Introduction
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In this phase you will use the creative brief developed in the previous phase to guide you in the process of testing and selecting concepts, messages, settings, channel-specific activities, and materials. 

The decisions in carrying out these steps will result in a communication plan that explains who (including partners) will do what, when, where and how often in carry out your communication activities. 

The specific steps included in this process are:

· Work with partners to draft a timetable, budget, and plan for developing and testing concepts, messages, settings, activities, and materials.

· Develop and test creative concepts with intended audiences. Concepts should be based on the theory you chose and the results of your formative research. 

· Develop and pretest messages with intended audiences. Messages should be based on theory and the results of your formative research, including concept testing.

· Pretest and select settings; the places where you hope to expose your audience to messages. 

· Select, integrate, and test channel-specific communication activities.

· Identify and /or develop, pretest, and select materials. 

· Decide on roles and responsibilities among staff and partners to execute communication plan.

· Produce materials for dissemination.

· Finalize and briefly summarize the communication implementation plan.

· Share and confirm the communication plan with appropriate stakeholders.

Step 4.1:
Work with partners to draft a timetable, budget, and plan for developing and testing concepts, messages, settings, activities, and materials.
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What To Do

Develop a timeline that visually organizes how you put your communication activities, materials, and tasks into action. 

Develop a budget that reflects your organization’s or funding organization’s format. Often, budgets are created in a column format with direct and indirect expenses outlined in separate sections.

Develop a plan for testing concepts, messages, settings, activities, and materials.

Budgets clearly explain costs in an organized fashion. You can develop a complete, workable budget by making sure that it fulfills some key objectives: 

· Tells the same story as your program's narrative

· Includes detailed descriptions or reasons for use, if reasons are needed

· Projects costs to be needed during the program's duration

· Anticipates various or unforeseen expenses

· Includes all items required by the funding source

· Includes all items paid for by other sources

· Includes volunteer and in-kind services to be provided

· Details additional benefits separate from salaries, if these costs are required

· Includes all fees for consultants or contractors

· Lays out details of all non-personnel costs

· Includes indirect costs when appropriate

Provide a budget narrative that includes the details and reasons for each of the expenses requested for extending your program into Year Three. 

Make sure that the budget and budget narrative relate the same story as your objectives, program activities, methods, and program evaluation.

If the project is to be continued over the long term, describe a simple plan for getting future funding needs beyond the timeframe that has been funded.

How To Do It

There are many kinds of timelines. Select the type of timeline that makes most sense for your program or your agency. Whatever option you choose, your timeline should address some important questions:

· What activities are needed (for example, selecting methods, obtaining resources, hiring personnel, recruiting participants)?

· When does each activity begin and end, or when is an activity repeated?

· What time frame (for example, weeks, months) is most suitable for your communication plan?

· When will selected activities identified in your timeline be accomplished?

· When will the outcomes and/or products you create that result from your program objectives be due?

· Is there an order to the activities listed in the budget?  Are there certain things that must be done before another?

Budgets should be created from the beginning; that is, they are based on your goals and objectives as well as your methods. This structure makes sure that the goals, objectives, methods, and interventions justify your budget and that your budget justifies the goals, objectives, methods, and interventions that you have chosen. 

Factors that most often make up budget items are included in the outline of the proposal summary below:

Proposal Summary

I. Introduction, Background, and Justification 
 

II. Problem Statement 
 

III. Program Goals and Objectives 
(include outputs and products created according to projected timeline) 

IV. Methods 
(include steps to be accomplished to provide outputs and created products) 

V. Evaluation 
(provides ongoing measurement of how the program working and how well resources are being used ) 

VII. Budget 
(compares the resources that have been requested and those donated to the project with what is produced and then relates this usage to the established timeline) 

I. Sample Budget with Descriptors

Budgets contain three primary sections: Direct costs (Personnel and Non-personnel) and Indirect Costs. Budget tables designed similarly to spreadsheets are descriptive and can be useful. 

Columns including information such as fixed costs as compared with variable costs and requested funds as compared with donated and/or matched funds are particularly useful.

