence the plan and who are Christian, Tamil communities. Media: National
important to its success. Broadcast Channel, private and public radio

stations, newspapers, weekly magazines. Civil and
Professional Associations: Mauritius Consumer
Association, Association des Hoteliers et
Restaurants de I lle Maurice, Joint Economic
Council. Industries: tourism, agriculture (sugar
cane producers). Unions: Federation of Civil
Service Unions, CWA union.

“CWA stands for “Central Water Authority” and WMA for “Waste Management Authority.”

audience to be involved in the discussion about the development initiative. This is a
strategic mistake. For example, in the case of urban water reform in New Delhi, a
small NGO composed of a few women was dismissed as not being important. Yet
because of their high-level political connections, the group was able to derail the
project.

The CBA helps identify all potentially affected stakeholder groups, including those
that may seem “irrelevant” at first glance, thereby assessing the relevant risks—particularly
social and political. In turn, this identification of stakeholders—and the social and
political risk from each group—forms the basis of a strong communication component
in a development initiative. The component engages and involves relevant stakehold-
ers and mitigates their potentially negative influences on the initiative. This component
goes beyond the information and dissemination approach and involves two-way com-
munication activities that address the concerns and incorporate the feedback of all rel-
evant actors.

This methodology is illustrated in the Figure 6 in which the stakeholders are identified.
The chart, however, also looks at the areas of conflict and the nature of the conflict. Such
mapping is critical to project design, consultation design, risk mitigation, and the devel-
opment of a communication strategy.

In the case of the judicial reform in Georgia, the CBA brought to the attention of the
government and Bank teams the many risks involved with the modernization of the judi-
ciary. Among the main findings, it became clear at that time the only reformers were those
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Figure 6. The Reality of Institutional Settings
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behind the judicial reform. Hence, all those “Soviet-minded” politicians were ready to
attack the judicial process, not on the merits or shortcomings of the reform itself, but
because it represented the forces of change and democratization. The following chart sum-
marizes the main risks identified with the reform.

Figure 7. Georgia Judicial Reform Socio-Political Risk Analysis

High political risk in a difficult environment

* Groups with powerful vested interests had a lot to lose from
the reform (judges, legal professionals, politicians, mafia, etc.)

* Judicial reform could become the focus of a wider, mainly
political, debate

¢ Insufficient consensus — internally and nationwide — on the
need to reform

¢ Lack of interest and public mistrust towards the judicial
system (Soviet legacy)

 Citizens resorting to “alternative” dispute resolution
mechanisms (i.e. organized crime)

* Concept of “legal culture” under developed
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Identification of Stakeholders’ Positions

In general, development teams tend to believe they know exactly what the stakeholders
think about a topic or project. Often, development projects are designed based on these
beliefs. These beliefs, however, are merely assumptions, and assumptions may not neces-
sarily be correct.

The CBA helps Bank teams avoid making assumptions by identifying the relevant
stakeholders who are affected—positively or negatively—Dby the development initiative. It
analyzes their positions and key concerns, their relative importance in the policy process,
and their relationship to institutional decisions.

For instance, in the pension reform project in Egypt, the CBA found that the consen-
sus among the opinion leaders was that the passage of the controversial reform could not
be assured without the support of key stakeholders outside the government. Therefore,
there was a need to undertake consultative and consensus-building processes with stake-
holders to build support for reform proposals.

One of the suggestions considered in the CBA was for the government to increase
the circle of those consulted to increase the support from wider segments of society. The
main risks of this activity—such as building expectations that could not be fulfilled or
alienating stakeholders because the process appeared too final for their inputs to be
meaningful—were identified, and specific mechanisms were created to mitigate these risks.
Another output of the CBA is the analysis of the arguments and strategy of the opposition
groups related to the development initiative. This feature of the assessment is crucial for
framing the future messages to the stakeholders, and more importantly, for making
strategic decision on how to approach the main stakeholders that might be involved in
the process.

Box 5 is an example of the stakeholder analysis and the identification of their positions
regarding a water and sanitation project in Mauritius involving private sector participation.

Identification of “Champions” for the Initiative

For reforms to succeed, political willingness to move forward is crucial. This is true
particularly if development initiatives involve unpopular measures. The CBA’s con-
tribution to the topic of political will lies in identifying key officials and independent
and authoritative third parties who could become “champions” for the development
initiative.