A.
Personnel 
1. Salaries and Wages: The following format is useful for indicating all full-time and part-time staff for your proposed project:

Number of persons per title 
Title 
Annual salary 
Percentage of time commitment 
Amount requested 
Amount donated or in-kind aid 
Total 

  
 
 
 
 
 
 

B.
Non-Personnel
1. Space Costs: The following format is useful for indicating costs of facilities (for example, buildings and/or meeting rooms) that you will be using (rented, donated, or otherwise). The cost of utilities (for example, heating or water), maintenance services, repair work or changes to the space (if allowed), insurance on the facility, and other costs, if they apply, and may be also calculated.

Space costs 
Amount requested 
Amount donated or in-kind aid 
Total 

Office space 900 sq. ft. $1125.00/mo x 12 mos.
 
$13,500 
-0-
 
$13,500

Facility insurance @ $600/year
 
-0- 
$600
$600
 

C.
Indirect Costs
1. Expenses to your organization or institution that are not directly related to the project, but are required in order to put the project into action (for example, environmental management—such as heating, cooling, or water; protection and security; cleaning services; decrease of value due to wear and use; and equipment repairs and upkeep). The following format is useful for indicating indirect costs:

Indirect Costs 
Amount requested 
Amount donated or in-kind aid 
Total

43% of direct costs ($121,205) 
 
$58,178 
$58,178

TOTAL BUDGET (Sum of Direct and Indirect Costs)

Budget statements may be required to describe the necessity for any money spent that could be thought unusual or for purchases of items that cost more than something similar found from another source.  These statements should be based on the goals, objectives, and methods previously selected.
Step 4.2:
Develop and test creative concepts with intended audiences. Concepts should be based on your theoretical focus and the results of your formative research. 

[image: image3]
What To Do

Develop and test creative concepts with target audiences. Creative concepts are the "big ideas" that capture the essence of what you want to communicate to intended audiences. You should also develop the standards to use in evaluating the concepts.

How To Do It

Write objectives for your creative concepts. These objectives will serve as the standards against which you will compare your testing results. They should also be reflected in the questions asked during the testing process. 

For example, if your objective is to motivate the audience with your concept, then you should ask audience members, after exposing them to each concept, whether or not they are motivated by the concept idea. 

Likewise, if your objective is to choose the concept that has the greatest appeal, you should ask audience members, after they have viewed all the concepts, which they find most appealing.  

You can test your concepts according to the steps below.

· Create questions to ask the target audience(s) to determine the following information:

· What appeals to the target audience?

· What do members of the target audience want?

· What draws them to action?

· What are their information needs?

· What strengths and resources do audience members have that can be considered in creating concepts?

· Use one or more appropriate methods for gathering data on concepts:

· Existing secondary data that answers questions about the target audience

· Focus groups representing the target audience adequately

· Intercept surveys at malls or other gathering places

· Telephone, mail, or in-person written surveys

· Identify three to five concepts that seem most appropriate for the target audience.

· Verify your ideas about the concepts you have developed by testing them with the target audience and/or experts. You may test several concepts and select a "winning" concept based on important selection information:

· Which concepts are most appealing?

· Which ones relate to the audience?

· Which ones are easy to understand?

· Which ones get the audience's attention? 

· Which ones present a believable message?

· Which ones are proper for the culture?

Testing concepts with your target audience before you develop messages helps make sure that your messages will be clear and will relate to your intended audience. Later you will develop specific messages from the concepts tested in this step. 

Consider some important issues when selecting a method for testing your concept:

· Stage of development of the concepts 

· Characteristics of your target audience 

· Sensitivity and complexity of the communication

· Resources available

Whichever concept testing method you select, remember to focus on ideas, asking the audience about themes rather than about specific campaign materials. You will develop and test specific messages in the next step.

Step 4.3:
Develop and pretest messages with intended audiences. Messages should be based on theory and the results of your formative research, including concept testing.
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What To Do

Using your creative brief, results from your concept testing, and a review of relevant communication and behavioral theories, you should now refine the most promising concepts and develop messages. Begin to identify materials needed to help your communication activities deliver messages. Be sure to consider revising existing materials if appropriate. Information in messages should communicate some crucial characteristics: 

· Accuracy

· Completeness

· Relevancy

· Appropriateness in format, style, and readability level

How To Do It

In the previous step, you developed and tested abstract concepts. Now you will develop a message based on the concepts that show the most promise with the target audience. Your message should convey the exact statement or precise point you want to communicate.

Effective messages have the following characteristics:

· Clarity: Clear messages contain as few technical terms as possible and eliminate information that the audience does not need in order to respond to the message.

· Consistency: Scientific findings about health often change with new research. Messages from your program should attempt to convey consistent and accurate information.

· Main Points: Main points should be stressed and repeated.

· Correct Tone and Appeal: Messages should be presented in the desired tone, depending on the topic, desired impact, and the target audience. For example, the tone may be reassuring, alarming, challenging, or straightforward.

· Truthfulness: Messages should be honest and should be as complete as possible; that is, you should say what you mean and mean what you say. 

· Credibility: Information should be believable and have a trustworthy source, as determined by your audience research.

· Audience Relevance: Messages should be based on what the target audience perceives as most important, what the audience wants to know, and what the audience needs to know.

Pre-testing messages is also considered to be a form of prototype performance evaluation, which is described in the next phase. Message testing is intended to provide information about some important issues:

· How appealing and attention-grabbing the audience considers the message to be

· How well the audience comprehends the message

· Which wording and colors the audience prefers

· How appropriate the selected settings, channels, and activities are

You should select a pre-testing strategy based on the medium through which the message will be communicated, the target audience, and the amount of time and resources available for pre-testing. For example, you may decide to test several taped radio public service announcements to simulate their sound, but to use in-house rather than professional voice talent to save money for the final production. In the case of a television spot, you may want to develop an animated story board with voiceover before developing a more polished version of your message.

Step 4.4:
Pretest and select settings, the places where you hope to expose your audience to messages. 
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What To Do

Once your message has been developed, the details for expressing the message must be established. Selecting the correct setting is the first step toward explaining the message to your audience. 

Settings are places where messages can be received or places where your audience can be reached. They are the places where you hope to expose your audience to the message and include homes, churches, businesses, airports, and clinics.  In this step, you will select the setting(s) through which your audience can receive and correctly act on the intended message.

How To Do It

Consider some important questions as you select settings:

· Which settings attract large numbers of your target audience? Consider the following possibilities:

· Work sites or businesses

· Schools

· Sports centers/activities

· Shopping malls

· Grocery stores

· Churches

· Community gathering places

· Community organizations

· Homes

· Senior centers

· Automobiles (radio and billboards)

· Airports

· Clinicians' offices

· Which settings are the best places to give your messages?

· Which settings seem best based on decisions you have made about concepts and messages?

· Once settings have been identified, what pretesting methods will you use to determine how your audience receives your messages within that setting?

The settings you select will also depend on the level of social structure through which you plan to give your messages. In CDCynergy, the levels of social structure are called message channels.

Message channels = individual, group, organizational, community, and societal channels.

Consider the following issues when selecting your channels:

· Select channels that fit your communication objectives.

· Select channels that fit your budget and timeline.

· Consider that mass media can be cost effective in sending information quickly to a broad audience. This works well when the primary purpose of mass media is to inform and create awareness. Complicated messages may not be suitable for mass media.

· Consider that interpersonal channels (for example, physicians, friends, and family) provide a familiar and influential context for health messages.

· Community channels (for example, schools, employers) can reinforce messages and offer instruction. Setting up communication links with community organizations can help get your message to more people faster than working through interpersonal channels.

Identify the best message channel that can tell people your message within your selected setting. The following table can help match your selected setting to an identified message channel: 

Levels of Social Structure (Channels) 
Typical Audiences 

Individual 
Students, clients, patients, and other participants served on an individual level 

Group 
Family, coworkers, peer group, classmates, neighbors 

Organizational 
Multiple groups: schools, churches, neighborhood associations, businesses 

Community 
Multiple organizations: business community, school districts, coalitions 

Societal 
Public structures or public outreach: mass media, society, governmental and regulatory agencies, political parties 

Step 4.5:
Select, integrate, and test channel-specific communication activities.
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What To Do

Select, integrate, and test channel-specific communication activities to deliver your messages to your intended audiences in ways that will best achieve your communication objectives. Identify the various activities (in other words, tactics or methods) used within a level of social structure (for example, a message channel) to deliver the message.