The common pitfall in identifying the appropriate reform champions is that often
finance ministers or government agencies signing the loan agreement with the World Bank
are considered to be natural champions for the process. However, this narrow approach to
selecting a champion may not necessarily be the most appropriate. A champion selected in
this manner may not resonate with the general population or the main stakeholders
involved in the process, leading to obstacles in getting the message across to beneficiaries
in the civil society and other relevant groups.

The identification of suitable champions, therefore, requires in-depth research, mainly
quantitative. Opinion polls and surveys exploring people’s perceptions about potential
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Box 5: Analysis of Critical Audiences (Water and Sanitation PSP, Mauritius)

The agricultural sector: The agricultural sector is quite autonomous in terms of water needs. Water
rights are attached to land ownership. If a license is going to be issued to regulate the usage of
water, the chamber of agriculture and the sugar cane producers (whose interests are completely
merged) are going to protest and appeal to their undeniable water rights.

Small agriculture producers: Without water rights, they are the most frustrated and in need
of additional water resources. The Water Resources Unit has drafted an integrated plan for har-
nessing additional water resources with the purpose of optimizing the utilization of this vital
resource. The plan includes a monitoring system capable of measuring the amount of water being
extracted by the sugar cane producers. This aspect will most likely create frictions and should
therefore be handled with special sensitivity.

Unions: Although only 13% of the working force in Mauritius is unionized and with the excep-
tion of a few groups, unions are not vocal as in many other developing countries, not considering
their positions could cause the attempt to privatize the water sector to fail. Unions need an appro-
priate explanation of where the reform is leading. The Central Water Authority (CWA) union fears
a reform dropped from the top without proper consultation with the labor force. Again a strong
call for transparency needs to be registered. Finally, the CWA union is aware that the water sector
and CWA authority need to be modernized. The Federation of Civil Service Unit believes the water
sector should remain in the hands of the government. Privatization is seen as the result of mis-
management and as handled without proper transparency. Although their level of organization
seems fairly weak, this group represents 70 percent of the unions in Mauritius.

Mauritius Consumer Association: The Mauritius Consumer Association is the most vocal oppo-
nent of the current billing system and tariff structure of CWA and WMA. Although they are a small
organization, their capacity to organize well-articulated public protest should not be underesti-
mated during the reform process.

The media: None of the national media is prepared to talk about privatization. Neither
broadcast nor print media fully understand what private sector participation is all about and they
do not know any success stories. Sensationalism prevails over objectivism. In order to avoid mis-
communication, journalists will need to be contacted and involved throughout the duration of
the reform process.

Elected officials: MPs and Government officials, as well representatives from local govern-
ments, need to be informed about developments in the sector and, eventually, believe they are
themselves part of the reform process.

Other dissatisfied parties: On top of the normal process of information dissemination central
to the government’s communication strategy, particular attention in communicating the reform
should be given to all those audiences that might have specific reasons to be opposing the reform.
With the completion of the public opinion research study, a cluster analysis of the different seg-
ment of the population will provide additional clear cut information of all critical audiences
opposing the reform that might exist.

The poor and vulnerable groups: In line with its commitment for social justice, the govern-
ment will need to make sure that socially excluded and poor groups will be adequately identified
during the reform and provided with a special treatment concerning the provision of water and
sanitation services.

champions and how their credibility and legitimacy are perceived will lead to a more strate-
gic approach to deciding who would lead the process.

The following chart illustrates the degree of trust in different audiences. This is impor-
tant in defining who should be the spokesperson or champion for the reform program
and in identifying the level of credibility he or she has among audiences. In this case, the
NGO opposed to the reform was seen as having low credibility with the public while the
government—as opposed to politicians—had high credibility.
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Figure 8. Players (Ghana)
The national government, local media, and religious leaders were perceived as
having the most positive impact on Ghana.
Very bad | Somewhat Somewhat Very good
Stakeholders impact bad impact | good impact impact
National government 2% 5% 30% 64%
Local media 1% 4% 36% 59%
Religious leaders in Ghana 1% 5% 36% 58%
International NGOs 1% 3% 39% 57%
The World Bank 4% 8% 37% 52%
International private sector 2% 7% 46% 46%
The IMF 5% 9% 40% 45%
Local NGOs 1% 5% 49% 45%
Local private sector 1% 7% 48% 44%
International media 2% 10% 46% 43%
ISODEC 1% 6% 54% 40%
Rudolf Amenga-Etego 1% 12% 59% 30%
Politicians 17% 24% 37% 22%