How To Do It

Your selection of communication activities should be guided by important considerations: 

· Purposes of the communication as stated in the goals and objectives
· Focus of selected theories
· Results of formative research, including concept and message testing

· Nature and content of messages

· Selection of message settings

· Different levels of social structure (in other words, setting up message channels for different levels of audiences activities, such as individual, group, organizational, community, and/or societal levels) through which messages will be transmitted. 

Some suggested activities for different levels of audience channels (such as levels of social structure) are listed below: 

Individual-Level Activities

· Using a list of questions to ask health care providers about treatment options

· Using preprinted notepads for health care providers so they can check off topics they have covered to make sure that they address all relevant issues with patients

· Distributing items that show relation with an established program (for example, t-shirts, pens, key chains with your campaign logo)

· Providing how-to materials for discussions in private homes or within the family

· Using visuals to start discussion (for example, a flip chart)

· Using telephone answer line scripts to answer common questions

· Providing a CD-ROM that shows treatment options and others' stories for someone facing a health problem

· Integrating health-related children's board games into school activities 

· Providing coupons for free or reduced-cost services

· Writing personal letters or organizing a letter drive for policy change

· Mailing reminder cards from physicians to patients (or using referral slips)

· Supplying fact sheets or written answers to frequently asked questions

Group-Level Activities 

· Hosting a meeting series on health topics

· Coordinating role-playing scenarios

· Coordinating the use of interactive multimedia scenarios 

· Delivering small-group presentations using visual aids

· Conducting group exercises

· Using a lesson plan for group projects

· Developing stories with children

· Teaching songs with health-related messages

· Giving a cooking demonstration

· Organizing in-service training seminars

· Using prepared talking points for group sessions

· Showing videos or slides or flip charts 

· Leading a discussion after showing a television production or film or video

Organizational-Level Activities

· Distributing newsletters and bulletins (for example, to companies, voluntary groups, or churches)

· Putting educational programs into place (such as program where the educator appears in-person, audiovisual programs, computerized programs, and/or print programs)

· Giving speeches

· Sending letters to members of the organization 

· Offering continuing medical education programs 

· Sending motivational letters or e-mails for program participants

· Posting messages via in-house radio or television

· Placing kiosks, displays, or message boards

· Distributing buttons, refrigerator magnets, or other corporate giveaways

· Adding items to regular communications (for example, informational flyers added to envelopes)

· Holding events

· Organizing conferences

· Providing spokesperson training and interviewing tips

· Distributing media kits

Community-Level Activities

· Placing displays in beauty/barber shops, pharmacies, grocery stores, airports, transit areas, and other locations where people gather

· Including inserts with bills in shopping bags

· Putting stamps on shopping bags

· Sending community newsletters

· Hosting open houses at local hospitals or clinics or schools

· Producing dramas or performances

· Holding health fairs

· Sending letters or e-mail to organize community response

· Implementing public relations events

· Holding meetings with community leaders and lawmakers

· Offering spokesperson training and interviewing tips

· Hosting an "appreciation event" such as a breakfast or dinner for local organizations

· Using window banners at local eating establishments

· Giving loudspeaker reminders in stores

· Posting public "scoreboards" to show progress toward a program goal

· Holding a poster contest

· Mailing letters to organizations to request their support

· Placing newsletter articles

· Distributing cards with important contact phone numbers 

Societal-Level Activities

· Distributing brochures

· Publishing cartoons and comics

· Sending direct mail

· Mailing print materials such as booklets that use pictures and entertaining story lines to deliver health messages
· Submitting magazine articles

· Broadcasting music videos

· Submitting news articles, editorials, op-ed pieces, or requests for editorial support

· Hanging posters

· Airing radio, television, or print public service announcements

· Providing talking notes for on-air radio personalities to deliver)

· Influencing radio or television programming

· Creating home pages on the World Wide Web

· Holding live radio or television broadcasts from a program event

· Suggesting a proclamation by a government official

· Distributing media kits

· Supplying data to media outlets

· Putting up billboards

· Displaying health-related artwork at airports 

Some key advantages and disadvantages of the audience channels or levels of social structure are listed below:

Individual-Level Pros and Cons

· Can be most effective for helping/caring

· Can be most effective for teaching

· Can be effective because message source is likely to be trusted and influential 

· Can encourage, support, and reinforce action

· Can be most labor intensive

· Can reach the fewest people at a time

· Can be difficult to link into interpersonal channels (for example, sources themselves may need to be convinced and taught about the messages.)  

Group-Level Pros and Cons

· Can be effective for helping/caring

· Can be effective for teaching 

· Can reach more people at a time than individual-level  communications

· Can encourage, support action, and reinforce behaviors

· Can be labor intensive

Organizational-Level Pros and Cons

· Can capitalize on existing infrastructure and organizational routes of communication

· Can reach larger audiences than individual or group communications

· Can offer opportunity for the organization to increase its capabilities

· Can be hindered by organizational constraints such as required approvals of messages and activities

· Can be labor intensive

Community-Level Pros and Cons

· Can be effective for helping/caring

· Can be effective for teaching

· Can reach larger numbers and more kinds of people than individual, group, or organizational communications

· Can be somewhat labor intensive

Societal-Level Pros and Cons

· Can reach the most people

· Can reach many kinds of people

· Can be least labor intensive per capita

· Can be limited in helping

· Can be limited in teaching

Try to think of everything you might need to combine all your communication activities so they reinforce and complement one another. For example, your news media activities should be planned in a way that draws attention to, enhances, and reinforces your audience-based messages and the other activities being used to deliver them. When communication is newsworthy, deliver it to the media. Make the launch a news item tied to a news story such as relevant current events or recent scientific findings related to your message. Even interesting baseline survey data can form the basis of companion news story.

Step 4.6:
Identify and /or develop, pretest, and select materials.
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What To Do

Identify and/or develop, pretest, and select materials needed to support your channel-specific communication activities. For example, if you plan to use an individual channel activity like HIV counseling, you may need to develop a brochure or select an existing one to give to the client as a reminder of the issues you have discussed. On the other hand, if you plan to use a societal-level channel like television, you may need to develop a public service announcement or select an existing one to convey your message.

· Materials are tangible items that support the communication message or activities (materials, such as brochures, posters, talking points, program coordinators' guides).

How To Do It

Select materials from among many options that support communication messages, settings, message channels, and activities: 

· Pamphlets

· Press kits

· Billboards

· Leaflets

· Movies

· Letters to the editor

· Web pages

· Posters

· Newsletters

· Magazine articles or advertisements

· Thank-you notes

· Payroll inserts

· Bookmarks

· Comic books

· Opinion-related (Op-ed) articles 

· Fact sheets

· SOHCOs (Single, Overriding Health Communication Objectives)

· Audio/video news releases (ANR/VNR)

· Talking points for public appearances or media personalities

· Print materials that use pictures and entertaining story lines

· Displays

· Kiosks 

Using Pre-existing Materials

Before developing new materials, you may want to search for existing materials that already present a message that fits your program's objectives. Using pre-existing materials can save time and resources. However, ask some important questions as you consider using materials already in existence:

· Do the messages presented fit your communication concept and objectives?

· Do the materials offer accurate, complete, and relevant information?

· Are the materials appropriate for your target audience in format, style, and readability level?

· Can the materials be modified to become appropriate?

To help decide if existing materials are appropriate for your communication concepts, you should explore the following issues:

· How the messages were developed

· Whether the materials were tested

· How the materials have been used

· Whether the materials have been effective

· What changes the producer would recommend based on lessons learned when the materials were used

· Whether you can receive permission to modify or use parts of the materials (especially important if the materials are protected by law)

Developing New Materials

If existing messages and materials are inadequate, develop new messages and materials to test with your target audience. Base them on the concepts you have already pre-tested. As you develop messages to test, consider the following issues:

· All messages in all activities should reinforce each other and fit your communication concept and objectives.