Understanding of Decisionmaking Mechanisms

The establishment of effective mechanisms for engaging key stakeholders in the develop-
ment process is one of the main challenges faced in World Bank interventions. Yet another
difficulty is the creation or strengthening of inclusive decisionmaking mechanisms and the
space for dialogue.

The CBA assists World Bank teams in this effort by outlining the current decision-
making mechanisms used by stakeholders. CBA findings can be included as input for the
implementation arrangements in the project design or as part of the governance and trans-
parency mechanisms. Along the same line, the CBA also recommends effective mechanisms
for stakeholder participation based on timely provision of information and appropriate
feedback collection process. These mechanisms should be included as part of the techni-
cal design of the project to promote efficient project implementation and delivery of the
expected outcomes.

In the case of the Arid Lands Resource Management Project (II phase—ALRMPII)
in Kenya, the CBA included a survey of 42 representatives of local technical teams (Field
Extension Workers, FEW, and Mobile Extension Team, MET) from 21 districts where
the project implemented community-driven development (CDD) components. The
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Figure 9. Basic Organizational Communication Chart for ALRMP II* (Kenya)
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main objective of this survey was to identify the main information gaps among the teams
that limited their interaction with the rural communities in Kenya. The participants
believed there were not enough channels to share information; however, the survey
identified that the teams were not using the right channels to communicate with each
other and the information they shared lack consistency. The teams approached the
communities and provided information that was based on individual experiences. Most
of them were not aware of the innovations and outcomes in other districts; some other
had the information but did not share it because they did not understand how impor-
tant this experience could be for their own district. The team members were unclear
how to convey the successful experiences because there was no shared understanding
of what a “best practice” meant. In addition, the upper management (government) did
not receive this information systematically. The chart below is a Basic Chart on Orga-
nizational Communication, identifying the type of information needed to improve the
teams’ interaction with the communities. Moreover, the survey showed that there was
a significant lack of “bottom-up” information from the local teams to the government.
This situation not only limited the government knowledge of the results of the ALRMP
IT project but also weakened its ability to improve its natural resource management
policies.
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The CBA also identifies government decisionmaking mechanisms and can assist in the
restructuring that is needed for more efficient decisionmaking or to identify the potential
roadblocks.

Inputs for a Sound Public Communication Program

One specific goal of the CBA is to provide inputs for a public communication program,
which can evaluate the previous activities and channels; decide on the communication
tools; raise awareness; and build public consensus around the development activity.

A thorough analysis and understanding of the audiences and risks is the basis of a
sound communication program. The CBA identifies ways to make communication with
various stakeholders more effective. It also examines the specific communication channels
through which the audiences related to the project receive information, looks at the over-
all media environment, and determines the best mix of channels to reach the target audi-
ences. Furthermore, it analyzes the communication infrastructure and capacity, both
within and outside the government or the implementation agency, for undertaking com-
munication activities. The main challenge for the World Bank is in determining how to
incorporate these findings of the CBA in the design of development initiatives.

Figure 10 outlines the components that the CBA developed in the Bumbuna Hydro-
electric project in Sierra Leone. As illustrated the communications campaign utilizes a wide
variety of activities in order to achieve project success.

Figure 10. Communication Action Plan Components*
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* EIA stands for “Environmental Impact Assessment” and RAP for “Resettlement Action Plan.”
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Figure 11. Main Areas of Intervention (Brazil)
There are five main areas of communication intervention, but there
are four preliminary areas for the Teresina project:
Used for Approach for
Areas Example Teresina? | Teresina (example)
Information
Public Information & Education campaign about the
Education campaigns Yes PPP process
Participatory For decision Strengthening the
Communication making Yes Community Forum
Communication for Hygiene
Behavior Change promotion No
Inter-institutional
Advocacy and Consensus communication for
Building Pass a law Yes coherent message
Reducing the risk
Re-structuring a of misinformed
Internal Communication firm Yes opposition

In the case of a water and sanitation project (under preparation) in Brazil, the CBA
analyzed the development objectives of the project and defined the main areas of inter-
vention for a sound communication campaign (see Figure 11).