· Use illustrations to gain attention and to aid understanding and recall. Illustrations should reinforce your message.

· Prepare materials tailored to the target audience in content, layout, use of visuals, and readability, including appropriate language.

· Pay attention to the special needs of your target audience, including literacy level, language, cultural appropriateness, vision/hearing needs, and other physical disabilities.

Listed below are some development tips for the most common communication activities: 

Print Materials

· Write in the active voice.

· Clarify with examples.

· Use graphics that are immediately identifiable and relevant.

· Use graphics that reinforce the text, not compete with it.

· Avoid right-justified margins.

· Avoid small type (less than 10-point) and large blocks of print.

· Use short sentences or short paragraphs.

· Break up text with visuals and bullets to emphasize important points.

· Explain, if necessary, with a glossary.

· Avoid jargon and technical terms.

· Avoid abbreviations and acronyms.

· Avoid unprofessional drawings and technical diagrams.

· Summarize at the end for review.

Public Service Announcements

· Keep messages short and simple, focusing on one or two main points.

· Be sure that every word counts in conveying your message.

· Repeat the main message as often as possible.

· Identify the main issue in the first ten seconds.

· Summarize or repeat the main message at the end.

· Recommend a specific action.

· Provide new, accurate, straightforward information.

· Use a memorable slogan, theme, music, or sound effects.

· Be sure that the presenter is seen as a credible source of information (for example, as an authority, target audience representative, or celebrity associated with the topic).

· Use positive rather than negative appeals.

· Emphasize the results of behavior modification, not just the problem.

· Use appeal, language, and style relevant to the target audience.

Talking Points/Tips for Oral presentations

· Introduce the topic and state the purpose at the outset.

· Repeat the main message throughout the presentation.

· Use audiovisual materials to reinforce the main points.

· Clarify with examples.

· Demonstrate the health problem behavior or skills, if relevant.

· Present the facts in a straightforward manner.

· Use an appropriate tone (for example, a humorous or straightforward tone).

· Use language and style appropriate to the target audience.

· Allow time for personal interaction with the audience (such as questions and answers).

· Distribute supporting materials that participants can take with them as reminders of the message.

Step 4.7:
Decide on roles and responsibilities among staff and partners to execute the communication plan.
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What To Do

A communication plan is critical for providing your staff, partners, and stakeholders the most current information about your implementation plans. Your purpose is to make sure that the project stays on strategy, on time, and on budget.

Your communication plan has several purposes:

· Keeping roles and responsibilities clearly defined

· Keeping all program participants involved and up to date

· Maintaining access to the target audience

· Fostering the credibility of your message or program

· Gaining additional resources
An internal communication plan is important for you and your project staff, and you should specify the means of communication among your project staff.

Consider using these internal communication aids:

· Contact lists of names, telephone numbers, street addresses, and e-mail addresses

· Mechanism for recording and distributing meeting minutes

· Regularly scheduled meetings or conference calls

An external communication plan is also critical for keeping your partners and stakeholders informed about your implementation plans. This plan specifies both reporting and strategy-planning mechanisms among you, your staff and coalition members, partners, and others involved in implementing your communication plan. 

How To Do It

Develop an internal communication plan that considers these issues:

· Communication mechanisms accessible to all project staff (mechanisms such as electronic mail, mailboxes, a central meeting place)

· Aspects of the project about which everyone needs to be informed

Prepare a list of questions or topics that should likely be discussed regularly. 

Regular verbal or written status reports can also keep staff members informed about the project's progress and their responsibilities.

Status reports can be distributed in various forms:

· Letters

· Conference calls

· E-mail or electronic newsgroups

· Distance conferencing (satellite conferencing or teleconferencing)

· Regular meetings

· Written reports

Develop an external communication plan to keep partners and program staff involved in the project:

· Involve partners in program activities when feasible and when desired by them (activities such as special events, evaluation and program revision activities, spokespersons' activities).

· Provide partners and external project staff with regular program updates about activities and events. Some programs formalize updates by creating newsletters or reports for partner groups. Others report informally through calls, meetings, or letters.

· Give credit to your collaborators in media releases and other program publicity. If you generate a media activity that mentions partners, share the story or videotape with them.

· Inform partners immediately about positive or negative program results or about breaking stories relevant to them or their organization.

· Create a mechanism for staying informed about activities and events occurring within partners' organizations as the project progresses.

The worksheet below will help you organize your communication plan by identifying how and how often you and your stakeholders will conduct the communication tasks as well as where, when, and to whom communication efforts will be directed.

Communication Plan Roles and Responsibilities 
What roles need to be filled for the task? [for example, Director, Media Coordinator, etc.]
Who is responsible to complete the task?[ for example, Director, use name; Media Coordinator, use name; etc]
When does the communication delivery begin and end? 
Who or what will be affected?
Report-back process 

Communication Task: _________________
 
 
 
 
 

Communication Task: _________________ 
  
  
  
  
  

Step 4.8:
Produce materials for dissemination.
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What To Do

Finalize and revise messages if necessary. Once you are certain you have clearance from your organization, list materials needed to support the communication activities you will be putting into action. Determine production quantities by outlining a materials distribution plan. As you plan production, consider these questions:

· Is your message contained in high quality materials?

· Are your materials available in sufficient quantities?

How To Do It

Your production process for print and audio-visual materials to support your communication activities will vary depending on whether you are using existing materials or developing new ones.

If using existing materials, consider these issues:

· Some organizations may provide materials that are already in a form that is ready to duplicate or they may allow you to reproduce their materials. Some materials may be protected by law, so check with the producer for permission to use pre-existing materials.

· All materials produced by the United States Federal government are offered to the public at not cost.

· Customize or adapt materials only with the permission of the producer. 

· Consider adding your organization's name, contact information, and logo to existing materials.

· Consider combining parts of existing materials.

If printing materials, consider these issues:

· Printing larger quantities reduces the cost per copy.

· Quality and costs vary, so seek recommendations from colleagues and obtain cost estimates from several printers.

· Paper stocks vary in cost, so consider a range of stocks as a way to reduce cost.

· Prices increase with each additional ink color.

· If you are shipping materials to partners, having the printer pre-package sets of materials will save time usually spent counting out large quantities by hand.

For audiovisual materials, consider these issues:

· Using a professional announcer for radio public service announcements (PSAs) or for other voice work may seem expensive, but may ultimately save time and money because professionals often need less time to deliver the script correctly. In other words, a non-professional may take longer to get a good recording and, therefore, use more time in the studio. Studio time costs money.

· Low quality video can distract the viewer from your message, so you should plan to spend sufficient resources to develop high quality video productions.

Step 4.9:
Finalize and briefly summarize the communication implementation plan.
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What To Do

Write a brief plan summarizing how you will implement your communication program. This plan differs from others you have created during previous phases because the implementation plan should specifically explain or justify what you will do and should also illustrate how you will "roll out" the program and present it to your target audience.

Write an implementation plan that includes these key points:

· Background and justification, including SWOT and ethics analyses

· Audiences

· Communication objectives

· Messages

· Settings and channels for conveying your messages

· Activities (including tactics, materials, and other methods)

· Available partners and resources 

· Tasks and timeline (including persons responsible for each task, date for completion of each task, resources required to deliver each task, and points at which progress will be checked)

· Internal and external communication plan 

· Budget

How To Do It

All parts of your communication effort should be included in your implementation plan. This plan is the outline for your program from beginning to end. 

The implementation plan should include the following:

· List of activities needed for your communication effort (for example, first events, meetings, special events)

· Expected times when external events may increase attention to your effort (for example, relevant health months, elections, or holiday season)

· Timeline

· List of tasks to be accomplished (for example, evaluation data collection, status reports, reprinting of materials)

· Identification of people responsible for each activity

The following worksheet may help you plan, organize, and write your Communication Implementation Plan. For each message or strategy to be implemented, identify the persons responsible, resources needed, beginning and ending dates of the communication strategy, and the frequency of evaluation check points.