Important strategic decisions include how people receive information and whom they
trust. The following chart illustrates the case of water reform in Ghana where most people

Figure 12. Trusted Sources

The majority of respondents trust local Ghanaian radio and television
stations for their news and information.

80% 75%
70%
60%
50% 47%
40%

30%

Percentage of Respondents

20% 14%

s
10% 9% N

4% 3% 2% 1%

/7 | — = 2

0% T T T T T T T
Local Local Local Friends & International ~ Church  International Local
Ghanaian GhanaianTV newspapers family TV stations radio magazines
radio




42  World Bank Working Paper

receive their information from local radio. Therefore, local radio was the media channel
on which the communication strategy was most focused. Further desegregation shows that
in urban Accra, for example, three FM radio stations together control about 80 percent of
the market.

A further example comes from Kenya. In reviewing information related to how peo-
ple receive information, the polls indicate that overall 67 percent of people in the country
receive information from radio, specifically the Swahili service of the Kenya Broadcasting
Corporation. A further break down of the numbers, however, finds that in urban Nairobi
only 10 percent of people receive their information from this source and about 36 percent
receive their information from a Nairobi-based English language FM station. In designing
a communication strategy in Kenya, the CBA would advise use of different channels to
reach people, depending on where they lived. This research helps to target information
specifically to the identified audiences.

The development of the messages that will be used in the communication campaign is
also critical to the communication campaign. Messages can be tested with various audiences
(as the chart following illustrates). This message testing also forms part of the strategic deci-
sionmaking that comes from the CBA.

During the course of a communication campaign it may be necessary to change the
message or the position. During the Ghana water reform program, for example, opposition
to the program was very intense over the decision to bring in a management consultant.
The opposition to the project continued to paint it as a “privatization” program when in
fact nothing was being sold and all assets would remain with the government. The private
public partnership was only about a management contract. Since this was a difficult concept
to explain, the decision was made to shift the nature of the debate away from the process to
the expected outcomes of the project. This change in message altered the dynamics of the
debate, developing more support for the project. Figure 13 summarizes the main messages
tested for the water sector reform in Ghana.

Capacity-building for Achieving Effective Communication

To improve the impact of communication interventions, it is crucial to design training
components to help operational staff, governments, and their communication staff
develop and implement strategic communication activities. Training may be needed in
communication and media skills, research and analysis, and strategy development. Indeed,
capacity-building is a crucial activity because governments and implementing agencies are
responsible for delivering all of the technical components of the project, of which com-
munication constitutes one of the most difficult and vulnerable aspects.

Capacity-building is extremely important at the grassroots level, where the commu-
nication mechanisms need to facilitate and guarantee the inclusion and participation of
relevant stakeholders in the decisionmaking process. The challenge of establishing and
managing such a mechanism lies first and foremost in the governments’ lack of under-
standing about the use of effective communication tools in the successful delivery of the
project. This is compounded by the absence or low capacity of the implementing agencies
to carry out sound communication activities.
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Figure 13. Messages

Of all the messages, respondents agreed the most that the Ghanaian
government should be responsible for ensuring the poor have access to water.

Strongly | Somewhat | Somewhat | Strongly
Issue Disagree | Disagree Agree Agree

Even if there is private sector participation in water service and
delivery, | think that the Ghanaian government should be ultimately

responsible for ensuring that the poorest people in Ghana have access 2% 5% 20% 74%
to clean water.

If private sector gets involved with operating and managing water 7% 9% 34% 50%
service, the price will increase, but so will quality and service.

If they want to improve the water system, it would be best to fix what is o o o o
wrong with Ghana Water Company rather than bringing in PSP. 9% 14% 31% 46%
Ghanaians do nqt mind who is in charge of the water service delivery, 18% 14% 259, 43%
so long as there is an affordable, dependable source of clean water.

International private sector participation is good for Ghana. 9% 13% 37% 41%

If there were private sector participation in water service and delivery,
then | believe the private sector should be ultimately responsible for 16% 23% 27% 35%
ensuring that the poorest people in Ghana have access to clean water.