Communication Implementation Plan Worksheet 

    
Persons Responsible (Contact Person) 
Resources Needed 
Delivery Beginning Date 
Delivery Completion Date
Frequency of Evaluation Check Point 

Key Message or Strategy: _____________
_____________ 
 
 
 
 
 

· Audience 
 
 
 
 
 

· Setting 
 
 
 
 
 

· Channel 
 
 
 
 
 

· Activities 
 
 
 
 
 

· Materials 
 
 
 
 
 

Key Message or Strategy: _____________
_____________ 
 
 
 
 
 

· Audience 
 
 
 
 
 

· Setting 
 
 
 
 
 

· Channel 
 
 
 
 
 

· Activities 
 
 
 
 
 

· Materials 
 
 
 
 
 

Step 4.10:
Share and confirm the communication plan with appropriate stakeholders.
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What To Do

Using the summarized communication plan, share your plans with stakeholders and obtain their commitment and support. To confirm plans, you are encouraged to conduct a preparation check: 

· Ensure that materials are available in enough quantity and that they are convenient and accessible, both in location and cost.

· Report to program partners and gatekeepers who represent the settings, channels, and activities of implementation.

· Plan the program first big event and other big events.

· Train staff to present messages.

· Develop progress-tracking measures.

Consider the following questions in your checklist:

· Are you planning to use the mass media to introduce the issue and your new program?

· Have you listed relevant media outlets to be contacted?

· Have you trained staff, partners, or other stakeholders to respond to inquiries?

How To Do It

Your preparation checklist makes sure that all staff members are prepared and that materials are ready for the program launch.

The checklist should include these important components:

· Materials

· Kickoff

· Partners

· Tracking Measures

· Project Staff

Materials

You should consider these materials preparation issues:

· Quantity of materials needed at the beginning of the program 

· Plan for materials storage and distribution 

· Fact sheets, talking points or briefing kits for speakers

· Press kits and a distribution plan

Starting Event

You should consider these events planning preparation issues:

· Press conference arrangements

· A list of relevant media outlets to be contacted

· Other organizations to notify about the kickoff (for example, other government agencies, non-profits, companies, medical associations, parents' groups)

Partners

You should consider these partner-related preparation issues:

· Training for partners and project field staff to respond to questions

· Advance delivery of materials to partners 

· Preparation of professionals and community members for increased services demand resulting from the program

Tracking Measures

You should consider these tracking-related preparation issues:

· Activity logs for program implementers

· Comment logs for program implementers

· Designated contact persons at the lead agency to help make decisions and midcourse adjustments

Project Staff

You should consider these project staff-related preparation issues:

· Staff calendars showing important dates

· Staff training for responses to inquiries from partners and media

· Fact sheets and talking points

A sample Preparation Checklist for implementation is shown below. You can use the checklist as a general model for the items you might include in a program event. The checklist shows some items in greater detail to illustrate the amount of coordination necessary to implement a program.

Preparation Checklist for Implementation



Partners, stakeholders, and gatekeepers briefed and prepared to support program implementation



Materials available in enough quantity



Materials in place in relevant locations 



Staff trained to present messages



Training room reserved/rented



Trainee manuals prepared and duplicated



Training exercises prepared and duplicated



Instructor briefed on project



Instructor manual prepared and duplicated



Materials to evaluate training prepared and duplicated



Slide projector/overhead projector available/reserved



Trainees recruited/confirmed



Trainees given information on training time, place, and directions



Slides/transparencies prepared



Staff trained to respond to inquiries



Community professionals aware of program and prepared to respond



Mechanism in place to track work performed and expenditures



Mechanism in place to track publicity, promotion, and other outreach



Mechanism in place to track participation, inquiries, or other responses

Phase 4: Summary
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After conducting the steps in this phase, you and your partners will:

· agree upon key messages that you will use to reach and influence each audience, 

· know which activities and materials you will use to deliver these messages and where you plan to reach your intended audiences,

· summarize all of this information in a communication plan that includes specifics about roles and responsibilities among staff and partners including who will do what, when, where, and how often in executing the plan, and

· have a timetable and budget that is tied to each communication activity.