The poorest people in Ghana will not be well served by private sector

S ) ) 23% 24% 25% 28%
participation in water service delivery.

If private sector gets involved with operating and managing water

A . S ; . . 24% 23% 27% 26%
service, the price will increase, but quality and service will not.

In the case of the property rights projects, for example, legal and technical staff who
have constant interactions with the project beneficiaries—the majority of whom belong to
the indigenous or minority groups—should be trained in improving their communication
skills to achieve better results. This training would require extra effort to translate techni-
cal topics into a simpler, easier-to-understand language that is also socially and culturally
sensitive for the target stakeholder groups.

The CBA identifies the current capacities of all the relevant implementers and develops
a skills needs assessment along with the required training programs. Figure 14 presents one
of the aspects covered in capacity building activities (training or technical assistance) to
prepare the communication strategy for a private-public partnership in a water and sanitation
project. The main areas of intervention were prioritized and the main audiences identified.
Based on this analysis, the project implementation unit in the country identifies the objectives
for each audience, the main activities to reach the objectives and the capacity needed to
implement the activities.

Ensuring Internal Coordination and Consistency

The CBA identifies the appropriate internal communication mechanisms that facilitate the
implementation of internal reforms in the institution and helps to properly engage the
employers. An appraisal of the extent of internal consensus within government on the reform,
policy, or project is fundamental to designing a development initiative. It is also critical for
starting a genuine process of ownership with the inclusion of different stakeholders, especially
the internal actors.
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Figure 14. Guidelines

. The main areas of intervention are: (i) Public Information & Education;
(ii) Advocacy for consensus; (iii) Internal Communication; and
(iv) Participation (CSO => social accountability)

o Identify the main objectives for the Communication Strategy based on
the identification of the key audiences and objectives. As example:

Audience Objective Activity Capacity needed

Identify International Staff for research and

Provide timely, proactively and | successful cases on develop the stories

. adequate information PPP that might resonate | (articles will be planned
Media | regarding the PPP process in the city and sent)

Prove that PPP is the most Identify testimonies of

suitable and best alternative consumers that support | Staff for research and

for the city the PPP alternative develop the stories.
Invite journalist to study | Staff to update the media

Strengthen the networking tours in specific list and develop

with the media locations relationship with them

World Water Day: Work
breakfast with key

Lead a public debate on the journalists to discuss the | Staff to update the media
future of the water sector in vision of the water list and develop
the city sector relationship with them

By integrating communication mechanisms into the design of development initiatives,
an effective flow of information among all relevant stakeholders is achieved, facilitating
coordination and accomplishing better levels of transparency and governance in the pro-
ject. The CBA produces the basis for an effective inter-institutional communication plan.

Coordination mechanisms are critically important in achieving better alignment and
consistency in the vision and messages that should be delivered by all the relevant internal
stakeholders, particularly the implementing agencies within government. The internal
consistency of the messages will be reflected in a sound and solid message to the external
audiences that will build up the credibility, image, and reputation of the overall project and
the implementing agencies.

Conclusion

The use of strategic communication tools and techniques helps citizens better under-
stand their governments’ visions in implementing reforms. Over the last few years, the
strategic communication approach has played an increasingly important role in min-
imizing the political, cultural, and social risks inherent in the development process.
Strategic communication entails the development of programs designed to influence
the voluntary behavior of key stakeholder audiences to achieve development objec-
tives. This approach is particularly critical in development programs, where increas-
ing the level of awareness about a development issue does not automatically produce
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the necessary sustainable changes in the public perception or behavior for a successful
reform or project.

It has been proven that knowledge alone cannot produce a behavior change (for exam-
ple, in the use of water, payment for services, and increase in tariffs). Going beyond the
transmission of information to achieve a change in practices and behavior requires a real-
ity check between the priorities identified in the technical and economic analysis and the
concerns that relate to non-technical and non-financial analysis. Often, reforms are viewed
from the standpoint of the implementing agencies, and not from the point of view of the
people whose lives are directly affected by the reform. Strategic communication techniques
can inform and encourage policymakers to base their decisions on a clear understanding
of beneficiaries’ perspectives from the beginning of a development initiative. The CBA is
the strategic tool that can improve significantly the outcomes of development initiatives.
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